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IntroduCtIon

Most ministry leaders are doing too much. I (Mark) remember those days. 
For the first few years of Mars Hill Church I did not receive a salary and 
remained the only paid pastor on staff until we were around eight hundred 
people. Working as a generalist with a few interns, I was doing too many 
things—and doing none of them well. 

I spent hours teaching Bible studies, visiting hospitals, counseling hurting 
people, leading meetings, officiating weddings, begging volunteers to help 
with finances and our website, trying to find any musician who was both 
decent and dependable, training leaders, inviting new people, imploring 
disgruntled people to not declare war, and raising support in addition to 
working some outside the ministry to make ends meet. What really suffered 
were my planning for the future and weekly message preparation. I felt like 
a firefighter spending every waking hour running around with a hose from 
one emergency to another. 

Making matters worse, every book I read and every conference I attended 
gave me a list of more things I should be doing. It was overwhelming, dis-
couraging, and frustrating. My health, joy, and family suffered. 

I hear the same story today as I meet with pastors around the world, including 
the hundreds of church planters in our Acts 29 Network. Thankfully, now I’m 
blessed with a large team that helps me lead our church. Subsequently, I have 
a humbling and amazing number of world-class resources at my disposal. 
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And I want to use them to help ministry leaders. To do so, I believe God gave 
me a vision for what we are calling Campaigns. 

Campaigns start with the preaching and teaching of God’s Word—but they 
don’t end there. I ’m a preaching guy. I love preaching. However, one thing 
I ’ve learned over time is that preaching alone is not enough to grow a 
church and disciple people.

Unfortunately, learning how to grow a church doesn’t happen in seminary or 
Bible college. Those institutions helpfully teach you how to write a sermon 
and study a text, but not how build a church. Building a church, like most 
things in life, takes Holy Spirit-directed, hands-on experience.

The Bible is clear that we live and minister in a war zone. Satan and demons 
are at work ruining people’s lives, and as ministry leaders we are on the 
front lines to witness the casualties firsthand. 

Ministries doing just sermons as the primary ministry are headed in the 
right direction, but need to do more in terms of the ground war by promot-
ing those sermons and using those sermons to lead the church and direct 
the small groups. Those ministries with strong small groups but weak 
corporate gatherings for preaching and teaching are also halfway there and 
need to think more and not less about the air war and communicating the 
Word of God in a way that is passionate, practical, and personal. 

We often distinguish between the air war and the ground war in this way: 

Air WAr Ground WAr

Preaching and teaching Care and community 

Leads the mission Follows the air war

Has a primary visible leader Has multiple, less-visible leaders

Requires prophets and kings Requires priests and kings

Deals with the masses Deals with individuals and small groups

Is event centered Is relationship centered

Is the church’s front door Is the church’s living room

Draws people to the church Connects people to the church

Proclaims with authority Explains with accountability

Provides general principles Provides personal applications

The air war includes preaching and teaching at gathered church services and 
other large events such as church-based conferences, retreats, and training 
events. Central administration (such as the church website, bookkeeping, 
payroll and benefits, and legal counsel) also falls under air war. The air war at 
our church includes vodcasts, podcasts, communications, and publishing. 

The ground war includes home-based Bible studies, smaller training 
classes, individual counseling appointments, and recovery groups for addic-
tions and sexual abuse.

In my experience, most ministry leaders are good at either the air war or the 
ground war. For a ministry to succeed, though, it must have both a well-
functioning air war and a well-functioning ground war. A ministry with only 
an air war will have large Sunday meetings but will not see the kind of life 
transformation in people that can only come through the intense efforts of a 
well-organized ground war. 

Conversely, a ministry with only a ground war may have mature people but 
will not grow or see new converts meeting Jesus regularly. When skilled ser -
vants help direct the air war, leaders are freed up to build a very successful 
ground war that facilitates better care for people. 

For years at Mars Hill Church we were strong at the air war and weak at the 
ground war. We grew to become a church with thousands of people, but only 
dozens in small groups. Nothing we tried helped get people in community 
and on mission. Our pastors were buried in counseling, and our people 
were not mobilized to do the work of the ministry. Over the years, through 
lots of prayer, hard work, and trial and error, we’ve developed a way to solve 
those problems through what we call Campaigns. 

As we’ve connected the air war and the ground war by God’s grace through 
Campaigns, the result has been staggering. The church has grown rapidly in 
size, our conversion and baptism rate is around 14 percent every year, our 
giving is up, and roughly 70 percent of our people are in a weekly Commu-
nity Group based upon the sermon. Lives are being changed, sin is being 
repented of, friendships are being formed, and God’s people are doing 
ministry with joy and enthusiasm. 

We want to help your church through Campaigns. 

Starting in 2012, with the kickoff of the sermon series based on the latest 
book written by my wife, Grace, and me (Real Marriage: The Truth About 
Sex, Friendship, and Life Together), Mars Hill Church will give away all 
our Campaign materials for each sermon series, free for any church to use 
however they desire. If a you do use these materials, however, we’d ask you 
to consider making a donation to Mars Hill Global to help fund our efforts. 
You can do so by visiting marshillglobal.com. 

these CAmPAIgn mAterIAls wIll InClude:
•	 One large Campaign per year, which will kick off with a major trade 

book published in advance of the Campaign

http://marshillglobal.com
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•	 Several smaller -scale Campaigns throughout the year

•	 Access to a ton of top-level supplemental research from Docent Re-
search Group—totaling some three hundred pages on topics such as 
marriage, divorce, and sex—to help empower ministry leaders with 
the best data 

•	 Air war and ground war strategies to help the message from the pul-
pit permeate each aspect of your church and ministry

•	 Full branding, design, and marketing plans and materials that you 
can edit for your local church to create postcards, online invites, 
video commercials, social media strategies, and more

•	 Preaching suggestions and research to help preachers prepare their 
own sermons for the series

•	 Free use of my sermons for the series via DVD download, if you want a 
week or weeks off

•	 Curriculum for small groups, including study guides and a series of 
DVD sessions filmed by my wife, Grace, and me 

This ebook is a free resource that I ’ve put together with my friend, Mike 
Anderson, who is a deacon at Mars Hill and the director of our Campaigns. 
In this book, we’ll give you some philosophical reasons and context for 
Campaigns and offer some helpful tips on how to develop, implement, and 
run a successful Campaign at your church.

At the end of the day, whether you use Mars Hill Campaigns, or run with 
your own, our desire is to help equip you to focus your ministry and help 
more people in your area meet Jesus.

A nobody trying to tell everybody about Somebody,

Pastor Mark Driscoll
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ChAPter 1
What Are Campaigns? 

A while back, my five-year -old son, Gideon, and I were watching TV when a 
commercial for the movie Rango came on. Gideon couldn’t read at the time, 
but when he saw that commercial, he pointed excitedly at the TV and said, 
“Dad! That’s Rango! We need to go to Burger King and get his toy.” 

Even though we’d never seen or even talked about the movie, Gideon knew ev-
ery product line, the movie plot, the theme song—he knew everything. Why? 
Because there was a holistic Campaign built around the Rango character and 
the theming and message of the movie. That is the way our world works.

Whether you know it or not, you’re used to Campaigns delivering informa-
tion to you in a package.

A CAmPAIgn Is A sEt oF ACtIons tHAt ARE ALL AImED 
At ACHIEvIng A PARtICuLAR goAL.

In a church, a Campaign is a missional movement that includes a sermon 
but is not just a sermon. Through Campaigns, we build everything in our 
church around one big idea and connect it all to the preaching and teaching 
of God’s Word.
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It’s really that simple. We are making the case that your church should be 
purposeful in deciding what your church needs, and utilize all of the best 
tools to meet those needs. 

But what do Campaigns in the church specifically look like?

Campaigns are Contextual

Because people in our culture are used to Campaigns in every aspect of life, 
if the church doesn’t think in terms of and deliver their content by Cam-
paigns, there is a disconnect for most people. This is the kind of thing Paul 
was saying in 1 Corinthians 9:22–23: “I have become all things to all people, 
that by all means I might save some. I do it all for the sake of the gospel, 
that I may share with them in its blessings.”

One of the most effective ways for ministries to communicate to our culture 
is in the form of Campaigns. By doing so, we contextualize the unchanging 
gospel in a way that helps people obey it in every aspect of their life. To be 
clear, we don’t make the gospel relevant. Rather, we show the relevancy of 
the gospel in a culturally relevant context.

Campaigns Create transformation

Many people mistakenly believe that information leads to transformation. 
That’s why they think the pulpit is the church. The reality is that information 
plus mission leads to transformation.

When I speak of mission, I don’t just mean application. Application, while 
important, can still be inward focused and lead to self-absorbed, narcissistic 
Christians who say, “ This works for me and my family. We read the Bible to-
gether and do family devotions together.” That is fine, but that is not enough. 

What about community? What about evangelism? What about church plant-
ing? People who are not on mission for Jesus emphasize personal holiness 
and minimize mission. But mission is one of the big ideas of the Bible. Part 
of the duty of every Christian is to be on mission for Jesus. And the church is 
charged with equipping Christians to be on mission effectively.

Mission requires engagement with our neighbors, co-workers, family, 
friends, and more. Mission is biblical information obeyed by the grace of 
God for the good of others and for the proclamation of the gospel to the 
lost, all to the glory of God.

By taking the messages from the pulpit and applying them on mission for 
Jesus, your people will be transformed by the power of the Holy Spirit. 
They ’ll realize that the gospel is not just for them—it’s also through them.

Campaigns ConneCt all aspeCts of the ChurCh to 
the pulpit

By taking the one big idea in the pulpit and packaging it in a Campaign that 
permeates every aspect of your church, you connect all aspects of your church 
to the pulpit and leverage the pulpit to move your people into mission.

For instance, each Mars Hill Campaign includes Community Group cur -
riculum that takes the previous week’s sermon and applies it to the life of 
the people in that group. Together, the people in that Community Group are 
challenged by the group leader to take the learned truths of Scripture and 
apply them on mission at home, work, and in the broader community.

That’s just one example of how we connect the church to the pulpit. Later 
in this book, we’ll give you a host of practical ways to accomplish this. The 
point is that the pulpit is not the church, but it is the driving force by which 
all other parts of the church move forward. Rather than simply preaching, 
we use the pulpit to push forward the church as a whole and to unify the 
church on mission.

Campaigns Complement seasons

Every church has seasons. Here’s how it works for us in Seattle. School 
starts in September and families are back in town. So, September through 
November is a good surge for us. Then things level off around Thanksgiving 
and stay leveled off through Christmas. In the New Year attendance picks 
up again and our biggest services are during Easter. Once Easter is over, it 
settles into the spring and summer, and when the sun comes out in Seattle, 
church attendance tends to slump.

Some churches are Easter churches, like ours. They see growth and energy 
kick up in the Easter season. Others see these things happen during the 
Christmas season. It’s a function of demographics. If you see big services at 
Christmastime, that often means you live in an area with an older demo-
graphic and people’s kids are in town for the holidays. Or, you have a num-
ber of religious people who only attend church on major holidays.

The point is that every ministry has natural seasons of slow times and busy 
times. Campaigns take these seasons into account and allow for proper rest 
time for the teaching pastor and staff. Campaigns also allow you to plan 
ahead and make sure you’re firing on all cylinders during your busiest times.
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Campaigns require seeking the holy  
spirit’s direCtion

Because churches have various seasons, Campaigns require that you seek 
the Holy Spirit for guidance on what to preach and when. This takes silence, 
solitude, and time with Jesus. He is not a concept. He’s a person. We have to 
meet with Jesus and seek the Holy Spirit, asking: 

•	 What do the people need for this season? 

•	 What do we need to teach our people? 

•	 What is the mission we need to mobilize them toward? 

•	 Where are they stuck? 

•	 How can we serve them? 

•	 Who do we need to reach? 

•	 God, what is your heart for this next season?

For me, this means spending time alone with just a Bible and a journal and 
seeking God. Sometimes I will do this for days. I ’ll write my ideas down and 
bring them to the elders at Mars Hill for their feedback because I believe in 
submitting to spiritual authority. They will prayerfully consider the plan and 
approve, decline, or offer suggestions. 

Together, my elders and I work towards discerning what the Holy Spirit 
wants us to teach our people about and what mission he wants us to push 
them toward. 

Campaigns require advanCed planning

In order to properly have time to seek the Holy Spirit and create a strategy 
to meet the needs of your church, you need to plan ahead—years ahead,  
if possible.

Currently at Mars Hill Church, our sermon series are planned out two years 
in advance, and my team is planning Campaign materials for sermons six, 
seven, and eight months from now. We’re shooting videos, making collateral 
(flyers, brochures, posters, etc.), planning our content strategy, and figuring 
out what events will supplement those sermons that are months away.

It took many years for us to get to this point. You don’t have to be there right 
away, but you do need to be planning in advance. What this means is that you 

shouldn’t be planning Sunday ’s sermon on Saturday night. It’s not going to be 
awesome. Even if you pray like a Pentecostal, it’s not going to be awesome.

For some of you, your ability to plan ahead will be a month. For others, it 
will be a few months. Some of you will be planned out years ahead like Mars 
Hill. What’s important is that you’re planning ahead.

Planning ahead also allows you to utilize the people in your church who are 
experts in areas where you are not. These are people who do good work in 
the marketplace and who want to serve the church. 

If you have seminary students who love to sit around and debate, put them 
to work as a research assistants. If you have designers and artists, have 
them serve the church through that medium. If you have interior designers, 
have them help you change your staging and aesthetic experience for the 
Campaign. If you have musicians, invite them to rewrite old songs and write 
new ones that fit the Campaign. If you’re wanting to do a broad social media 
Campaign, find people in your church who know what they ’re doing to help 
you out. Or, for instance, if you’re going through a series on marriage such as 
our Real Marriage Campaign, seek out marriage counselors, people who’ve 
been married forever, and experts on relationship to interview and consult. 
If you’re going through a series on generosity, bring in financial advisors and 
experts to help your people develop godly financial habits in order to steward 
their finances well and free them up to be generous for the kingdom.

Planning ahead allows you to determine where you’ll need help and gives 
you enough time to find the right help.

One objection I often hear regarding planning ahead is that it doesn’t allow 
for the movement of the Holy Spirit. Planning ahead doesn’t mean there 
won’t be course corrections. We’ve invariably found that in the providence 
of God, it’s always worked out.

For instance, our series on Luke was two years long. Toward the end of the 
series we found ourselves in the thick of the church’s budget season and 
needed to finish strong financially. By God’s providence, we ended up in the 
sections of Luke that cover stewardship, generosity, and finances. We didn’t 
plan it that way, but the Holy Spirit did. 

At the end of the day, you can’t supersede the Holy Spirit. We’ve always seen 
it work out. And if there is a need for a course correction, you can do that. 
But you can’t take a different road if you never had a map to begin with.
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ChAPter 2
Why Campaigns? 

Now that we’ve covered what Campaigns are, let’s take a moment to discuss 
further why Campaigns are important.

Campaigns ConneCt sunday with every day

The advantage of a well-planned Campaign is that you can connect the 
Sunday experience with the community experience. 

Practically, this means creating curriculum for your small group leaders that 
takes the teaching from the pulpit and applies it to the everyday life of the 
people in the pews. Ideally, this curriculum would include both a teaching 
aspect and a mission aspect. It should reiterate the truths of the Bible and 
catalyze your people to live them out on mission for Jesus in community. 

Additionally, planning ahead allows you to source and provide further re-
sources for the folks in your church to study and apply what is being taught 
in the pulpit and in small groups. These resources can include further read-
ing, timely articles, other sermons, and more. 

You can also plan your events schedule around the pulpit. If you’re 
preaching through Luke and you see that you’re coming up on a section of 
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sustained teaching on finances and stewardship, maybe you plan a confer -
ence on biblical finances for people who need help setting up a budget 
and living generously.

By planning ahead, you create a fuller environment for the truths of the 
Bible to take root and grow in your church.

Campaigns guard the gate theologiCally

When you don’t plan ahead and have a Campaign, it becomes very easy for 
your small groups to set their own agendas. Before you know it, they devolve 
into book clubs studying who knows what. This leads to division because 
various groups and life stage ministries are on their own missions rather 
than working together on one mission. As your church grows, it becomes 
increasingly difficult for you to know what’s taught in your communities and 
whether it’s biblical or heretical. 

When you take the time to plan out a full Campaign that includes small 
group curriculum, you get to set the agenda for your small groups and you 
take back control of your ground war. 

As leaders, we are to give account for those whom God has entrusted to us. 
This means that we need to lead not just from the pulpit but in all aspects 
of the church. Planning ahead allows you to be faithful to your call and to 
make sure that right and true teaching is happening in your small groups.

Campaigns foCus the ChurCh on one big idea

As we’ve touched on already, Campaigns help you focus your church on  
one big idea.

In addition to setting the agenda for your small groups, you also set the 
agenda for the church as a whole through a coordinated content and social 
media strategy, event planning, conferences, and more. Later in this ebook 
we’ll give you some practical strategies for building a Campaign.

Campaigns push people into small groups

By having a coordinated Campaign focused on one idea, you know what will 
be going on in your small groups throughout the week and you can use the 
pulpit to push people to become engaged in small groups.

Often I ’ll pepper my sermons from the pulpit with references like, “ This 
week in your small group, we want you to . . .,” or, “If you’re not in a group, 
get into a group.” 

Campaigns Create a healthy ChurCh

When I first started Mars Hill, I didn’t understand that the church is more 
than a pulpit and a sermon. I thought things were just fine. We had a fun 
church with great music and sound teaching—and we were growing. Soon, 
however, I noticed that while we were growing numerically, giving was 
horrible, people weren’t serving the church or their community, and people 
weren’t being transformed.

I realized that we needed to be more proactive in moving our people 
towards transformation. With that in mind we focused on building small 
groups, what we call Community Groups. I realized the importance of open-
ing the front door for people to come into the church through big meetings 
on Sunday while closing the back door by creating community that cata-
lyzed people on mission in smaller groups.

Campaigns help pull both the big Sunday meetings and the small groups 
together around one idea, building both community and conversation  
that leads to conversions and transformation. And that is the sign of a 
healthy church.

Campaigns multiply your efforts

When I (Mike) was growing up, I spent some time at summer camp. One 
game that every good summer camp must have is tug of war. At first, we’d al-
ways get creamed by the older and bigger kids. But soon, some of the other 
younger kids and I realized that if we coordinated our efforts, we could take 
on any sized challenge. The strategy was simple: 1-2-3 pull! 1-2-3 pull! By 
coordinating our efforts, us small but crafty kids beat out the big kids who 
relied on uncoordinated strength to pull.

Campaigns use the same tug-of-war strategy: get all the people, leaders, 
and ministries of the church pulling at the same time and in the same di-
rection with as much force as you can muster.
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ChAPter 3
Four Principles for  
Planning Campaigns

We love to see leaders on mission, telling people about Jesus and leading 
growing ministries. We want to see you grow and multiply your efforts. In 
this chapter, we’ll give you four solid principles for planning fruitful Cam-
paigns with as little friction as possible.

CAmPAIgns As ARt AnD sCIEnCE

It’s important to understand that planning a Campaign is both an art and a 
science. It’s easy to let engineering-minded people take over the planning 
of a Campaign. And while it’s important to have systems and structures in 
place, it’s also equally important to be attuned to the Holy Spirit, spending 
time in prayer to hear what he has to say to your people for the season and 
time your church is in. 

No church is the same. Your church is unique and will require a unique ap-
proach to planning to meet the needs of the people in it. With that in mind, 
rather than give you a step-by-step guide for planning a Campaign, we’re 
going to give you four principles to help you artfully plan and scientifically 
execute a Campaign.
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1. Contextualize one big idea to all levels

As we talked about earlier, one of the great advantages of Campaigns is that 
you can catalyze your church at all levels around one big idea. That being 
said, it’s important to contextualize the big idea to each level of the church.

Every church has a different set of group dynamics. The goal for you as the 
leader is to make sure you’re reaching your people with a unique message 
that is applicable for each phase of life. 

This is best accomplished by contextualizing the big idea through your vari-
ous ministries. Ask yourself, “How can each of our ministries amplify and 
complement the big idea?”

For instance, here’s how we’re contextualizing the big idea of our Real Mar -
riage series to each level.

InDIvIDuAL: We encourage individuals to read the book Real Marriage 
and work through the content. We also have daily devotions tied to the 
material on our church blog and publicize that content through our social 
media channels like Facebook and Twitter. 

FAmILIEs: We’ve developed a curriculum for husbands and wives to go 
through together. The curriculum is in both written and DVD form and 
includes discussion topics, activities to work through together, and a solid 
theological framework for a better marriage.

gRouPs: We’ve developed a Community Group curriculum with ques-
tions for each week and a guide for leaders. We encourage people to get 
into Community Groups from the pulpit and help equip our Community 
Group leaders to deal with counseling issues that arise from the content. It 
is important to note that everything is tailored with singles in mind, since 
the majority of adults in the US are single now. So, the Campaign and group 
curriculum work for both marrieds and singles (as more than nine out of 
ten people will eventually marry). 

CHuRCH: We lead through the pulpit. With that in mind, the musicians 
are told the tone of the sermon in order to plan their music to match the 
sermon content. This is important as it would be a disaster to have a tough 
sermon on pornography addiction followed up by a happy-clappy song to 
Jesus. Pastors and Community Group leaders for each location are given 

a counseling brief that provides a heads-up on potential issues that may 
come up due to the sermon content; thus, they ’ll be ready to minister ef-
fectively during prayer times after the service and throughout the week. 
Our video team has created intro videos that tie the sermon content heard 
audibly to striking visual images. And all of the collateral, from the bulletins 
to the PowerPoint slides to the posters on the walls, reiterates the sermon’s 
message. Use some or all of our stuff if you like. Or, make your own. 

These principles apply to any topic you’re covering. For instance, if you’re 
doing a series on generosity, an example we mentioned earlier, you’d want 
to think through how the material could be leveraged for individuals, fami-
lies, groups, and the whole church.

2. use the calendar to your advantage

As we talked about in chapter 2, it’s important to understand your ministry 
seasons and build your Campaigns around them. The last thing you want is 
to miss an opportunity to leverage your ministry ’s busiest times or to push so 
hard and not rest during down times and then burn out during a busy season. 

By planning ahead for your busy seasons, you can be assured that your team 
will be rested during down times and ready to rock and roll and execute 
your coordinated plan during peak times. 

Many organizations run on heroes, mighty men and women who push hard 
until they burn out. Heroes are important, but when it comes to pulling off a 
successful Campaign, you need all hands on deck working together for suc-
cess. The best way to do that is to know your seasons and plan accordingly.

One tool we use at Mars Hill is the circular calendar.
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Using a circular calendar is a great way to get a snapshot of your entire year. 
It allows you to be intentional with your planning and set up a good rhythm 
for your church.

For us at Mars Hill, the fall months and then January through Easter are our 
biggest times. During those months we try to do what we call “come and 
see” Campaigns, meaning sermons that appeal to people who aren’t in the 
church yet. We plan things on our calendar accordingly. 

Our slower times are Christmas and summer. When we’re looking at our 
calendar, we plan out what we call “go and die” Campaigns for those times. 
These are designed to challenge our people to go out on mission and live 
out the gospel. 

The circular calendar helps us plan these series out and coordinate our ef-
forts with our ministry leaders and Community Groups.

3. start with the end in mind

Before you begin any planning phase, decide with your leadership team 
what you want the end result to be. What does transformation look like in 
the context of this Campaign? 

For example, as Mars Hill grows and new folks meet Jesus, we’re seeing an 
increasing need for marital counseling and an influx of marital problems. 
We want our people to see God’s plan for marriage and to know that Jesus’ 
work on the cross can bring healing to even the most broken of families. So, 
we’re doing a series on marriage.

For us, the end goal of Real Marriage is healthier marriages as well as 
singles who understand what a healthy marriage looks like and the impor -
tance of sexual purity. We also want to see the number of people needing 
marriage counseling to decrease and those in counseling to find healing.

This might sound like a simple point. But in our experience, many churches 
start with the question, “ What can we do?” instead of the question, “ What is 
our end goal?” Churches that start with the latter will be more effective.

4. use a good system

Any time you want to do something big or something that requires the co-
ordination of lots of people, it’s essential to build a good system to support 
that project and those people and to organize your efforts.

I ’m not talking about a fancy piece of software. I ’m talking about a well- 
thought-out method by which your organization will process ideas and 
implement plans. 

There are a million ways to run a project. If you already have a good system 
in place for your church, nice work. Don’t start a new one. If not, do some 
research to find project management systems that work well for you and 
your organization.

BEwARE oF sIx CAmPAIgn KILLERs

When planning out your Campaigns, beware of these six Campaign killers.

1. Complexity

It’s best to treat a Campaign like exercise. If it’s been a long time—or nev-
er —since you attempted something like a Campaign, take it easy. If you’ve 
been doing this for a while, push yourself to grow.

Our hope is that by releasing all of the materials that we use at Mars Hill, 
we’ll make it easier for your church to get into the kind of shape needed to 
pull off a great Campaign. We want to make it easier for you to implement 
the plan, focusing on doing a great job in a few areas and letting us help 
with the rest.

We hope that by giving you a framework and a tool set to work with, our 
pre-developed Campaigns will enable you to tell more people about Jesus 
more quickly and without burnout. 

2. inconsistency

Every January, gyms across the country fill up with people determined to 
finally work off the weight. By Valentine’s Day, those same people eat their 
fill of chocolate and start skipping the gym. There’s no lasting change.

In order to be successful and create lasting change, Campaigns require 
consistency and commitment for the long haul. If you’re prone to jump from 
new idea to new idea, your Campaigns will fail. 

If you commit to Campaigns, stick with them. Over time you’ll see fruit. Also, 
pick a date in the future when you can look back, assess, and analyze the 
fruit of your Campaigns.

3. lack of unity

In churches, it’s common to see ministry silos—people and departments 
more focused on the success of their ministry than on how their ministry 



Four Principles for Planning Campaigns | 2726 | CAmPAIgns

can help make the church as a whole successful and fulfill the church’s mis-
sion. This often leads to a church that is a confederacy of ministries rather 
than one body with one mission.

Unity of mission and action is key for Campaigns. They require passionate 
buy-in from the senior leadership down through the whole organization. 
The senior leadership holds the responsibility for creating and casting this 
vision and for making sure the culture of the church is built around it.

If you’re having problems with unity in your church, we advise you to ad-
dress those issues before you kick off any Campaigns. A great book on this 
topic is The Unity Factor by Larry Osborne.

4. lack of Clarity

Do you remember the children’s game telephone? Here’s how it works: 
Someone starts the game by whispering a message into the ear of the per -
son next to them. That person whispers it to the person next to them, and so 
on down the line.  

Even after two or three people, the message generally starts to get garbled, 
and by the time it gets to the end of the line, the message is completely dif-
ferent than the original message.

The lesson is, don’t rely on word of mouth.

In order for a Campaign to be successful, you must clearly define it and put 
it in writing, making sure everyone on your ministry team has read and un-
derstands it correctly. Once the vision is clearly defined and written down, 
then reinforce it verbally and visually.

5. lack of ownership

Sometimes leaders will cast a great and compelling vision, plant the flag 
in the ground, and then move on to the next thing, leaving their people to 
flounder and execute the plan. 

This almost always ends in disaster.

In order to make a Campaign work, you as the leader must take ownership, 
or you must make sure that qualified leaders understand the vision and are 
taking ownership.

6. lack of direction

Another common leadership fallacy is to create goals and assume people 
will get there. Goals are end points. People need direction on how to get 
there.

Once you determine the goals for your Campaign, it’s helpful to have each 
team member articulate back to you the goal and make a written plan for 
how they are going to execute their portion of it. Also, make sure that every-
one’s plans for their sphere of responsibility are in alignment and will work 
together. 

Another benefit of a written plan is that you can easily give feedback and 
use the plan as a coaching tool to help each team member see where they 
followed through well and where they have room to grow.

It’s ALL ABout JEsus

This chapter has been a lot of “how to” material. Some leaders get a little 
uncomfortable with such pragmatic focus. Let’s be clear: at the end of the 
day, it’s all about Jesus. If you miss this point, your Campaign, no matter 
how well you plan, will fail. 

The ultimate goal of a Campaign is to see people meet Jesus and be trans-
formed by responding in love to him. Keep Jesus at the center, preach the 
whole gospel, and plan well. 
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ChAPter 4
Implementing Campaigns

As we’ve discussed, Campaigns are an excellent way to get your whole 
church marching in the same direction at the same time. If you’ve never 
done something as big as a Campaign before in your church, you might have 
many questions on the logistics of implementing and running a Campaign. 

This chapter will give you some helpful tips on how to talk about Campaigns 
and provides a checklist for your leadership team to use as a starting point 
for running Campaigns.

RALLy tHE wHoLE CHuRCH

As church leaders, we can easily become excited about the things we’re plan-
ning for the church. It’s also easy to forget that the people in our congregation 
don’t think 24/7 about programs and Campaigns. If you have great programs, 
excellent preaching, and great communication but haven’t won the hearts of 
your people to be champions of the Campaign, you’ll feel like you’re swim-
ming upstream. As the leader, it’s your job to cast a compelling vision of why 
Campaigns are important and to rally your church around that vision.
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Use every method at your disposal to cast the vision and get the church 
engaged. This includes:

•	 your website and blog;

•	 social media, such as Twitter and Facebook;

•	 Sunday services;

•	 Community Groups;

•	 announcements;

•	 and more.

REPEAt tHE mEssAgE. REPEAt tHE mEssAgE. REPEAt 
tHE mEssAgE.

Campaigns are designed to unite the church around one big idea. In order 
to do this effectively, you’ll need to both show and tell—and you’ll need to 
do so often and as many times as possible through as many means as pos-
sible. This means from the pulpit, in community, in individual meetings, 
through pastoral counseling, in song and worship, and even through the 
business affairs of the church.

tHE CAmPAIgn CHECKLIst

Here is a checklist to help your leaders think through all of the different 
ways that you can implement a Campaign. It’s by no means exhaustive, so 
feel free to add to it. 

general

 ■ Write down the big idea of the Campaign.

 ■ Write down the sub-points that undergird and support the big idea.

 ■ Write down a list of the fruit you hope to see grow in your people out 
of the Campaign.

 ■ Decide who will be the point person for the Campaign, who will 
make sure all the leaders in the church are organized around it.

 ■ Communicate the big idea of the Campaign to your church leader -
ship both in writing and conversation.

 ■ Ask for written plans from church leaders on how the Campaign will 

be implemented in each leader ’s area of responsibility, including 
training opportunities such as classes, retreats, conferences, and so 
forth that would add value to the Campaign.

 ■ Set deadlines for when the point person will receive plans from each 
leader in the church on how Campaigns will be implemented in their 
area of responsibility.

 ■ Review and adjust as necessary.

CommuniCations

Make a pre- Campaign plan on how you’ll inform church members, at-
tenders, and new folks that have not heard about your church about the 
Campaign. Here are some things to consider and include:

 ■ Determine a title for the Campaign.

 ■ Brand the Campaign with icons, images, colors, and themes.

 ■ Decide if it’s a “come and see” or a “go and die” Campaign and plan 
accordingly (see chapter 3).

 ■ Motivate members to invite neighbors.

 ■ Use social media to get the ideas of the Campaign out initially, and 
then use it each week to reinforce the main idea of the sermon.

 ■ Make Sunday announcements.

 ■ Print handouts.

 ■ Update your Community Group and ministry leaders.

 ■ Use the church website strategically.

 ■ Produce online videos.

 ■ Print promotional mailings.

 ■ Hold a rallying event that’s open to everyone and designed to get 
people excited and on board.

 ■ Put up posters in the church and around the community promoting 
the series.

 ■ Run ads in local publications, online, radio, billboards, bus signage, 
and/or television. 
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preaChing

 ■ Make a detailed outline of how sermons will be structured to address 
the big point of the Campaign, as well as how and when the sub-
points will be addressed.

 ■ Distribute the points to all of the church leaders so that they can 
build their plans around them.

 ■ In the sermons, make sure to give a theological framework for how 
the Campaign will be worked out in community and the everyday life 
of individuals.

 ■ Make sure to clearly articulate how Jesus’ life, death, and resurrec-
tion relate to each point.

 ■ Time in each sermon should be allotted for the pastor to narrate how 
all of the pieces of the Campaign fit together.

Community groups

 ■ Write out questions that will act as discussion points about the big 
idea and the sub-points of the big idea.

 ■ Have the teaching pastor review the discussion questions and add, 
edit, or cut as needed.

 ■ Make a weekly plan that clearly communicates what is expected of 
your Community Group leaders and equips them for success.

 ■ Meet with all your Community Group leaders and rally them around 
the Campaign. Use this time to instill the vision, go over the plan, 
answer any questions, and address any feedback.

worship and sunday serviCes

 ■ Review the sermon plan and create a rough draft of service flow to 
complement it.

 ■ Meet with the teaching pastor and review the plan.

 ■ Make a finalized plan to go out to all worship bands and musicians.

 ■ Find any new songs or write new songs that would complement the 
Campaign.

 ■ Use the design of the stage to help frame the message of the Cam-
paign.

 ■ If you don’t do communion every week, is there an ideal service in 
which to do so?

 ■ Plan for weeks that would be ideal for baptisms, baby dedications, or 
having pastors interview people from the congregation.

 ■ Plan how lighting, video, and audio can be used best to create an 
ideal environment.

business

•	 FInAnCE

 ■ Think through and create a budget for the cost associated with 
the Campaign.

 ■ Communicate to each of your ministry leaders how financial 
reporting should work.

 ■ If using curriculum, contact the publisher to negotiate as good a 
deal as possible.

•	 LEgAL

 ■ Make sure you’re not committing any copyright infringement 
(churches are notorious for using other people’s work without 
their permission, a.k.a. stealing).

 ■ Review your contracts with vendors for your website(s), promo-
tions, advertising, and so forth, and renegotiate if necessary.

•	 HumAn REsouRCEs

 ■ Do you have all the staff you need to run a successful Campaign?

At the end of the day, the success of a Campaign rests ultimately with the 
Holy Spirit. While it’s important to plan well and execute efficiently, never 
forget that our efforts are worthless if they aren’t rooted in Christ as a 
response to his love. During your planning and while the Campaign is in 
motion, make sure to take time to pray and study in order to reconnect with 
God, both individually and corporately as a leadership team. 

Remember, it’s all about Jesus.
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PostsCrIPt
We’re thankful for God’s blessing in allowing us to give this ebook as well as 
our Campaign materials away free of charge to any church that desires to 
use them. However, nothing is truly free. Mars Hill Global, by God’s grace, 
spends hundreds of thousands of dollars each year to distribute gospel-
centered content around the globe in an effort to equip churches and help 
people meet Jesus. 

We could always use your support.

If you’d like to help support Campaigns—and the other ministries of Mars 
Hill Global—we encourage you to make a donation. To learn more about 
Mars Hill Global and to give, visit marshillglobal.com.

For more information on Campaigns,  
visit http://theresurgence.com/pages/campaigns. 

http://marshillglobal.com
http://theresurgence.com/pages/campaigns
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APPendIx A
Community Groups Q&A  
with Pastor Brad House

Tell us a little bit about what you do at Mars Hill.

I ’m the director of Community Groups for Mars Hill. Basically, I resource 
and support all Mars Hill churches to help them build strong and healthy 
community that is on mission with God.

What was your philosophy when writing the small group curricu-
lum for Real Marriage?

Like we see in the book, I wanted the foundation of the curriculum to be 
based on the gospel. The death and resurrection of Jesus make healthy 
marriages possible, and my goal was to ensure that we didn’t stop at good 
advice for couples but that we also understood the power of the gospel to 
change our marriages.

Why is community important to the life of a church?

It’s not good for man to be alone. God, who exists in eternal community 
as God the Father, God the Son, and God the Holy Spirit, created us in his 
image to proclaim the truth of who he is. This means that we were created 
to function in community as relational beings and that we most accurately 
image God in community. Moreover, Jesus redeems this image by reconcil-
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ing us to God and one another on the cross. Therefore, for us, community is 
one of the most tangible proclamations of the gospel.   

If you were in charge of the small groups in a church of 250 
people that was starting to connect the content of the sermons to 
the life of small groups, what would you do?

As much as possible I would connect groups to the text rather than the 
actual content of the sermon. This gets the church engaging with Scripture 
rather than illustrations. I would also train my leaders to be more than Bible 
study leaders.  What I mean by this is that I want them to learn to shepherd 
people so that the Bible is not something we only engage once a week for 
sixty minutes, but rather living water that saturates every aspect of our lives.

What are some of the pitfalls for community that a church begin-
ning to do Campaigns could find themselves stuck in?

The biggest mistake might be neglecting your leaders. Use your resources 
to free up your time to pour into and develop the most valuable resource 
in your church—your leaders. Healthy leaders can make the difference 
between merely surviving as a church and effectively being used to advance 
the mission of God.

What are some resources that churches can use to help set up 
healthy community?

With some bias, I would recommend my book, Community: Taking Your Small 
Group Off Life Support. It not only discusses the biblical foundations for com-
munity in the church, but it also addresses how you can make changes to 
get to a place of health. 

Do you have any other advice to pastoral teams that are looking 
at implementing Campaigns in their church?

Assess the health of community in your church and address any issues 
before the next Campaign. These Campaigns will be more effective when 
you have healthy leaders and a clear structure that supports the mission of 
your church. I would also suggest meeting with your leaders regularly to get 
feedback and to ensure they feel equipped and supported.
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APPendIx B
Worship Q&A With Pastor Joel 
Brown and Jonathan Dunn

Tell us a little bit about what you do at Mars Hill.

Pastor Joel Brown is the worship pastor for Mars Hill Ballard. Jonathan 
Dunn is the worship director for Mars Hill Church.

When you plan the music and stage time for a Sunday church ser-
vice, what are some of the things that you consider when decid-
ing what to do?

Dunn: At the worship direction level, when preparing for a Sunday service 
we first consider the trajectory or goal for that week. For example, if the 
week’s Scripture passage leads us to joy, there needs to be a cohesive plan 
to properly lead the congregation to joy. On the other hand, a Scripture pas-
sage that leads to contemplation and conviction needs a different plan to 
complement it.

We have a service preparation meeting early in the week so that we can plan 
specifically for that Sunday. Pastor Mark goes over the vision for the week 
and how we can achieve our goals. At the end of the meeting, we will usually 
have a rough outline of what the songs are going to be for Sunday. Then that 
information gets flushed out to the individual band leaders to capture the 
emotional vibe for that week.
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Brown: On the local worship leading level, I ’m prayerfully thinking and 
considering three things (in order of importance):

1. where are we going with the text?

One passage of Scripture may have a different highlight for different people 
depending on how the Spirit leads them. For instance, on some occasions 
when preaching on texts in which Jesus calls people to repentance and even 
speaks of hell, Pastor Mark has emphasized the idea that it’s not too late—
that you’re still alive and can come to Jesus today and he will accept you. 

So, we want to be unified with the preaching pastor on the overall emotional 
trajectory of the service and not have dark and contemplative music when 
he is going “up” (the word we use often to describe joyful celebration).

We can’t expect our people to be moved by truths we haven’t been affected by. 
I will often dive deeply into how God would use text and emotion to shape our 
congregants’ hearts, seeking to lead by being moved in that same direction.

2. what does the body need to respond to?

This could be a special song that connects with where the church has been or 
is going. Or it could be a teaching moment about an aspect of the character of 
God that you feel your congregation does not connect to or understand.

3. how has god been moving in my own life, and how should  
i respond?

Of the three considerations, this is the easiest one to abuse and should be 
weighed with heavy consideration of the Spirit’s leading.

The main idea here is that as a leader, God will occasionally lay certain 
songs or topics on my heart that need to be shared with our people. This 
could be either because they need to be challenged or served in that way, or 
even because it expresses what God is doing in them as well.

Why is it important to make sure that worship is tightly  
connected to the message of the sermon?

Our goal is to see the service not as a couple of individual pieces but as one 
unit that is shooting for a specific goal. 

Music has, more than any other art form, tremendous emotional capac-
ity. So, before the sermon we play two songs so that the congregation can 
loosen up and direct their hearts toward God. Then after the sermon we 
play four songs that are in response to the message. 

After the congregants’ hearts have been tenderized by the message, it’s cru-
cial that the music leads people to the proper response. Imagine how confus-
ing it would be if the sermon is meant to be convicting and the band comes 

up and plays a super joyful song. Or if the message is joyful and the music 
opens with a melancholy song about the crucifixion. If there is a disconnect 
between the sermon and the worship, it can lead to insincerity or confusion.

God initiates and we respond. We want our people to respond in worship, 
pouring out their hearts as an expression of what he has done. Obviously 
music isn’t the only way that happens, but God has designed the tool of 
music as a means of connecting his Word to our hearts (Col. 3:16).

Coordinating the worship service with the text and sermon allows our time 
to most effectively connect what God is doing in people’s heads to what he 
is doing in their hearts.

What are some pitfalls that worship leaders could find  
themselves in when trying to do Campaigns?

Leading a congregation in worship starts with our own hearts as worship 
leaders. If we aren’t fully grounded in Christ, then we will have an impos-
sible time staying authentic in our leadership. We could start to lead out 
of our gifts and talents rather than the power of the Holy Spirit. This could 
result in focusing on the music rather than on God, and can even distract 
the congregation from their ability to worship. 

Another pitfall for a worship leader is the mentality that we lead by our -
selves and not with a whole band. At Mars Hill, it’s the band leaders’ job to 
spiritually lead our bands as well as the congregation. Whether this is lead-
ing a Community Group or a Bible study with our bands, the goal is to oper -
ate as one unit for the same purpose—to enable people’s hearts to worship.

Also, if everything is pre-packaged for you, it’s easy to lead out of your own 
strength and simply execute a service. Instead, we want to engage with the 
truth of the text and lead people to be moved by God as we have been.

You may find yourself wanting the service to cater to the Campaign and not 
the biblical text. We must be faithful to the text. This is how God has chosen 
to move people. The Campaigns should allow us to communicate the text 
and draw attention to the church in ways that we wouldn’t otherwise be able 
to, but they are  a means to an end, not an end in themselves.

What are some resources that worship leaders can use to help the 
worship connect to and supplement the message of the sermon?

Talk with other leaders and pastors. I (Joel) find that submitting what I do 
to the pastors at our church always helps our gatherings to improve and 
exemplifies what it means to humbly serve the church body.
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Do you have any other advice to pastoral teams that are looking 
at implementing Campaigns in their church?

More than anything, the goal of a pastoral team is to have Jesus be the center 
of your heart so that everything you produce is an outpouring of the Spirit of 
God. If you are growing in love for Jesus, you will have the desire to truly com-
pel people to authentically worship, and God will use you for that purpose.
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APPendIx C
Biblical Counseling Q&A  
with Pastor Mike Wilkerson

Tell us a little bit about what you do at Mars Hill.

I ’m the Biblical Living pastor for Mars Hill Church, overseeing our counsel-
ing and Redemption Groups.

At Mars Hill we believe that preaching drives the theology and 
mission of the church. What effect does the pulpit have on the 
counseling that happens?

The pulpit shapes the theological environment and the expectations of 
people in such a way that when they come in for counseling, they usually 
aren’t surprised by what they hear. Counseling usually doesn’t involve new 
ideas, but new light to see them by and a deeper embracing of truths that 
someone may already confess but may not have taken in deeply or practiced 
living out.

It also shapes their expectations that in the counseling office, like in the 
pulpit, the Bible is not only regarded as authoritative, but also helpful 
and relevant to daily life. I can’t remember the last time I had to persuade 
anyone of the Bible’s authority and helpfulness in my counseling office. 
This alone is huge.
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They also hear pretty regularly in the pulpit how important it is to be con-
nected in Christian community as a normal rhythm of the Christian life. So 
when we insist that counseling should go hand in hand with their involve-
ment in a community, even perhaps involving members of their Community 
Groups joining them as friends and advocates in the counseling office, 
they ’re not surprised by that either.

What would happen if leaders weren’t trained to deal with some 
of the issues brought up in the pulpit?

People would find help elsewhere, and most likely, that help would not be 
biblically sound. That may happen either inside the church, outside the 
church, or both—all of which is tragic.

First, inside the church. I ’ve heard Dr. Tim Lane at the Christian Counseling 
& Educational Foundation (CCEF) teach on this principle a number times: 
People are more likely to go to friends, family, or community members for 
help before they will seek the help of someone in an official counseling 
capacity, like a professional counselor or pastor. And the corollary is this: 
Whatever help they receive, they ’re likely to pass on. 

So there you have the makings for a social network of counseling, where 
the help people receive they pass along in trusting, informal relationships. 
That’s a huge asset to a church if the DNA of the social network is strong. If 
not, it’s a real problem because the bad ideas go viral.

Training leaders in the local church—including staff members, pastors, and 
volunteers, like small group leaders—as counselors is not just about having 
individuals that can handle the counseling when it comes up. It’s also about 
changing the culture of the whole church through its influencers so that, 
over time, the counseling social network is stronger and provides increas-
ingly substantial, though often informal, support to the pulpit ministry.

Second, outside the church. Thankfully, this is not the story at Mars Hill, but 
it is the story I hear from friends at other churches where there is so little 
connectivity in the church community, such a weak social network, that the 
only vital, relevant help seems to live outside the church. That outside help 
may be either good help (i.e., help that biblically nurtures Christian healing 
and growth) or bad help (i.e., that leads people down paths that seem help-
ful in the short term, but in the long run lead them further from a knowl-
edge and deep love of Jesus).

If it’s good outside help, then praise God that someone found help despite 
the local church’s weakness in this area. Unfortunately, if that keeps hap-
pening, people will learn that if you want real help, you find it outside of the 
church, which is not Jesus’ vision for his church.

When it’s bad outside help, usually people don’t understand that they ’re 

receiving bad help, and they become carriers of that bad help, bringing it 
back into the social network of the church to pass along to someone else. 
If they do realize they ’re getting bad help outside the church and no help 
inside, they will probably grow discouraged and isolated. This too is not the 
vision of Christ’s church, where each member of the body is supposed to 
work together to help everyone grow healthily.

If you were a pastor of a church of less than three hundred—
think no established counseling program, a couple pastors, 
a handful of deacons—how would you gear up your church to 
handle the counseling that would come out of a sermon series on 
biblical sex and marriage? 

If there are already some leaders of Community Groups (what we call our 
regular small groups), I would focus on preparing them—and through them, 
the community—to talk about real issues, hard stuff, heart stuff. Not neces-
sarily with technical sophistication or formality, just good, deep, honest 
conversation in community. You want people in those Community Groups 
to be thinking, after a sermon that stirs them up, “ We can talk about this in 
our Community Group.” You don’t want them thinking, “ We could never talk 
to those people about this. We don’t trust them. They don’t get it. They don’t 
care about what’s really going on in the mess of our lives.”

Don’t rush too soon into starting a specialized program like Redemption 
Groups that could end up siphoning off leadership to a secondary ministry. 
It’s a privilege to be able to run Redemption Groups at Mars Hill, and they ’re 
very helpful and catalytic, but they are ultimately an expression (albeit 
an intense one) of redemptive community, which should also be the norm 
(though perhaps less intense) in our Community Groups. 

I ’m not saying you couldn’t take a both/and approach to building Redemp-
tion Groups while also building or fortifying your Community Groups, but 
that’s going to be more challenging and require more attention and focus. 
So, if you realistically only have the time and leaders to focus on one thing, 
it would be better to work on cultivating a redemptive community within 
your existing small group structure. Do that one thing well first, and then 
you may find over time that some small group leaders overflow into a spe-
cialized ministry like Redemption Groups. 

Some helpful tools to work through as a community of pastors and Community 
Group leaders might be How People Change, Instruments in the Redeemer’s Hands, 
and Relationships: A Mess Worth Making from the counselors at CCEF. They have 
workbooks and videos for those as well. That’s a good start for the whole com-
munity. As some leaders emerge as notably gifted in the area of counseling, 
you might equip them at more advanced levels, perhaps using some Distance 
Education courses available through CCEF’s School of Biblical Counseling.
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Taking an organic, gift-oriented approach like this keeps you from trying to 
start yet another program before it’s really time, while also taking seriously 
the call to prepare the community to go deep in honest conversations.

What are some pitfalls that you’ve seen churches get stuck in 
when it comes to counseling?

•	 Doing a little of everything. Years ago, we fell into this pitfall with the 
best of intentions. We wanted to help people with lots of different 
issues, but instead of doing a few things well, we had too many things 
going on, and we spread ourselves too thin. I hear other pastors now 
talking about how they have that same problem. 

•	 Assuming that people who have competency and credentials also 
have biblical wisdom and godly character. I thank God for godly, com-
petent professional counselors and psychiatrists with whom we can 
partner for referrals, consulting, or who may even serve as volunteer 
counselors inside the church. Most often, though, those who intro-
duce themselves as professional counselors or grad students need 
a bit of character growth or re-learning to counsel biblically before 
we release them to counsel within the church or refer clients to their 
practices outside the church. Their skills, experience, and intuition 
are very valuable, but if they are not teachable, we’ve learned that, 
over the long term, our church’s counseling ministries will be more 
fruitful by training up volunteer counselors from within.

•	 Supposing that some ideas or counseling practices are biblical 
because of superficial traces of Christianity, when they may be little 
more than “baptized” secular theory, to borrow a metaphor from 
David Powlison.

•	 Thinking that preaching is all you need. Some churches that rightly 
desire to hold up the preaching of the Bible, and its authority, wrong-
ly conclude that preaching is the only significant ministry of the Word 
that the church needs. People often need help—the Spirit working 
through community, including counselors—to get the broadly scat-
tered seed to germinate in the deep places of the heart.

•	 Outsourcing all the counseling. It’s understandable in a small church 
with few volunteer counselors and staff resources that pastors would 
refer church members to outside counselors. But it seems important 
for the pastors to have the attitude that their people are the sheep 
God has given them to shepherd, so that when outside counselors 
are used, it’s with the idea of adding them to the team that cares for 
someone. Other key team members may include that person’s pastor, 
Community Group leader or members, or other friends within the 
church community. 

•	 Creating silos of specialized, issue-preoccupied communities. This 
happened to us, and I hear story after story of other churches in a 
similar situation. You start out with the best of intentions, releasing 
volunteer leaders to start up various issue-specific groups for addic-
tions, eating disorders, grief, childhood sexual abuse, and before you 
know it, you have several tribes of your community gathered around 
these issues. But since our ministry structures shape and reinforce 
identities, what you really have are these various, siloed identity fac-
tories, often unwittingly manufacturing issue-focused identities in-
stead of Christ-focused ones. The truth is that we have to fight against 
this happening in Redemption Groups (and any other ministry) as 
well—people can take a good thing and build their identities on it, 
and we need to help them not do that. But we’ve done a lot better at 
this at Mars Hill since we implemented Redemption Groups, which 
are designed to meet people where they ’re at in their issues but also 
move them forward in a way that fosters their identity in Christ and 
challenges any other identity formation.

•	 Over -hyping a supplemental program like Redemption Groups. I 
often tell pastors who want to implement their own Redemption 
Groups: “ Your first challenge will be to get them up and running. 
Probably, it will work well, and then your second challenge will be 
keeping them from taking over.” The potency and intensity of this 
kind of environment, and the stories of transformation that come 
of these groups, can generate a lot of excitement. That works best 
when it’s managed so that the net effect is a building up of the whole 
community. But if instead it’s promoted as the new “in” place to be, 
then in the long run, it will compromise the health of the Commu-
nity Groups, which is where most of the attention should remain. 
Redemption Groups are great for catalyzing Community Groups, but 
should not replace them.

•	 Thinking that counselors can be trained by sitting in a class or 
reading books alone. There must be character formation first and 
foremost, and also skill development. Sometimes we call this “head, 
heart, and hands.” Counselors are supposed to connect deeply with 
God and with people, and help those people connect deeply with 
God. You don’t learn everything you need to know about that process 
by reading and listening to content. You learn first and foremost by 
going there yourself, and then by going there with others. Then when 
you add some knowledge, some theory, some theology, it comes to 
life and makes sense—instead of just being disembodied, abstract 
concepts. Good counselors are first good counselees. They need big 
hearts before they need big heads.
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•	 Putting out a call to anyone who wants to train as a counselor. In 
some sense, ideally, every one in the body of Christ should be a 
counselor, however informally that may be. Practically, however, when 
a pastor puts out a recruiting call for counselors or offers an open 
counseling class, many of those who show up are not really ready to 
be equipped as counselors. Or maybe the underlying issue is that it’s 
not good for them to think of themselves as “counselors.” Sometimes 
they will lack the self-awareness to realize that when they think they 
are helping others, they are in fact being meddlesome. Or they may 
have developed a “counselor” self-image that is based less on the 
reality of actual fruitfulness and more on their aspirations. In other 
words, their eagerness to respond to a recruiting call for counselors 
cannot be the sole basis for bringing them into the counseling train-
ing pipeline. There should be some pastoral discernment applied up 
front for each person to determine whether it would be healthy or 
misleading for a given candidate to see himself or herself as a “coun-
selor in training.” 

•	 Disproportionately allotting staff counseling energies to individual 
counseling over “equipping the saints.” It should be both/and. Any 
staff counselors should not just be counselors, but also developers of 
volunteer counselors to best steward the church’s time and money. 

•	 Lack of unity between the air war and ground war. Pastor Mark talked 
at length about this in his workshop at the 2008 CCEF National 
Conference, in a session called “Fighting the Air War and the Ground 
War,” in which Pastor James Noriega and I joined him in a panel 
discussion (free download at http://www.ccef.org/fighting-air -war -
and-ground-war). It’s essential that a church’s leadership—from the 
highest level and throughout—is unified in its vision for the commu-
nity, discipleship, and counseling ministries (what we call the ground 
war). It wasn’t until we achieved this unity at Mars Hill that we really 
gained momentum in building the ground war. Often, the reasons for 
a lack of unity have less to do with theology or ministry philosophy 
and more to do with what’s going on in the hearts of the leaders and 
their relationships with each other. The need for counseling and hon-
est conversations starts at the top. 

What are some resources that counseling pastors can use to help 
improve and organize their counseling?

CCEF has lots of great books, conferences, and even a School of Biblical 
Counseling, much of which can be completed via Distance Education. Their 
materials are great for understanding the theory of biblical counseling 

and also for seeing it worked out in the areas of marriage, addictions, fear, 
depression, and more. 

As for strategizing, organizing, and planning the ministry, Robert Kellemen’s 
new book Equipping Counselors for Your Church: The 4e Ministry Training Strategy 
is great, comprehensive, and practical. I would have loved to have a roadmap 
like it when we were re-building our counseling ministries at Mars Hill.

Do you have any other advice to pastoral teams that are looking 
at implementing Campaigns in their church?

If you’re just getting started with developing your church’s counseling  
ministries, keep it simple and start with your own heart, then others’ 
hearts. Don’t just start by implementing structures. It’s not counseling 
programs that change people, nor Campaigns. Campaigns will catalyze 
and structures will coordinate, but it’s the Spirit of God working through 
people that changes people.
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