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Section One   
Preface 
 

What Is the Big Step? 
 

 
One Vision: 

 
Northminster takes a Big Step to ensure that we 
will grow into a vital, engaged, and faithful 
outpost for Christ and our community for the 
next 50 years! 

 
 
In Three Steps:  

 
One: The Step Out 

Northminster Online and… 
 

Two: The Step Together 
Children’s Ministry and… 

 
Three: The Step Up 

Faith and Leadership Development and… 
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Vision that Inspires:  
 

We Envision: 
 

• Our hallways full of noise – our sanctuaries peppered with people you want to get to know 
– our congregation energized by worship and mission – lots of baptisms - and our older 
members having a quiet confidence that the baton is being passed on effectively. 
 

• A future where all will be growing in their faith - all will have a mission or ministry - ministry 
teams popping up regularly.   

 
• Decision-makers gaining confidence in God’s provision, leadership exercising faith, focus 

and resilience - governance structures will support ministry rather than control it – facilities 
that further/support the vision, rather than hinder it.   

 
• A church caring for our community WITH the community – Finneytown, Wyoming, and our 

school systems will know we are WITH them because they experience it - even our far 
flung mission partners will sense God is doing something more with Northminster. 

 
• God with a big, big smile as He looks down on His children at Northminster. 

 
The Big Step’s purpose is to focus and direct our energies and resources to areas that will 
have a high impact on our future. The Big Step is a focused vision, but the purpose isn’t to 
limit what we do it is to make sure we don’t fail in essential ministries. 
 
Why Again?  

 
A person could not be faulted for asking: 

• “Haven’t we done this before?” - You bet, twice 
• “Why would we embrace a third major visional effort expecting different results?”  
• “We’ve had good leaders before, haven’t we?” -  You bet 
• “What’s different?” - Everything and Nothing 

 
 
Our Answer: 

 
We believe it provides the most hope for our future…  

 
We are committed to learn from the past, and give the vision the priority and 
support it requires. 
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Why Now?  
 
 Our Answer: 

 
It’s now or never. 

 
 
In the pages that follow we will… 

 
• Outline and explain the vision and its priorities 
• Provide a rationale for the three focus areas 
• Identify the limiting factors and the unique resources of Northminster 
• Highlight the short-term goals we are trying to achieve  

 
 
 
Acknowledgments  
 
Big Step Team:   
Brock Glasgo, Helen Haberstroh, Scott Steel, Jane Whalen, Cathy Wells, Mike Steel and Greg 
Kennedy 

 
Vision Committee:  
Sean McCabe, Tom Spindler, Jane Whalen, Cathy Wells, Mike Steel and Greg Kennedy 
 
Consulted Documents:  

• The Joel Report, a 1995 28-page document that was the first Northminster publication to 
sound the alarm of a 20-year membership decline at that time.   

• The 2911 Report, a 2008 28-page document that sought to continue upon the work of the Joel 
Reporters. 

• Minutes of the Session and Vision committees (1995 & 2008) in the years following those 
vision efforts.  These church records gave us insight into possible reasons for not meeting the 
primary goal of the visions. 

• Internal Research – We wanted a clear understanding of Northminster’s past and the past of 
area churches (particularly Presbyterian churches). Mostly have to do with governance, and 
personnel.  This involved a bit of research on the part of our support staff. 

• Barna, Gallup and Pew – have all done years and years of research for the church. 
• Other internet, informal conversation, and hundreds of years of faith community experience. 
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Section Two   

A Deeper Dive: Stepping Out  
 
Northminster Online 

 
But you will receive power when the Holy Spirit has come upon you;  

and you will be my witnesses in Jerusalem, in all Judea and Samaria,  
and to the ends of the earth." - Acts 1:8 

 

What Is the Step Out? 
 
The Primary Step Out Initiative:  
Elevate Northminster Online to major ministry status, and in particular adding a livestreaming 
product that evidences high quality and a personal feel. By high quality we want the video and audio 
to feel as if you were here. By personal, we mean you can see the face of a musician, liturgist, or 
preacher. If a person can’t be at church, our goal is that that person feels like the church is with them. 
We will be live-streaming both services.   
 
Supporting initiatives are: 

• Extending our front porch through outreach, with a particular focus on local schools and 
local community. 

• Improving our communications and technology, with a particular focus on outward 
directed communications.   
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Why is the Step Out Essential?  
 

A tiny virus forced the whole world to adapt in 2020 and beyond. The Church wasn’t 
exempted.  We had to find new ways to connect, and God provided in truly marvelous ways. 
The Big Step is a further, more complete response to our changing environment.  

  
“For such a time as this…”  Esther 4:4  

 
Those were the words that Mordecai used to inspire Esther to world-changing courage.  He 
appealed to the circumstances that surrounded the children of God, he invited Esther to see 
things she had not considered.   
 

 

Deeper into why… 
 

3 Reasons to Step Out: 
 
The pandemic may be the most obvious reason, but it was never the primary 
reason for moving in this direction.    

 
Reason One:  
 

Faithfulness. Livestreaming is more than a convenience for a potential visitor, it is the 
Gospel being proclaimed in the widest way possible. God calls us to do just this.   

 
“But you are a chosen race, a royal priesthood, a holy nation, God's own people, 

 in order that you may proclaim the mighty acts of him who called you out of darkness into 
his marvelous light.” – 1 Peter 2:9 

 
Reason Two:  

 
Northminster Online addresses a significant handicap we experience in the mainline 
church.  Mainline Churches are not known for evangelism.  Without evangelism there 
are no natural ways to get invited to a church.  We have no effective pipeline into 
Northminster!  Northminster Online becomes that pipeline.  Northminster Online 
increases the size and effectiveness of our front porch. Almost all of our post COVID 
visitors are coming after seeing our services online. 

 
Reason Three:  
 

Online ministry is simply expected from a church today.  A church will drastically 
shrink its pool of potential visitors if that visitor can’t get a feel for the church from a safe 
distance.  Livestreaming and Northminster Online provide for that exact need.  If we are 
serious about reaching people for Christ, this is an obvious course.   
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Even Deeper into why…  
 

• Proven Front Porch Effectiveness:  As mentioned previously, since our return to face-to-
face worship almost all of our visitors have come via Northminster Online, and the number of 
visitors is up sharply from the pre-pandemic months.  It may seem like an impersonal 
technology, but it connects, which is super personal. 

 
• Proven Internal Effectiveness:  Throughout the pandemic, we discovered Northminster 

Online connected those who could not previously be involved in the life of the church for 
reasons of health, relocation, or transportation limitations.  What a surprising and serendipitous  
ministry of compassion. 

 
• Shareability: In 2012, Facebook changed our world by introducing the share button.  From 

that point on messages truly had few limits; with the share button exponentially increasing our 
footprint.  Northminster Online will harness relational power more effectively and more simply 
than anything preceding it.   

 
• Accessibility: The church is now as close as a smartphone. The church can fit in your purse, 

it’s that close and that portable!   Discipleship doesn’t end if you’re homebound.  Evangelism 
isn’t limited by geography! 
 

• Low Threat Environment:  Northminster Online reaches people where they feel safe.  We go 
to them. Northminster Online brings the sanctuary to the living room.   
 

• Clarity:  Northminster Online Allows message discipline. We can tap into the power of plain 
language, repetition, and even brand. We can more easily avoid the mistakes of mixed 
messages, or speaking in a language no one understands, or just saying insensitive things.   
 

• Strategic: Northminster Online turbo-charges vision.  It adds a whole different channel of 
communication, and likely the most important channel that exists in today’s world. 
 

• Stewardship: It is cheap! (Super-cheap relative to building.), even if we go high-end on 
equipment and software. 
 

• Purpose: Northminster Online is a ministry first, and a technology second.  We are able to add 
a third worship service at very little long-term cost to the church.   
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Additional Observations + Connections 
 

• Three years ago, we made a commitment to shore up our Front Porch (the bridge between 
Church and Community). The challenge to take the Step Out is another way of committing to 
our Front Porch.  Whether we are talking about Northminster Online, hands-on local mission, 
or a growing partnership with the schools and community, it is clear that it fits like a hand in 
glove with past commitments.   

 
• Northminster Online is our priority Step Out initiative; however, our growing commitment to 

our local schools ties in nicely with the emphasis on Children’s Ministry which you will read 
about in the pages to come.  
 

• Now that we are getting visitors from Northminster Online, we are working on building a 
ministry/system that makes a deeper connection with and an involvement in the life of 
Northminster a far easier and more natural occurrence.  A Next Steps Ministry will be a whole 
new aspect of our ministry of welcome.  In many ways this ministry will bridge the gap between 
our three visional steps.  A lay leader for this ministry has already agreed to take on this critical 
ministry. 

 
• An audacious synergy: with little or no added cost to us, Northminster Online could be the 

means of helping our sisters and brothers in smaller, more vulnerable churches.  After 
2020, churches will be closing or facing financial crises in far larger numbers than we saw prior 
to the pandemic.  We, or any church with a robust livestream, can give them a choice of what 
on how to spend their limited funds.  If we stream as much of the Northminster Church service 
as they want, and whichever Northminster service they want, then they would have the money 
they spent on pulpit supply or a pastor for whatever they feel would most benefit the life and 
mission of their church.  
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Step Out Goals:  
 

1 
High Quality Livestreaming (personal and relational feel, crisp and clear 
AV) and Best in Class Product (mainline, medium sized, church) 
Begin in September, Proficient by Advent, Skillful by Easter 

2 50% Increase in Number of Outreach Events over First Year 

3 Doubling of Our Weekly Average of Visitors (with retention) 
This is a metric measuring of our live-streaming and outreach efforts 

4 Achieve Monthly Attendance Averages of 130 in Modern and 130 in 
Traditional Worship by Easter 2022 

 

Costs: 
 
The substantial one-time costs of our Step Out are already in hand through unexpected designated 
gifts.  God, through our members, provided for this before we had a chance to seek your involvement.  
 

Sometimes it seems God is asking, “Can we keep up?” 
 

Personnel Costs: 
We are an aging church with a smaller and smaller pool of able volunteers, so until we 
grow in the area of younger families, we will have to beef up our personnel with small 
hires. 

 
• Livestreaming Production Director 
• Communications Director 
• Outreach Director 

 

Facility Costs: 
• Ongoing Livestreaming Capital Replacement Budget 
• Lighting Upgrades in The Well and Traditional Sanctuary 
• Audio Upgrades in The Well and Traditional Sanctuary 
• Kitchen in The Well 
• Aesthetic Upgrades in The Well 
• Yearly Licensing and Software 
• Building-Wide Digital Signage  



STEPPING 
OUT

STEPPING
TOGETHER

STEPPING
UP

Production Team Vision

Night

Hired Production Director

Livestreaming Equipment

Installed

Upgrades to Sound and

Lighting Equipment

Session Approval for

Infrastructure Changes

Next Steps Coordinator

Committment

Hired Director of Children's

Ministry

Significant Youth Room Upgrades

Development Church-Wide

Rhythm for Small Groups

Hired Director of Student

Ministries

Hired Executive Director of

Programs
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Section Three 
A Deeper Dive: Stepping Together 
 
Children’s Ministry 
 
Jesus said, "Let the little children come to me, and do not stop them; for it is to such as these that the 

kingdom of heaven belongs.” -  Matthew 19:14 
 

What is the Step Together?  
 
The primary Step Together initiative:  
See our Children’s Ministry become a Northminster area of excellence.   
 
Other than possibly worship, there is no other focus area that is strategically more essential to our 
future than children’s ministry.  By area of excellence, we are thinking that Children’s Ministry 
would be on a level with Good Friday efforts by the choir, Connect Day, or the Fine Arts Fair.   
 
Supporting initiatives are focused on: 

• Student Ministry 
• Small Groups 
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Why is the Step Together Essential?  
 
Young families are extremely under-represented in our church population.  The average 
number of children in our Sunday program has dwindled to seven.   
 
Families that have children between infancy and fifth grade make up less than 5% of our 
congregation. It’s hard to imagine a future without young families joining us. It is not just as simple as 
a tweak here or there.  
 
We must ask the hard question. “Why do young families not feel welcome here?” 
 
This second step, the Step Together, is and has been a necessary function of the church since the 
church was the church. Jesus made it clear children are a priority for God.    
 

Jesus said, "Let the little children come to me, and do not stop them;  
 for it is to such as these that the kingdom of heaven belongs.”   -  Matthew 19:14 

 

Deeper into Why… 
 
Four Realities About the Importance of Children’s Ministry: 
 

One: Jesus DIDN’T Focus on Children!  Wait… What? 
Probably because he had a three-year window in which to accomplish his mission, but there is no 
doubt he loved and valued them.  In scripture it’s clear that children were attracted to him. Some 
of his most severe warnings to the Church were about neglecting children in the life of the church.   
 
 
 

Two: Barna’s 4-14 Window 
There is an identifiable window of opportunity - a teachable season you might call it - between the 
ages of four and fourteen. 

• 50% of those who come to faith, come to faith by age twelve - 80% by age eighteen. 
• A person’s basic moral foundation is typically formed by 5th grade. Just before 

hormones and politics begin to dismantle that foundation. 
• A person’s basic beliefs are in place by age thirteen. 

 
If we want to reach people for Christ at the time when they are most likely to be reached, 
then we must have a strong children’s ministry. It is as simple as that.  
 

 

Three: Our children’s ministry averaged seven children on Sunday pre-Covid. This is our 
greatest immediate need at Northminster. 
 
Four: 58% of parents of children chose a church based with their children’s experience as 
their primary concern.  Barna 1/30/20 
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Additional Observations + Connections 
 

• In our search for a children’s Ministry Director we looked for someone who would not be afraid 
of doing something new.  Ours is a ministry restart.  This is likely the most important hire (or 
hires) in the next 5 years. 
 

• A serious commitment to children’s ministry will require facility changes. 
 

• There is a well-supported and well-led church plant moving into Finneytown that will almost 
certainly have a vital children’s ministry.  We would like it if they joined in our pre-existing 
commitment to excellence in children’s ministry, rather than following them reactively into a 
commitment to children’s ministry. 
 

• Focusing efforts on a strategic need (young families are missing in our church) and a ministry 
of broad reach has the potential to affect every ministry in the church, as parents of those 
children become involved in unrelated ministry areas. 

 
• Tying our internal focus on Children’s Ministry with the outward facing front porch commitment 

of building relationships with local schools (teachers and families) has obvious synergistic 
implications. 
 

• Northminster Online has already proven to be an effective front door for our church. We 
anticipate that children’s ministry will also become an effective front door as it meets a felt 
need for families in the area.  Some have called these two commitments “growth engines.” 
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Step Together Goals:  
 

1 Doubling of Children’s Ministry Participation in 1 year. 
We averaged seven kids before and after COVID. 

2 Doubling of Small Group Participation in 1 year. 

3 

Increase lay involvement in our ministry Teams by 50%. This is 
achieved by promoting teams and freeing people up from 
governance roles. Teams are almost exclusively focused on DOING 
ministry. Committees GOVERN ministries. 
 

 
Costs: 
 

Personnel Costs: 
 

• Kids Ministry Assistants 
• Youth Ministry Assistants 

 
 

Facility Costs: 
 

We need significantly upgraded spaces: 
• Children’s Wing 
• Child Check-In 
• Playground 
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Section Four 

A Deeper Dive: Stepping Up 
 
Growth Trail 
 

The gifts he gave were … to equip the saints for the work of ministry 
and for building up the body of Christ. 

 -  Ephesians 4:11-12 
 

What is the Step Up? 
 
The Primary Step Up Initiative:  
Create a Growth Trail that encourages faith and leadership development.  A truly healthy church is 
always evidenced by strong and growing lay leaders.   

 
Supporting Initiatives: 

• We will attend to infrastructure issues that are likely to sabotage or limit the realization of the 
vision’s goals.   

• In a nutshell, we need to simplify and streamline the decision-making process/governance so 
we don’t require a third to half of our average attendance in the ministry of governance.  We 
need to be structured for action and for ministry.  We need to encourage and evidence a 
culture of trust and health.  We consider this a Step Up initiative because it frees people up for 
ministry instead of governance. 
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Why is the Step Up Essential?  
 
The scripture at the beginning of this section makes it clear that, at least initially, lay leadership was to 
be the primary tool for accomplishing God’s purposes.  There may be no better indicator of church 
health than the presence of strong and growing lay leaders in a church. 
 
Most churches today are highly dependent on staffing for their leadership needs.  The reasons for this 
are easily observable: mainline churches are aging at a scary rate, so there is far less capacity and 
energy to lead among the laity. In addition, the almost universal prevalence of two-income families 
has limited the capacity of younger families to lead.  Lastly, church bureaucracy strongly discourages 
people to lead ministry.   
 
We will be in a much better place for years and years if we attempt to be an outlier in this tendency.  
Until we are effective at leadership development, personnel costs will become a higher and higher 
percentage of the budget. 
   

 
Northminster’s Four Phases of Faith and Leadership 
Development: 
 
The purpose of the Growth Trail is to help visitors get to know us, ensure basic discipleship, train 
for leadership, and provide opportunities for ministry 
 
1. Discover Northminster  

Sharing the Northminster DNA, Vision/Mission, Distinctives, and Opportunities.  This is a new 
version of the New Members Class.   
 

2. Discover your Faith  
Teaching the essential Christian beliefs and the less essential reformed distinctives as well as the 
faith practices that sustain us. 

 
3. Discover your Identity and Purpose  

We have a lot of gifts in this area, with many personality assessment tools and strength finding 
tools.  Discover oour Identity and Purpose would serve as an informal tool to help people connect 
with ministries of our church. 

 
4. Discover Leadership  

This would be a far more robust version of officer training. 
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Why is Leadership Development Essential? 
 

• Dozens of books are written on the power of a Growth Trail; they are among the most 
universally read of Christian books. The most well know is The Purpose Driven Church by Rick 
Warren.  If Northminster Online continues to be effective, it will bring people in, but it’s our 
growth trail that will provide reasons to stay.   
 

• The primary purposes of a growth trail are to connect, grow and equip. It is generally 
accepted that if visitors don’t make a meaningful connection and find a place to share their 
gifts, the chances of them continuing to attend the church are sharply reduced.  For long term, 
sustainable health The Step Up needs to be part of the equation. 

 
• Our Nominating Committee currently needs to find 64 leaders just to fill the mandated 

governance responsibilities (Elders, Deacons, Trustees, Endowment, Nominating, Journey to 
Hope). Then there are all the ministry needs for leadership; Sunday School, Youth, 
Nursery, Choir, Worship, Missions, Small Groups, Guest Experience Team, Production Team, 
and on and on.   
 

• The negative influence of poorly-equipped leaders is beyond measure. Conversely, the 
positive influence of well-equipped leaders is also beyond measure. 
 

• Growing numbers of effective lay leaders are the real hope for the church.  That is where the 
real mentoring, teaching, encouraging, and influencing happens. The pulpit has power, but it is 
not highly personal. Any big goal assumes many leaders. 

 
• If we don’t commit to faith and leadership development then we are outsourcing these things to 

the secular world.  
 
 
Additional Observations + Connections 
 

• The Step Up commitments, along with our already existing small groups (Step Together) will 
become a greenhouse for growth.   
 

• We envision that the Step Up will help staff our ministries for years to come. 
 

• The Discover Leadership element would help our Nominating Committee for years to come.  
For instance, it could become the expectation that if you want to serve as an officer at 
Northminster, taking the class is essential.  It creates a natural environment to identify 
leadership and maturity. This can create a pool for future staff. 
 

• This Step Up, particularly Discover Leadership, could be with - no cost to us - a way to help 
our brothers and sisters in smaller churches.  We have heard some of our members wonder 
out loud,  “Are we still Presbyterian?” (If you’re wondering, we still are!).  Sharing Discover 
Leadership would answer that question in far more compelling ways than a name on our sign.   
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Step Up Goals: 
 

1 

The Initiation of a Next Steps Ministry  
Identify our Next Steps Coordinator 
Create a Growth Trail to Supplement Small Groups 
Begin Discover Northminster Meetings 
Create two “Discover Northminster” opportunities by Easter 
         These goals largely support visitor retention 

2 
Implementing at least 1 lay leadership Initiative per year 
Lay Preaching in 2021 
Discover Leadership in 2022  

3 Streamline Governance Participation by 30% to Allow for 
Increased Ministry Team Participation 

 

Costs 
 
 

Facility Costs: 
 

Upgrades to Adult Small Group and Teaching Spaces 
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Section Five   

Why Vision Now? Why the Urgency? 
 
 

The Faith Reason:  
 
Jesus said that we, the church, are the salt of the earth…and… the light of the world… a city on a hill.  
This is who we are!  This vision is an attempt to live into our identity and purpose.  We envision 
Northminster being salt and light not just tomorrow, but decades from now. To ensure that, we have 
to get to work. 

 
 

The Practical Reason:  
 
It’s now or never.  The opinion below was written by people that you know and respect, the members 
of the Joel Committee.  They wrote them 26 years ago. The words are found at the very beginning of 
their report, not tucked away in an appendix. They are hard to miss. 

 

 
 

“Now we are at a point of “urgency without emergency.”  A potential crisis posed 
by gradual membership decline may be a decade or more away, but we are at a 
critical juncture in strategic and spiritual terms. Today we have the resources to 

reverse a pattern of decline…if we wait another five or ten years we may not 
have the necessary resources to do so.” 

- Joel Report Pg. 2 
  

 

If we do nothing 
We are making a choice to use our still substantial resources as hospice funding for the 
church, prioritizing a graceful demise.  Those resources would allow us to decline with dignity, 
at the cost of our endowment, property, and witness.  If we do this, no one will be blamed for 
being reckless, but they should be blamed for giving up.  

 

If we act 
It is true, we may risk that dignified death, but it is also true this is our best and opportunity for 
a lasting legacy.  

 

If we look for a middle ground 
It is an option to attempt a more cautious, smaller step, instead of a Big Step. This might have 
worked in 1995, if we would have followed the counsel of the Joel Committee.  Frankly, there 
are not enough resources left for this option to succeed.  This may be the most emotionally 
attractive option, but from a “vision accomplishment” perspective it is the worst option. 
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The Historical Hard Data: 
 

The Really Long Trend  

 
This graph is taken from the Northminster’s Interim Committee Report written in 2016. It painfully and 
clearly communicates that we are dying. We are not being alarmists, we are facing our future with 
seriousness and action. 

 

 
The big and obvious take away is that our future is not sustainable if we continue as we have.  Below 
are our observations from the graph: 

 

• Northminster had a steep growth curve from its beginnings until 1975. Northminster tripled in 
size in the 16 years between 1959 and 1975.  95 new members a year will move you from 745 
to 2266 - an annual growth rate of 12.76%, over 16 years.  This growth rate surprised us, 
we thought the growth rate would have to be a lot higher.   

• Since 1975, Northminster has experienced a less steep but longer lasting decline.  Losing 43 
members a year will move you from 2266 -516 - an annual decline rate of just 1.8%, over 41 
years.    

• The big declines in 1975, 1984, 2016 were the result of removing inactive members from the 
rolls of the church.  These 3 internal statistical corrections were courageous moments of facing 
the hard reality. 

• The length of our decline signifies that what we are experiencing today is not something new 
or an abnormal statistical blip.  There were attempts to make corrections and call out the 
concern, but they were not heeded, or in as much as they were heeded, they were not 
effective. 

 
Compared to the church at-large, Gallup studies show that…  We are not experiencing anything 
unusual, but it is not desirable or sustainable to be like most other churches.  
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The Demographic Sinkhole 
 
The pie chart below, shows an ignored population in the life of our church, a demographic sinkhole, 
with a clarity that hardly requires words. 
Out of 307 family units at Northminster, only 14 have children ages: Infant – 5th grade! 

 
If you thought about this chart as a clock, we are Cinderella and its closing in on midnight. 
 
To achieve the demographic hole highlighted in this chart, a church almost has to desire it. Why?  By 
far the most common adult season of life to come back to the church coincides with children being 
born into the family.  They weren’t coming to Northminster.  We must ask, “Why? 
 
 

• This is only doom and gloom for us if we choose to ignore or dismiss this reality. 
 

• There are churches that buck the trend and become outliers. But it requires more than a 
vision statement or a bit of tweaking. It requires unity of purpose and a joyful willingness to 
sacrifice. If the word sacrifice creates anxiety, please recognize we will experience anxiety 
either way.  In fact, the sacrifices involved in doing nothing will ultimately be far greater. 

 
• The churches that survive and thrive in the next decade or two will be even more essential, as 

there will be so many fewer of them. 
 
 
In these next few months we all will be deciding whether we can unite and sacrifice. 
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Section Six 

Haven’t We Done This Before?  
Yes and No 
 

 Joel Report - 1995 
 2911 Report - 2008 
 

YES – Every one of the major focus areas in Big Step were identified in previous 
studies.  The BIG STEP is not new, it has been the unnoticed and unfollowed vision of 
the church for over a quarter of a century. 

 
NO – The recommended focus, the recommended structural and cultural deep 
changes and commitments for a successful hand-off to church leadership are far 
different. 

 
What’s the Same? 
 

Agreement on the Importance of Ministering for the Future   

These previous efforts represent some of the most important work this church has done. 
People from this church saw a bleak future and wanted to influence the future for the better.  
Our sisters and brothers who hazarded to offer these counsels should be thanked and 
recognized.    

 
Each report had its highlights… The primary concern of Joel Committee was spiritual and 
numerical growth, the most significant tangible accomplishment was the commitment to a 
second style of worship (Crosspoint).  Since the Modern Worship service is now half our 
Sunday morning attendance it is by far the most significant accomplishment.  Journey to Hope 
also found its beginnings in Joel Committee.  Connect Day and Whiz Kids were birthed, at 
least indirectly, out of 2911 Report’s desire to become a more missional church. 

 
Surprising Visional Agreement 

 

All three reports concur about the needs, strengths and weaknesses of Northminster.  They 
also agree about proposed solutions.  The three foci of Big Step were all identified as 
significant needs in previous reports. The Big Step is not only our vision, it has been 
Northminster’s vision for 26 years. 
 
The content of the vision is not difficult. The difficulties come in realizing the vision.  
Forwarding any significant vision is almost impossible at this time. Many of the values, and 
definitely the culture, and finally the siloed leadership structure combine strongly against 
innovation and adaptation.  
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What’s Different? 
 

1. The Big Step Focuses on Execution (not process) 
• Each of the two previous reports took years to write - process was a huge priority.   
• Both reports sought and valued the opinions of the church at large – which demanded 

significant time and ensured a lack of focus in its proposed solutions. (The lack of focus is 
likely due to a high valuing of harmony.  Everyone’s ideas are valued equally so they all 
must be included and soon you have an unfocused vision.) 
 

2. Focus on Focus 
The Joel report’s primary goal to stem our numerical decline was not realized. Both efforts had 
tangible outcomes, but of a secondary or tertiary nature.  This is in no way a criticism, it’s just what 
happened. Recognizing this reality allows us to learn from both efforts.   

 
The reports should be read by everyone who attends Northminster.  The following summary will 
make the differences on focus apparent:  

• The Joel Report: recommended 6 major goals, 5 critical initiatives, 5 recommended new 
ministries, 4 next steps and 135 presented brainstorming ideas.  

• The 2911 Report: recommended 9 focus areas, of which 5 were prioritized as essential: 1) 
Missional Church - 8 goals, 2) Adult Discipleship - 17 goals, 3) Young Families and Singles 
- 22 goals, 4) Communication and Technology – 14 goals 5) Youth and College - 12 goals.   

• The Big Step – 3 focus areas with ten measurable goals in total.  
 

3. Measurement Tools 
The commitment to staff/church harmony was likely why metrics and measuring were avoided.  
We will use metrics primarily to measure the effectiveness of particular solutions, not so much the 
effectiveness of particular staff or volunteers – but we will measure. 

 

4. The Priority and Effectiveness of the Hand-Off  
Previous Staffs/Sessions weren’t guided by these two reports, but it is clear they were not.  The 
leadership seemed to consider these reports as secondary work, rather than THE work.  
Whether the leadership didn’t trust the report’s conclusions and proposed solutions, were 
overwhelmed by the scope of work required, delegated it to another body, were happy with a 
report only, or were afraid of the implications, the various leadership bodies did not take 
ownership in a way that affected change in the areas of primary concern. 
What is clear is that the vision wasn’t substantially reflected in the ongoing minutes of Session, 
in the operating budget, in the orientation to decision making. It is also clear no structural changes 
occurred in staff models or lay leadership models. It does not appear that facility improvements 
were vision directed or connected, and the church culture and values weren’t examined.  The 
reports were received, and approved, and for the most part ignored.  

 

5. The Big Step Is Vision-Centric rather than Goal-Centric 
It is likely, especially with the Joel report, that the vision was considered accomplished when two 
central goals were achieved.  That is the Achilles heel of a goal-centric vision – it dies when the 
goals are achieved.  A well written vision is never fully achieved. It always acts as a North Star 
guiding our path. 
 

6. No Deep Changes or Significant Culture Changes in Previous Efforts 
Deep changes in the area of governance, staff models, or culture seemed to be off the table.  The 
2911 Report comes the closest to deep change with its desire to create a missional culture.  We 
believe these deep change areas are the most critical areas to address. 
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Section Seven   

What’s Big about Big Step? 
 

Culture 
 

We put culture first because culture change is recognized to be the hardest organizational change to 
affect.  In terms of decision making, we currently have a leadership culture at Northminster that is 
characterized by harmony, high control, low trust, and slow change.  This current culture can be 
observed in decisions made, the governance structures, budget sovereignty, staff models, and on 
and on. 

 
Siloed Leadership Structures  
Elders, Deacons, Trustees and Memorials, and Endowment, all of whom, except Deacons, 
have significant budgets with which to support or protest Sessional decisions 

 

It takes 64 nominated leaders to fill these governance roles. 64 amounts to one third of our 
worship attendance, leaving very few leaders for ministry leadership.  
 

The silos require that a visional initiative gain the enthusiastic endorsement of 5 different 
bodies – making us more of a congregational church than a reformed church. 

 
Leadership = Permission Giving or Denying Rather Than Ministry Leading 
This is a command and control model of leadership, it is paternal at its core.  Very few adults 
want or need to be parented all over again. This model may ensure no mistakes are made, but 
it also ensures nothing bold is attempted. 

 
Budget Sovereignty 
When a budget is sovereign at a church, God can’t be, a vision can’t be, and people can’t be.  
Presbyterians have always said Christ is the head of the church, and been fiercely protective 
of the Session’s role as the ruling body in the church.    

 

If you look at the budgets following the two previous vision initiatives, very few of the 
recommendations were reflected as priorities in the following years’ operating budgets.  The 
budgetary commitments essentially stayed the same, with the exception of a new commitment 
to the Modern Service and Journey to Hope.  Not surprisingly, those were also the two lasting 
major program impacts from both initiatives.   

 
An outsized commitment to excellence and harmony 
Excellence: ensures the average member will not lead ministry. It also kills any hope of 
becoming missional – the expressed purpose of 2911.  The bar is simply too high.  The whole 
idea of a missional church is that every attendee understands her or himself as a missionary 
on a mission wherever he or she is.   
 

Harmony: This is a great short-term decision-making value and a truly dangerous long-term 
decision-making value.   

 
We are leading in the direction of a culture characterized by unity, high trust, shared 
power, and agility. We need to adopt a culture that has more in common with a new church plant 
than an established church.  This proposed culture is in alignment with the goals of becoming a 
missional church (2911 Report) and the description of the church in scripture and the Book of 
Order. It provides hope that Northminster can minister for generations. This effort, if successful, 
would mark a big, big change. 
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Focus 
 

Making decisions based on strategic concerns more than relational concerns will be a significant 
change. 

 

Results Orientation 
 

Shifting to a results and visional orientation has already proven to be a challenge.   
 

Proactive Response 
 

The proactive response to difficult realities, as opposed to a passive/reactive response to these same 
realities is also new for Northminster Church. The ignoring of our decline encourages us to be 
active, but not strategic.  We know something is wrong, but we think it can be fixed with more effort, 
better leadership, or a new program initiative, so we peddle faster motivated by anxiety, but we don’t 
feel like we’re getting anywhere.  Denial is a singularly ineffective strategy for health. 

 

Facility Implications 
 

The facility implications are exciting and vision driven. The session has authorized MSA Designs to 
conduct a feasibility/possibility study so that we know in general terms what is possible.  They’re initial 
efforts are of course exciting, but we know it’s a matter of buy-in.  The church cannot make any 
decisions regarding property without the congregation’s consent.  
 

Staffing Implications 
 

The staffing implications are extensive and unique.  This impacts what personnel roles will be 
prioritized, the organizational model in which our staff work, and the overall personnel philosophy of 
the church.  The Session voted to change our staff organizational model.    
 
Our past high harmony, top-down, low trust, slow change organizational model - which has not been 
effective – has been replaced by a high unity, center-out, distributed power, agile organizational 
model.   

 
Governance Implications 
 

The governance implications, if agreed to by the congregation, will streamline and simplify decision-
making, and allow for a unity of purpose.  This may only matter to a minority, but If these changes are 
made, we will be more Presbyterian, not less Presbyterian. 
 
At the time of this writing we have a highly layered and complicated bureaucracy that requires 
one third of our average Sunday attendance to function.  Most layers have a significant 
budget, and thus can support or withhold support from any Sessional vision. 
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Financial Implications 
 

The financial implications will be very significant.  This is particularly true if we pursue capital 
improvements. The budget will begin to reflect the vision, and the goal of financial health will be 
eclipsed by the goal of church health.    
 

One of Northminster’s primary values has been and is wealth building casted as financial 
responsibility or stewardship. 
 
Ministry plans are filtered through this value.   
  
To turn any large ship around, and all data points shout that we need to turn the ship, we need time + 
fuel. 

 
Time = the years we have left to try something significant 
Fuel = financial reserves of the church and people 

 
With our aging population, we have fewer and fewer people with the capacity to volunteer (fuel 
shortage) so we fill that gap with staff (fuel expenditure).  For the foreseeable future personnel costs 
will be a higher percentage of our budget. 
 
Northminster Church generally values fuel over time, but now time is as scarce as fuel. 

Traditionally fuel conservation looks like one of two options: 
1. Conserve the fuel to give us time to gracefully decline (hospice solution) 
2. Conserve the fuel because we have time (denial/passive solution) 

    
Either way in order to maintain fuel: 

 
1. We make the budget sovereign over ministry, or God, or vision, or you. 
2. We silo the fuel in many different places (governing bodies) and so create restrictions for 

fuel’s use. Which means in a true emergency, fuel is difficult to find in quantity.  
3. We ensure the future budgets are only determined by pledged income, leaving out 

how God supplies in other ways, like significant one-time gifts/income.  Which you might 
think as a small percentage of pledged income; however, last year during the height of 
COVID, one-time gifts/income exceeded $850,000. That’s almost our entire pledged 
income.  Praise God!  However, because it wasn’t pledged it doesn’t influence our 
budgeted ministry one bit.  The argument goes, you can’t count on God’s provision.  
Because it wasn’t pledged and you can’t plan on God’s providence.  However, the 
scriptures and our experience tells us God is the only one we can depend on, and he has 
been economically communicating with us this past year. 

 
The Big Step will require a significant cash burn! This shouldn’t surprise anyone.  
 
The good news is that puts the determination of the size of the Big Step in God’s and your hands. 
 
 
These eight characteristics mark a significant culture change and significant 
impact on us financially, in method, decision-making, and ministry approaches.  



Take A 

Big Step 

With Us

01
Abide + Pray

02
Find Your

Group + 

Join a Team

03
Give + Give

Your Mission:
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Section Eight   
Next Steps 
 
Abide + Pray  
 

Join with the rest of the church in a chapter a day commitment.  Greg is providing a reading schedule 
that will touch most of the major themes and all of the books. These are the words of Jesus…"If you 
abide in my word, you are truly my disciples!” Frankly, this vision is unlikely to succeed without God 
 
Find a Group + Join A Team 
 

We envision everyone at Northminster having a ministry through which they give themselves away, 
and a place to be refilled, restored and grow.  This is Biblical and sustainable. 
 

Give + Give 
 

If you’re like us, you give to many different charities.  You make choices every year about where your 
resources can make the greatest impact.  We confidently believe, it is with Northminster.  Nothing 
impacts a community more than faithful churches who support faithful people, who then make ripples 
in their areas of influence. The impact the church has on families and individuals simply can’t be 
measured.  We certainly don’t give as much food or clothing or housing or advocacy, but the vast 
majority of the volunteers at those agencies are motivated by faith, encouraged by faithful churches.   

 
An example, when Katrina hit the Gulf Coast a little church in Daphne Alabama, gave away 40% of 
their received income that year – which for them was a crazy big step. They’re Session had one rule 
– their gifts could only be given to other healthy churches to disperse wherever they saw fit.  They 
discovered they got the best bang for their buck by trusting good people in good churches to disperse 
their part of the relief effort.   

 
They were right. By mid-September the relief efforts of almost every large organization withdrew their 
hands-on help for fear of liability.  The one big exception to this retreat - the churches.  When church 
relief groups walked around the communities on the Mississippi Coast or in New Orleans they 
reported constantly being asked, “What Church are you with?”  The relief groups asked, ‘Why was it 
assumed that the relief team was from a church?” the answer was, “No one else still comes.”  It’s not 
hip to say good things about the church today, but on the whole, they show up! 

 
To realize this vision, we will need God, the efforts of the majority of 
our members, AND we will also need substantial inflows.  It is after all 
a BIG STEP.   We project a 20% increase in the operating budget would 
fill the gap.  This would be followed by a capital campaign for facility 
improvements that support the vision sometime in ‘22 or ‘23. 
 
 



STEPPING 
OUT

STEPPING
TOGETHER

STEPPING
UP

Upgrades to Both Worship

Spaces

Hire Production,

Communications, +

Outreach Directors

Roll Out Livestreaming

Significant Building Upgrades

Streamline Internal

Infrastructures

Leadership Development

Training

Develop Residency Leader

Program for Kids + Youth

Significantly Upgraded Kids

+ Small Group Spaces

Recruit + Develop Small

Group Leaders
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Section Nine 

Appendices  
 

Why Visions Rarely Help: 
 

Mistake #1 Under-Thinking: 
 

This is super common in churches.  This under-thinking has two faces: reactivity and passivity, 
both are highly emotional responses.   
 

• Reactivity assumes that quick fixes and obvious solutions exist and then simply demands 
these quick fixes be implemented. Most often these entail personnel changes or the hiring of 
consultants.  

• Passivity is usually a matter of becoming overwhelmed by the difficulties and allowing a 
fatalistic spirit of inevitability to take root.    

 

We estimate these two options represent the vast majority of church’s unwritten mission 
statements, probably in the nature of 80%. 
 

To stop this natural reactivity or passivity takes substantial leadership backbone on the part 
of the Session and Staff.   
 
Mistake #2 Over-Thinking:  
 

Probably because of the sense of fatalism and inevitability mentioned above, there is a perceived 
need to have a super-hip, super-smart, and essentially perfect vision.  Over-thinking is a constant 
threat to vision accomplishment.  While we are thinking, we are ignoring ministry.  In BBQ world 
there is a phrase that goes, “If you’re lookin… you’re not cookin!” 
 

When it takes 2 years to create a vision document – as in our case - then we are overthinking it.  
It’s not that complicated, but it is super-critical and super hard to keep the vision the vision.  
 
Mistake #3: The Too Focused Vision: 
 

By this we mean becoming overly trusting of ONE initiative/answer/quick fix.  This is not as 
tempting for us because there is so much pressure to meet every need and please every person.  
But organizations under stress love a quick fix.  

 
Mistake #4 The Too Unfocused Vision: 
 

If it’s important that everyone is happy then it follows that the Church’s vision becomes overly 
diluted.  A diluted vision is really no vision at all because few organizations have the resources for 
it. This mistake is a common temptation for organizations that have an outsized commitment to 
harmony.   
 
This is a likely factor in Northminster’s two previous visional efforts. 
 
Joel Report: recommended 6 goals, 5 critical initiatives, 5 recommended new ministries, 4 next 
steps and 135 presented brainstorming ideas.  
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2911 Report: recommended 9 focus areas of which 5 were prioritized as essential: 
#1 Missional Church - 8 goals 
#2 Adult Discipleship - 17 goals  
#3 Young Families and Singles - 22 goals 
#4 Communication and Technology – 14 goals  
#5 Youth and College 12 goals.   

 
They’re all good, important, and worthy recommendations, but the sheer number sabotages the 
vision from within.  
 
Mistake #5 Process Fixation: 

 

Northminster Church is incredibly gifted at reporting, studying, and recommending.  We are less 
effective at executing an overarching vision, which demands us to say “No” to good things, and 
support efforts to remain focused. 

 
In process fixation the vision becomes the end, rather than the ministry it was supposed to 
encourage and enable. The thinking goes… “When the vision is given to the Session and received 
then the hard work is done.”  But, that couldn’t be further from the reality… the hard work is just 
starting. 

 
Mistake #6 Results Fixation: 

 

This can result in a lack of patience and discipline, or lead to an overly utilitarian style of decision 
making (ends justify the means).  This is not our problem at Northminster; we have only recently 
begun using metrics and goals for staff or ministry reviews. 

 
The Big Step Vision Seeks to Avoid these Mistakes: 
 

1. By determining to be Christ-centered and vision-led in our decision-
making processes.  
 

2. By drastically limiting our high focus areas to just three. 
 

3. By pursuing organizational agility, executing while planning and learning 
as we go. 

 
4. By seeking to discover, create and leverage natural synergies with 

commitments we already have. 
 

5. By evaluating our efforts with measurable and attainable goals. 
 

6. By addressing hidden obstacles like governance structures, or decision-
making values, church culture, that discourage forwarding the vision. 
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Northminster’s Goals 

 
Stepping Out Goals 

1 High Quality Live Streaming – Best in Class (personal and relational feel, 
crisp and clear AV) 

2 50% Increase in Number of Outreach Events over First Year 

3 Doubling of Our Weekly Average of Visitors (with retention) 

4 Monthly Attendance Averages: 130 in Modern and 130 in Traditional 
Worship by Easter 

 

 
Stepping Together Goals 

1 Doubling of Children’s Ministry Participation in 1 year 

2 Doubling of Youth Ministry Participation in 1 year 

3 Increase Ministry Team and Small Group Involvement by 50% 

 

 
Stepping Up Goals 

1 
The Initiation of a Next Steps Ministry 
Create a Growth Trail to Supplement Small Groups 
Two Discover Northminster opportunities by Easter ‘22 

2 
Lay leadership Initiatives 
Lay Preaching “21 
Robust Officer Training ‘22  

3 Streamline Governance Participation by 30% to Allow for Increased Team 
Participation 
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