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BACKGROUND 
First Presbyterian Church (FPC) in Salina, 
Kansas, was founded in 1860, nine months 
before Kansas became a state. Members 
describe their church as “traditional” and 
“welcoming,” with a deep commitment to 
community impact, including founding local 
chapters of Habitat for Humanity and Meals on 
Wheels and hosting the oldest continuously 
chartered Boy Scout troop west of the 
Mississippi River. FPC's reach has extended 
through church planting as well: in 1955, with 
the congregation "busting at the seams," 200 
members left to establish Sunrise Presbyterian 
Church just a few miles away. 

The recent history of the church is marked by 
several pastoral transitions and one particularly 
painful chapter that severely affected the 
congregation and fractured congregational 
trust. While time has brought significant healing, 
the residual effects of this chapter still linger 
within the current church culture. More recently, 
the church experienced a 399-day facility 
closure during the COVID-19 pandemic, which 
precipitated a noticeable drop in weekly 
attendance and left the congregation struggling 
to recover its previous momentum. 

The regular ministry highlights include some 
key annual programs. These include a 
week-long summer day camp for children, 
which is organized and run by the Heartland 
Presbyterian Center, for kindergarten through 
sixth grade, musical cantatas featuring 
orchestral musicians and the chancel choir 
during Advent and Lent, and a seasonal 
evening meal during Lent. FPC also cooks and 
serves lunch once a week at Salina Grace, a 
community resource center.  

FPC's current leadership structure is overseen 
by a Session of 11 active ruling elders and a 
Board of Deacons. The staff is headed by 
Senior Pastor Phil Price, called in September 

2022, who serves as the sole ordained pastor, 
supported by full-time Administrative and 
Building and Grounds Coordinators. Part-time 
staff covers children's ministry, music, worship 
tech, and nursery care. Notably absent is 
dedicated youth ministry staff.  

The church’s operating budget for the current 
fiscal year stands at $830,951. Financial 
stability is significantly bolstered by a 
$6,000,000 endowment, which reliably 
contributes between $185,000 and $190,000 of 
interest directly into the operating budget 
annually, representing nearly a quarter of the 
total church revenue. An additional $50,000 is 
set aside on top of that interest into a dedicated 
reserve fund for building maintenance. On an 
average week, it’s estimated that 84 people 
attend the church’s traditional 10 AM worship 
service. The church also livestreams worship.  

FPC's facilities feature a main sanctuary 
capable of seating 600 and a recently 
renovated parlor that includes a Pray-Ground 
for families during worship. However, the 
church's physical footprint currently exceeds its 
programming needs, leaving significant 
underutilized space on the upper floors of the 
educational building, including vacant offices, 
and unused classrooms, with the exception of 
the Presbytery of Northern Kansas' Resource 
Center on the second floor. 

Guided by its mission statement, Led by Christ, 
Together in Faith and Love, We Joyfully Think, 
Question, Grow, and Serve, FPC invited 
Ministry Architects to partner in a season of 
faithful discernment. With a new senior pastor 
settled into ministry, lay leadership are eager to 
establish a clear strategic plan to address a 
recurring question: "Where are we going?" To 
that end, Ministry Architects conducted eight 
focus groups with 59 participants and collected 
13 surveys, as a first step in providing a 
strategic roadmap for the next 12 months. 
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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, and without a critical mass, a church will often be perceived as anemic. 
Churches are typically judged by conflicting numerical goals because target numbers are rarely 
agreed upon or communicated. 

This box seems to be unchecked. FPC has experienced a steady, multi-decade decline 
from its historical attendance peaks, a reality that was accelerated by a 399-day facility 
closure during the COVID-19 pandemic. Weekly worship attendance has settled at an 
average of 84 people, leaving the sanctuary feeling visibly empty on Sunday mornings 
and signaling to the congregation that numerical momentum has stalled. 

​#2 Programs: In order to earn the right to experiment with changes, the church leadership 
needs to provide the congregation with a few visible, effective programs that give both 
parishioners and staff something to talk about. This includes events like annual picnics, 
outreach events, or a Christmas pageant, all of which are visible and generate buzz. 

This box seems to be unchecked. While the church maintains important annual 
traditions like seasonal musical cantatas, annual children’s Christmas pageant, and 
weekly volunteering at Salina Grace, the ongoing day-to-day, midweek, and regular 
fellowship programming has largely disappeared, aside from children’s FBI on 
Wednesday nights, and youth gatherings. The discontinuation of Sunday school for 
children and youth, adult education classes, and regular Wednesday night dinners has 
left the church operating as a "programming church that is no longer programming," 
stripping the congregation of visible, weekly environments that generate internal buzz 
and connection. 

​#3: Enthusiasm The joyful enthusiasm and positive attitude of the church staff, volunteers, and 
parishioners are essential to building trust within the church community. 

This box seems to be currently partially checked. While members deeply love FPC and 
express a strong desire for revitalization, the prevailing emotional climate is one of 
exhaustion and a sense of being stuck. Awareness of the congregation's aging 
demographics, lingering hurt from past pastoral transitions, and a longing for young 
families have dampened a collective sense of joyful, forward-moving enthusiasm. 
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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 
First Presbyterian Church has a budget of 
$830,951 (including program budget, staff 
salaries, and benefits) and an average 
attendance of 84 people in worship every week. 
In other words, the church spends $9,892 per 
person. 

The average church budget settles around 
$2,500 per attendee, which means FPC is 
spending more than today’s average church 
and could expect to reach 332 people.  

Staffing 
FPC has the equivalent of 5.25 full-time 
employees, giving time to the ministry, including 
the following: 

●​ Senior Pastor (Full-time) 
●​ Children's Ministry Director (Part-time, 

20 hours/week) 
●​ Administrative Coordinator (Full-time) 
●​ Building and Grounds Coordinator 

(Full-time) 
●​ Weekday Custodian (20 hours/week) 
●​ Bookkeeper (30 hours/week) 
●​ Music Director (5 hours/week) 
●​ Musician (5 hours/week) 
●​ Worship Video Tech (2.5 hours/week) 
●​ Childcare and Sunday Custodian (5 

hours/week) 
●​ Nursery Caregiver (2.5 hours/week) 

With an average weekly worship attendance of 
84 people, the church has a staffing ratio of 1 
full-time staff member (40 hours per week) for 
every 16 people in attendance. 

This ratio is higher than the average church, 
which has a ratio of 1 full-time staff member for 
every 40 attenders.  

Payroll Percentage 
FPC has allocated $423,512 of its $830,951 
budget to staffing. This accounts for about 51% 
of the church's budget dedicated to support the 
staff of the church (including salaries, 
continuing education, and benefits). 

The church spends less of its budget on staffing 
than the average church, which commits 60% 
of its total budget to staffing. 

Facilities 
The primary measure of facility capacity 
revolves around two critical components: 
seating in the main worship space and physical 
parking spaces. The sanctuary at First 
Presbyterian Church is built to seat 
approximately 600 people, and the campus 
provides 90 available parking spaces. 

Applying standard facilities baselines, a 
congregation requires one parking space for 
every two to three worship attendees. With 90 
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parking spaces, the church’s parking capacity 
safely accommodates up to 225 people, 
indicating that parking is not a limiting factor for 
immediate growth. Conversely, a worship space 
feels comfortably full when it reaches 80% 
capacity. For a 600-seat sanctuary, that optimal 
target is 480 people. With an average weekly 
attendance of 84 people, the main worship area 
operates at just 14% capacity, causing the room 
to feel noticeably empty on Sunday mornings. 

Visitors’ Retention 
For the average church, about 10-30% of 
first-time visitors will turn into regular attenders. 
Therefore, in order to grow by, say, 10-30 
people in a single year, the church will need to 
see about 100 first-time guests in that year. 
This includes guests at regular services and 
special services like Easter Sunday. 
 
In the past year, FPC saw an estimated 60 
first-time visitors and could expect to see their 
church add six to 18 regular attenders in the 
coming year with healthy guest enfolding 
systems and opportunities. 
 
Volunteers 
FPC estimates that it has 24 people who serve 
regularly (at least once a month) in a volunteer 
role throughout the ministry of the church. This 

means that about 29% of the 84 people who 
attend worship are volunteering regularly. 

In an average church, 45% of the weekend 
worship attenders are serving regularly in a 
volunteer role. It seems that FPC is 
experiencing fewer people volunteering in 
ministry than the average church. 

Involvement in Groups 
While the data for what’s normal for churches in 
group involvement is not available, there are 
some observations worth noting. It’s been 
observed that healthy churches have at least 
40-50% of their adult attendance in some form 
of small group. Churches that excel at 
connecting their people have upwards of 80% 
of their adults in groups. 

These groups can include Sunday school 
classes, small groups, Bible studies, youth 
groups, or men’s or women’s groups with fewer 
than 25 people. FPC estimates that about 36 
people, or 43% of their average adult worship 
attendants, are engaged in groups on a regular 
basis. This number is right in line with the 
average for healthy churches. 
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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 
A person or group that designs the building plan and ensures the building is completed 
according to the agreed-upon plan. 

  

THE GENERAL CONTRACTOR  
A person or group who manages the flow and sequencing of the work and the building 
process according to the agreed-upon blueprint, ensuring the appropriate number of 
specialists are in place for each project 

 

 

THE SKILLED WORKER 
These people are charged with specific gifts and responsibilities for certain aspects of the 
work. 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 FPC pursues a more sustainable model of ministry. As the church 
moves forward, the following observations will be helpful to keep in mind 
 

●​ The Pastor is Functioning Simultaneously as Architect, General Contractor, and Skilled 
Worker: Pastor Phil Price is carrying the weight of all three operational levels. He is expected to 
cast long-term vision (Architect), manage daily committee structures and administrative tasks 
(General Contractor), and execute regular pastoral care and weekly ministry tasks (Skilled 
Worker), an operational overlap that strains long-term capacity.  
 

●​ The Absence of Middle-Management General Contractors: Because the volunteer pipeline 
has experienced widespread breakage, the church currently lacks an effective layer of lay 
leadership or staff who can step in as General Contractors. Committees operate without clear 
job descriptions or formal orientation, preventing them from stepping up to manage teams. This 
forces the existing staff to drop down into execution roles rather than empowering them to 
oversee sustainable systems. This missing strategy is key for church growth to take place.  
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ASSETS 
STRENGTHS TO PROTECT   

 
A Congregation Ready to Connect 
One of FPC's most encouraging asset is the 
genuine, cross-generational hunger for deeper 
fellowship. This is not a congregation that has 
grown indifferent to one another, quite the 
opposite. Members are actively longing for 
more opportunities to share life together beyond 
Sunday morning. One member shared, "There 
is a real desire for more fellowship opportunities 
because we genuinely want to build deeper 
relationships with each other." Another 
remarked, "People are lonely for the way we 
used to connect, there is a huge hunger to get 
together, talk, and just share meals again." A 
third reflected, "The love is here, but we need 
more structured, casual ways to put that love 
into practice by simply spending time together." 

This longing is a gift. Simple entry points, 
midweek dinners, small group circles, or an 
expanded Dinner for 8 program, would tap into 
an enthusiasm that already exists and is waiting 
to be unleashed. 

A Missional Legacy 
FPC has a resilient foundation built on deep 
community roots, a warm family-like culture, 
and a long history of bold experimentation. 
FPC's most vibrant eras came when it leaned 
into creative risk, founding Sunrise Presbyterian 
Church, launching the local chapters of Meals 
on Wheels, Habitat for Humanity, and creating 
the Family Hope Center. 

Members know this history and take pride in it. 
One noted, "We have a proud history of 
innovation, from sponsoring the founding of 
Sunrise Presbyterian in 1955 to trying new 
ministries to serve Salina." Another observed, 
"Our church has always been at its best when 

we were willing to experiment and launch new 
things to meet people where they are." 

This legacy of innovation is not just history; it's 
an identity. Future initiatives need not feel like a 
departure from who FPC is, but a faithful 
continuation of what it has always done best. 

Financial Stability  
FPC's $6,000,000 endowment generates 
between $185,000 and $190,000 annually into 
the operating budget, covering nearly a quarter 
of yearly expenses, with an additional $50,000 
set aside each year for facility maintenance. 
This cushion frees leadership to focus on 
strategic growth rather than financial survival. 
As one member shared, "We are blessed with 
an amazing endowment that takes away our 
financial stress and allows us to focus on doing 
ministry." Another remarked, "The endowment 
is an unbelievable blessing, a safety net that 
many churches simply do not have." With stable 
resources in place, FPC has the freedom to 
invest boldly in its future without drawing from 
core operations. Few churches begin a 
revitalization process from a position of financial 
strength. FPC does. 

A Culture of Openness 
FPC has cultivated an identity centered around 
theological diversity and open dialogue, 
captured in its own mission statement, which 
celebrates thinking, questioning, growing, and 
serving together. This is a place where people 
can bring honest doubts and diverse viewpoints 
without fear of judgment. One member 
observed, "Our greatest asset is our willingness 
to question and grow without having to agree 
on everything." Another noted, "We joyfully 
think and question here, which makes us a 
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unique space in this community." A third added, 
"There is a real respect for differing points of 
view when we come together." 

This culture is both a gift and an invitation, one 
that, if paired with expanded adult formation 
and small group opportunities, could attract 
others in the community searching for a 
substantive, open-minded faith community. 

A Legacy of Community Outreach 
FPC has a multigenerational legacy of looking 
beyond its own walls, founding local chapters of 
Meals on Wheels and Habitat for Humanity, 
launching the Family Hope Center, and 
continuing today through a weekly feeding 
program at Salina Grace. Outward focus is 
woven into the fabric of this church's identity 
and remains a primary way members 
experience the impact of their faith. One 
parishioner noted, "We have a wonderful 
footprint in the community through our outreach 
work and our deep involvement with Salina 
Grace." Another added, "People who don't even 
belong to our church experience our love 
through the meals we prepare and the food 
drives we lead." 

This heart for mission can serve as a primary 
bridge for revitalization, connecting hands-on 
service opportunities to a clear hospitality 
pathway, and inviting community partners and 
volunteers into the deeper life of the 
congregation. 

Generational Roots and Loyalty 
FPC is characterized by enduring loyalty and 
deep relational roots. Many families have called 
this church home for forty, fifty, or sixty years, 
creating a family-like bond where people are 
genuinely known and cared for across their 
lifetimes. One longtime member reflected, "This 
has been my only church home for sixty years, 
and while things are harder now, we always find 
a way to come back together." Another shared, 

"The people here genuinely love one another 
and are deeply committed to seeing this church 
become vibrant again." 

Generous Physical Facility 
FPC's building is a significant asset, a historic 
sanctuary seating 600, a recently renovated 
parlor, and well-maintained spaces situated at 
the intersection of a residential neighborhood 
and a revitalized urban corridor. One member 
shared, "We have a beautiful building, and the 
renovation of our parlor has created an 
incredible space for us to gather." Another 
noted, "Our facilities offer so much room to host 
events and expand our programs." 

The building becomes even more valuable 
when its underutilized upper-floor space, empty 
classrooms, and vacant offices are considered. 
Reimagining these areas through 
community-facing partnerships or creative 
programming could transform dormant square 
footage into a resource for both local 
connection and financial sustainability. 

Clarity of Need 
There is unanimous consensus across FPC that 
the church is operating below its potential, and 
nobody is pretending otherwise. Rather than 
resting on past achievements, the congregation 
holds a clear-eyed recognition that change is 
necessary. One member stated, "We all love 
this church deeply, but every single one of us 
agrees that it is simply not all it could be right 
now." Another noted, "There is a collective hope 
for what we could be, paired with an honest 
acknowledgment that we are not there yet." A 
third added, "Nobody here is pretending that 
things are perfect, and that gives us a common 
starting point." 

This unified clarity means leadership can skip 
the lengthy work of convincing a congregation it 
needs to change and move directly into 
strategic planning. The people are ready. 
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CHALLENGES 
OBSTACLES TO MOVING FORWARD STRATEGICALLY   

 
A Congregation Seeking Its Next 
Generation 
The congregation is heavily tilted toward 
members over the age of 60, estimated at 
approximately 80%. There is a critical missing 
demographic of young families and adults aged 
30 to 50, with no current plan for how to grow in 
that direction. One older member shared a 
common sentiment: "People say we need more 
young people, but I think we just need more 
people." Another acknowledged that while the 
church is "good with finances, mechanics, and 
stewardship, we are not evangelistic as a 
congregation — we are not inviting others to 
come worship with us." 

Overwhelmingly, members described FPC as 
open, accepting, and welcoming — and for 
many, that is precisely what drew them here. 
Yet as one person honestly noted, "It is hard to 
be more welcoming when there is no one to 
welcome." 

The urgency of this challenge cannot be 
overstated. With 80% of the congregation over 
60, the next decade will bring natural attrition 
that the current membership pipeline is not 
positioned to absorb. Without an intentional 
strategy to reach and retain younger families 
and mid-life adults, the congregation risks a 
significant and potentially irreversible 
contraction in both participation and giving. 

Lack of Emphasis on Faith Formation 
The church has an opportunity to develop a 
more integrated, structured strategy for ongoing 
faith formation across all age groups. Beyond 
five-minute children’s messages on Sundays 
and mid-week FBI (Faithful Bible Investigators) 

gatherings, there is room to introduce a more 
consistent, age-appropriate theological 
curriculum for younger families. Emphasizing 
the desire for deeper programming, one parent 
noted, “Children's time is not free daycare. I 
bring my kids here on Sundays to learn about 
God.” Another parent similarly shared, “My 
son’s Christian formation comes more from his 
(Montessori) school than his church.” 
 
While youth gather for fellowship opportunities 
during the week, deeper faith-based lessons 
are lacking. A number of participants indicated 
a longing for something more “biblical” and 
spiritually formative, particularly questions about 
what it means to be Presbyterian (USA).   
 
Lastly, adult education remains limited to 
sporadic book studies. This educational 
vacuum leaves parents feeling unequipped to 
guide their children's spiritual development and 
leaves the broader congregation missing a 
clear path for continuous discipleship and 
spiritual growth.  
 
Volunteer Engagement 
A small group of members end up carrying the 
vast majority of church operations, leading to 
fatigue. “We do not have a deep bank of 
volunteers outside of session members,” 
reported one member. This operational 
bottleneck has created a small, exhausted 
circle of leaders who continually handle the bulk 
of the church's work. Because there is no clear 
system to recruit or mobilize the wider 
congregation, a heavy burden falls on a handful 
of session members who must run everything 
from governance to weekly tasks like ushering 
and communion prep. 
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This fatigue is worsened by a widening gap 
within the pews. While many older members 
feel they have already paid their dues and 
"done their time," newer or less involved 
members who actually want to help face a 
confusing, invisible system. Without a 
centralized way to see current needs, or an 
intentional culture of invitation, even long-time 
church members are left in the dark about how 
to step forward. “Involvement is key because 
you feel like you are part of something bigger 
than you,” reflected one older member. This 
burns out core leaders while starving the rest of 
the congregation of the active involvement they 
need to feel truly connected.  
 
Systemic Gaps in Leadership Support 
The Session of FPC Salina is organized into 
established committees, however, there 
appears to be a lack of clarity around roles and 
responsibilities. There are no formalized 
binders, job descriptions, or strategic 
succession tracks for committees. New 
elders/chairs are recruited directly into roles 
with very minimal training (e.g., a single 
two-hour session), creating a steep learning 
curve and a lack of role clarity. Once in 
leadership positions, members reported feeling 
uncertain about who and how to make 
decisions. Historically, FPC has been a staff-led 
church, with multiple staff and programs. The 
transition to a solo pastor has led to an 
increased need for lay leadership with no clear 
structures in place to train, equip, and empower 
the transfer of leadership ownership. 
 
Communication Growth Opportunities 
FPC has multiple communication channels in 
place, but there is meaningful room to grow in 
how information reaches both members and the 
wider community. The monthly newsletter, while 
valued, sometimes arrives after events have 
passed, and platforms like the Realm app 
remain unfamiliar to portions of the 
congregation. Many listening session 

participants expressed a genuine desire to be 
more connected and informed. As a few 
members noted: 

●​ "How do I learn about things?" 
●​ "Is there one central place of info/truth?" 
●​ "How do we get info from members 

about what they want? The surveys are 
so long and complicated that I just don't 
fill them out." 

●​ "Do we have a prayer list?" 

The church website, Facebook page, and 
YouTube channel all represent untapped 
opportunities to share the story of FPC, as does 
exploring platforms that might better reach 
younger demographics. 

Externally, FPC faces a common tension for 
congregations with deep missional integrity, a 
humble theology that resists self-promotion can 
inadvertently make the church's significant 
community impact invisible to outsiders. The 
result is that FPC's genuine, hands-on service 
often goes unrecognized, while more visible 
congregations shape the local narrative. 
Learning to tell its own story well is not about 
boasting.It is about ensuring that the love and 
work already happening finds the audience it 
deserves. 

Connecting & Caring for the Flock 
While the pre and post-service coffee hour in 
the newly renovated parlor is highly valued, the 
church’s communal life has largely shifted from 
a living, active reality to a collection of nostalgic 
memories, such as past family retreats and ski 
trips. Reviving these social events is 
challenging because the church currently lacks 
a clear process to find and support volunteers 
who have the passion and initiative to lead 
them. 
 
This gap in social connection also affects how 
the congregation coordinates care for one 
another. Without structured systems for things 
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like meal trains, prayer lists, or regular home 
communion, care relies heavily on informal 
word-of-mouth. While members care deeply for 
each other, this lack of an organized 
infrastructure makes it easy for major life events 
to be missed and for individuals in need to 
accidentally slip through the cracks. 
 
Underutilized Physical Facility Space 
The expansive physical campus of FPC is a 
beautiful historic asset, but its current footprint 
is significantly larger than the congregation's 
active weekly program needs. Large sections of 
the building, including vacant upstairs offices 
and multiple empty classrooms, sit dark and 
unused throughout the week. This creates an 
internal environment where a small 
congregation of 84 people is left navigating a 
massive facility designed to hold hundreds. 

This spatial surplus creates a subtle 
psychological weight and represents an 
inefficient use of valuable resources. One 
member noted, "We have an enormous amount 
of underutilized building space, like our empty 
upstairs offices, that just sits there doing 
nothing." Another person observed, "Walking 
past rows of empty classrooms every Sunday 
serves as a constant, visual reminder of what 
we used to be rather than what we are now." A 
third participant suggested, "We need to look at 
potential revenue streams or community 
partnerships for our unused space so it can 
become an asset again." 

This underutilized square footage presents a 
roadblock to institutional energy. A building that 
feels largely vacant can inadvertently reinforce 
a narrative of decline, while absorbing 
maintenance focus that could otherwise be 
directed toward creative community alignment 
or new missional partnerships. 

Bridging Traditional Identity with Modern 
Relational Needs 

The congregation of FPC remains fiercely 
committed to its traditional Presbyterian identity, 
its Reformed theology, and its high-caliber 
liturgical music. However, the leadership 
struggles to find a healthy, hybrid balance that 
honors this rich liturgical heritage while 
simultaneously creating a lively, accessible 
environment that appeals to younger adults and 
modern families. This tension has left the 
church caught between preserving its historical 
comfort zone and adapting to modern cultural 
realities. 

This cultural friction can cause the church's 
Sunday morning environment to feel 
unapproachable or low-energy to outsiders. 
One member shared, "FPC struggles to 
compete with local mega-churches, and while 
we explicitly do not want a rock band style, we 
are struggling to find a hybrid balance that stays 
lively." Another person noted, "My own family 
members don't come with me because they find 
our style to be unengaging or not entertaining 
enough for them." A third participant reflected, 
"There is a real resistance to change and an 
attitude of 'this is how we've always done it' that 
keeps us stuck in our old tracks." 

This cultural impasse represents a significant 
roadblock to outreach. If the church is unable to 
preserve its theological depth while breathing 
new warmth, interactive energy, and modern 
communication practices into its traditional 
framework, it will continue to face difficulty 
bridging the gap to the next generation of 
seekers in Salina. 

Lack of Visitor Follow-Up and Outreach 
Retention Systems 
FPC welcomes an estimated 60 guests through 
its doors over the course of a calendar year, 
including families who engage with the summer 
day camp or attend seasonal musical offerings. 
However, the church currently lacks an 
intentional, systematic pathway to follow up 
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with, track, or assimilate these visitors. Once an 
external guest or day-camp family interacts with 
the church, there is no structured process in 
place to reach back out and invite them into 
deeper relationship. 

This operational gap causes the church to lose 
potential members who have already shown an 
initial interest in the community. One participant 
pointed out, "We have no intentional outreach 
or follow-up to visitors, day campers, or the 
families who join us for special events." Another 
member commented, "People come to our day 
camp or worship with us on Christmas, but we 
don't have any system to ask them back or see 
who they are." A third response noted, "We are 
friendly when people are here, but once they 
walk out the door, they completely drop off our 
radar because we don't have a follow-up plan." 

This missing retention system serves as a 
major roadblock to reversal of membership 
declines. Attracting 60 guests a year is an 
exceptional opportunity, but without an active, 
organized hospitality and assimilation pathway, 
those visits rarely translate into long-term 
discipleship or active membership. 

The Absence of a Unified and Actionable 
Strategic Plan 
FPC lacks a clear, shared vision for its future. 
Despite years of faithful discernment, no 
documented multi-year strategic plan exists, 
leaving committees and staff operating in silos, 
reacting to immediate needs rather than moving 
toward a common missional destination. 

This ambiguity has created collective hesitancy 
and localized decision-making. Members 
describe feeling stuck: "We have been asking 
'where are we going?' for years, but still don't 
have a clear answer." Others note that without a 

shared roadmap, the focus defaults to 
maintaining the status quo rather than moving 
forward. 

Without a strategic blueprint, FPC cannot 
effectively deploy its financial resources, break 
from legacy patterns, or offer a compelling 
vision to new families seeking a church with 
purpose and momentum. 
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RECOMMENDATIONS 

 
Based on First Presbyterian Church of Salina’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 the FPC Salina 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 FPC Salina up for success moving forward. 
 
What’s Important Next: Recommendations that will build excitement and enthusiasm, and secure the 
future success of First Presbyterian Church of Salina’s ministry.  

The Now List 
●​ Reframe the next 24 months as a time of building long-term infrastructure for the church. 

Understanding that significant and immediate momentum will be built throughout the process. 
Target July 2028 as the date when the ministry implementation will be complete. 

●​ Establish a Prayer Team to undergird this implementation process. 
●​ Present this report to the Session of FPC Salina, requesting that they endorse a 24-month 

strategic design process.  
●​ Recruit an Implementation Team, who report regularly to the Session and 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.  

●​ Launch the Implementation Team, by inviting the Implementation Team, key volunteers, and 
staff to participate in an online orientation and planning meeting (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. 

●​ Prepare for Fall 2026, by ensuring all volunteer needs are met and a detailed calendar 
(Sept-Dec 2026) is created. Include pertinent staff, volunteers, and committee members in the 
process of setting the calendar, choosing curriculum, and including opportunities within the 
larger Salina community. Lastly, create a plan to communicate with the congregation in a timely 
and comprehensive way.  

●​ Vision Summit: 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​ A review of the current mission statement 
o​ Defined core values  
o​ A set of three-year revolving goals with one-year benchmarks  

Vision Summits work best with a group representing pastors, staff, session members and other 
key ministry leaders. It may also be helpful to include an open invitation to the congregation. 
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●​ Target Audience: Create an avatar that clearly defines who FPC is called to serve in the next 

decade of its ministry. Be specific about demographics, background, etc., and avoid saying 
“We’re here for everyone.”  

●​ 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, guidebooks, small group curriculum, etc.)  

The Next List 
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: 
 

●​ Communication: Review and revise current church communication practices to ensure that all 
congregants, regardless of age or technological proficiency, feel informed. Utilize as many forms 
of communication as possible including updating the church’s website, brochures, social media, 
mass texting, mail, e-mail, etc.  

●​ Marketing and Branding: Create a written game plan that will address how to introduce the 
church to the community around it in an inviting and welcoming way. Create an intentional 
strategy in order to be consistent with your marketing approaches (logos, graphics, etc.). 
Consider the following: 

o​ Church Signage. 
o​ Upgrading the website with an engaging section just for newcomers. 
o​ Identifying communication channels for reaching out to those outside the church. Family- 

flyers and mailers, posters, the NextDoor app, etc.   
o​ Exploring use of Instagram for sharing stories through pictures. 
o​ Identifying target programs for inviting newcomers.   
o​ Designing a database growth process.   

●​ Internal Communications: Create a protocol by which all decisions and important information 
are shared throughout the whole church community, ensuring that the church is not just 
communicating information, but that people are actually receiving it. 

●​ Stabilizing Document Development: Maintain and publish a 12-month calendar, create major 
event notebooks to help event planners succeed, and generate a preventative maintenance 
calendar that schedules behind-the-scenes activities for each month. (Example: October - Order 
candles for the Advent Wreath.) 

●​ Compliance System and Management:  Ensure an Operations Manual is in place and 
updated annually. The manual should include all legal documentation needed for the ministry, 
including background checks, financial documents, licenses, child protection policy, facility use 
policies, etc.   

●​ Visitor Follow-up: Carefully develop a game plan for welcoming visitors 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 visitors.  

●​ Absent Member/Regular Attendee Follow-up: Determine the approach to follow-up with 
members and regular attendees who have not been seen in a while. Create a database to track 
who have gone missing, the reasons they have gone, and who, from the staff, followed up with 
them. Create a culture of care for the whole church family. 
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Developing and Equipping Volunteers 
As the foundation is built, the church will need to assess the volunteer 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.  
 

●​ Identify Volunteer Ministry Positions: Work with staff and the church leadership to create a 
complete list of ministry opportunities in every department, from weekly to monthly, to annual 
opportunities. 

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

●​ Volunteer Development:  Provide sufficient training and development opportunities for all 
volunteers in a way that leaves them inspired to serve again rather than exhausted.   

●​ Volunteer Recruitment: Once all volunteer opportunities in the church have been identified, 
begin the recruitment process to ensure that all positions are filled by August 1 of each year. 
Develop an annual leadership directory that lists all committees and leaders for all committees 
and groups (Session, Committee Chairpersons, etc.).   

●​ Volunteer Development: Provide sufficient training and development opportunities for all 
volunteers in a way that leaves them inspired to serve again rather than exhausted. 

●​ Volunteer Appreciation: Develop a plan for recognizing and thanking volunteers, from Session 
members to meal preparers to ushers. Clarify whose role it is to ensure all volunteers are 
acknowledged. 

 
Developing Clear Strategies and New Initiatives 
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:  
 

●​ Focus: Through the visioning process, explore the target groups for ministry. Instead of “being 
all things to all people,” establish priorities for discipleship, outreach, and evangelism. 

●​ Evaluate Current Programs:  Evaluate the current programming with an eye toward retiring or 
combining the programs that inadequately reflect the current focus of the church. 

●​ Establish a Vision Team: Upon completion of the church-wide visioning process, create a team 
that will help carry the vision forward and keep the congregation on task for meeting the 
benchmarks and goals.  

●​ Develop a Clear Mission Strategy: After engaging in strategic visioning, develop a game plan 
that will clarify the ways in which the church will joyfully engage in outreach. Include ways the 
church will build relationships with area churches, non-profits, and the neighborhoods it serves. 
At the same time, create awareness and education opportunities among the congregation. 

●​ Develop an Underutilized Space Strategy: Explore a plan to utilize the building’s unused 
square footage, and empty classrooms, by evaluating creative layout adaptations and 
community-facing partnerships. Assess the material footprint to balance congregational needs 
with external outreach or rental opportunities, transforming quiet areas into active hubs for local 
connection and long-term facility sustainability. 
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Reimagining Faith Formation 
The church as a whole is lacking a clear faith formation pathway and needs written game plans for 
nurturing and forming the faith of all congregants. From nursery to nursing home, the church bears the 
great responsibility of investing in the intentional faith formation of each person involved.  
 

●​ Children & Youth Education: Create an integrated, parallel-tracked curriculum plan for the first 
eighteen years of life and the first eighteen years of parenting. Parallel curriculum for parents 
and children could foster faith development conversations within and across families.  

●​ Adult Education: Review current adult education programming (book studies, bible study, etc.) 
and create a game plan to ensure adequate programming is offered for adult Christian 
education.  

●​ Fellowship: Explore new fellowship opportunities, and provide support for members to take 
initiative in leading. Commit to experimenting with two new fellowship events each semester. 

 
Exploring and Expanding Worship Opportunities 
Worship is the central most thing that binds a congregation together. While there are a number of 
elements that make a worship service whole, the message and music are central.  
 

●​ Evaluation and Experimentation: Create a taskforce to explore ways to balance FPC’s rich 
liturgical heritage while simultaneously addressing the desire for creative, meaningful worship 
opportunities, including: 

○​ Messages that relate to today’s real world challenges 
○​ Music selection of both traditional and contemporary songs 
○​ Outreach to the livestream community 
○​ Opportunities for children and youth to participate  
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MINISTRY ARCHITECTS 
 

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

1.​ An onsite 3-day assessment of the church identifying assets and challenges, resulting in an 
abbreviated report and recommendations for a healthier, more sustainable ministry.  

Please note that the assessment can result in identifying additional needs that have either gone 
unnoticed, undiscovered, or are unknown. These will still be included and identified in the 
assessment report along with recommendations to address them even though they may not be 
included in the contract.  

2.​ A virtual Quick Start Summit to launch the newly formed implementation 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. 

3.​ An onsite 2-day Strategic Planning Summit for the church, resulting in a review of the mission 
statement, establishment of core values, and defining of three-year goals with one-year 
benchmarks 

4.​ A more robust communication and marketing plan that pulls together the multiple streams of 
communication in a way that results in a coherent, strategic, integrated message producing 
agreed-upon, desired results 

5.​ Chairing the Implementation Team for 12 months, utilizing agile project management to support 
the work of the team and ensure recommendations from the assessment report have been 
addressed 

5.   Drafting of four game plans designed to build and implement new ministry innovations 
      determined in the assessment and/or strategic planning process 
​
6.  Twelve executive coaching sessions for the pastor, focused on supporting leadership during 
      the discernment process and ensuring the strategic plan is being executed  
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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) 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. 
 

 
Kim Ness, Staff Consultant 
kim.ness@ministryarchitects.com 
706-206-9579 
Kim Ness has been leading youth and faith formation ministries for over 20 years, 
serving as a veteran youth director within the PCUSA. She holds a deep passion for 
fixing systems and using creativity to build new, sustainable visions for the church. Kim 
earned her Bachelor's degree from the University of Richmond, a Master’s in Social 
Work from Loyola University Chicago, and a Certificate in Youth and Theology from 

Princeton Theological Seminary. In her free time, she enjoys all things travel, a well-organized closet, and writing 
curriculum. She and her husband and their three teenagers call Athens, GA home. 
 
 

Bryant Johnson, Director of Consulting Senior Consultant 
bryant.johnson@ministryarchitects.com 
321-652-6947 
Bryant Johnson, Director of Consulting, joined Ministry Architects in 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 young people. 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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