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THE FOREHEAD SLAPPING MOMENT – The background of evangelism teams

On a retreat in 2017 Kevin Palau and a handful of senior pastors reflected on the health of the
Gospel movement in Portland, Oregon. The group was reflecting on the last decade of working together—dreaming about the possibilities for the coming years.
The room buzzed with stories about how the Church in Portland was
creating welcome boxes for kids awaiting placement in foster care,
furnishing the homes of refugees new to the city, and running clothing
closets at local high schools.
But when the conversation shifted to evangelism, there was very little
to talk about.

Gospel Movement:
A unified, holistic,
sustainable effort
by the citywide
Church to seek the
peace and prosperity
of their city.

How did evangelism momentum slow to a crawl when evangelism and community service
made up the rallying cry of more than 400 churches ten years ago at the Portland Luis Palau
Association Festival?
The energy and passion to serve in foster care, refugee care, and school partnerships did not
happen by default. Teams were formed, partnerships forged, prayers spoken, church people
mobilized, and funds were raised for each of these emphases. The 2017 retreat revealed
evangelism momentum in a city will wane without similar persistence over many years. Once
this realization occurred, it was time to prayerfully consider a strategy to keep evangelism a
central part of the Portland Gospel movement no matter the season (1 Peter 3:15).
And we know Portland is not alone.
Over the last two years, our team has conducted two unofficial studies interviewing over
100 U.S. city network leaders about the state of evangelism in their context. Our first study
revealed evangelism is the second highest focus area in which network leaders request outside support.1 Our second study is ongoing but is revealing that most leaders (98%) recognize
the need for evangelism to be more of a priority in their city’s local churches and more
effective in their city’s culture but are unsure how to lead this change in today’s context.2
This recognition rings true in the liberal Pacific Northwest, in potluck-hosting settings like
the Midwest, in Bible Belt southern states, and in the increasingly post-Christian coastal cities
such as Los Angeles and Boston.
So, there is consensus: We need more effective evangelism. Can you relate?
We think a diverse group of local leaders focused on evangelism can do something about this.
We call these groups Evangelism Teams. Evangelism Teams connect leaders already championing evangelism in their city, highlight what they’re doing that is working, and then share
those ideas with other leaders.
Curious for more? Read on.
1 This first study was a digital survey on focus areas and organization structures in gospel movements. We distributed the survey in 2018
and 77 leaders participated. The first area leaders wanted support was in church unity. There were 18 focus areas from which the leaders
could choose.
2 This second study began in 2019 and is ongoing. It consists of phone/video conference interviews. We have interviewed 50 city network
leaders to date.
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I believe many (most?) of us struggle with evangelism. There are many
reasons why 95% of the Evangelicals in the United States never directly
share their faith or invite someone to church in a typical year. Many popular
attitudes in our current cultural moment conspire against evangelism, making
it a seemingly impossible endeavor.
This situation may seem bleak, but I want my personal journey to instill hope.
As a leader at a clearly evangelistic organization, I’m embarrassed to say that
my own passion for and commitment to evangelism waned over the years. My
dad and brother are both passionate evangelists. They gently tried to help me
realize this drifting, but I was very defensive and brushed off their comments.
It took a season of the Holy Spirit working in my life to lead me to repent and
come alive again. Once it became clear to me, I was shocked at how far I’d
drifted without even realizing it. But praise God for the ongoing and continuous
work of the Spirit, because He cultivated my personal passion for Jesus and a
clear desire to share my own faith. I learned that repentance of my lack of love
for the lost and a renewed passion for the lost go together.
I went from looking for every excuse to dodge sharing my faith to looking forward to chances to help counsel new believers at Palau Festivals. Soon I was
leading Alpha groups at my home church and seeing open doors everywhere.
These doors of opportunity existed before, but now I was finally seeing them.
I believe there’s a fresh move of the Spirit taking place related to evangelism.
Here in our home city of Portland we formed an Evangelism Team united by
our desire to inspire and equip the Church toward more faith-sharing than ever
before. I see cities all over the country (and the world) coming to the same
conclusion: the Spirit is living and active, raising up more leaders eager to
see evangelism thrive at the citywide, local church, and individual level.
Jesus is always calling His people to faithful, joyful, and enthusiastic witness.
He’s calling us to be unashamed. I’m eager to see more cities form their own
Evangelism Teams because I want cities to flourish as local believers share
their faith with confidence and love.
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WHAT DO WE MEAN BY EVANGELISM?
There is a longstanding theological debate about the essence of evangelism. Is evangelism
solely proclaiming the life, death, and resurrection of Jesus Christ with words? Or is there
allowance for nuance? We would be in way over our heads to try and solve this debate in a
short guidebook. However, we recognize that defining our terms here gives necessary clarity.
When we talk about evangelism, we mean communicating the Gospel message (the life made
possible for all through the death and resurrection of Jesus Christ) with words, and inviting
people to respond. Evangelism can take place in front of many people or just one person, with
strangers, or with one’s closest friends and family members. It can be done using technology,
written materials, or plain old, face-to-face conversation. We celebrate the diversity of how
many people in the Body of Christ communicate the Gospel and call people to respond, but
for the sake of this discussion about E-Teams, evangelism is fundamentally conversational;
that is—in some form—using words.

THE PURPOSE OF THE EVANGELISM GUIDEBOOK
This guidebook walks local leaders through the principles and processes needed for forming
an Evangelism Team. It is important to note that this guidebook is not meant simply to relay
steps for setting up a meeting. It is that and more. We will also share the key attitudes team
members should have to make the most of the E-Team experience.

This guidebook is for leaders who want to see a culture of evangelism thriving across their
city. It is for leaders who spend much of their time investing in relationships with pastors
and ministry leaders in their area. They desire to see the Gospel regularly and relevantly
proclaimed and for Christians in their city to be equipped to share the Gospel in their
everyday contexts. These leaders also understand that only by working together do we
see the greatest possible impact.
Finally, this guidebook is also an invitation to reach out to our team at the Luis Palau
Association to assist you in this process. We are both teachers and learners on this journey.
Find contact information at the end of this guidebook.
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WHAT IS AN EVANGELISM TEAM (E-TEAM)?
A group of strategic local leaders (including pastors, nonprofit leaders, evangelists, and other
people of influence) in a city who are passionate about evangelism and act as a catalyst to
keep evangelism a central part of the Gospel movement through many different means.
The Mission of E-Teams:
• Learn the current state of evangelism in their city’s local churches
• Inspire and equip local churches in effective evangelism
• Mobilize local churches to evangelize

WHY START AN E-TEAM?
THEOLOGICAL AND PRACTICAL MOTIVATIONS
1. City transformation must include both word and deed if it is to be holistic and truly
		transformative.
2. In some form, evangelism is the reason most of us got started in
		 Gospel movement work—we want to see lives and cities changed
		 through the Good News of Jesus Christ.
3. Energy rises when evangelistically passionate communities are
		 connected and pool their collective enthusiasm, experience, and
		 obedience to share the Gospel citywide and beyond. The opposite
		 is also true: Evangelism momentum will wane without concerted
		 prayer, strategy, resources, and teamwork.
4. Citywide efforts are too massive to go at alone.

Learn more about the
motivations for starting
an E-Team through a
short article called
‘Elevate the
Conversation on
Evangelism.’
Access this article at
www.citygospelmovements.org/resources/
eteams.

5. People often do not verbally share their faith by default.
6. Local churches and leaders need ongoing equipping and inspiration in order to increase
		 their effectiveness in reaching unchurched people. Prioritizing evangelism is not easy!
7. When it comes to building a lasting culture of evangelism, local leaders must take
		 the lead.
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WHO’S ON AN E-TEAM?
CHARACTERISTICS OF TEAM LEADERS
The first step in forming an E-Team is to identify the right local convening leaders and
organizations.
It is critical that E-Team leaders are known for the following characteristics:

THE E-TEAM LEADER:
• Neutral leader: they promote others’ agendas over their personal agenda. This may
		 be the most important distinguishing characteristic of an E-Team leader.
• Champions church unity: they value the diversity of the Christian Church and hold to
		 core Christian doctrine rather than pinpointing areas of disagreement.
• Knows and cares for their city well: they are familiar with the pressing needs and
		 possible potential in their community.
• Strong relationships with local leaders: they maintain trusting relationships with faith,
		 business, governmental, and educational leaders. Able to call and convene meetings
		 among local influencers.
• Bandwidth: they have the capacity to coordinate occasional E-Team meeting logistics
		 or can delegate these responsibilities effectively.
Logistic responsibilities of an E-Team leader include:
•
•
•
•
		

Inviting the right leaders.
Coordinating meeting location, time, and a meal (recommended).
Planning meeting agendas.
Identifying working groups within the Evangelism Team to execute specific projects
or events.
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FINDING THE RIGHT E-TEAM LEADER
Discerning the right person to lead an E-Team is crucial. As a lead pastor holds a disproportionate level of influence in shaping their church’s culture of evangelism, so the E-Team leader
carries a disproportionate level of influence in shaping how the church goes about prioritizing evangelism. We believe it is important to get the feedback of others on the prospective
E-Team leader.
Through this process, a leader may realize they are not the right person to lead the E-Team.
It is important to note that while someone may not be the right person to lead a citywide
E-Team, they may know someone who is a good fit. Furthermore, E-Teams are teams. This
means though someone might not be the ideal fit to lead the group, they may still be a great
addition to the team.
It is helpful to ask these questions in the discernment process:
1. Am I known as someone who promotes others’ agendas over my agenda?
2. Do I invest in relationships with Christian leaders from different church traditions and
		 seek to strengthen communication between these traditions?
3. Do I understand my city’s history (i.e. governmentally, socially, economically, spiritually,
		 etc.) and the questions those in my city are currently asking?
4. When I invite people of influence to a meeting, do they come?
5. Do I have deep relationships with Christian leaders in my city whom I can invite to join
		 an E-team or who could refer other team members?
6. Do I have the capacity to coordinate quarterly meetings for a team? Or, do I know some		 one to whom I can delegate these logistical responsibilities?
We encourage leaders to reach out to our team at the Luis Palau Association for feedback
as they figure out whether they are a good fit to be an E-Team leader. We also can connect
people to other E-Team leaders around the country who can provide perspective on what
it is like to start and lead a team.

PRO TIP:
In some cities, two or more organizations will co-lead the E-Team.
While there can be challenges to co-leading a team, there are
advantages as well. Two advantages are (1) they are modeling the
collaboration they are encouraging other local leaders to emulate,
and (2) they have a larger relational network when they work together.
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WHO’S ON AN E-TEAM?
CHARACTERISTICS OF TEAM MEMBERS
Once an E-Team leader is identified, the next step is to brainstorm prospective E-Team
members. The characteristics and questions below describe E-Team members. This list is
not exhaustive, neither is it meant to be exclusive. This list is simply meant to be a helpful
guide when inviting members to join a team.
• Demonstrates Passion for Evangelism
o Do they have a passion for people to hear the Gospel and follow Jesus Christ
			
				personally?
• Exhibits Evangelistic Fruit
o Do their daily and weekly habits demonstrate that they have Gospel conversa				 tions with the lost, and equip others to share their own faith?
			

• Values and Prioritizes the Local Church
o Are they personally committed to a local body of believers? Do they believe that
				 the Church is uniquely commissioned by Jesus Christ to be His Gospel witness in
				 the world and that lasting change comes through her, not apart from her?
			

• Leads with Integrity
o Can those around them describe them as honest and reliable? Are they commit				 ted to growing in depth of character so that they can love and lead those around
				 them more like Jesus would?
			

• Commits to Collaborative Action
o Do they actively pursue working with other like-minded leaders and organiza				 tions? And while this method may be slower and messier, do they believe
				 collaboration leads to exponential impact and a stronger witness to Jesus Christ?
			

• Thinks Long-Term
o Do they understand that though culture takes a long time to build, it is worth				 while to commit to the process and pursue ways to develop leaders who will
				 carry the culture forward when they are no longer around?
			

• Creates Cultures of Gospel Conversations
o Do they inspire and equip their staff, followers, friends, and peers to have more
				 effective Gospel conversations?
			

PRO TIP:
Use the chart titled ’Dream Team’ at the end of this guidebook to assist
in the brainstorming process.
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OTHER FACTORS TO CONSIDER WHEN FORMING AN E-TEAM
E-TEAM GROUP DYNAMICS
1. Multi-sector group: This is a key ingredient in the secret sauce of E-Teams. Multi-sector
collaboration enables reaching and resourcing communities that individual churches cannot
reach on their own. Every team needs to be made up of a mix of these four types of local
leaders:
		• Pastors deeply passionate about evangelism
o These may be pastors who regularly share the Gospel clearly and powerfully
				
					 during church gatherings and invite listeners to respond, use digital media in
					 creative ways to share the Gospel, tell stories of people from their own life who
					 they are introducing to Jesus, are heartbroken over the lost, and regularly equip
					 their congregation to share their faith through various trainings.
o
				
					
					
					
					

It is important to note that while these local pastors are passionate about evangelism, they may not call themselves evangelists. We have met pastors with incredible evangelistically-oriented churches who do not call themselves an evangelist
but who do everything in their power to equip their community and motivate
them to share their faith widely.

		• Parachurch organizations focused on evangelism
o Many local and national organizations uphold a mission to share the Good News
				
					 and equip others to do the same. Be on the lookout for regional directors, execu					 tive directors, volunteers in schools or clubs, and self-funded missionaries. Here
					 are some key organizations to consider: Young Life, Fellowship of Christian
					 Athletes, Youth for Christ, Alpha, CRU, Intervarsity, and others.
		• Evangelists who are passionate about the local church
o Are there part-time or full-time evangelists in your community? These leaders
				
					 may lead their own organization, volunteer, or serve on staff with a local church.
					 The important distinguisher of these evangelists is that they are committed to
					 equipping pastors and everyday believers to share their faith. The best evangelists
					 are those that multiply other evangelists (Ephesians 4:11-13).
		• Other local leaders of influence (see Represent Diversity of the City below)

2. 12–20 people: Quarterly gatherings of the Portland E-Team range from 12 to 20 leaders.
This size group is small enough to encourage productive conversation and large enough to
include diversity of thought. There is a core group of leaders who attend regularly. Others
attend as their schedule allows. In various seasons of an E-Team or depending on the
collaborative events and projects the team hosts, different E-Team members will be more
actively involved than others. This is expected and natural especially because this is a
volunteer team.

1 6 • CITY GOSPEL MOVEMENTS

OTHER FACTORS TO CONSIDER WHEN FORMING AN E-TEAM

3. Represent diversity of the city: It is critical to include leaders from diverse Christian traditions, evangelism paradigms, neighborhoods, ethnic and socio-economic backgrounds, age,
and gender. In order to reach a city, an E-Team needs to represent the city. We advise not
meeting until your team strongly represents your city. Here are kinds of leaders we encourage E-Teams to consider:
				
a. Youth pastors
				
b. Local university professors
				
c. People of varying ethnic heritages
				
d. Female ministry leaders, pastors, and nonprofit directors focused on evangelism
				
e. Business network leaders with a passion for the Gospel
The beauty of E-Teams is that they celebrate many different types of evangelism styles
and leaders. Instead of ‘pushing’ a single program, they recognize each church and ministry
has unique strengths and a distinct culture. By inviting the participation of diverse leaders,
E-Teams can better support the citywide Church by curating evangelism trainings or outreaches that fit their community.

4. Invite-only group: The E-Team leader(s) should use the descriptors in the previous section
titled ‘Who’s on an E-Team?’ to filter who to invite to E-Team meetings. Sometimes leaders
attend once or twice simply to become aware of the E-Team as a helpful local resource. We
think this is of great value. Other times, leaders attend a couple of times and decide to
commit to regular attendance and participation. It falls on the E-Team leader and core team
to decide if the group becomes a closed group. If the group is getting too big for genuine
conversation and actionable steps, closing the group may prove beneficial. A city may
determine to start with a smaller group than the recommended 12 to 20 to build a foundation before inviting others to participate. This decision is up to local leaders.
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HOW DO YOU GATHER AN E-TEAM EFFECTIVELY?
E-TEAM GATHERING DYNAMICS (HOW TO MEET WELL)
1. How often should an E-Team gather?
We recommend a quarterly meeting rhythm. Because this group is a non-mandatory,
volunteer-based group, we do not want to overwhelm the calendars of leaders and
participants. That said, we have found that quarterly meetings build a sustainable
momentum, surface new updates in E-Team members’ lives, and create space for
meaningful progress to occur on collaborative projects.
Additional meet-ups in between quarterly meetings are encouraged, and—in some
seasons—necessary to accomplish E-Team objectives (events, projects, etc.).

2. How long should the meeting be?
We recommend 90 – 120 minutes. This allows for general catching up amongst the group
and for productive and clear discussion around agenda items. We recommend gathering
around a meal which facilitates relationship building time.

3. What does the first E-Team meeting look like?
For the first few E-Team meetings in Portland, Oregon, we prioritized getting to know
leaders in the room by answering this question:
What is encouraging/hopeful to you in the landscape of evangelism in our city?
It was amazing how quickly stories surfaced in each person’s mind. We did not anticipate
using multiple meetings to address this question but because we had the right leaders in
the room who thought about Gospel conversations on a daily basis, there were so many
stories to be told! Dedicating the first two E-Team meetings to this conversation built a
culture of hope and faith on the E-Team and cultivated a collective hunger for more stories.
There will be leaders who are ‘doers’ and want to whiteboard strategic plans during the first
meeting. However, we recommend postponing these conversations until future meetings.
This also introduces the principle that the E-Team is meant to listen to local church leaders
to learn how to best support them, rather than suggesting programs prematurely.

WE’RE HERE FOR YOU! Our team at LPA would love to be present during your first E-Team
meeting. If there is interest in having a team member from our staff present at inaugural
E-Team gatherings, reach out to us. Whether we are there in person, join by video conference, or record a video clip to be shown to local leaders, we want to help champion your
collaborative efforts to share the Gospel in your city.

PRO TIP:
For other helpful resources to advise effective and inspirational
gatherings, see the Appendix.
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WHAT DO EVANGELISM TEAMS DO?
In this section we will break down the three-pronged mission of E-Teams and provide practical
ideas for each aspect of the mission. Some of these ideas come directly from our experience
as an E-Team in Portland, but we know each team will develop their own ideas. Our goal at
LPA is to regularly connect E-Team leaders so that these innovations can be shared and we
can all grow in effectiveness together.
The Mission of E-Teams is to:
		 1. Learn the current state of evangelism in their city’s local churches.
		 2. Inspire and equip local churches in evangelism.
		 3. Mobilize local churches to evangelize.

1. Learn the current state of evangelism in their city’s local churches
Local Pastor Interviews
One of the most simple and helpful steps the Portland E-Team has taken to learn the state of
evangelism in the city has been to conduct listening interviews with 50 Portland-area pastors
on the topic of evangelism.
The motivation behind this process was for (1) building relationships between local pastors
and the E-Team, (2) creating space for pastors to reflect on the health of evangelism in their
church, (3) informing the E-Team how to support local churches, and (4) discovering
‘homegrown’ evangelism resources and strategies that could be shared with churches
across the city.
These interviews last 60–90 minutes. They can be conducted by one or more E-Team
members. Two members committed to the process in Portland. They took typed notes at
each interview and recorded the audio in most conversations. The questions they asked are
available to view in the Appendix.
We have been encouraged by pastors’ responses to these interviews. One even commented:
“This is the first focused conversation I have ever had about evangelism in my church.”
A mere conversation with pastors about evangelism begins shaping a culture of evangelism.
Portions of the quarterly E-Team meetings are utilized to give updates on the status of these
interviews. We have shared common themes, new resources we have discovered, specific
requests from local pastors, unexpected areas of flourishing, and homegrown evangelism
innovations.
While the interview process is simple, it does take a fair amount of time to brainstorm a
diverse list of interviewees, schedule the in-person meetings, and conduct the interviews.
We think this investment of time is worth it. Why?

EVANGELISM TEAM GUIDEBOOK • 21

WHAT DO EVANGELISM TEAMS DO?
E-Teams should be known for listening.
Whenever someone interacts with an E-Team, they should feel like the group has their best
interest in mind. Instead of pinpointing all the gaps in a church or ministry’s evangelism
strategy, the E-Team strives to keep a hopeful and positive outlook. No matter where a
church at in their evangelism journey, these interviews leave pastors thinking about the
future with optimism.

PRO TIP:
Don’t have time for 50 interviews? Start with three! We guarantee
these face-to-face interviews change the way evangelism is perceived
in cities. And, if face-to-face interviews are not possible, using an
online video conference platform is also an option.

The Citywide Evangelism Digital Survey
The Palau City Gospel Movements team created a digital survey that can be sent to pastors
and ministry leaders in a city to paint a picture of the state of evangelism in their context.
Ideally 50 or more leaders will participate in the survey. The survey is best sent through a
few local pastor networks or ministry networks to leaders who have awareness of evangelistic activity beyond a single church or ministry (think: directors of parachurch organizations,
denominational leaders, senior pastors, elders, etc.).
The questions address a variety of topics including:
		 • Obstacles to evangelism
		 • State of church unity
		 • Correlations between community service and evangelism
		 • Identifying evangelistically passionate lay leaders
		 • Sharing current transformation stories for regular inspiration
		 • Dreams for the future of evangelism
The City Gospel Movements team will craft a custom report for local leaders communicating
the findings. This report can act as a conversation starter for leaders who desire to form a
local E-Team or guide an existing E-Team as they discern areas of focus.
Interested in learning more about digital surveys? Contact eteams@palau.org.
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WHAT DO EVANGELISM TEAMS DO?
2. Inspire and equip local churches in evangelism
Annual Evangelism Trainings
One of the first collaborative action steps that the Portland E-Team committed to was hosting
or supporting an annual evangelism training. During a weekday morning, a citywide training
was made available to pastors and ministry leaders. In the evenings, the same speakers adapted their messaging for a larger audience of everyday believers.
An annual training allows evangelistic momentum to build as pastors connect in greater
numbers around the single topic of evangelism. It also allows us to highlight diverse voices
and methodologies in Gospel sharing.
Here are a few examples of our annual trainings:
In its first year, the Portland team invited Kevin Harney from
Organic Outreach to challenge pastors to strong evangelistic
potential. Pastors gathered from 9 a.m. to 1 p.m. for training
and relationship-building over lunch. There was time for a
Q&A after lunch.
In the second year we invited three speakers (Shaila
Visser—Alpha, Greg Stier—Dare 2 Share, and Mark
Mittelberg—Contagious Christianity) to give TED-Talk style
presentations to train leaders in the morning and everyday
believers at an evening gathering. In the morning they spoke
on building a culture of evangelism in churches and parachurch organizations. In the evening they gave practical
wisdom to everyday believers to share their faith. After each
talk, an E-Team member interviewed someone in the Portland
area who came to faith in the last year.

| Hundreds of Portland-area believers
gather at the ‘Show & Tell’ evangelism
training event in 2019.

In the third year, we asked Michael Ramsden (from Ravi Zacharias International Ministries)
and Becky Pippert (of Becky Pippert Ministries) to speak to leaders about spiritual conversations in our current cultural climate. They were already coming to Portland for a local
mission conference so we took advantage of their free morning and asked them to connect
with Portland-area pastors and ministry leaders. Being aware of existing outreach events
opened an opportunity for us to interact with thought leaders without having to coordinate
additional logistics.

PRO TIP:
You can check out the TED-Talk style videos at
www.citygospelmovements.org/resources/showandtell.
These are free to use in any city.
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WHAT DO EVANGELISM TEAMS DO?
Local Testimony Videos
Trainings are not the only thing that shape people’s perspectives about evangelism. Celebrating current transformation stories is just as important to motivate people to share their faith.
Build a citywide culture of celebrating Gospel conversations by regularly creating and circulating video testimonies of people coming to Christ in churches across the city. These videos
could be shared across churches’ and organizations’ social media, in church services, and at
training events. It is especially helpful if E-Team members have connections to strong digital
media teams in their own organizations that can help.

PRO TIP:
The LPA team is available to provide connections to special speakers
and trainers who can help meet the specific goals of evangelism trainings in your area. Reach out to eteams@palau.org for more details.

We try to incorporate live interviews with people who have come
to faith in the last year during each evangelism training we
host. This inspires faith in listeners that the evangelism
equipping they are receiving is a means to an end; that is,
to see lives genuinely transformed through the Gospel of
Jesus Christ.

3. Mobilize local churches to evangelize
Collaborative Outreaches in the City
Through our evangelism study in Seattle, Washington,
we learned that over half (53%) of pastors and ministries could not reference an evangelism outreach or
training that had occurred in their city in the last
three years. Our Portland, Oregon evangelism
study is revealing many leaders view evangelism as an activity confined to Sunday
services or as a responsibility each congregation must accomplish on their own.

| Luis Palau and local pastor/Good News Today Founder/
Portland Evangelism Team member, Jose Zayas, speak to
the crowd at Good News Today—a local Gospel outreach.
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WHAT DO EVANGELISM TEAMS DO?

| Luis Palau preaches to 1,400 high school students
at UNITE—a collaborative worship night in Portlandarea of more than 30 church youth groups.

By encouraging regular collaborative evangelism outreaches, we believe E-Teams can address
both the lack of awareness of evangelism outreaches and the attitude that these evangelistic
activities need to be done church by church.
Partner with Existing Outreaches
In Portland, the E-Team has decided to partner with existing outreaches rather than starting
an entirely new outreach. Good News Today was hosted by a local church in a suburb outside
of Portland for the last couple of years. The E-team partnered in event promotion so more
churches participated, and helped resource the event with staff and funds.
Another outreach that the Portland E-Team helped promote was a youth evangelistic rally
called Unite. Thirty youth groups across the west side of Portland collaborated to host a
worship and Gospel-sharing night. Over 1,400 students attended for a night of unprecedented
energy and unity. Luis Palau preached the Gospel and local youth pastors were available to
pray for students who responded. The E-Team spread the word to Portland-area churches
and consulted with the core group of youth pastors leading the event in event follow-up.
Host a Palau Festival
If a city desires to lead a catalytic season of Gospel proclamation, evangelism equipping,
city service, and church unity a Palau Festival is a great option. Over the course of 18 to
24 months, LPA works with local leaders to mobilize churches for community service and
Gospel conversations. LPA guides local leadership committees on topics such as effective
evangelism trainings, church unity, funding, short and long-term community service initiatives,
and collaborative partnerships between local organizations.
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HOW DOES LPA SUPPORT E-TEAMS?
The LPA team desires to support leaders who want to see evangelism flourish across their
city. Our level of engagement varies depending on the phase in which an E-Team finds itself.
Here are various ways we can interact with a city in the process of forming an E-Team:
1. Host a Zoom call or an in-person meeting to get to know local leaders who are interested
in forming an E-Team and assess whether necessary factors (like strong church unity and
collaborative leadership) are present.
2. Join vision-casting meetings with local leaders via Zoom call or in person where we will
share the background story of E-Teams and inspire with stories from around the country.
3. Provide regular (about monthly) coaching calls with E-Team leader(s) for encouragement
and strategizing. We can give guidance in identifying other E-Team members, planning
meeting rhythms and objectives, and setting up a collaborative action plan.
4. Coordinate a citywide digital evangelism survey and create a custom report to catalyze
the conversation on evangelism.
5. Coach local leaders in face-to-face evangelism interviews with local pastors and provide
interview questions which can be adapted as necessary.
6. Facilitate an annual in-person or digital learning environment for peer learning between
E-Team leaders across the country.
7. Consult and assist in coordination of evangelism training events and citywide campaigns.
Due to the generosity of donors passionate about evangelism, these services are free.

HELPFUL RESOURCE: For a more in-depth breakdown of the formation of an E-Team,
check out ‘E-Team Phases’ in the Appendix.

I want to start or join an E-Team. What is the first step?
Are you a leader who wants to see a culture of evangelism thrive across your city?
Do you have a passion to see pastors and ministry leaders work together for greater impact?
Do you desire to see the Gospel regularly and relevantly proclaimed, and for Christians in
your city to be equipped to share the Gospel in their everyday lives?
Has the concept of Evangelism Teams affirmed in you that citywide, sustainable evangelism
efforts are possible?
If so, we are eager to talk with you. Please reach out to us at eteams@palau.org.
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APPENDIX
Dream Team Worksheet
Use this grid to draft a list of prospective E-Team members.

APPENDIX

APPENDIX
Effective and Inspirational Gatherings
		 • ‘How to Create the Perfect Meeting Agenda’ by Harvard Business Review (article)
		• The Art of Gathering: How We Meet and Why It Matters by Priya Parker (book)
		 • For inspiration around virtual gatherings, check out ‘Together Apart’ (podcast by
			 Priya Parker and NY Times)
		• Death by Meeting: A Leadership Fable...About Solving the Most Painful Problem in
			 Business by Patrick Lencioni (book)

Local Pastor Interview Questions
These interview questions can be used verbatim or adapted to different city contexts.
			 1. In two minutes or so, how did you come to faith?
			 2. How are you equipping people to have spiritual conversations with people who do not
				 follow Jesus?
			 3. Can you describe your church’s strategy for identifying up-and-coming leaders in your
				 community?
					 • Do you have a similar strategy to identify evangelistically passionate leaders
						 in your church? If so, what does this process look like?
			 4. What is working in evangelism in your church? (i.e. What is most helping people share
				 their faith? What is seeing the most people come to faith in Jesus?)
			 5. How do you as a church celebrate people coming to faith and sharing faith?
			 6. Please describe the correlation you see in your church between community service
				 and Gospel conversations. Do you find that as community service increases so do
				 Gospel conversations?
			 7. What are the obstacles you are facing in mobilizing people for evangelism? (And how
				 are you helping your people in overcoming these obstacles?)
			 8. Through these conversations, we hear fear is a predominant obstacle in the way of
				 evangelism. How do you train people to overcome fear?
			 9. During the COVID-19 pandemic how have your evangelism equipping and outreach
				 strategies adapted? How do you see these adaptations or innovations continuing post
				 COVID-19 pandemic?
			 10. What would help you better equip your church in evangelism? And how do you
			
envision the Portland Evangelism Team being helpful to you?
			 11. When you dream, what does your church look like in the area of evangelism in three
				 years?
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			 12. What is currently getting you excited about evangelism (e.g. a current testimony,
				 effective resource, something new you have tried recently, etc.)?
			 13. Do you have any questions for me?

E-Team Phases
We have outlined five phases in the formation of an E-Team. The goal of the Luis Palau Association is for E-Teams to be locally owned and Palau-coached. While our team may be more
involved in the beginning phases, local leaders will take more and more responsibility as time
goes on. We firmly believe that local leadership is the best informed and most sustainable
leadership. We will share everything we know, but because each city is different, each E-Team
will look slightly different. This means our team is eager to learn from you too.
Outlined below are five general phases in the formation of an E-Team.
		 PHASE ZERO: Identifying Potential
		 This city has qualities where an E-Team could flourish such as strong unity between
		 churches, a widespread desire for more Gospel conversations, and some iteration(s)
		 of leadership between churches and parachurch groups (does not have to be around
		evangelism).
		 A local leader may have had a conversation with LPA about the concept of E-Teams, but
		 no other action has been taken. In some cases, there have not been any conversations
		 between LPA and local leaders, but LPA has identified a city as having strong E-Team
		potential.

		
		
		
		
		

PHASE ONE: Vision Casting
The LPA team has had conversations with one or a few influential local leaders in a city
specifically about the history and formation of E-Teams. There is verbalized interest from
these local leaders about forming an E-Team and these local leaders are in a place to
lead the E-Team or refer another local leader.

		 The LPA team gives these local leaders a copy of the Evangelism Team Guidebook to
		 read in full to inform future conversations.

		
		
		
		
		
		

PHASE TWO: Advising Local Leadership
After local leaders have read the Evangelism Team Guidebook and have committed to
continue conversations with the Palau team, we will schedule Zoom calls or in-person
meetings. Local leaders may choose to invite a few other local leaders who may be
integral in the leadership or formation of an E-Team. Each leader must align with the
descriptors of E-Team members from the Evangelism Team Guidebook.
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		 During this phase, LPA works with a small group of local leaders to choose whether an
		 introductory meeting or inaugural meeting makes the most sense.
					 a. Introductory meetings involve inviting 20 to 40 interested local leaders. At this
						 meeting, the history, motivation, and process for forming an E-team is shared.
						 The goal of this meeting is to have leaders express whether they are interested
						 in joining a local E-Team. Next, an inaugural meeting takes place.
					 b. Inaugural meetings can bypass introductory meetings when local leaders deter						 mine to start with a smaller group of 8-12 handpicked leaders before opening the
						 invitation to more like-minded leaders in the city. Either way, the team needs to
						 represent the diversity of the city.
		
		
		
		

The City Gospel Movements Digital Survey may prove helpful during this phase. The
survey can be sent out by key network leaders prior to the introductory meeting at
which the findings can be shared. The survey findings can be a helpful conversation
starter as local leaders discuss the current state and future dreams for evangelism.

		 PHASE THREE: Forming an Evangelism Team
		 The Introductory and/or Inaugural E-Team meetings take place and at least one LPA
		 team member is present to support.
		 See section: ‘What should we do at the first E-Team meeting?’ for gathering
		recommendations.

		
		
		
		
		
		

PHASE FOUR: Coaching Evangelism Team on an Ongoing Basis
At this point, the LPA team will be available to E-Team leaders for virtual coaching
(i.e. Zoom, phone calls, email, etc.) and potential in-person visits. These interactions are
to encourage the local leader; advise on meeting agendas, new members, collaboration
strategies; discern whether local research interviews or surveys make sense; and connect
to E-Team leaders across the nation for peer learning.

		 While LPA will strive to maintain monthly communication with E-Team leaders, leaders
		 are encouraged to initiate contact at their convenience especially if they are facing
		challenges.
		 Cities typically remain in Phase Four until an E-Team has met a minimum of four times
		 (e.g. four quarterly meetings over one year). It takes time to settle into a new group and
		 get into a meeting rhythm.
		 During Phase Four an E-Team drafts a collaborative action plan with strategic group
		 goals and establishes a core team within the group tasked with executing or delegating
		 tasks to achieve the group’s goals. Please utilize the support from the LPA team in the
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formation of your collaborative action plan. Our team can share how other cities are
approaching collaborative evangelism strategies and be a sounding board for your own
ideas. Our team’s goal is to help you hone this action plan so that it is specific, achievable,
and birthed from the real needs expressed by churches in your area. We have seen
E-Teams create plans before a strong team is established, with goals that do not align
with the needs in the city. We want your E-Team to succeed in this process! Let us help
you by coaching you in this process and connecting you to other organizations and
resources to support your goals.

		 See section: ‘What should we do during future E-Team meetings?’ for ideas to inform the
		 collaborative action plan.

		
		
		
		
		
		
		
		

PHASE FIVE: Local Leadership Owning the Vision with Ongoing Palau Encouragement
Once an E-Team reaches Phase Five, they are actively implementing their collaborative
action plan which was formed in Phase Four. The E-Team meets on a regular basis
(recommended quarterly) and the E-Team leader(s) remain(s) in monthly communication
with LPA to share updates and be encouraged. Members are keeping themselves informed
of local trainings and outreaches that the E-Team can support or promote. At this point
the E-Team is invited to consider partnering with LPA to host local evangelism outreach
and equipping events such as:

					 a. RE:NEW: a citywide worship and prayer night with special speakers and worship
						 artists. LPA assists in church communication, recruiting music artists and speakers,
						 and event logistics.
					 b. Evangelism Training: for leaders and for everyday believers. LPA will work with
						 local leaders to assess the type of local or national speaker(s) that will resonate
						 with your community, and coach in event logistics.
					 c. Palau Festival: (as stated prior in this guidebook) a catalytic season of Gospel
						 proclamation, evangelism equipping, city service, and church unity which
						 culminates in a weekend festival event. Over the course of 18 to 24 months,
						 LPA works with local leaders to mobilize churches for community service and
						 Gospel conversations. LPA guides local leadership committees on topics such
						 as effective evangelism trainings, church unity, funding, short and long-term
						 community service initiatives, and collaborative partnerships between local
						organizations.
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The Gospel message needs to be heard by everyone! As an evangelist, I am
passionate about proclaiming the Gospel to as many people as possible. He
rescued me and I want everyone to know! But another of my highest priorities
is to encourage churches to work together (John 17, Ephesians 4). It is through
working together — as one, unified Church in the city — that our Gospel witness
rings clearer than ever.
What gets me excited? Churches uniting around Jesus Christ. Ministry leaders
recognizing they are better together. The Gospel impacting more lives through
collaborative efforts. You’ll learn through this guidebook that Evangelism Teams
are one strategy which weaves these passions together.
We hope this Evangelism Team strategy challenges you to dream bigger. We
have seen the Gospel transform lives and whole societies. We believe these
teams of local leaders will see great Kingdom fruit in the years to come. I pray
that the information in this guidebook and the resulting relationships will bring
great joy to your life and exponentially impact this world.
Together for the Gospel,
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