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Introduction: Rebuilding Part of the House 

1 

In August 2022, the Ransom Youth Group at the Korean Church of Boston started a new 

initiative to create a sustainable youth ministry. To the senior pastor and educational committee 

who are unsure what this term means, we have likened it to rebuilding part of a house. You can 

imagine our church as a house with different rooms that represent Sunflower Group, Ransom 

Youth Group, Young Adult 1, Young Adult 2, Young Couple’s Group, and Adult Group. The 

RYG room needs to be rebuilt for the house to be functional and complete.  

I warn you ahead of time that youth group is difficult, and this construction is scheduled 

to finish in six to seven years. It will continue to consume an incredible amount of time, 

 
1. Ken Harney, “The Tear Down Option: Is It for You?” NewHomeSource, 

NewHomeSource, April 26, 2022, https://www.newhomesource.com/learn/the-teardown-option-
is-it-for-you/.  
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planning, and resources. With this high cost, you may wonder why are we rebuilding? Can we 

not use the room as it is, or lightly remodel? However, the foundation will cave in, and the house 

will become untenable, even dangerous, through wear and tear. The current youth group 

structure is unable to weather serious challenges, provide a healthy environment for every single 

student to grow in their faith, train enough staff members, or steward a larger number of 

teenagers. Now is the time to reconstruct and repair this part of the church.  

This paper will follow the construction metaphor of building a house. In the first section, 

“Hiring Architects”, I will discuss my role and pedagogy for approaching this new initiative. The 

second part of the paper is “Analyzing the Site”, which covers the background information about 

RYG, such as the history, demographic, and current structure. The third section of the paper is 

the “Blueprint”, which is the process for squaring the foundation. Many of the blueprint plans 

will draw upon Sustainable Youth Ministry by Mark DeVries. The fourth section examines the 

execution of our plans and analyzes whether it is succeeding. If something is not successful, 

alternate plans are suggested to resolve the issue. The last section concludes with the next steps 

for building the foundation.  

I hope that this research will provide helpful data and encourage the senior pastor and the 

educational committee to persevere in the trajectory for many years until we reach our 

sustainable youth ministry goals. This paper was created to provide the most updated version of 

the bigger picture. May this tool enable and empower you so when you hit roadblocks, there is 

space to pause, assess the situation from a different perspective, and move forward. I highly 

recommend that you read the book Sustainable Youth Ministry before or along with this paper to 

better understand the framework that we are operating within. The senior pastor and educational 

committee might want to host a book club to study it together. A quick introduction to the major 
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difference between a regular youth ministry and a sustainable youth ministry is that the former 

wants immediate, inflated ministries that do not work in the long haul while the latter takes clear, 

intentional steps that make their youth group slowly better until one day the investments yield 

exponential results.2  

 

Hiring Architects and Engineers 

 

 One of the first steps to rebuilding part of the house is to hire an architect. My role as the 

youth group pastor positioned me to become one of the architects. The other architect is Elder 

Sang Kang, who has served as the youth group elder for 15 years. There are other stakeholders 

who shape input for the plan. However, drawing out the blueprint, the plan and components to 

focus on has currently been the responsibility of the youth pastor and educational director. I 

wanted to share my positionality, pedagogy, and motive behind the initiative so you can 

understand the vision and the designers behind the project.  

 
2. Mark DeVries, 2008, Sustainable Youth Ministry: Why Most Youth Ministry Doesn't 

Last and What Your Church Can Do About It. Downers Grove, Ill.: IVP Books, 11-12. 
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I am currently the youth minister at the Korean Church of Boston. I started in August 

2021, and I’ve been at Ransom Youth Group for 1.5 years. I am also in my third and last year of 

the Master of Divinity Program at Harvard Divinity School. I attend school full-time and work at 

KCB part-time. I acknowledge that I have short-term perspective compared to many of my peers 

at Ransom Youth Group. Almost all the RYG staff and students have been at this church longer 

than me. Thus, there are many things I still need to learn. Therefore, this paper will solely 

concentrate on sustainable youth ministry, something we have focused on the entire time I have 

been on staff. I will not comment on other areas of youth ministry or the greater operations of 

KCB. 

My years at HDS has impacted my work in ministry in multiple ways. I was first 

introduced to Sustainable Youth Ministries by Mark DeVries from a class called “Spiritual 

Formation in Communities” taught by Professor Regina Walton. I took this class in the fall 

semester of 2021 because I thought it would be helpful for the new job that I had accepted. This 

book astounded me the first time I read it because I never came across a systematic approach to 

youth ministry before. Many of the materials I previously read focused on content. Yet, I realized 

after reading this book that many personal ministry experiences relate to structures and 

organization. I appreciate Professor Walton for including this book in our curriculum and 

allocating a week to focus on furthering teenagers’ faith in Christ. I also am thankful for all the 

discussions my fellow peers contributed to that course. Their feedback also pushed and 

challenged me to think about youth ministry in different ways that helped me get “unstuck” from 

a frustrating, unproductive youth ministry system. The lectures and space to explore how to 

develop faith in our specific environments provided a new tool for approaching ministry. 
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 A final academic influence to this work is the course “Teresa of Avila.” While Teresa is 

known as a great Catholic mystic, writer, and prayer instructor, her books detail her journey 

creating a new order, finding a good location for a convent, and raising funds to support the nuns 

under her care. I was drawn to how she built structures to steward the Gospel of Christ in the 

1500s, often amidst great opposition. I aspire to follow her example and join a long line of 

faithful people who create the right jars of clay to share Christ with our communities.  

 

Pedagogy 

Most of my pedagogy stems from Sustainable Youth Ministries by Mark DeVries. It is 

interesting to center on one book for this entire project. This is the first time that I took a book on 

this subject from a course and vastly expounded on it. Since this is a live project and many of our 

staff can volunteer a limited number of hours, it is better to focus our resources on one structure. 

This way, we can make continual, incremental progress, rather than trying to multi-task several 

different resources at the risk of spreading ourselves too thin. I also chose this book because our 

youth group needed the type of organization and structure this book describes. Sustainable Youth 

Ministry best suits this need above other youth ministry books and resources available.  

In addition, the framework used in this book falls within the Presbyterian polity. The 

Korean Church of Boston is a Presbyterian Church so many of the content-related components of 

our documents reflect the PCUSA handbook and guidelines. I think it helps our understanding 

that DeVries was also a pastor of a Presbyterian church because he was able to effectively 

translate some of the theological reasons behind the systematic approach to our community. 

This analysis of sustainable youth ministry at Ransom Youth Group is primarily my 

personal outlook of our journey. However, mine is not the only viewpoint. There are countless 



 7 

other people involved whose perspectives I wish to include, but am unable to due to constraints 

to this project’s scope. Rather than giving the answer, this paper acts as a helpful conversation 

partner and guide to our work. I invite you to use this as a hammer for constructing a sustainable 

ministry to better serve our teenagers.   

  

Background Information: Analyzing the Site 

History 

In this section, I will provide the brief history of the Korean Church of Boston and 

Ransom Youth Group. Understanding the history is very helpful for planning so I recommend 

that you conduct some further studies as well. The Korean Church of Boston was the first 

Korean church founded in New England and the second Korean church established in the United 

States, post WWII.3 On November 22, 1953, Rev Dae-Sun Park and about 40 Koreans held their 

first worship service at the Marsh Chapel in Boston University on Thanksgiving Sunday.4 The 

congregation was comprised of graduate students, professors, theologians, and immigrants. The 

original name was Korean Christian Church of Boston and it was non-denominational to 

 
3. 보스톤에한인교회 (미국장로교), 보스톤에 옮겨 심어진 순례자들의 이야기: A 

60-Year Pilgrimage of the Korean Church of Boston: 1953-2013 보스톤에한인교회 60년사, 

Seoul: Qumran Publishing Co, 2015, 31. 
 

4. 보스톤에한인교회 (미국장로교), 31. 
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accommodate various backgrounds.5 People met once a month for the proceeding 10 years.6 In 

September 1955, they relocated to the First Congregational Church in Cambridge.7 In 1957, it 

relocated to Copley Methodist Church. In 1958, it relocated back to Marsh Chapel in Boston 

University. Starting in April 1963, the church started two Sunday services a month. A year later 

starting October 1964, the church started regular weekly Sunday services.  

In 1967, the church moved to the First Presbyterian Church in Brookline where it remains 

to the present day. The church joined the Presbytery of Boston, PCUA as the 23rd member and 

changed its name to the Korean Church of Boston, Presbyterian Church (USA) on October 28, 

1985.8 This year, the church will celebrate its 70th anniversary. KCB plans to host a symposium, 

the Korean Cultural Festival, and a photo gallery of Korean Christianity in the lobby. More of 

the history can be found in the book 보스톤에 옮겨 심어진 순례자들의 이야기: A 60-Year 

Pilgrimage of the Korean Church of Boston: 1953-2013 보스톤에한인교회 60년사 that the 

church published in celebration of its 60th anniversary. There is also a video of the church’s 

history on the Korean Church of Boston’s website.  

 
5. 보스톤에한인교회 (미국장로교), 107. 

6. 보스톤에한인교회 (미국장로교), 31. 

7. 보스톤에한인교회 (미국장로교), 31. 

8. 보스톤에한인교회 (미국장로교), 32. 
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The youth group started in July 1979 and is about 44 years old.9 The previous youth 

pastor served for one year during the pandemic from 2020-2021. My start date was August 2021 

and my end date is August 2023. The educational director, Elder Sang Kang, has served in youth 

group for approximately 15 years. Some elders or deacons came up with the name “Ransom 

Youth Group” several years ago. Ransom refers to the Bible verse in Mark 10:35, “For even the 

Son of Man came not to be served but to serve, and to give his life as a ransom for many.”10  

The youth group has weekly Sunday services, events, communion classes for seniors, and 

a praise team. Presently, its programming consists of the Sunday youth group service that starts 

at 11am-12:30pm. Afterwards, students either attend Bible Study or a Fellowship event from 

12:30-1pm. From 1:00-1:30pm, students have snacks and beverages in our snack room. We also 

have events, such as lock-ins, retreats, bowling, etc. The youth group met remotely on zoom 

during the pandemic and it has been back to meeting in person for approximately one year. Many 

events last year were altered or cancelled to accommodate safety protocols during the pandemic. 

One of the most common restrictions was wearing mask indoors, however we have since lifted 

this restriction.  

The majority of the students are Korean-Americans in grades 6-12th. Many of the 

members grew up together in church and have known each other for years. We do have some 

students who recently moved from South Korea and are bilingual to varying degrees, but English 

is their second language. We also have some biracial students. Many of youth group parents, as 

you might be aware, have immigrated to the US, thus the students are second generation. The 

 
9. 보스톤에한인교회 (미국장로교), 32. 

10. Mark 10:35 ESV 
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teenagers enjoy having fun, playing games, hanging out, attending events, and seeing each other 

on Sundays. Many live in the suburbs of the greater Boston area and some students reside in 

Brookline. Some students travel 30 minutes to one hour to commute to church with their 

families. Many of our current teachers have also grown up at this church and attended youth 

group when they were younger. Many families are well acquainted with each other. It is common 

for people to know the teenagers since they were babies.   

To my knowledge, RYG never attempted to implement structures associated with a 

sustainable youth ministry. I am grateful for all the people who invested in youth group in the 

past. Yet, there is opportunity to do something new that will move the youth group to solid 

ground. We are not throwing away the history or the past. Rather, we are repurposing the 

existing material for the construction. We are still building on the foundation of Christ as our 

savior, but creating a stronger structure on top of the foundation to better support teenagers’ 

relationship to God.11 The rich history of Ransom Youth Group makes implementing sustainable 

youth ministry a good idea because sufficient time has passed since its inception in 1979 to move 

on to a new structure that better suits the present and future generation.  

 

Plan: The Blueprint  

 
11. DeVries, 62. 
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 The first step of our seven-year goals is to square our foundation and continue working 

on it until it is completed. DeVries writes about the importance of creating structures for change 

that will move the ministry to the next level.12 Before building anything, one must the square the 

corners. Builders know, “A solid house begins with a properly constructed foundation, and 

common to almost all of them is that they have right angles at their corners… If the corners of 

your foundation stray too far from right angles, then beams, joists, and other structural supports 

will fit together only loosely- or not at all. A corner with a right angle is known as perfectly 

‘square’.”13 

 Youth Ministries also must square their corners so that all subsequent construction goes 

well. DeVries says, “Sadly, very few churches take the time to ‘square’ their youth ministries. As 

a result, these ministries waste countless hours re-inventing the wheel each year, compensating 

for the results of foundational corners that never got squared. In our work with churches we look 

 
12. DeVries, 59. 

13. Jordan Smith, “How to Square a Foundation Using Simple Construction Math,” MT 
Copeland. MT Copeland, October 20, 2020, https://mtcopeland.com/blog/how-to-square-a-
foundation-using-simple-construction-math/.  
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for five key documents to confirm that a youth ministry has been ‘squared’.”14 The key 

documents, also called the control documents, are: 

Control Documents 

1. Directories 
2. Annual Events Calendar 
3. Job Description 
4. Master Recruiting List 
5. Curriculum Template15 

 
After ensuring all these documents are put in place, the next step is to create visioning 

documents that “can clarify and provide the roadmap for the future of the youth ministry.”16 The 

list below shows the four documents in this category: 

 
 
 

Visioning Documents 
 

1. Mission Statement 
2. Measurable three-year goals 
3. A statement of values 
4. An organizational chart17  

 
Ransom Youth Group is currently working to complete these goals to make sure our 

foundation is solid before embarking on any other projects or directions. The blueprint is to 

complete both the control and visioning documents. Then, the goal is to utilize the new 

 
14. DeVries, 60. 

15. DeVries, 60-62. 

16. DeVries, 64. 

17. DeVries, 64. 
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curriculum, values, goals, organization chart, and content on the documents for the next few 

years. The next section discusses the organization of the visioning retreat to create the control 

and visioning documents. DeVries suggests that a retreat is the best setting to formulate these to 

ensure they have longevity and usability.  

Squaring: Executing the Goals 

18 

Visioning Retreat 

DeVries writes that churches develop the control and visioning documents best at a 

visioning retreat.19 We regularly host a teacher’s retreat in September, so I thought that this 

retreat would be the best setting to complete both the control and visioning documents. The 

majority of the youth staff participated in the teacher’s retreat. The senior pastor and Sunflower 

pastor also stopped by our meeting, which was very meaningful to our team.   

 

18. 3:4:5 Triangle Method, "Want To Do Your Foundation Layout The Way The Pro's Do 
It?", GarageTips-101.com, accessed April 2, 2023, https://www.garagetips-101.com/foundation-
layout.html.  

19. DeVries, 64. 
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I created an agenda for the teacher’s retreat with feedback from Elder Kang to keep us on 

track. He provided valuable advice on allocating time for each section that fit in our three-hour 

time frame and removing some items that could be completed at another date. Thus, I removed 

the master recruiting list from the agenda. This is the final document of the agenda:  

 

Further, I printed the agendas, samples of the mission statement, values statement, curriculum, 

annual events calendar, and organizational chart for each staff member. All copies of the 

paperwork were placed in folders and distributed to each member. DeVries suggests allocating 
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12-15 hours for the visioning documents because this is the most ideal timeframe20 

Unfortunately, we had to condense the retreat to four hours because of the staff’s availability. 

Additional hours would have enabled us to work on the Master Recruiting List and curriculum 

more, but we did the best with the schedule that we had.  

 The teacher’s retreat was extremely productive. There was lots of robust conversation 

and valuable feedback. I really appreciated everyone’s engagement because this was a lot to 

compact into three hours. I am grateful to all the staff members who participated and contributed 

discourse to help further our youth group together. The strength and depth of this project was 

greatly increased by our wonderful team. For example, the curriculum was a large topic of 

discussion and everyone’s feedback created a holistic, well-rounded document that covered 

many topics that are relevant to our teenagers.  

 In the next section, I evaluate the execution of the blueprint, starting with the control 

documents and following with the visioning documents. Each section explores the success, 

progress, or failure of the documents. To measure progress or success, the definition of success 

needs clarification. For this thesis paper, a document receives a passing grade if its creation is 

complete, and it is utilized for youth ministry tasks. A document must be a finished product and 

staff must peruse the documents to guide their work. If one of the two components are missing, it 

cannot be categorized as a success, but can be classified as making progress. If both components 

are missing, the goal is considered a failure. 

I want to note that we are measuring progress starting from October 2022 to March 2023. 

It is difficult to collect robust data in six months, so results should be considered lightly since 

 
20. DeVries, 64. 
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more finding may emerge as this process continues. It is best to conduct a thorough review at the 

annual revision meeting in August. A more thorough review is likely to happen at the annual 

revision meeting in August 2023. 

 

Analysis 

Control Documents 
1. Directori 

Directories 

The first control document is a directory. DeVries writes that: 

A sustainable youth ministry starts with a directory of its students (including 
school, grade, parents’ names, phone number and any other information that 
seems appropriate)… The second essential directory is of all our volunteers and 
staff working in the ministry, including each person’s contact information and 
role in the ministry… The final directory includes the names and contact 
information and role in the ministry.21  

 

The youth group had a functioning directory, so this process included updating the current and 

new students. Our categories include grade, name, birthday, phone number, allergies/medication, 

guardian/emergency contact name, guardian/emergency contact email, second guardian name, 

second guardian email, hobbies, school, and a fun fact. We added the “school” category this 

year. For privacy purposes, I will not add a photo of our directory. However, it is online in a 

shared church network, so all the team members have easy access to it.  

 Another significant part that we solidified at the teachers’ retreat is the question of who 

qualifies as “ours.” DeVries writes that in order to decide which students belong in the youth 

directory and which belong in the visitors directory, there should be a consistent standard for 

 
21. DeVries, 60. 
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who does and does not qualify as “ours.” Ransom Youth Group never defined this clearly before. 

After a group discussion, we determined that a student went from guest to member when they 

came a minimum of four weeks and their parents knew that the student attended this church. 

They could also move from the youth directory to the visitor directory if they had not come to 

church in six months. After we were able to agree on this standard, we created a guest directory. 

When a new student comes, we can add them to the visitor directory. If they fulfill all the 

membership requirements, they are transferred to the youth directory.  

 To date, we regularly use the directory and formally update it from time to time. It is a 

giant success. The directory includes almost all the students in our ministry and many guests. 

Defining the “ours” question has made it easier to input students into the directory. It has become 

easier to reach out to parents and children via email since we have their direct contact 

information. It’s also extremely useful for planning events or answering logistical questions. An 

area for improvement that we have identified is to make sure we meet with some few kids who 

haven’t had the opportunity to fill it out. Overall, I am highly pleased about the fantastic work 

everyone has done with implementing this directory to square our foundation.  

 

Annual Events Calendar 

 The second control document is the annual events calendar. The author recommends: 

Every September, parents should be able to plan around events, including trips, 
for the upcoming summer (nine month away). Too many youth ministers 
complain about the lack of committed volunteers and youth who don’t sign up for 
programs, when those programs are announced less than six weeks before they 
happen.22   
 

 
22. DeVries, 61. 
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During the meeting, we first mapped out all our events on google docs, then transferred to a 

common template provided by ymarchitects.com. Then, I emailed copies to parents and students 

in October 2022. I also printed out physical copies and distributed them at Sunday Service in the 

same month. The picture below is a copy of our annual events calendar so that families know 

what big events are coming ahead of time and they can schedule vacations at alternative dates. 

Next year, the goal is to send this document out by the first week of September.  
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 Creating the document and distributing them as soon as possible was a big 

accomplishment. An annual events calendar did not exist in the past, so it was a large feat to start 

this practice at RYG. I find myself using it frequently to plan events. But, I am not sure how 

 
YOUTH MINISTRY EVENTS 
September 2022 –  August  2023 
Below are gatherings/events of Ransom Youth Group. Regular 
gatherings will be held on Sundays from 11:00 AM– 1:30 PM at the 
Korean Church of Boston. Grades 6-12. 
 

 

 
 

SEPTEMBER 
Theme: Sustainable Youth Ministry 

4 Promotion Sunday/ Labor Day weekend 
11 New grade classes start  
18 Ordination Service/Fellowship Day 
25 Photo Day 

 
OCTOBER 
Theme: Sustainable Youth Ministry 

9 Indigenous People’s Day weekend 
23 Pumpkin Decorating instead of Bible Study  
 

NOVEMBER 
Theme: Sustainable Youth Ministry 

24 Thanksgiving 
26 Shema Night 
 

DECEMBER 
Theme: Sustainable Youth Ministry 

24 Yankee Swap 
25 Christmas 

 
 

 

JANUARY 
Theme: Sustainable Youth Ministry 

1 New Year’s Day 
 

FEBRUARY 
Theme: Sustainable Youth Ministry 

19-20 Lock-In 
20 President’s Day 
22 Ash Wednesday (Start of Lent) 

 
 
 
 
 
 
 
 

MARCH 
Theme: Sustainable Youth Ministry 

5 Confirmation classes start 
 
 

APRIL 
Theme: Sustainable Youth Ministry 

6 Lent Ends 
7 Good Friday 
9 Easter 

14-15 Retreat 
 

MAY 
Theme: Sustainable Youth Ministry 

28 Confirmation Service 
 

JUNE 
Theme: Sustainable Youth Ministry 

18 Outdoor Service 
TBD June Fellowship Event 
 

JULY 
Theme: Sustainable Youth Ministry 

TBD July Fellowship Event 

 
AUGUST 
Theme: Sustainable Youth Ministry 

6 Church Vision Retreat for Youth Group 
TBD August Fellowship Event 
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many families or other team members are using it. This is technically a success at the beginning 

state. Yet, there is potential to increase its usage in the future, so I encourage further research on 

increasing accessibility. However, this is a great first step and I hope that the document will 

become more engrained in Ransom Youth Group operations throughout the next seven years. 

 

Job Description 

 The third control document is job descriptions. DeVries states, “Everyone from the lead 

youth staff to the van drivers have a better chance of playing their positions well if we can at 

least give them, in writing, a document that outlines the scope of their responsibilities.”23 The 

description should be result oriented with workers deciding how to get there. The teachers wrote 

a job description tailored to themselves, but I also created one that drew from their descriptions 

to have a standard one for new volunteer recruitment (see image below).  

 
23. DeVries, 61. 
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 The Bible Study Teacher Job requires a high level of commitment for a volunteer 

position. While creating this, Elder Kang and I debated some of the requirements. However, we 

decided to ask for the exact things we wanted because I wanted potential volunteers to know 

what they were signing up for. I did not want to hide the reality of working in youth ministry. I 

hoped new recruits would understand clearly what they were signing up for and whether they 

could commit. It is worth setting up honest expectations from the beginning, even if it meant that 

certain people would automatically refuse. The descriptions could also attract the right 

candidates who know what skills and professionalism needed to work with teenagers. This 

document may be revised if its efficacy is ambiguous by the annual revision retreat. If it is 

useful, it can become the standard job description in the future.  

 The status of the job descriptions is in progress. The team wrote their job descriptions and 

discussed their responsibilities at the visioning retreat. It was a step forward towards our goals. 



 23 

However, I am not sure if the teachers looked at their job descriptions after the retreat ended. 

There were also many staffing changes that altered the responsibilities of our team since 

October. We stopped performing certain tasks and added new ones. Thus, the job descriptions 

need an update, but we are at a good starting place. 

 
Master Recruiting List 

 The fourth key document is the Master Recruiting List, which “begins the process by first 

determining exactly how many volunteer leaders are needed for the coming year. “24 Due to our 

time limit at the teachers’ retreat, this was not covered at our workshop. However, I started 

working on it in October 2022, basing it off the sample that Ministry Architects provides on their 

website. You can see a sample of the document in the image below. After reviewing all the job 

functions we need, I sent a draft to the educational director. Although DeVries mentions this 

process should start in February, we started recruiting in November 2022. Creating the Master 

Recruiting List was easy but filling it out proved to be the challenge.  

 

 
24. DeVries, 61. 
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 Finding qualified people for the roles in youth ministry was harder than I originally 

anticipated. Recruiting has been unsuccessful. We asked some people directly and received no 

for several reasons. The church has been announcing youth group openings at its main services, 

at Young Adult 1, and Young Adult 2, yet no one has reached out to us. There are several 

possible reasons why recruitment has been unfruitful. 

One big disadvantage that I have identified is that I am a new pastor who is unfamiliar 

with many of the older adults in this church. Even though I had the church directory, I was 

unsure who to contact because I did not know who might be a good fit for some of the roles. 

Another challenge was that many people who might be great for the positions were serving in 

another area at church so they were unavailable. A third possible reason is that adults do not 
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want to join youth group because of the language barrier. They speak Korean better than English 

so they are unsure if they can communicate effectively with teenagers.  

Currently, we are contemplating restructuring our Bible Study classes and services to suit 

the number of teachers we have. This will not take away from the need to recruit, but may help 

make the current work more manageable for our staff. Additionally, by the grace of God, I 

applied for the Synod of the Northeast Youth and Young Adult Leadership Development Grant 

and we were awarded $4,000 for the Ransom Youth Group Mentor Program. With this grant, I 

hope to connect the youth in our church to the adults, which will fulfill the need for each student 

to have multiple godly adults investing into his or her life.25 Further, I hope this will enlarge our 

capacity to take care of all the youth in our church. As more people mentor teenagers, maybe 

they will consider stepping into larger volunteer roles in youth ministry.  

 At this point, we will keep trying different strategies until something works. We hope that 

by trialing new, innovative methods, we can recruit a full staff or find an alternative solution that 

will work for youth group. The important thing is to not give up, but to keep going until we have 

enough people to sustain a long-term ministry.  

 

Curriculum Template 

 The fifth key document is the Curriculum template, a “six-or-seven year game plan of 

how the teachings in youth ministry will be structured.”26 This is the final control document with 

explaining how the teaching and youth ministry will be structured. One thing that DeVries 

 
25. DeVries, 143. 

26. DeVries, 62. 
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mentions that was helpful for creating a framework is to have a plan that is distinct from other 

curriculums.27 In my previous experience in churches, children and youth ministries usually 

purchase a curriculum from a store with Bible lessons for staff to teach in a year. Then, the 

church buys another curriculum the next year. While those type of curriculums are excellent 

resources, I appreciated how DeVries framed a larger plan, such as a three year plan which 

follows a denominational path, and advised churches to invest in the appropriate resources 

(books, devotionals, lessons plans etc.) that match the plan.28  

 At our retreat, we were able to find a starting point for our template. The 6th grade class’s 

curriculum is The Bible in a Year and we decided to continue that. For 7-12th graders, the 

curriculum span two years. Each year is divided into four quarters. For Year 1, the first quarter is 

“Faith” which different subtopics weekly that cover overarching theological points of 

Christianity. The second quarter is “Scriptures: Old Testament” with subtopics on different 

passages in the Old Testament. The third quarter is “Applications of Faith” that explores 

practical ways to live everyday as a Christian teenager. The fourth quarter is 

“Service/Fellowship” which focuses on loving each other and our community around us. Year 2 

is almost the same as Year 1 except for the second quarter, we will study the New Testament. 

The subtopics might also be different than Year 1.  

The goal of our curriculum is to help students form a personal relationship with God and 

know the love of God through a comprehensive exploration of the Christian faith in a warm, 

gentle, loving environment. Furthermore, even though middle schoolers and high schoolers share 

 
27. DeVries, 62. 

28. DeVries, 62-63. 



 27 

the same curriculum, the lesson plans are tailored for each age group. As the pastor, I match the 

sermons with the curriculum topics and subtopics.  

We are currently in the middle of finishing the “Applications of Faith” section of Year 1. 

This process has gone slow and steadily because we wanted to test out some of the curriculum 

first to see how the students responded to it before making the rest. Now that the Scriptures 

quarter is ending, our staff had enough time to observe if the students have responded positively 

or negatively to the new curriculum. The current goal is to finish Year 1 and 2 by the end of 

Spring 2023.  

Creating our curriculum has been very surprising because I anticipated we would finish 

by the end of 2022, but it has taken more time than I expected. I also know that the youth group 

never utilized a document like this before and it was new to everybody. However, everyone on 

the team has embraced the enormous challenge of creating a curriculum. It is extremely difficult 

to plan two calendar years in advance and I think it was a good idea to pilot it and discuss the 

progress. I would not consider this a success yet, but there has been considerable advancement. 

The curriculum is heavily used every week. It is functional even though it has not been 

completed yet. I am confident that we will be able to finish this soon and it will continue to serve 

our youth group for a long time.  
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 The next section inspects the four vision documents. The criteria for assessing them is the 

same criteria used for the control documents. Completion of the document and strides in the 

content will determine the success, progress, or failure of each component.  

 

Vision Documents 
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Mission Statement 

The first visioning document is the Mission Statement, which is a “clearly articulated, 

compelling vision of what their church would like for its youth ministry to accomplish.” 29 This 

was completed by the entire youth group staff during our visioning retreat. The final document is 

shown below:  

 
 

On October 2nd, 2022, we put up the mission statement on the bulletin board inside the Ransom 

Youth Group room. I printed copies and distributed them to the students. Further, we read the 

Mission Statement at Sunday Service together. 

 
29. DeVries, 65. 
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 Completing this document was an important milestone. It is too early to say whether we 

are succeeding in meeting the mission goals, but there has also been progression. This is partly 

thanks to the curriculum, which includes activities that align with the mission statement. For 

example, the youth group donated presents to the Brookline city hall and police department to 

extend the love of Christ to our community. There is a slow, but noticeable, growth.    

 

Measurable Three-Year Goals 

 The second vision document outlines measurable three year-goals, with one-year 

benchmarks.30 The three-year-goals are typically “‘stretch goals,’ often set twice as high as the 

ministry hopes to reach, knowing that normal organizations tend to hit 50 percent of their goals. 

The one-year goals are more attainable, since these are the standards against which the 

effectiveness of the ministry will be measure annually.”31  Each member of the youth group team 

created their three-year goals and one-year goals. Writing out the goals helped each person know 

what result they want to achieve by 2025. We challenged ourselves to have clear targets to move 

towards.32 This document is not included in this thesis because some goals were personal, but 

each person has access to this document online. The goals that I made as the pastor are:  

• Successful completion of our control and visioning documents 
• Each student has at least 1 godly adult they can go to (1-year goal) 
• Connect student to 2-3 adults who disciples them (3-year goal) 

 

 
30. DeVries, 68. 

31. DeVries, 68. 

32, DeVries, 68 
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My goals overlap with the work outlined by DeVries in Sustainable Youth Ministry. However, as 

the youth pastor, I wanted to ensure our foundations were squared and the proper structures were 

in place before any additional goals were added. 

 This document is also in progress. We were able to finalize a document with our specific 

goals. It is difficult to measure the progress in six months. Most people need more time to work 

on their goals so measuring success or failure is reserved for the annual revisioning retreat. That 

will be the best time to see if people made their one-year benchmark.  

One benefit that I found from creating these goals as well as the other documents is a 

reduction in decision fatigue. DeVries writes, “Clear and measurable targets can protect youth 

workers from the pressure to say yes to every new idea that bubbles up from important people in 

the church, allowing the ministry to defer adding new programs until the time of year when the 

re-visioning of goals takes place.”33 It is easier to filter new proposals from different church and 

see if the ideas align with the direction we are heading. This document helps manage our staff’s 

time and resources productively and wisely.  

 
A Statement of Values 

 The third visioning document is the values statement. In youth group, “Values define the 

spirit with which we will go about accomplishing our goals.”34 Our team also successfully 

created the values statement at our teachers’ retreat. The document is seen below:  

 
33. DeVries, 67. 

34. DeVries, 68. 
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Come as you are, growth, explore, service, and celebrate were the five values we chose to 

highlight for our students. We felt these were the most important and relatable for the people in 

our community since students greatly thrive in the right climate and suffer in toxic environments. 

Therefore, the values statement is prioritized above the other visioning documents that we made.  

This document is currently in progress. Although the document is completed, there has 

not been much change in the climate of youth group since October 2022. This is the most 

challenging and time-intensive component of all our documents, so it is normal that there is no 

difference in a six-month period. I recommend more intentional steps after recruitment that will 

align the environment more with the values, such as asking the staff to memorize all the names 
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of teenagers in youth group or calling every parents. The students in our youth group are kind 

and slowly will make progress in this area with more encouragement and outreach.  

 

An Organizational Chart 

The fourth visioning document is a, “clear definition of the organization’s structure” 

mapped out on an organizational chart.35 The picture below is the snapshot of our organizational 

chart currently: 

 
 

 
35. DeVries, 70. 

 

Elder Sang 
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 This chart differs from the organizational chart sample provided by the Ministry 

Architects website. In the sample chart that is provided on the website, both the positions and job 

responsibilities are color coded and included in the chart. The responsibilities were not listed on 

our document to make the chart as simple to use as possible. Additionally, since we wrote our 

job descriptions, I thought that we could clarify the positions rather than repeat the job 

description titles. Additionally, there is room to revise the chart in the future and add the job 

descriptions later. The chart was efficacious for clarifying the structure that we are part of. It 

helped people know who they should contact about certain questions or issues. The 

organizational chart is 100% a success.   

 

Organization of Documents 

 The youth group did not have eight out of the nine documents in the past. It was an 

admiral achievement to complete this quantity at the retreat. DeVries recommends printing them 

out and making sure each staff person has a copy, which I did for some of them. We also added 

supplemental resources to accommodate the control and vision documents. There was a large 

quantity of youth group files scattered everywhere by end of 2022, therefore I had to extensively 

organize our online folders. 

 I want to reemphasize that there was much tinkering and trial and error involved in this 

process. I overhauled our current online documents system and created a new, large Google 

Drive folder with all these documents organized. Creating a digital file was the best way to have 

everyone included in the updated resources. A staff member previously created an excellent 

document system based off the Sunflower Group’s organizational method. I used that as the base 

product and sorted our files. I am thankful to both for the creation of the new database.   
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 In the RYG Staff Folder, there are five different folders. Each folder has varying files and 

additional folders within. To provide an example, I will show the Sustainable Youth Ministry 

folder. 

 

 

Inside, there are four other folders for the Control Documents, Visioning Documents, 2023 

Church Retreat, and Teacher’s Retreat as well as three additional documents.  
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The control documents folder contains the five control documents (directory, annual events 

calendar, job descriptions, master recruiting list, curriculum template) as well as the directory 

from the previous year.  

1. DirectoriesAnnual Events Calendar 

 

These photos demonstrate the scope of order required for this process. It was mentally intensive 

to arrange all the documents in a Google Drive folder. It took a significant amount of time to 

consider what was the best organizational method since the book did not provide an example. 

Then, it took more time to create all the folders, upload all the documents, review them, move 

files around, and make sure each staff member has access to all the files. There was a lot of 

intentionality behind the order to reflect the needs of our curriculum and to pass our data to 

future generation of youth leaders. I hope that this Google Drive database and its resources will 

last Ransom Youth Group for the next six to seven years and benefit the next staff members 

responsible for constructing a sustainable youth ministry.  
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Conclusion: Next Steps 

36 

 As we come to the end of squaring the foundation, the senior pastor and educational 

committee might wonder what are the next steps? The next move is to build the foundation by 

focusing on the following four points:   

• Annual Revision Retreat 
• Recruiting 
• Climate/Values Statement 
• Ensuring each child has godly adults present in their lives 

 
First, start with the annual revision retreat before September because it is important to 

engage a larger group of stakeholders.37 The leadership team at church should form a consensus 

for the direction of youth group and update the control and visioning documents. I would also 

 

36. Staff, “A Step-by-Step Guide to the Home Building Process”, NewHomeSource, 
NewHomeSource, March 2, 2022, https://www.newhomesource.com/learn/step-by-step-guide-
to-home-building-process/.  

37. DeVries, 212. 
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include discussions of the year’s curriculum and additional resources to order ahead of the 

year.38 After the retreat, you should distribute the annual events calendars to all relevant 

stakeholders. 

The second task is to make sure that the youth group has enough staff members to 

accomplish all the updated goals and tasks listed on the control and visioning documents. If there 

is not enough capacity, recruit enough paid or volunteer staff members for the whole year ahead. 

The annual revision retreat will elucidate the roles and number of volunteers necessary for 

Sunday services and fellowship events. 

The third point to improve the climate so it matches the values statement. Create 

intentional steps to foster a loving climate because this is critical for preparing the youth group 

for the later steps. DeVries list some tasks that will create a healthy climate, such as contacting 

every student in the youth ministry, learning the names of every student in the youth ministry, 

and contacting every parent in the youth ministry.39  

 The last point can be accomplished through the mentoring program. If the mentorship 

program does not receive funding next year, find an alternative way for each student to have a 

dedicated Christian adult to foster their faith. This is also a crucial step for any future 

construction progress.  

I want to emphasize again, as DeVries does, to avoid making more programs or events. 

We are still in the early stages of sustainable youth ministry. Until the foundations and proper 

structures are in place, the youth group cannot maintain any new programs. DeVries 

 
38. DeVries, 212.  

39. DeVries, 212. 
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recommends saving those for stage 4 of the building process.40 Focus on the four steps and take 

as much time as you need to complete them.  

If you will faithfully follow the steps outlined above and in Sustainable Youth Ministry 

by Mark DeVries, Ransom Youth Group will look drastically different in seven years. For the 

first time, RYG will have a structure that can last many decades and thrive throughout any 

circumstances. I hope that you will continue to build this jar of clay, this room of the Korean 

Church of Boston, to help our teenagers access the gospel found in Jesus. As DeVries poignantly 

states, “I invite you to join the chorus calling the church back to investing in a generation of 

young disciples who can transform their homes, their schools, their churches, their workplaces 

and their world for Christ.”41 If you desire to see our students’ lives transformed by Christ, I 

encourage you to continue this journey towards a sustainable youth ministry.  

   

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
40. DeVries, 212. 

41. DeVries, 204.  
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