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Background

First Congregational Church (FCC) of Glen Ellyn, organized in 1862, is nestled in a neighborhood of Architectural Digest-quality homes just one block from a quaint downtown filled with boutiques and chic restaurants.  In this bucolic western suburb of Chicago, First Congregational enjoys the beauty of a historic, traditional sanctuary imbedded in an updated, highly functional edifice.  Throughout its history, First Congregational has known seasons of great joy and deep despair, including a fire in 1988.  The building itself stands as a testimony of hope and perseverance.

In 2004, the Reverend Dr. Lillian Daniel stepped into the pulpit of an enthusiastic congregation that grew in worship attendance over 70% in the five years that followed.  During her tenure, FCC has enjoyed the stability of a growing and healthy staff.  The Rev. Seth Carey joined the staff in 2005 and Gabriel Calderon came one year later to serve as the Director of Christian Education.  To address the needs of its families and youth, First Congregational invited Rachel Bahr to be the Director for Youth Ministry in August 2008.

At Dr. Daniel’s encouragement, the congregation has claimed its role as a “teaching church” and has trained several interns from local seminaries, as well as summer interns, who are First Congregational members that apply for 4 competitive positions. The church rolls point to about 1,165 members, while 538 people participate in one of the church’s two worship services.  Every indicator suggests that FCC has a continued growth trajectory in its future. 

The residents of Glen Ellyn, Wheaton and of the neighboring suburbs are driven, competent and successful.  They work hard and take advantage of every opportunity to help their children find success in life.  There is an energy and an expectation they bring to the church as well, resulting in skilled leadership and excellent programming for their children and youth.   With clear pride, members enthusiastically describe their church family as “vibrant” “engaging,” and “a place that feels like home.” 

The 2009 high school graduating class of FCC has experienced three staff transitions in their time in the youth program.  Juxtaposed to this change has been the steady familiar leadership of Laura Anderson, who has invested in their lives first through weekly youth group and currently through her leadership with the Work Camp.  Laura Anderson, a life-long member of FCC, volunteered alongside of Mike Daley until his departure in 2001, when she took on more responsibility and was dubbed “Work Camp Guru.” Leadership reigns were passed to the Associate Minister, Seth Carey in the fall of 2005, who Laura continued to assist.  No longer participating on a weekly basis, she continues to proudly cling to the title of “Work Camp Guru.”  
About a year ago, compelled by a strong commitment to provide continuity and full-time support of the three youth fellowships, FCC positioned itself to hire Rachel Bahr as the full-time Director of Youth Ministry.  Her responsibility is to coordinate the three youth groups, TF2 for children (grades 3-5), Junior High Youth programming (grades 6-8) and Senior High programming (grades 9-12).  In the months since, the youth ministry has seen and felt the transition in ways that are predictable. 

Currently, there are 135 youth in grades 6-12 on the church rolls.  During a typical week, about 92 unique youth participate in 6th grade church school (10), pre-confirmation(12), confirmation (21), worship(20), attend one of the youth groups (Junior High- 35; Senior High 25), play in a worship band (5) or volunteer in the church school (7).  Considering that several youth participate in multiple activities, there are 135 visits to the church by a youth on a weekly basis. 

The music program is not offered on a weekly basis, and therefore does not factor into this number.  However, it should be noted that a significant number of youth (30 junior highs and 30 senior highs) share their vocal and instrumental gifts with the congregation in worship leadership throughout the year.  Another way youth connect to the congregation is through the annual Work Camp, which typically involves about 35-40 youth.  
The church has a 2009 budget of $1,082,880. For the year 2009, the youth ministry has a budget in the neighborhood of $72,343, which includes the salaries/benefits for the staff, in the amount of $$71,943. The youth ministry program enjoys the luxury of the involvement of three staff members, who collaborate their time and efforts to create a strong leadership team.  In this collaboration, the hours dedicated to youth ministry look like this:



Staff



Hours a week dedicated to youth grades 6-12


Director for Youth Ministry


30 


Associate Pastor

  
 
  8

Director of Christian Education 

  
  8

Director of Music


  
  2


Senior Pastor



  
  3







             51
There are 11 adult volunteers involved each week in the youth ministry, Pre-Confirmation and Confirmation programs.  Others help out at special events or behind the scenes throughout the year. Most of these volunteers have been active in multiple areas of the church and are well known to youth and their parents.  
While envisioning a strong, healthy youth ministry that would have a long-term, deep impact on students and the congregation, Rachel Bahr began studying “Sustainable Youth Ministry” by Mark DeVries, the founder of Youth Ministry Architects (YMA).

Subsequently, YMA was invited to do an initial assessment of the youth ministry and to make recommendations about how it might move strategically forward.  We met with 76 individuals in 10 focus groups or one-on-one meetings.  Four people sent their responses on an absentee form.  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.” It has been our experience that though these three rents, in and of themselves, do not insure an effective or faithful ministry, they are often the most immediate evaluation tools used by youth, parents, staff and the congregation at large.  

Youth ministries that “pay these rents” tend to have much greater freedom to be creative, take risks, and experiment with innovative ideas.  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 Church Council 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.
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 students and parents “something to talk about.”  

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.  

Though the youth ministry of FCC has had opportunities to celebrate its success and growth, it is clear that over the past few years it has struggled to pay these rents. There remains a general sense that the program is improving and moving forward, but the youth leadership has not yet earned the right to experiment with changes. 
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As the leadership of the youth ministry develops its long-range vision, it will need, at the same time, to be attentive to these “three rents.”  In this sense, the youth ministry faces parallel challenges: 
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As the youth ministry leadership steps into this parallel process, five rules of thumb – or what we call “youth ministry norms” – will be helpful to keep in mind:

1) $1500 a Kid—With a budget of approximately $72,343 dedicated to the youth ministry and a weekly participation level somewhere in the neighborhood of 92 students in some aspect of the church’s life, the youth program is stretched financially and functioning beyond the normal capacity.  Ordinarily, over-capacity youth ministries result in short-term youth directors and programs that launch and then sputter out of existence.   

2) 1 Full-Time Staff Person for Every 50 Youth—According to this rule of thumb, First Congregational, with its multi-staff approach to youth ministry, has the capacity to sustain the engagement of about 50 youth on a weekly basis. Ordinarily, in over-capacity youth ministries, the youth staff is set up to be unable to fulfill all the expectations placed on them by the various constituencies of the church, the natural result being a climate of criticism and burn out.  

3) 1 Adult for Every 5 Youth— YMA 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 students on an ongoing basis.  First Congregational is currently at a ratio of 1 leader for every 8 youth – counting only the people who have made a weekly commitment to the three major programs and basing this result on weekly participation of the full volunteer slate. It falls below the target with the current number of active students. The volunteer pool will need to increase if the church wants to minister effectively to the current youth and to many of the other youth that only pass through on occasion.

4) 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 in a church with an average worship attendance of 538, the fact that there are approximately 92 unique youth present in the church weekly dramatically out-performs the national norm.

5) The 20% Challenge —In churches whose youth ministry begins to exceed 20% of the size of the worshiping congregation, we have observed that the growth of the youth ministry typically stalls.  Should the church desire to grow its ministry beyond its current size, it will need to think strategically about offering a qualitatively different kind of youth ministry. First Congregational is almost at 20 % already.

ASSETS

Strengths to protect in the current youth ministry

Putting Our Money Where our Mouth is….
There was a general sense of gratitude in the focus groups that First Congregational was willing to hear the requests of so many of the dedicated 
volunteers and to hire a full time staff person to focus specifically on the youth of the congregation.  This courageous step forward has been affirming to parents, youth and volunteers alike.
There is Perfection in our Midst

The kids love the volunteers who assist with youth group and Work Camp.  One youth said, “Our leaders are perfect.” First Congregation has been blessed with a dedicated group of volunteers who have brought stability to the youth ministry 
over the years.  Other comments from youth about the leaders include:

· Our leaders are excited to be with us.

· Our leaders listen to us and take into account what we say.

· Our leaders are concerned about the wellbeing of our youth group.

Faith Seeking Understanding 

Several youth spoke of wanting to learn more about God.  They liked the social part of youth group, but didn’t want that to be all that they did as a group.  Many youth applauded Rachel’s efforts and creativity in creating different activities through which they could explore their faith in God and who they are as a creation of God.  Comments from youth included:

· I like youth group, but I think we should do more activities related to God.

· We should have time to be serious.
· We are more than people just hanging out. 

· This should be a place where people feel really comfortable really sharing.
· I enjoy the thought provoking discussions

Roll out the Red Carpet!

The youth of First Congregational know that they have a home here, that they are loved and that their gifts and talents are welcomed.  Several youth mentioned how welcomed and accepted they felt, especially by the senior pastor.  Though some youth mentioned the desire for more points of connection with the congregation, they have a general sense that great strides are made to make a place for them.
We have a Niche Market!

Many youth are well aware of and proud of the uniqueness of First Congregational.  They enjoy the rare-identity of a “less-strict atmosphere.”  They value the space and freedom First Congregational offers them to explore their faith.  They are somewhat protective of this treasure in their life and want to make sure its respected by leaders and students in the youth ministry.

The Braided Approach to Youth Ministry

Youth, parents and leaders spoke of how much support they felt with the braided collaboration of Rachel, Seth and Gabe working together in youth ministry.  It gave the sense of strong staff support and awareness of what is happening in the youth ministry.  It also made everyone feel a close connection to the pastoral staff.

Solid Programs

•
WORK CAMP Rocks!  Again and again, church members spoke of the significance and 
impact of the senior high work trip. Without question, it is the program that involves the 
greatest number of youth. 
· This is the most important event we do all year!

· This will be my first trip and I can’t wait!
•     Confirmation is a great experience.  Youth like the format of the confirmation class and felt that they learned a lot and that it was worth their time.  They respect the teachers and enjoyed the different fellowship experiences.  They like worshiping at other churches and synagogues and came back to First Congregational appreciating the uniqueness of their faith community.

Our Youth Ministry is Trending-Upward 

Many members of the focus groups said the youth programs were gaining traction and taking off. There was a sense that “success breeds success” and that the youth ministry was moving in the right direction.  One member commented, “We are growing exponentially.” Other comments included:  

· The program has come a long way.
· The group has taken many ups and downs…right now we’re way up.
Mission-minded DNA

First Congregational is aware of its greater mandate to service.   From the pulpit to the bulletin boards, the congregation is reminded of its responsibility to the community and to the less fortunate.  This “DNA” has trickled down to the youth programs and is something which the youth would like to build upon in their programming throughout the year.

Youth Council Speaks…..

Rachel established the Youth Council this past year to give the youth a forum to express their ideas and to take on leadership roles within the senior high youth group.  The opportunity exists for this to body to become stronger in leadership and a base of support for Rachel as the program grows in leadership needs.

SETH IS SO COOL!

We heard this comment over and over again.  The senior high group has especially connected with Seth over the past four years.  They have the kind of relationship with him that they feel comfortable calling at any time, stopping by his office over the lunch hour and hanging out in his office talking late into the night.  Seth is admired by many of the kids and it is evident that the juniors and seniors are still attached to him.  We heard comments like:

· Seth is like an older brother to us!

· Seth and Laura had a great thing going.

· Seth sets up the perfect environment to be who you are and the discussion just evolves.

· I don’t know him that well, but he seems really cool.  I wish I had the chance to get to know him.
RACHEL IS SO NICE!

“Rachel is so nice!”  “Rachel calls me and reminds me that there’s youth group this week.”  “Rachel friended me on Facebook.”  These were only a few comments that we heard from the youth, indicating their growing relationship and connection with Rachel.  Many times we heard from youth how easy Rachel is to talk to, how positive she is and how she is working so hard for youth at First Congregational.  By starting Junior High Sunday and involving them in Sleepout Saturday, there is a sense that Rachel advocates for youth.  Parents feel that she communicates well and is organized.  Below are comments we heard:
· I am impressed with her persistence in inviting my sons to youth group.
· Rachel doesn’t judge me.

· Rachel seeks out new kids.

· She is kind of low key… no pressure, but very welcoming.

· She has the horse-power to intellectually and emotionally handle our kids.

· She does an excellent job with being in the moment with the kids.

· She has done a great job connecting themes throughout the programs.

· She’s good at bringing social justice issues to the youth.

Challenges

Obstacles to Moving the Youth Ministry Strategically Forward

Cross Purposes:
In the perception of the Senior High youth in particular, Rachel and Seth are viewed at cross purposes. Seth is perceived as cool and fun, whereas many perceive Rachel as being too serious, her programs too “structured”—a classic good cop / bad cop dichotomy. The youth do not see their leaders operating as a unified front, but rather as competing factions in the political landscape of their youth ministry. 

When Rachel came on board, Seth handed her the wheel and climbed into the proverbial backseat where he could be present to the kids, while allowing Rachel the room to lead in her own style and pursue the church’s vision for youth ministry. While this allowed Rachel a great deal of creative freedom, it also created two unforeseen consequences. 

First, it created a perception in the minds of the youth that Seth is not around as much as he used to be. This fueled the feeling among some youth that Rachel has somehow replaced him, naturally creating resentment for her.  
Second, Rachel has become burdened with the sole mantle of leadership. She is ultimately responsible for planning activities, for maintaining order, and for fulfilling the vision that she has cast for the program. One youth remarked that “Rachel should try to have fun with us, instead of telling us to have fun.” It will be difficult for Rachel to relax enough to have fun, unless she feels supported by her other leaders. 

Going forward, it is critical that all staff and volunteer leaders work more closely with Rachel to lead fellowship activities and maintain an active and visible presence up front. This will present the youth with a strong, unified leadership that draws on the strengths of each team member. It will also free Rachel to relax her role and just be herself, which will in turn help her to build more genuine relationships with the youth.  

Remote Control Damage:  

The only one who enjoys surfing TV channels is the one holding the remote.  Over the last five years, three approaches and personalities have set the direction and tone of the youth program. It is as if the youth of First Congregational have been sitting on the couch watching TV and someone switches the channel….and then does it again.  This “channel surfing” has resulted in disgruntled feelings. As the program has grown into a new look and feel, there is a sense among some that this is not what they signed up for.  

· Once the seniors leave, there will be a lot less resentment that Seth is around less

· I think the sophomores and freshman are fairly content with how youth group is.

· Youth group used to be fun when Seth was running it….Now it’s different with Rachel. 

· What I liked about youth group under Seth is that it was open and easy...no work sheets, small groups.

· When Rachel came, it stopped being so much fun…

· For me this year has been fine, because I don’t know what to compare it to

Who’s In Charge?!

A smooth transition of shared leadership between Seth and Rachel was carefully thought through ahead of time by the staff. The model of having Seth in attendance and Rachel in “up front” leadership seemed to create a space for two strong and capable leaders within the program.  It looked like the youth could get the best of both worlds. Seth’s involvement has been positive in that it has helped to keep the juniors and seniors connected. However, it has also created some confusion and tension within the group. Some kids are not sure where their allegiance should be and others have simply refused to transfer any allegiance to Rachel. One youth was able to express this tension this way, “Since Rachel took office, this youth group has become much more political.  I feel like it’s a charged political environment.”  Others said:

· Having Seth attend youth group keeps him involved, but it hasn’t been successful.

· Because we were so comfortable with Seth, we have had a hard time connecting with Rachel.

· First Congregational is a tough place to parachute into.   Plus, Seth is still here.

A Personality Issue….
There was a general consensus from the youth that Rachel is trying very hard to create relationships and strong programs.  However, many of the same students struggle with her personality.  We heard comments like:

· Our relationship is more like a teacher-student relationship.  

· It’s awkward because she wants to be your friend.

· Can she trust us in a conversation?  She’s too controlling of the outcome.

· Rachel tries so hard……..too hard.

· Rachel should have fun with us, instead of telling us to have fun.

· She treats us like babies, when we are teenagers.

· Sometimes she can have fun with us and not try to make us have fun

· I like her outside of youth group, because she is more relaxed and has fun with us. 

· The lock-in was one of the best experiences I’ve had because she had fun.

· I saw her in town and we had so much fun.  She’s different at church

It is our belief that most of these issues can be addressed with coaching.  Other personality issues can be downplayed or defused in a team approach to youth ministry, drawing in other leaders who can build upon Rachel’s strong organizational and ministry skills.  It is also worth noting that these issues are not unusual in a transition situation where the new Director for Youth Ministry enters a program that already has a strong following under another leader.  

4-Lane Highways:  
Great divisions in Glen Ellyn are not limited to a highway named Roosevelt.  One of the most consistent and heartfelt concerns we heard was the chasm that exists between cliques especially, though not limited to, youth from different schools.  For youth who attend Glenbard South, Glen Crest Middle and others not located in close proximity to the church, it often feels impossible to pass the entrance exam into the fellowship community.  “Although [this church] has been part of my life since I was born, I still sometimes feel like an outsider.  This is especially true in the youth programs at this church.” The experience, shared by one senior in worship on Senior High Sunday, is echoed by others:

· We talk about being open and welcoming, but we have never been so open with our own kids.

· The kids feel like they have to have friends before they can go to youth group or Work Camp.  After a year of confirmation, my daughter still doesn’t feel like she has friends here.

· There definitely an “in” group and an “out” group.

Though this has been a challenge within the program throughout its history, the make-up of the recent new member classes indicate that the need to address this problem is more urgent than ever.

Terminal Uniqueness:

We observed that many people we met with suffered from a perception disorder we like to call “terminal uniqueness,” focusing intensely on the “unique” challenging factors facing the youth ministry at First Congregational:

· Overcommitted youth with packed schedules, who are therefore unable to participate regularly

· Youth attending multiple schools that demand high levels of performance, including several hours of homework each night

· The fact is that neither of these challenges are even remotely unique to this church. The majority of these factors are present in almost every successful suburban youth ministry in our country. The church can make the decision to keep their thinking about youth ministry off the dead-end streets of explaining away a less than effective program by pointing to these factors.

Volunteer Deficit: 

It was generally agreed upon that volunteering is part of the DNA of the church and community.  Within this culture of community spirit and volunteerism, there is no shortage of qualified, dedicated leaders. However, it was our observation that no structure exist for recruiting, training, encouraging and retaining adult leaders in the youth program. The result of this lack of investment of time and attention is playing itself out in the youth program.  With growth on the horizon, attention needs to be given to recruiting the necessary volunteers to sustain the growth of the youth program.

Crises of Capacity:

One the most glaring realities that FCC must face in its youth ministry is its lack of capacity to do anything beyond what it is doing.  Like a person trying to stay warm with a 4 foot by 4 foot blanket, the program simply does not have enough infrastructure to provide the coverage that is needed for the kind of program the church would like to see for its youth.  Realistically, the youth ministry does not have the budget, the volunteers or the additional staff, to create a program remarkably different than the one it already has.

The Lone Ranger:  

Rachel hit the ground running in August of last year, but in many important ways, she has been running alone.  She arrived to a blank slate just two weeks before the kick-off of the school year and while there is staff support and a few volunteers involved for programming needs, some significant things have fallen through the cracks.  For instance, with her maternity leave on the horizon the church needs to have a strategy in place.  A youth ministry built upon the youth director is a ministry which sets itself up for instability.  The good people of FCC will need to claim its mandate to raise its children and youth in the faith, by creating a web of support around each youth.  

Which Goal Posts?  
There are no victory cheers when the team fails because the kicker punts at the wrong goalpost. It was our observation that there are multiple goalposts on the First Congregational field of youth ministry.  Rachel is kicking at almost all of them, but not feeling like she’s scoring any goals. Until there are clear goals with a strategic plan and accountability, the ambiguity and confusion will limit successes and breed frustration.  Consider these goal posts:
 from Youth

· I think we should do more activities related to God.

· We need more lock-ins and work projects.

· There should be less talking.

· We should have more time to talk about God.

· We need to be different than social groups at school.  
· I would like to have more of a social club where we can just hang.  
· I wish our group felt more like a youth group.

· If I wanted to go to a typical youth group, I would go to First Pres.  I don’t, and that’s why I’m here.

and from Parents
· It needs to be a place where kids want to go.
· I want this to be a learning space for everything they don’t learn in school- values, ethics, politics 

· I want my boys to find a sense of community; I want this to be a second home and for them to have some kind of responsibility to the community

Clearly there is a lack of consensus around a unified vision.  In the coming months, First Congregational will need to establish a team of leaders to discern a clear vision for its youth ministry. Then the next step will be to look to Rachel to help make that vision a reality.  It is likely that some leaders will need to step up, step back or shift around, as the congregation moves forward, committing themselves to a unified vision and the action steps that hang on it. 
The Cliffhanger:  

Clearly youth have read the memo that Work Camp is the place to be in June! In a celebrated tradition of serving communities with needs and story-swapping around the fire pit, Work Camp has become the apex of the youth program.  However, when the group returns, the potential momentum is lost in the absence of continued intentional gatherings.  Feelings of “I come back feeling so close to people and wanting to make a difference” are left un-nurtured with nowhere to go.  In an environment that continually struggles to build connections between cliques of youth within the group, this is a seriously missed opportunity.

The Focus Factor: 

There is a strong sense from both the youth and the leadership team that the Junior High fellowship is a rowdy crew that can be difficult to manage.  While things are not always rowdy, the volunteers, are short in number and do not always feel equipped to implement the necessary discipline.  It was our observation that the environment necessary for youth to focus on projects, conversations or even activities, does not exist as the norm.  More volunteers are key to the future growth and success of the program. 
We Want to be Heard!

As one would expect from youth raised in an independent-minded Congregational tradition, the youth of FCC have opinions on what should happen in their youth ministry and would like the opportunity to be heard.  Thirty-five youth participated in the focus groups, which is extraordinary.  In no way were their voices unified.  They represented several points on the continuum of faith commitment, the continuum of program satisfaction, and the continuum of expectations from the church.  The only thing they could agree upon was their need to be heard.  Rachel has established a forum for senior highs to express thoughts through the Youth Council. This is a good start, however the Council will need to grow in its function as an outlet for leadership and expression to meet the need to be heard.
RECOMMENDATIONS

1) Reframe the next 15 months (through August 2010) as a time of direction-setting and infrastructure building for the youth ministry.  Target September 2010 as the start date for the launch of a renovated youth ministry with a strong infrastructure that will be sustainable over the long run.

2) Present this report to the Church Council, requesting that they endorse a 15- month strategic design process for the youth ministry.  

3)  Establish a Youth Ministry Strategic Design Team, charged with two overarching responsibilities:

a. Addressing the immediate pressure points facing the youth ministry
b. Establishing a consensus for the direction of the youth ministry and creating its infrastructure.
Task 1: Address the immediate PRESSURE POINTS facing the youth ministry:
· Rachel’s Maternity Leave:  Begin preparations for volunteer coverage, using the guideline of one adult for every 5 participating youth, during Rachel’s maternity leave in Fall 2009.
· Summer Programming:  Create opportunities for casual gatherings 
and activities over the summer.
· Creative Kick Off:  Plan a fun event to kick off the youth ministry programs in September 2009.  This event should be designed to move the youth ministry activities higher up the priority list of busy youth. Include the distribution of calendars, sign-ups for key events, and an explanation for service opportunities. 
· Control Documents (these provide infrastructure to the ministry):  

◦
Directory:  Develop an accurate directory of the youth of FCC, 



including names, addresses, phone numbers, schools, grades, 



parents’ names, email addresses, etc. of youth and leaders.

◦
Calendar:   Build a 14-month calendar


◦
Volunteer Job Descriptions:  Identify all volunteer roles within the 


youth ministry program and create written results-based job descriptions 


for each of the current volunteer roles.

◦
List of Volunteer Needs:  Create a comprehensive list of volunteer 


needs throughout the program year.


◦
Volunteer Database:  Build a volunteer database of at least 100 



potential leaders
· Weekly Junior High Youth Group to be launched in January 2010:  Recruit a task force to begin preparations, publicity and a volunteer recruitment process to have the leadership in place that will sustain a weekly program.
· Volunteer Training:  Schedule a high-energy, group building leaders training event to launch the program year for the leaders.  Schedule a few follow-up events throughout the year.
· Youth Council:  In collaboration with students, build upon the existing Youth Council by creating a forum for youth to express their ideas and to take leadership responsibilities in the program.

 
Task 2:  The establishment of a consensus for the direction of the youth ministry and the creation of its infrastructure, including the completion of the following tasks:
INFRASTRUCTURE TASKS THAT BUILD STABILITY:

· VISION FOR YOUTH MINISTRY: Through a visioning retreat create four key documents which will provide a direction and a charge for the program:
· A Youth Ministry Mission Statement

· A Statement of Values

· A Set of Three-Year Revolving Goals

· A Clear Structure for the Children’s Ministry
· DISCIPLESHIP PLAN:  Create a deliberate discipleship plan, using a metaphor and picture-representation, for youth in grades 3-12 (Models we have seen are rivers, trees, cityscapes, etc). The plan will allow youth and parents to understand where students are in their spiritual lives and to determine what programs and ministries will meet their spiritual needs. This over-arching plan for education and ministry should reflect the discipleship plan that is being embraced by the greater church.
· Rites of Passage: Create a series of rites of passage that marks and celebrates the transitions in the life of youth through the discipleship track (ie, entering into the third grade program, entering into junior high, graduation, going on the Work Camp, completing 4 years of a Work Camp, etc)

· Pre-Confirmation Integration:  Evaluate the pre-confirmation curriculum and recommend a process that fits into the larger vision discipleship at First Congregational. (Seth and Gabe have begun this process and are making good progress)
· YOUTH MINISTRY MANUAL: Create a Youth Ministry Manual (both digital and hard copy), that gathers together in one place all visioning documents, directories, calendars, compliance forms (license, certificates, Safe Sanctuary papers, etc), job descriptions, budget, and any other materials necessary for the effective functioning of the ministry.
· PARTICIPATION GOALS: Decide upon participation goals for each major event and activity sponsored by the youth ministry (retreats, trips, fellowship events, etc.) and consider ways to best publicize the program to the church and community in order to reach those goals.  Consistently access for effectiveness the communication outlets of the larger church (newsletter, bulletin, Facebook, website, Twitter, bulletin boards, etc.).

· STAFF DEVELOPMENT: Provide mechanisms for the on-going “executive coaching” for the youth ministry staff. 

DEVELOPING CLEAR STRATEGIES AND NEW INITIATIVES

· PREPARATIONS FOR WEEKLY JUNIORN HIGH YOUTH GROUP 
· Volunteers:  Recruit, train and 
empower enough leaders to 
sustain a weekly program.

· Creative Kick Off:  Plan a fun event to celebrate the newly, renovated, weekly junior high program starting January 2010.  

· Parent Orientation Meeting:  Hold a parent orientation meeting to introduce and to celebrate the newly, renovated, weekly junior high program.  This event will also inform parents of the schedule for the semester, introduce the leadership team, communicate volunteer opportunities and give progress reports on the renovations occurring in the program.
· BREAKING DOWN WALLS WITHIN THE YOUTH GROUP
· Building Bridges:  Create orientations or welcoming 



events for building bridges between major transition points 


in the youth ministry program (i.e., entering 3rd grade, 6th 


grade, Confirmation, 9th grade, and graduation) that engage 


both youth and parents.
· Visitor Follow-Up Processes: Ensure that processes are in 


place for the timely and personal follow up for any first-time 


visitors to the youth ministry. 
· Strategic Student Leadership: Develop a “friendship 



epidemic” outreach team of students who will be trained and 


supported as they work over the next year to create a climate 


of acceptance and friendship, a climate that is effectively 


focused beyond the current comfortable friendship clusters.  
· MISSION MINDED DNA

· Monthly Service opportunities:  Schedule monthly service 
opportunities for junior high and senior high involvement.
· Directory of Service Opportunities:  Create a directory of 


service opportunities within the life of the congregation 



(assisting in worship, Sunday School, VBS, choirs, playing 


an instrument in worship, visitation of elderly, cooking 



meals, etc) and challenge youth to consider ways in which 


they can serve the church family.
· PARENT ENGAGEMENT 

· Fall and Spring Parent Orientation Events:  Hold parent orientation events (in the Fall for both groups and in January for the Junior Highs) designed to inform of the schedule for the semester, introduce them to the leadership team, communicate volunteer opportunities and give progress reports on the renovations occurring in the program.

· Parent Education: Invite a recognized speaker and sponsor an educational parenting event, particularly targeting parents of teenagers in the congregation and community.  (Understanding Your Teenager is an option) Create mechanisms for engaging the majority of parents in the youth ministry in some way.

Proposed Timeline 
 

JUNE 2009


Focus:  Preparing for the Process/Volunteer Recruitment/Pressure Points 



Outcomes: 


· The Youth Ministry Assessment report is presented to the Council, and the 15-month strategic design process for the youth ministry is endorsed.

· The Youth Ministry Strategic Design Team (“the Team”) is recruited and goes through an orientation which equips them for their task.

· A letter from the Senior Pastor and Director for Youth Ministry is sent to all families, informing them of the strategic design process and the upcoming program changes.  Other venues (newsletter, website) for communicating this information are explored.

· The Team meets with the Associate Pastor, the Director of Youth Ministry, and the Director of Christian Education to prepare for and ensure full program coverage during Rachel’s maternity leave.  

· A list of all youth ministry volunteer opportunities for the Fall 2009 is compiled and recruitment for volunteers to fill these positions begins.

· A complete list of volunteer positions for the youth ministry program year is created and results-based, job descriptions are written for each.

· A Work Camp reunion is scheduled to take place shortly after the group’s return.

· The Youth Council meets and explores its role in the youth ministry for the coming year. 

· Two task forces are recruited to schedule and plan a fabulously fun, direction-setting fall kick-off for the junior and senior high youth groups.

· An inspiring and surprisingly fun leadership training event for all volunteer youth workers is scheduled before new program year starts.

· Coaching and troubleshooting for the youth ministry staff and the Youth Ministry Strategic Design Team has begun.

JULY 2009

Focus: Pressure Points/Volunteer Recruitment/Control Documents


Outcomes:

· Preparations for Rachel’s maternity leave are complete.

· Monthly service opportunities are scheduled for the youth.

· Preparation of Control Documents (14-month major events calendar, youth and leader directory, volunteer application process) has begun.

· A written list of 50 potential adult leaders is created and recruitment has begun for key youth ministry volunteer needs for the 2009-2010 program year.

· A volunteer database is created.

· Coordinators for all major events (ski trip, retreats, service projects, etc) in the 2009-2010 program year are recruited.

•    Coaching and troubleshooting for the youth ministry staff and the     

      Team continues.

AUGUST 2009

Focus: Volunteer Recruitment and Leadership Development

Outcomes: 


· All pressure points identified in this assessment have been effectively addressed.

· Results-based job descriptions, leadership covenants for all youth volunteers are complete and ready for distribution at the orientation.

· Recruitment for the weekly volunteers and major event coordinators for the 2009-2010 youth ministry program is complete.

· Control Documents are complete and prepared for distribution.

· A volunteer training/orientation event leaves leaders enthusiastic about sharing a common vision for the future of the youth ministry and a clear understanding of their roles in the coming year.

•    Coaching and troubleshooting for the youth ministry staff and the     

      Team continues.

SEPTEMBER 2009

Focus: Fall Kick-offs/Parent Orientations/Vision Retreat
Outcomes: 

· The Fall Kickoff, attended by 75% of the youth on the roles, signals to the youth and the church that a great year is ahead. At this time, calendars and directories are distributed and youth will be able to sign-up for key events.

· Parent orientation meetings are attended by over 50% of the parents.  Parents walk away with a clear idea of what will happen this fall, who is leading their youth’s group and how Rachel’s absence will be managed over the maternity leave.  Parents will also have a clear idea of how they can volunteer and where they are needed in the program.  Calendars, directories and parent volunteer surveys will be distributed.
· Visioning Documents for the youth ministry (Mission Statement, Values, Goals, and Structure) have been completed at a visioning retreat.
· The structure of a youth ministry volunteer database is in place and a potential volunteer survey has been distributed to parents and returned by at least 30 parents. 

· Major event notebooks are drafted and/or updated for each major event, including the Work Camp.  Each major event coordinator(s) receives coaching, direction and encouragement about his or her individual project.

· Coaching and troubleshooting for the youth ministry staff and the Team continues.

 

OCTOBER 2009

Focus:  Preparation for Junior High 2010 Launch/Service Opportunities

Outcomes: 

· A task force is recruited to publicize and creatively launch the new Junior High program, which will begin to meet weekly in January.

· Preparation begins for the volunteer recruitment, training and empowering of volunteers necessary to support a weekly Junior High program beginning January 2010.

· A directory of service options for youth, both in and outside of the church is created.

· The Team explores options for scheduling a Parent-Equipping event with a nationally recognized speaker.  Follow-up educational opportunities for youth and parents are also considered.

· Processes for building bridges for youth and parents between major transition points are explored.

· Coaching and troubleshooting for the youth ministry staff and the Team continues.

NOVEMBER 2009

Focus: Friendship Epidemic/ Participation Goals/Visitor Processes

Outcomes: 

· A process for setting clear participation targets for all youth ministry programs is established and reasonable mechanisms are in place for the reaching of those targets. 
· Youth Council works with the staff to build a “friendship epidemic” outreach team of students who will be trained and supported as they work to create a climate of acceptance and friendship.

· Processes are created to recognize and to follow-up with junior high and senior high visitors to church events and youth programs. 

· Compliance documents are in place (With Safe Sanctuary already well established into the ministries at First Congregational, the recommendation has is accomplished. At this time, the staff should be reminded to make sure their system is updated and in compliance with the church’s policy.)

· Coaching and troubleshooting for the youth ministry staff and the Youth Ministry Strategic Design Team continues.

DECEMBER 2009

Focus: A well-earned rest: It’s Christmas time…



Outcomes:

· The good work of the many youth program volunteers is celebrated with a Christmas party!  

· Final preparations and publicity is prepared for the Junior High School launch.

· Coaching and troubleshooting for the youth ministry staff and the Team continues

JANUARY 2010

Focus: Junior High School Launch/ Communication/Youth Ministry Manual

Outcomes: 

· A newly-renovated, weekly Junior High School program is launched 
with a kick-off to which every person on the junior high church rolls is 
rigorously pursued to attend.

· A fun, informative Kick-off has taken place, leaving parents feeling 
knowledgeable and confident, youth feeling excited, and staff with 
information on participation and potential volunteers. 
· Channels of communication for reaching parents, youth and visitors are evaluated.  Processes are determined for the most effective means of communicating on multiple levels.

· The youth ministry manual is updated.  It includes the visioning documents, job descriptions, church policies, the youth and leader directory, the youth ministry budget and the youth ministry calendar. 
· Coaching and troubleshooting for the youth ministry staff and the     
Youth Ministry Strategic Design Team continues.

FEBRUARY 2010

Focus: Curriculum Retreat/Discipleship Plan Creation/Volunteer Recruitment

Outcomes:

· A Curriculum Retreat launches the process of designing a deliberate 
discipleship plan for youth in grades 3-12, integrating Sunday School, 
Pre-Confirmation, Confirmation, TF2, the Junior High School and High 
School youth groups, Work Camp, and service opportunities.
· From the Curriculum Retreat, recommendations are made for 
appropriate curriculum, faithful practices and rites of passage.

· A mid-way youth ministry check-up and defrag takes place.
· A complete list of volunteer opportunities for the 2010-2011 program 
year is created.  

· 
A list of 100 potential adult leaders is created.
·       Coaching and troubleshooting for the youth ministry staff and the Team 

      continues.

 

MARCH 2010

Focus:  Recruitment/Transition Planning
Outcomes: 

· Recruitment for 50% of the weekly volunteers and major event coordinators for the 2010-2011 youth program is complete.
· The function of the Strategic Design Team and the other task forces of the youth ministry that have served during the year of direction-setting and infrastructure building has been evaluated.   A plan is in place for transitioning to a long-term committee structure, facilitated by the Director and accountable to the Council.
· Coaching and troubleshooting for the youth ministry staff and the Team continues.

APRIL 2010

Focus:  Final Preparations for the Newly Renovated Youth Ministry/Transitions

Outcomes: 

· Recruitment for 90% of the weekly volunteers and major event coordinators for the 2010-2011 youth program is complete.

· Task forces are in place to plan fall kick-off events

· A volunteer training event is scheduled for late August/early September.
· Coaching and troubleshooting for the youth ministry staff and the Team continues.
MAY 2010

Focus:  Celebration/Work Camp Preparations



Outcomes: 
· The volunteers are celebrated with an end of the year appreciation event.

· Support is offered to the Work Camp coordinator and the Work Camp volunteers.
· Connections between participants of Work Camp and the congregation are considered, such as a commissioning, reporting back or an educational event.
· A Work Camp Reunion is scheduled for the summer.

· Coaching and troubleshooting for the youth ministry staff continues.

JUNE 2010

Focus:  Transition/ Preventative Maintenance/Pulling the Pieces together

Outcomes:

· Most one-year benchmarks for the youth ministry have been achieved. 

· Consensus is built around a proposal for the future role and function of the Youth Council.

· Coaching and troubleshooting for the youth ministry staff continues.

JULY 2010  

Focus:  Update Control Documents and Youth Ministry Manual


Outcomes:

· Control Documents (14-month major events calendar, youth and leader directory, volunteer application process) are updated.

· Monthly service opportunities are scheduled for the 2010-2011 program year.

· Volunteer database is updated.
· Coaching and troubleshooting for the youth ministry staff continues.

AUGUST 2010

Focus:  Get Ready!


Outcomes:

· Recruitment for the weekly volunteers and major event coordinators for the 2009-2010 youth ministry program is complete.

· Control Documents are complete and prepared for distribution.

· A volunteer training/orientation event leaves leaders enthusiastic about sharing a common vision for the future of the youth ministry and a clear understanding of their roles in the coming year.

· The Youth Ministry Strategic Design Team is celebrated and discharged from their infrastructure-building duties.  

· Structures are in place to provide on-going troubleshooting support for the staff and volunteers of FCC’s youth ministry to ensure sustainable, intentional, effective ministry.  
SEPTEMBER 2010

Focus:  FCC Unveils a Newly Renovated Youth Ministry Program


Outcomes:

· The Fall Kickoff, attended by 80% of the youth on the roles, communicates that a great year is ahead! Calendars and directories are distributed and youth will be able to sign-up for key events.

· Parent orientation meetings are attended by over 60% of the parents.  Parents walk away with a clear idea of what will happen this fall and who is leading their youth’s group.  Parents will also have a clear idea of how they can volunteer and where they are needed in the program.  Calendars, directories and parent volunteer surveys will be distributed.

· The structure of a youth ministry volunteer database is in place and a potential volunteer survey has been distributed to parents and returned by at least 30 parents. 
· Major event notebooks are updated and each major event coordinator(s) receives coaching, direction and encouragement about his or her individual project.
· The vast majority of the youth ministry’s one year benchmarks have been accomplished.
Laying the Foundation: Building a foundation and infrastructure that will ensure the student ministry’s future effectiveness, and at the same time, 





Youth Ministry on Stilts: Maintaining the current student ministry in a way that builds the enthusiasm of students, their families, the staff and the church at large.
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