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Aim:
• This webinar aims to equip churches, superintendents, ministers, 

management groups and admin staff, with the knowledge to enable 
them to build sustainable youth ministries with their youth worker or 
children’s worker, families worker, lay worker, missioner, community 
worker or young adult worker (insert as appropriate).

• Ultimately, this webinar is about helping church leaders build healthy, 
sustainable youth ministry; whether you are in the process of 
thinking of employing a youth worker or already have one in place.



Why Build Sustainable Youth Ministry:

The Guardian Newspaper recently shared the National Youth Agency’s 
research that there are now 2 million more (3 million in total), 
vulnerable young people in England due to the pandemic.

That's huge. If there was a colossal need before it has now been tripled 
and schools, mental health services, social  care, and all other services 
that support young people, are going to be desperate for help to even 
begin to meet it.



What this webinar covers:
• Church A & Church B: A Case Study
• Building a Sustainable Youth Ministry
o Taking a Systems Approach
o The Structures of Sustainability – In/Post Webinar Activity

• Develop Control Documents
Develop Visioning Documents
Create Visioning Documents
Changing Culture
Climate Control
How to Build a Healthy Climate – In/Post Webinar Activity



Terminology:
For this webinar I will be using the term ‘Youth Worker’ to denote 
anyone working with children, young people and young adults including:

• Youth workers
• Children’s workers
• Families’ workers
• Lay workers
• Missioner(s)
• Community workers and
• Young adult workers



How this webinar will work:
You will have received a Pre-Webinar Questionnaire to complete before 
this session. You will also have received two activities (Architecture and 
Climate). These activities  will be started during the session, but are 
designed for you to continue to fill in after the webinar has finished. 

The  webinar is interspersed with opportunities to interact by answering 
some questions. 

We will end with a Q&A to discuss any unanswered questions so please 
use the chat  box feature of Zoom to ask your questions.



Introduction:
Churches have got into the habit of hiring youth workers on 3 year  
contracts, and so youth workers have got into the mind-set of only staying 
anywhere for 3 years before moving on.

So a church finds a worker; when that person leaves the church scrambles 
to find another person, or gives up on youth ministry completely. They 
serve the church for 3 years before moving on and then the church starts 
the cycle again.

When the youth ministry revolves around the youth worker and they 
leave, it creates an upheaval that puts the relationship between the young 
people and the church at risk.



Introduction (cont…)
It’s time for those in church leadership to acknowledge that this strategy 
creates an unhealthy and unsustainable model for youth ministry.

You are placing your entire youth ministry on the shoulders of one staff 
member. Often that person….

• Operates apart from the rest of the church staff
• Is not integrated into the adult congregation
• Is still developing their skills and identity
• Has little or no history with you or your church
• Has a theological perceptive that may differ from the churches



Introduction (cont…)

So you end up with a strategy that’s youth worker centred. And that can 
present a host of problems, including…



Introduction (cont…)
• Young people close to the old youth worker might not connect with the 

new one

• Some young people may fell abandoned by the church

• Young people often mistake a connection to the youth worker with  a 
connection to the church.

• Young people experience confusion, loss, discouragement and  
alienation from the church

• The congregation becomes dependent on the youth worker

• The church experiences pressure to hire the ‘right’ person



Introduction (cont…)

This 3 year model is NOT the only solution for your youth ministry.  

Let’s explore what it looks like to build a sustainable youth ministry.



Church A & Church B: A Case Study
There are two dominant, overarching reasons that churches  hire youth 
workers. First, there’s the church that hires a  youth pastor to lead the 
youth ministry on behalf of the  congregation. Let’s call that church; 
Church A.

Second, there’s the church that hires a youth worker to help  the 
members of the church in their ministry to young people,  let’s call that 
one Church B.

In order to understand the difference between, we’ll look at  its 
characteristics and common results



Church A & Church B: A Case Study

Characteristics of Church A:

Church A is one committed to hiring a youth worker to lead the youth 
ministry. 

Church A  functions as if the church believes that the ultimate 
responsibility for the spiritual formation of young people rests on the  
shoulders of the youth worker.



Church A & Church B: A Case Study
Characteristics of Church A: 
Here’s a way to picture how Church A and how a lot of youth ministries 
happen:

The pyramid is upside 
down, with all the weight 
and responsibility placed 
on the shoulders of one 
person, typically the youth 
worker; who becomes 
more and more frustrated.



Church A & Church B: A Case Study
Characteristics of Church A:

The pyramid is upside down, with all the weight and responsibility 
placed on the shoulders of one person, typically the youth worker; 
who becomes more and more frustrated.

At this point, it’s normal for the youth worker to fall into a victim  
mind-set and begin complaining about the unrealistic expectations  
and lack of support.

Mark Riddle in his book inside the mind of youth pastors, doesn’t  hold 
back in calling this Church A ‘destructive ideology – destructive  to your 
staff, destructive to your church, and destructive to the  kingdom of 
God.



Church A & Church B: A Case Study
In Church A, volunteers  ‘help’ 
the youth  worker with the  
ministry, viewing  themselves as 
support  for the youth worker.
Church A expects  youth workers 
to be  present at all youth  
activities. In other  words, 
everything  revolving around  
them.



Church A & Church B: A Case Study
Characteristics of Church A:

Each relationship, each program, each part of the ministry is directly 
dependent upon the youth worker. And although this wagon wheel 
model is clearly unhealthy and can be harmful, it remains the most 
common way most youth ministries function.

In Church A, the vision for the youth ministry comes exclusively from the 
youth worker. The church may have a ‘management group’ that advises 
the youth worker. These groups tend to hold power (and the purse 
strings), making the youth worker accountable to them, but they usually 
have little knowledge of what’s actually happening in the ministry itself.



Church A & Church B: A Case Study
Characteristics of Church A: 
Subtle patterns of behaviour are often present in Church A:
• Consumerism – the churches job is to meet my needs

• Abdication of responsibility – I have my own ministry to attend

• Devaluation of youth – young people are not equal to adults, they  have needs, but 
adult needs are more important

• “We have our own jobs and families that demand our time. We need someone who 
can devote themselves to the young people 40 hours per week”

• “I don’t understand teenagers”

• “Teenagers don’t want to be around adults or parents”

• “We need someone young and hip to connect with the young  people”



Church A & Church B: A Case Study
The Consequences of Church A:

• A high rate of turnover in the youth ministry staff.

• Many young people leave to. Because they become committed  to the 
youth worker instead of the church.

• Volunteers have little or no ownership in the ministry.

• It’s expensive. Hiring new youth ministry staff often can cost  you young 
people, it can also cost you time and money.

However despite these negative consequences, the Church A model for 
youth ministry is by far the most common in churches  today.



Church A & Church B: A Case Study
Q & A

• How does everyone minister to Young people? Can you think of any 
examples?

• Which characteristics stand out for you most in the Church A 
description?

• However there is another way of doing youth ministry, a more 
sustainable model in which the youth worker is not the central figure. 

Let’s now explore Church B…



Church A & Church B: A Case Study
Characteristics of Church B:

• The Church B method is far less common but a far more biblical 
approach to youth ministry.

• According to the Church B model, you don’t hire a youth worker to lead 
the youth ministry, you hire them to lead the church in its God given 
responsibility to minister to young people.

• Church B believes the responsibility for youth ministry rests on the 
shoulders of the parents and congregation.



Church A & Church B: A Case Study
Characteristics of Church B:

• Doesn’t see youth ministry as an add-on to the church. Not content 
with young people being off elsewhere, out of sight.

• They believe young people are equals.

• Volunteers lead every aspect of the youth ministry while the youth 
worker supports them. Therefore, Church B doesn’t need or expect 
the youth worker to be present at every activity.

• Believes that the responsibility for finding and recruiting new youth 
ministry volunteers rests on the shoulders of the current 
volunteers.



Church A & Church B: A Case Study
Characteristics of Church B:

• The volunteers level of involvement and ownership isn’t dependent 
on the youth worker and therefore doesn’t change when a new 
staff person is hired

• Invests a significant amount of time, effort and thought into  hiring 
a youth worker, not rushing the process, willing to wait for  the 
right person. This can only happen because the youth ministry is 
not centred on that one person.

• Requires strong leadership and the staff to rally around the reason 
the church has a youth ministry.



Church A & Church B: A Case Study
Church B looks like what would happen if we flipped the pyramid?
A systems approach to sustainable youth ministry begins with climate,  
not tasks. In the context of a healthy climate, a vision is developed. 
Only then can a churches youth ministry to manage its tasks well.



Church A & Church B: A Case Study
Characteristics of Church B:

• Tends to foster an environment of trust among and toward  its 
leaders. Trust and vision are it’s starting points

• Ministry tends to be less reactive when staff changes  occurs

• They don’t have a board to advise the youth worker. They  have a 
team that acts with authority and responsibility to  carry out the 
youth ministry. They are people of action  rather than opinion



Church A & Church B: A Case Study
Behaviour patterns of Church B:

• Sacrifice – a willingness to lay down they life for Christ. A youth  
ministry marked by the sacrificial giving of people’s time, gifts and  
presence.

• Innovation and Evolution – not content simply to maintain the 
status quo or do things the way they’ve always been done. They’re 
constantly looking for more effective ways to make a difference in  
the lives of young people.

• Youth and Adults are Equal – which is not just lip service though.  
The equality is built into the youth ministry.



Church A & Church B: A Case Study

Behaviour patterns of Church B:

• Reflective Leadership made up of Learners – leaders open  to new 
ideas and information, open to the possibility of  being wrong.

• Congregations become Learning Organisations – not only do  
leaders need to be learning, but the communities within the church 
need to be as well. There’s a humility present in  these churches, 
they are not too proud to change or adapt  as situations warrant.



Church A & Church B: A Case Study
The results of Church B:

• Less staff turnover, because the adults are invested in the youth  
ministry, because the church itself sustains the relational core of  
the ministry.

• Higher level of job satisfaction on the part of the youth worker  
because they don’t feel the pressure to single-handedly carry the  
load.

• Church B offers young people a healthy understanding of what it  
means to follow Christ because it involves them in the larger  
church community.



Building a Sustainable Youth Ministry:
Based on Sustainable Youth Ministry by Mark Devries

Taking the Systems Approach (see activity sheets)

Every church can build a sustainable youth ministry by  attending to two 
key parts of system thinking:

1.Architecture: the structures of sustainability  

2.Atmosphere: the culture, climate and ethos that sustain
the health of an organisation.



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

Youth workers often employ a “whatever it takes” approach to move 
the ministry to the next level. Instead of creating structures that can 
access a power greater than their own strength.

There are ways to move your youth ministry from one  level to the next 
without the heavy lifting, by creating  intentional structures.



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#1: Develop Control Documents:

Directories:

• A directory of its young people (including age, school year,  parent’s 
names, contact details)

• A directory of all the volunteers and staff working in the  ministry, 
including contact information and role in the ministry.

In all this please remember safeguarding and Data Protection  (GDPR) 
policies.



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#1: Develop Control Documents:

Annual Events Calendar – Have the churches major events  mapped out 
at least a year in advance. If you prepare an  annual calendar over the 
summer, then present it in  September, parents and young people 
should be able to plan  around your events.

Q: What kinds of things would be on your annual events  calendar?



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#1: Develop Control Documents:

Clear Job/Role Descriptions – everyone (volunteers and staff) has a 
better chance of playing their positions well if we give  them, in writing, 
a document that outlines their roles and responsibilities.

Q: What kinds of things should be included in any  volunteer’s role 
description?



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#1: Develop Control Documents:

A Master Recruiting List – All churches struggle to find volunteers, but 
very few have a clear process for recruitment, beyond blanket appeals 
to overworked church members.

A master recruiting list begins the process by first determining  exactly 
how many volunteer leaders are needed for the coming year.

Q: How many volunteers do you think you’ll need, based on your  
events? & Q: Who would be on your list?



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#1: Develop Control Documents:

A Curriculum Template – A 4-5 year plan of how the teachings in the 
youth ministry will be structured. There’s an almost infinite variety of 
approaches to developing a curriculum template.

A curriculum template provides a framework for a wide variety of 
resources that might be used.



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#1: Develop Control Documents:

Here are some examples:

• One based on the lectionary
• Brought in resource/material
• Core topics schedule
• Following the flow of the Bible

You can also mix & match these examples. Allowing for the reality  that 
some resources won’t work and will need to be changed.



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#2: Purposeful Structure: Developing Visioning Documents

Once the control documents are in place, it’s time to develop 
documents that can clarify and provide the roadmap for the future  of 
the youth ministry. These visioning documents are best developed  
through a visioning days or weekends.

If a visioning process is to set the course for a youth ministry it  should 
involve; ministers, youth leaders, teachers, young people and  parents.



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#2: Purposeful Structure: Developing Visioning Documents

To create a visioning document for your church, you should  include 4 
key documents: - See Activity Sheet

The Mission Statement – What should be included?

This is a clearly articulated statement for what their church  would like 
for its youth ministry to accomplish, it should  be more than simply 
having a youth ministry.



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#2: Purposeful Structure: Developing Visioning Documents

Measureable Three Year Goals – What measurements could you use?

• Youth workers and churches can be victims of numbers OR authors 
of them. What would happen if youth workers and churches stopped 
fighting against numbers and started taking responsibility for 
determining what measurements will best help track the results they 
want to achieve?



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#2: Purposeful Structure: Developing Visioning Documents

A Statement of Values – What Values should the Youth Ministry hold?

Values protect the youth ministry from becoming so goal  orientated 
that it sacrifices the things that matter most.  Values define the spirit 
with which we will go about  accomplishing the goals.



Building a Sustainable Youth Ministry:
Architecture: The Structures of Sustainability:

#2: Purposeful Structure: Developing Visioning Documents

An Organisational Chart – What, Who and Where would you place  
people’s roles?

• Churches often design grand schemes for success that simply  outrun 
the resources (including staffing and volunteers) available to them. 
Churches often fail to understand how many resources it will take to 
sustain a ministry.

• Getting a handle on how many resources a strategic plan will require 
demands a clear organisations structure.



Building a Sustainable Youth Ministry:
Changing Culture:

Ethos = the fundamental character or spirit of a culture; the  underlying 
sentiment that informs the beliefs, customs or practices of a group or 
society; the dominant assumptions of a people; the character or 
disposition of a community, group, person etc.

Almost every longing related to youth ministry is connected  to a single 
desire. The want to change something.



Building a Sustainable Youth Ministry:
Changing Culture:

Q: What ‘change’ in youth ministry do you desire most?

These could be that you want the young people to move  from apathy 
toward becoming fully devoted followers of  Christ, another could be 
how can we get young people more  involved in church or how can I 
recruit more volunteers? But  beneath them all is the same 
fundamental passion; the drive  to create change.



Building a Sustainable Youth Ministry:

Changing Culture:

Any attempt to architect the ‘hard’ structures (control  documents, 
visioning documents, recruitment  processes etc.) will produce little 
lasting change if  these efforts are not combined with at least equal  
attention paid to the ‘soft’ attitudes – the culture and values (the 
climate) that lie beneath those structures.



Building a Sustainable Youth Ministry:

Climate Control:

Transformation doesn’t happen primarily because  specific tasks get 
accomplished or because of consistent and excellent programs. 
Transformation becomes habitual for a youth ministry when a unique  
“climate of transformation” is established.

Q: What would a Healthy climate for youth ministry look like?



Building a Sustainable Youth Ministry:
How to Build a Healthy Climate:

#2: Trust the Process

Moving from where we are to where we want to be takes time – so 
much time, in fact, that many youth ministries try and short  circuit the 
process. Too many churches and youth ministries aren’t patience with 
the process and find themselves changing  focus every few years. As a 
result, they never experience the  profound momentum that builds 
when a team moves together  in the same direction for years.

Q: How can we help our churches trust the process?



Building a Sustainable Youth Ministry:
How to Build a Healthy Climate:

#3: Importing Joy into the Chaos

In his book Emotional Intelligence, Daniel Goleman tells of a study  that 
revealed the power of a joyful climate in maximising people’s
ability to solve problems. Two groups of people were given the same  
problem to solve. The first watched a video of funny television  bloopers 
before trying to solve the problem. The second group went  straight to 
work. The ‘laughing’ groups were consistently better at  solving the 
problems than the group that went straight to work.

Q: How can you import joy into the changing climate?



Building a Sustainable Youth Ministry:
How to Build a Healthy Climate:

#4: Instilling Stories and Metaphors

If we want to create a climate of transformation, we need to  create an 
“intentional mythology” for our youth ministry.
We have the power and responsibility to craft the stories  that will 
define the climate of our youth ministries.

Q: what mythologies/stories define your youth ministries and why?



Building a Sustainable Youth Ministry:
How to Build a Healthy Climate:

#4: Instilling Stories and Metaphors

Consider the impact of these kinds of stories and metaphors:

• “It’s on a downward spiral”
• “We’re floundering”
• “The youth group is no longer attractive, we’ve lost that”
• “We used to have a thriving youth ministry”
• “Over the past few years, attendance has declined a lot”
• “There seems to be a gap in our church when it comes to youth”
• “The Church is in Decline”



Building a Sustainable Youth Ministry:
How to Build a Healthy Climate:

#4: Instilling Stories and Metaphors

I do wonder if the struggles of these youth ministries were 
compounded and reinforced by a mythology of hopelessness.
Focusing on the negative gets more negative, while focussing on the  
positive results in a much more positive climate. Leaders in thriving  
youth ministries are bringers of good news, of what God is doing and  
what he is about to do.

Q: What ‘Good News’ stories of youth ministry do you have?



Building a Sustainable Youth Ministry:
How to Build a Healthy Climate:

#5: Embracing Rituals, Traditions, Signs and Symbols

• Creating a logo
• Painting their names, handprints or favourite bible verse on  the wall 

of the youth room
• Hoodies with the groups logo and name on

Signs/Symbols help establish a climate of identity.

Q: What rituals/traditions, signs/symbols does your youth  ministry 
have?



Building a Sustainable Youth Ministry:

What is the One Thing?

Q: What is one thing you take away from 
today’s webinar?



Building a Sustainable Youth Ministry:
Devotional:

Play YouTube Video ‘Change by Jon Jorgeson.



Contact details:
Brian Smith

Youth and Children’s Coordinator for the London District of the 
Methodist Church

Email: brian@methodistlondon.org.uk / Tel: 07951 408 379

Web: www.londonmethodist.org.uk

Twitter: @LondonMethodist / Facebook: @londonmethodist

mailto:brian@methodistlondon.org.uk
http://www.londonmethodist.org.uk/
https://twitter.com/LondonMethodist
https://www.facebook.com/londonmethodist/
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