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Eastminster Presbyterian Church (PCUSA)
was founded over 25 years ago as a new
church development project of the Foothills
Presbytery. At the time of its founding,
Eastminster was one of only a few churches
in the area; today, it finds itself surrounded
by growing residential neighborhoods,
regional mega-churches, and numerous
congregations along the Woodruff Road
corridor. Members describe Eastminster as
a "warm," "supportive," and "truly
welcoming" community, deeply committed to
mission and caring for one another as a
close-knit family.

The membership of the church is 163, and
on an average week, 75 people attend the
church’s single Sunday morning worship
service. While Eastminster also livestreams
worship, the church currently lacks a
reliable method to track online attendance.
Worship is held at 10:00 AM in a traditional
style inside a versatile, 300-seat
multipurpose sanctuary featuring moveable
chairs.

Eastminster is committed to community
outreach and intergenerational connection.
Following traditional Sunday morning
worship, Sunday School classes gather at
11:00 AM alongside dedicated children's
programming. Keystone offerings include
the biannual Rise Against Hunger packing
events (packing up to 25,000 meals),
monthly Breakfast Blessing Bars for Mauldin
Elementary School, Rooted and Relevant,
and seasonal traditions such as Epiphany
Star Words and Christmas Eve Candlelight
worship.

The church operates under a Session
leadership structure alongside active
volunteer ministry teams. Pastoral

leadership is provided by Rev. Stephanie
Dion, who joined EPC in May 2022.
Program and support staff assisting the
pastor include Interim Director of Children
and Youth, Megan Koon; Music Director,
Lucie Svatonova-Hughes; Accompanist,
Jason Neal; Administrator and Nursery
Coordinator, Kelly Fluker; Financial
Assistant, Celeste Webb; Audio/Visual
Specialist, Shane Cassidy; and Website and
Audio/Visual Specialist, Katie Owens.

The church has a 2026 annual budget of
$395,550, which represents a steady
increase over previous annual budgets (up
from $389,950 in 2024 and $355,512 in
2022). The church pays off its mortgage in
October 2026, opening up fresh
opportunities for long-term visioning and
facility stewardship.

Over the past decade, Eastminster’s
financial stewardship has shown steady
growth, expanding from under $300,000 in
2016 to nearly $400,000 in 2026. While
recorded average worship attendance
adjusted from 90-105 down to 75
post-2024, in-person attendance has
actually increased by 5-7 people per week,
with adjustments accounting for online
viewing estimates. Membership has
remained stable between 150 and 165
members throughout the decade.

Eastminster is situated in a 25-year-old
facility with substantial campus capacity and
surrounding green space. Main worship
seating accommodates up to 300 attenders
in a multipurpose worship space, supported
by ample parking. While the ground level is
actively used, the campus includes
underutilized square footage, including an
entire second story that is rarely used.



Ministry offerings span all age groups,
including active adult groups (Women's
Circle, Calm in the Chaos for young
families, Men’s Breakfast and Devotion,
Men’s Bible Study, Book Club, FUN Group
for 50+, and Scuffletown Ladies). Children’s
programs meet Sunday mornings at 11:00
AM, while youth ministry meets Sunday
evenings from 5:00—7:00 PM during the
school year.

To help establish baseline congregational
health and identify future direction,
Eastminster recently participated in the Holy
Cow! Consulting Congregation Assessment
Tool (CAT). Out of 163 invited members, 84
responded. Ministry Architects was invited
to partner with EPC to build upon these CAT
insights, design a strategic roadmap, and
help the church navigate leadership
capacity, facility utilization, and youth/family
ministry revitalization.

The Congregation Assessment Tool (CAT)
administered by Holy Cow! Consulting
yielded the following core priorities:

e Make necessary changes to attract
families with children and youth.

e Develop and implement a
comprehensive strategy to reach
and assimilate new people.

e Partner with local organizations to
renew and revitalize the surrounding
community.

e Expand ministries focused on
healing those broken by life
circumstances.

Building upon the insights from the
Congregation Assessment Tool (CAT), this
continued discernment process includes an
initial assessment of the church’s ministries
and strategic recommendations for moving
forward. Ministry Architects met with 50

people across seven focus groups and
incorporated three comprehensive absentee
survey submissions.
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THE INVISIBLE CHECKLIST

There’s no such thing as a blank slate
when it comes to a church; everyone
carries an opinion. Sometimes it's
shaped by a general impression, other
times by a single interaction with a
parishioner or staff member. Most often,
however, a church’s reputation rests on
an unseen three-item checklist.

When those boxes are checked, a
church enjoys the freedom to be
creative, take risks, and try new ideas.
When they’re not, the result is often
distrust, second-guessing, and
discouragement. These are the three
most common ways that churches
secretly judge their ministries.

#1: Numbers — A significant percentage of
parishioners need to be participating visibly
in some aspect of the church. When a
sense of critical mass is not experienced by
the congregation, either in person or
through typical communication channels, a
church will often be perceived as anemic.
Because the target numbers are not
typically agreed upon and communicated
clearly, most churches are judged by a
mashup of conflicting numerical goals. The
consensus is that this box has been
checked. While the congregation desires to
see expanded participation among children
and youth, current attendance levels for
young people closely align with national
targets relative to Eastminster's average
worship attendance of 75. Furthermore, a
remarkably high percentage of regular
worship attenders actively participate in
small groups and volunteer roles. One
factor that supports participation is the
availability of nursery care during adult
programming, which allows parents to

participate without the added stress of
arranging childcare themselves.

#2: Programs — In order to earn the right to
experiment with changes, church leadership
needs to provide the congregation with a
few visible, effective programs that give
both parishioners and staff something
positive to talk about. This box might be
checked by a beloved annual church picnic,
an impactful outreach event, or a
well-attended Christmas pageant visible
enough to stir conversation.

This box appears to be partially checked.
Eastminster rallies around signature
outreach initiatives such as the bi-annual
Rise Against Hunger meal-packing events,
monthly Breakfast Blessing Bars for Mauldin
Elementary, and Rooted & Relevant, all of
which generate great pride and shared
community connection. However, the
ongoing struggle to build sustainable,
consistent participation in youth and
children’s programming leaves this norm
open for improvement.

#3: Enthusiasm — The joyful enthusiasm
and positive attitude of the church staff,
volunteers, and congregation are essential
to building trust within the church
community. The deep, genuine love among
members and authentic warmth toward
newcomers suggest that this box has been
checked, with a warning light regarding
leadership fatigue. While the congregation
displays rich warmth and hospitality on
Sunday mornings, there is widespread
exhaustion among leaders feeling drained
rather than energized.
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CHURCH-WIDE NORMS

There are seven rules of thumb —
“church norms” — that Ministry
Architects has researched from

consulting work across the country
which will be helpful to keep in mind.
These are not targets for success; they
are simply what an average church
experiences.

When assessing a church, it is helpful to
use quantitative norms for comparison.
These norms do not inherently measure
health or lack thereof, but rather provide a
neutral, objective picture of the current
reality compared to average churches
across the country. By understanding where
a church aligns or deviates from these
national averages, the leadership can make
more informed strategic decisions.

Budget

Ministry Architects has found that healthy,
growing churches typically spend
approximately $2,500 per worship attender
per year to fully fund their overall operating
budget. With a total operating budget of
approximately $395,550 (which includes
program expenses, staff salaries, and
benefits), Eastminster Presbyterian Church
has the financial capacity to effectively
sustain a weekly total worship attendance of
approximately 158 attenders.

With an average of 75 people currently
attending worship each week, Eastminster
is experiencing exceptional congregational
generosity well above most churches of its
size. This strong financial foundation
provides significant leverage to invest
strategically in key growth areas and
long-term ministry infrastructure.

Staffing

Ministry Architects has found that most
churches have the equivalent of 1 full-time
staff member (40 hours per week) for every
75 people in average total worship
attendance. Considering the average
worship attendance of 75 and all the
positions giving time to the church’s ministry
(including Pastor Rev. Stephanie Dion,
Interim Youth/Children Director Megan
Koon, Music Director Lucie
Svatonova-Hughes, Accompanist Jason
Neal, Administrator Kelly Fluker, Financial
Assistant Celeste Webb, and A/V support),
Eastminster Presbyterian Church has the
equivalent of 2.25 full-time staff members
(about 90 total staff hours per week).
Eastminster has the equivalent of 1 full-time
staff for every 33 attenders. According to
this rule of thumb, Eastminster has the
capacity to sustain the engagement of about
169 worship attenders on a weekly basis.
The current staff configuration allows room
for significant numerical growth.

Payroll Percentage

In a typical church, the percentage of the
budget dedicated to support staff (including
salaries, continuing education, and benefits)
averages around 60%. Eastminster’s total
budget of $395,550 currently allocates
$192,235 to staff expenses, which
represents 48.6% of total expenditures.

This places Eastminster below the typical
60% staffing norm by approximately 11.4
percentage points ($45,095). Operating
below this benchmark indicates that
Eastminster maintains a lean staffing cost
model relative to its total budget, providing
financial flexibility to either reinvest in
program infrastructure or strategically
expand staff capacity as mission needs
grow.
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Facilities

A church’s ministry is significantly impacted
by the physical layout of its campus and the
operational constraints it contains. Typically,
parking and seating become primary
constraints for congregations seeking
numerical and programmatic growth.

Based on church data and Ministry
Architects research norms, Eastminster
experiences the following facility dynamics:

e Parking Spaces: Most churches
require three parking spaces for
every five attenders. Eastminster
currently reports ample parking,
indicating that parking does not
serve as a bottleneck for current
weekend worship or special events.

e Seating Capacity: Most churches
hit a growth plateau once the main
worship space reaches 80% of total
capacity on a regular basis.
Eastminster’s multipurpose
sanctuary features flexible,
moveable chairs with a total capacity
of 300 seats. Applying the 80% rule
of thumb gives Eastminster an
effective single-service attendance
capacity of 240 worship attenders.

Given these parameters, Eastminster has
substantial physical room to grow within its
current single-service 10:00 AM worship
structure before physical seating or parking
constraints will require adding extra services
or expanding physical walls.

Visitor Retention

For the average church, about 10-30% of
first-time visitors turn into regular attenders.
Therefore, in order to grow by 10-30 people
in a single year, the church will need to see
about 100 first-time guests in that year

(including guests at regular services and
special services like Easter Sunday).

In the past year, Eastminster saw an
estimated 36 first-time visitors and could
expect to add 4 to 12 regular attenders in
the coming year with healthy
guest-enfolding systems and follow-up
opportunities in place. So far this year,
Eastminster has added 6 new members for
2026.

Volunteers

In an average church, 45% of weekend
worship attenders serve regularly in a
volunteer role. With 50 regular monthly
volunteers and an average worship
attendance of 75, Eastminster estimates
that 66.7% of its attendees serve regularly,
which is above average compared to
national norms.

Involvement in Groups

Healthy churches aim for 40-50% of adult
attenders in small groups. With an
estimated 50 participants involved across
Eastminster's nine active small groups and
Sunday School classes, Eastminster
reaches approximately 66.7% group
participation, placing it well above target for
healthy churches.



BUILDING A
SUSTAINABLE STAFF

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

The Architect
5 A person or group who
O designs the building plan and
ensures that the building is
—— done in compliance with the
agreed-upon plan.

The General Contractor
A person or group who
manages the flow and
sequencing of work and the
building process according to
the agreed-upon blueprint,
and ensures that the
appropriate number of skilled
workers is in place for each
stage of the project.

The Skilled Worker

These people are charged
with specific gifts and

— responsibilities for particular

’ aspects of the work. For

example, a skilled worker
might have particular skills in
relating to a specific age
group, in planning and
managing events,
or in teaching others.

Each of these roles is important as
Eastminster pursues a more sustainable
model of ministry. As the church moves
forward, the following observations will be
helpful to keep in mind:

e At Eastminster, there is no person
or group playing the role of the
architect. The ministry simply
moves from one event to the next
without a clear vision or stated
outcomes.

e The pastor is operating in all three
of these roles. This is a recipe for
congregational dissatisfaction and
staff burnout.

e |tis clear that Session, ministry
teams, and volunteers are willing
to be general contractors and
skilled workers, but without a
shared vision, a larger bench, or
fewer programs to oversee and
execute, the ministry risks a
climate of frustration and burnout.
Proactive oversight of the church's
long-range vision must also be an
essential part of the Session's
role, serving as the architect of
that vision, not merely another
contractor on site. This strategic
alignment will prevent the Session
from becoming solely consumed
by immediate operational tasks,
ensuring it is able to remain
focused on the blueprint for the
church's future.
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ASSETS
STRENGTHS TO PROTECT

Hospitality and Genuine Belonging
Church members consistently describe
Eastminster as an exceptionally welcoming,
open, and authentic family. Visitors and
long-term members alike emphasize that
the church offers a rare environment where
people feel genuinely seen, known, and
valued from their very first visit. Multiple
newcomers shared that after visiting larger
regional churches where they felt like just a
number, Eastminster welcomed them with
personal warmth, care bags, and instant
connection. Parents and long-time attenders
noted that when life crises or illnesses hit,
the congregation rallies immediately with
prayers and personal support. As one
long-time member expressed, "From day
one, walking through the doors felt like
coming home; this church family has
supported us through every season of life."
Another newer member stated, “Everyone
was so happy and engaging, we didn’t even
go and look at the other church; we left with
a bag and a smile.”

Pastoral Leadership

The congregation expresses profound
gratitude and affection for Pastor Reuv.
Stephanie Dion. Members across all
listening groups praised her inspired,
grace-filled preaching, deep self-awareness,
personal warmth, and reassuring
leadership. Congregants specifically
highlight her ability to deliver sermons that
are intellectually engaging and relevant
while remaining deeply rooted in Scripture
and full of grace. Members appreciate that
she creates a safe environment for open
dialogue and questions, with one focus

group member sharing, "Stephanie
challenges us spiritually each Sunday while
meeting us with incredible empathy and
care."

Strong Commitment to Collaborative
Outreach and Justice

The congregation takes great pride in its
impactful mission initiatives, including the
biannual Rise Against Hunger packing
events (packing up to 25,000 meals),
monthly Breakfast Blessing Bars for Mauldin
Elementary, and preparing meals for the
Triune Mercy Center. As one member
stated, "Service and community outreach
are deeply woven into the identity and fabric
of Eastminster." Furthermore, Eastminster
actively amplifies its regional impact through
a Mission and Outreach Ministry
collaboration with three other area PC(USA)
churches. Now in its second year, this group
meets quarterly and has already resulted in
fruitful partnerships between the churches
across a variety of mission and outreach
activities, including joint service events with
organizations like Triune Mercy Center, and
GOAL. These collaborative relationships
allow the congregation to engage in
larger-scale community ministry and local
food security without overextending internal
resources or burning out its volunteer base.
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Theological Openness and Dialogue
Eastminster stands out in the region as a
safe, and open-minded community where
members are encouraged to ask tough
questions and explore their faith without fear
of judgment. Initiatives such as Rooted &
Relevant and provides spaces for honest,
respectful discussions on scripture, justice,
and current events. Congregants value that
the church prioritizes unity in Christ over
rigid dogmatic conformity, allowing for
diverse perspectives rooted in love. One
member noted, "l love that we are allowed
to question and explore our faith journey
here; we can have open discussions while
keeping Scripture at the center."

Intergenerational Connection and
Dedicated Core Volunteers

Eastminster fosters meaningful
intergenerational relationships where
children, youth, and adults across all ages
worship and serve side by side. Older
members actively nurture young families,
treating the church's children as their own
grandkids or extended family. Beloved
intergenerational traditions, such as children
remaining in worship, a designated space
for parents and little ones to worship freely
as needed, quarterly meal packing, and
seasonal celebrations, create a strong
sense of shared life and ministry. Another
tradition that exemplifies these
intergenerational connections is the Angel
Ornaments: each Advent, children, youth,
college students, and staff receive a
handmade angel ornament made by a
group of women in the church.

Flexible Campus Facilities and Mortgage
Payoff Milestone

Eastminster is blessed with a 25-year-old
facility that offers significant capacity for
ministry and community connection.

Highlights include a versatile 300-seat
sanctuary with floor-to-ceiling windows,
outdoor green space suitable for recreation
and gatherings, and ample parking.
Furthermore, the church is poised to
achieve a major financial milestone by
paying off its mortgage in October 2026.
This milestone will release substantial
financial capital previously tied to debt
service, creating a strategic opportunity to
reinvest in facility aesthetics, address
deferred maintenance, and fund future
ministry initiatives.
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CHALLENGES
OBSTACLES TO MOVING STRATEGICALLY FORWARD

Leadership Fatigue

A recurring theme across listening groups is
widespread leader and volunteer burnout.
Many volunteers feel spiritually and
physically exhausted. As one member
stated, “Leadership feels at or over capacity.
We have had many conversations about
what to stop doing in order to leave space
for the Spirit to guide us with little success.”
Session and committee members also
reported feeling trapped by guilt, serving
back-to-back multi-year terms without a
clear off-ramp or sabbatical period to rest
and be spiritually refilled. As one leader
shared, "When you are on Session, you
often feel spiritually sucked dry because you
spend worship thinking about everything
that needs to get done rather than being
poured into.”

Strengthening the Christian Formation
Pathway

While attracting young families is a top
congregational priority, the church lacks a
sustainable, long-term operational structure
for Christian formation. Following a wave of
high school graduations over a two-year
period, the active youth group shrunk
dramatically, leaving wide age gaps
(kindergarten through 9th grade) that are
difficult to engage in a single program.
Additionally, staffing relies on a part-time
interim director (10—15 hours/week), leaving
limited capacity to build robust volunteer
teams, address neurodiverse student
needs, or navigate competing
extracurricular schedules. Parents noted
that without a critical mass of peers or
targeted programming, keeping youth
engaged remains an uphill battle.

Value Proposition and Brand Visibility
Eastminster struggles to clearly define and
articulate its specific identity and mission to
the broader community. Situated along a
rapidly growing commercial corridor
surrounded by large mega-churches and
other more conservative churches with full
parking lots, Eastminster often remains
invisible to the thousands of residents living
within a five-mile radius. Participants noted
that while the church is deeply welcoming,
its digital front door (website and social
media) and external marketing do not
clearly broadcast its open, grace-filled, and
progressive PC(USA) values. As a result,
prospective members searching for an
inclusive spiritual home struggle to find
Eastminster. As one focus group member
stated, "We try to be all things to all people
rather than clearly stating who we are.”

Gaps in Tracking the Flock

The church currently lacks systematic
processes for tracking attendance,
managing visitor follow-up, and staying
connected with inactive members. While
Realm is installed, data entry is
inconsistent, and tracking worship
engagement (especially among online
attenders) is largely based on guesswork.
Without reliable processes, potential new
and absent members and regular attenders
slip through the cracks while absent
members remain potentially unpastored.

EASTMINSTER PRESBYTERIAN

10



Need for Leadership Restructuring

The organizational structure of Eastminster
has not evolved to match its current size
and operational reality. While the Session
recently reduced its active elders from 12 to
9, leaders still struggle to find members with
a full tank ready to serve. As a result,
Session members and lay leaders continue
to carry heavy administrative, operational,
and facility-maintenance workloads rather
than focusing on strategic vision and
spiritual care. This reliance on a recurring
pool of volunteers leaves ministry teams
frozen without clear succession paths. As
one member shared, "l have been on the
committee for almost twenty years but can't
get off cause who is going to replace me?"”
Focus group participants across all ministry
areas consistently echoed this burnout,
noting that cycling through the same people
has left the congregation drained. As
another member candidly stated, "Our
structure is maxed. We are recycling
people, and we are worn out. What's
missing here is self-nourishment.”

Focusing Programmatic Impact

While leadership recognizes that volunteers
are operating at or near capacity, the church
continues to execute program levels
designed for a time when membership
engagement was near 300. Members
expressed a desire for a targeted
community needs assessment, particularly
within the surrounding Five Forks area, so
Eastminster can focus its energy on doing a
few signature initiatives exceptionally well
rather than spreading itself thin. Conducting
this assessment will also help identify
strategic church and community
partnerships, reducing reliance on a small
pool of core leaders that currently leaves
volunteers feeling drained. Much like a
family exhausted by overscheduled
activities, Eastminster is attempting to
sustain an ambitious program load while, as
one focus group participant noted,
"Operating with a short bench.”
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e
RECOMMENDATIONS

Based on Eastminster’s current assets and challenges, a number of solutions and initiatives
might bear fruit in the ministry. These have been formed into two lists that include what'’s
important to accomplish now and what will be important to accomplish next.

What’s Important Now: Recommendations that Eastminster should consider implementing in

the next three to five months. These are the steps that will relieve the immediate pressure points
and gain momentum quickly, setting Eastminster up for success moving forward.

What’s Important Next: Recommendations that will build excitement and enthusiasm, and

secure the future success of Eastminster’s ministry.

The Now List

Reframe the next 12 months as a time of building long-term infrastructure for the
ministry. Understanding that significant and immediate momentum will be built
throughout the process of renovating the ministry. September 2027 as the date when the
ministry implementation will be complete.
Establish a Prayer Team to undergird this implementation process.
Present this report to Session, requesting that they endorse a 12-month strategic
design process.
Establish an Implementation Team, who report regularly to Session and the pastor.
The team is made up of four to five volunteers. These non-anxious, goal-oriented people
will free up the staff to focus on exceptional day-to-day ministry, while the
Implementation Team ensures that the outcomes of this assessment are achieved.
Host a “Quick Start” Summit: Invite the Implementation Team, key volunteers, and
staff to participate in a Quick Start Summit in which the implementation process is
launched and the recommendations outlined in the Assessment Report are prioritized.
The Summit tackles the items that need to be done first and builds momentum for the
implementation process.
Leadership Sabbatical: Set aside a three-month period in 2027 as a leadership
sabbatical. Determine which quarter this will take place, prepare ahead, ensuring plans
are in place, a small team (no more than 5) of decision-makers has been identified, and
the calendar is cleared of any busy items.
Compile a Pre-Vision Summit Asset and Data Map: Prior to the Vision Summit, gather
baseline data for the Five Forks area by reviewing the United Way of Greenville County’s
community needs assessment, or other resources. Additionally, create an initial list of
potential community and church partners to identify prospective collaborators for both
Christian formation and outreach initiatives.
Visioning: Invite leaders to participate in a multi-session, on-campus process of
envisioning the future with Ministry Architects, resulting in the following documents which
will direct the ministries and support the church’s vision:

o Areview of the Mission Statement and Core Values
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o A Set of Three-Year Revolving Goals with One-Year Benchmarks
Sharing the Vision: Upon completion of the long-term vision and goal-setting process,
create a game plan that will outline the best ways to communicate the vision, values, and
goals of the church’s ministry (sermon series, small group curriculum, etc.)
Conduct an Investment & Impact Audit: Following the vision summit, gather key
leaders and staff to clearly identify and prioritize ministries based on the investment
(volunteers and finances) given to a ministry and the relative impact (outside and inside
of the church) of that ministry. This will aid the key leaders and staff as they discern how
best to focus the efforts of the church. In addition, evaluate the current organizational
structure for the church and clarify the function and purpose of all ministry teams. Upon
examination of the current structure, restructure the organization in a strategic way in
order for the church to maximize the ministry investments of volunteers and finances as
well as the relative impact the church is making in the community and in the lives of the
church members.

Building Infrastructure and Stability
In building a ministry there are key pieces to creating a solid foundation. Those key pieces to
building infrastructure and stability are the following items:

Comprehensive Communication, Branding, and Digital Strategy: Develop a written,
multi-channel strategy to overhaul both internal and external communications, ensuring
all congregants and community members are informed and welcomed. Project
Eastminster’s inclusive, and open-minded PC(USA) identity clearly across all platforms,
including a refreshed digital front door, consistent graphics, and targeted channels like
social media, mailers, local flyers, and neighborhood apps. Ensure internal
communication spans digital and traditional methods (email, mass texting, print mail, and
brochures) to reach congregants of all ages and tech proficiencies, while establishing
clear guest assimilation pathways, target invite events, and database growth processes
to turn initial interest into lasting connection.

Attendance Tracking: Develop a comprehensive, written game plan to track attendance
consistently across all church programs, including Sunday worship (in-person and
online), Sunday school, small groups, and special events. Implement digital sign-in
methods—such as on-screen QR codes in worship, bulletin links, and Realm member
portal tools—to make checking in seamless for both sanctuary attenders and virtual
worshipers.

Guest Follow-up: Carefully develop a game plan for welcoming guests who visit the
church. Craft a plan for following up with adults and families that have become loosely
connected to the church. Ensure the database is regularly updated with information from
guests.

Absent Member and Regular Attender Follow-up: Determine the approach to follow
up with people who have been absent. Utilize attendance tracking data within Realm to
monitor congregational participation patterns, identify regular attenders, and continue to
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equip Session elders with clear follow-up protocols for connecting with absent or inactive
members

Developing and Nurturing Staff and Volunteers

As the foundation is built, the church will need to assess the staffing structure that will best
serve the ministry as it moves forward. The church will also need to ensure it is engaging and
equipping the leadership.

Post-Visioning Staffing Audit & Organizational Alignment: Following the completion
of the strategic visioning process, conduct a comprehensive staffing audit with key
leaders and Session representatives. Gather feedback from all current staff members
regarding their actual day-to-day responsibilities, pressure points, and current job
descriptions. Evaluate the church's staffing configuration against the newly established
core values, 3-year goals, and ministry priorities, specifically evaluating long-term needs
for children, youth, and family ministry (such as a Director of Christian Education vs.
shared presbytery staffing), facility operations, and digital engagement. Utilize this audit
to design a sustainable staffing strategy that equips staff and relieves volunteers from
needing to step into this space.

Volunteer Match & Deployment System: Utilize the annual Time and Talent survey
results to proactively match member gifts with specific, time-bound volunteer roles.
Sustainable Leadership Pace: Create predictable ministry rhythms and formal rest
policies, including intentional sabbaticals and Sabbath breaks for Session and ministry
team members, to prevent burnout and restore joy to service. Much like helping an
overcommitted individual, building in dedicated space to rest and refuel enables leaders
to re-engage with energy rather than remaining out of guilt, while simultaneously creating
clear opportunities for new leaders to step into open roles.

Volunteer Leadership Clarity: Draft written job descriptions for all volunteer roles in the
church. Work with leaders to ensure the job descriptions accurately match the work
being done, clarify to whom each volunteer is accountable.

Clear Strategies and New Initiatives Developing

Once the foundation is being laid and volunteers are engaged and clear on their roles, the
church will then need to shift its focus to establishing clear strategies and developing new
initiates such as:

Community Campus Utilization: Explore partnerships with local non-profits, sports
leagues, or community groups to utilize the outdoor green space and underused upstairs
facilities for neighborhood outreach and building rental.

Building Usage: Explore partnerships with groups such as Rooted Good, through the
PC(USA)’s Office of Innovation, who may have partnered with Rooted Good to provide
congregations with pioneering pathways to address property concerns by engaging
communities through social enterprise. It's specifically designed to help churches align
money and mission by exploring how to creatively use their buildings and property, while
discerning how to steward God's land and properties for community benefit and diversify
their economic model.
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MINISTRY ARCHITECTS

Ministry Architects has been hired to ensure the following tasks are completed:

An onsite 2-day evaluation through a series of church listening sessions identifying
assets and challenges, resulting in clear recommendations for a healthier, more
sustainable ministry

An onsite 2-day Vision Summit for the church resulting in a mission statement, core
values, and three-year goals with one-year benchmarks

A virtual Quick Start Summit to launch the newly formed Renovation Team into their
new role, to identify the pressure points that need to be addressed first, and to begin
addressing the pressure points through a sustainable agile project management system
Chair the Implementation Team for 6 months, followed by 6 months coaching the
Implementation Team Chair assigned to leading the team, utilizing agile project
management to support the work of the team and ensure recommendations from the
assessment report have been addressed
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MINISTRY
ARCHITECTS
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Rev. Lesleigh Carmichael, Lead Consultant

lesleigh.carmichael@ministryarchitects.com
615-948-3192

Since 2004 Lesleigh has been serving as a consultant with
Ministry Architects. She is an ordained minister in the Christian
Church (Disciples of Christ). From 1998-2005, Lesleigh served as
an Associate Minister at Woodmont Christian Church (Disciples of Christ) in Nashville,
TN. In 2006, she was part of the original staff in launching The Center for Youth Ministry
Training (CYMT), now the Ministry Leadership Center (MLC), where she served on staff
for over 17 years wearing many hats, including Associate Director where she oversaw
the Residency program and its team. Lesleigh holds a B.S. from Auburn University and
a Masters of Divinity from Vanderbilt University Divinity School. Lesleigh lives in
Brentwood, TN.

Bryant Johnson, Director of Consulting

bryant.johnson@ministryarchitects.com
321-652-6947

Bryant Johnson is a Senior Consultant with Ministry Architects
and has been a member of the team since 2010. Since that time,
he has supported over 120 churches with many denominations
and judicatories and provides support for other consultants on the Ministry Architects
team. He created the Volunteer Recruitment Intensive, helped launch the Sustainable
Stewardship eCourse, and hosted The Sustainable Ministry Show. He began working in
ministry in 1996 in the United Methodist Church. He has been a worship speaker for
summer camps, taught seminars for pastors, children’s directors, and youth directors,
and written curriculum for the Florida United Methodist Camping programs.

Bryant graduated from Florida Southern College with a Bachelor of Science in
Sociology in 1996. In his free time, Bryant enjoys all things outdoors, technology,
movies, and spending time with his wife, Tonya, and two boys in Kernersville, NC.
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	Based on Eastminster’s current assets and challenges, a number of solutions and initiatives might bear fruit in the ministry. These have been formed into two lists that include what’s important to accomplish now and what will be important to accomplish next.  
	What’s Important Now: Recommendations that Eastminster should consider implementing in the next three to five months. These are the steps that will relieve the immediate pressure points and gain momentum quickly, setting Eastminster up for success moving forward. 
	The Now List 
	The Next List 

