


Endorsements for Equipping Biblical Counselors

Dr. Bob Kellemen knows that God has called all Christians to be active participants in the 
ministry community he designed the church to be. Bob also knows that it is not enough 
to give people a vision and call them to commitment—they must also be biblically trained. 
Equipping the body of Christ for personal ministry has been Bob’s life work. This practical, 
step-by-step equipping manual is the mature fruit of that lifelong commitment.

—Paul Tripp, Founder and President of Paul Tripp Ministries, 
Author of Instruments in the Redeemer’s Hand

This is a must-read book for everyone who longs to see their church be more effective at 
helping people grow and handle the issues of everyday life. It is intensely biblical with a 
model that flows right out of the pages of Scripture. And it’s equally practical. You’ll be 
encouraged and equipped to be a person who…encourages and equips. My friend Bob Kel-
lemen has done a masterful job at helping us strategize how to be truly effective in the cul-
ture in which Christ has placed us.

—Steve Viars, Senior Pastor, Faith Church, Lafayette, Indiana;  
Author of Loving Your Community

Equipping Biblical Counselors is an excellent resource both for individual leaders and group 
discussion. The insights gained from years of experience by Dr. Kellemen and by the twenty-
four best-practice churches is evident throughout the book. This is the book for you if you 
want to launch a biblical counseling ministry or want your church’s current counseling min-
istry to move to a place of increased effectiveness. 

—Randy Patten, Founder and Executive Director,  
TEAM Focus Ministries 

Bob Kellemen—trainer and coach extraordinaire—has a focused goal: He wants to see your 
church’s one-on-one ministry transformed. The way he does that is by giving clear, practical 
instruction along with a full package of supplies and tools. And when you follow his coach-
ing, you’ll be surprised to find that the result is not so much Bob’s system as it is an equip-
ping model that is specific to your church.

—Ed Welch, Faculty and Counselor, CCEF,  
Author of Created to Draw Near



So many of us long to see our churches equipped to minister the blessings of God’s Word to 
one another. Yet somehow it seems all too easy to get bogged down in the how. Bob Kelle-
men has given the church a tremendous resource—outlining not only the how but also the 
why and most importantly the who. This is a resource that will revolutionize the way your 
church does ministry and will give you the resources you need to offer practical help from 
a many-membered body serving one another and their community. 

—Elyse Fitzpatrick, Author of Counsel from the Cross 

Do you ever wish someone would help you better envision, understand, organize, and 
implement personal ministry in your church? If so, this book is for you. After interact-
ing with twenty-four ministry leaders, Dr. Kellemen serves as your personal coach, giving 
you insight on how to better serve the body of Christ. As you seek to serve those God has 
called you to help grow and maneuver through the challenges of life, this book will help 
you understand, plan, develop, and implement authentic and lasting personal ministry in 
your church.

—Kevin Carson, Pastor, Sonrise Baptist Church, Ozark, Missouri

Has your church come to the realization that your personal ministry of the Word needs to 
be more robust? So often we can see the destination that would better unleash God’s glory, 
but we can’t see the pathway that will take us there. Intimate knowledge of God’s Word, 
decades of experience, and countless conversations have equipped Bob well to speak to you 
on this very point. He understands the gap and has invested his life in learning how to close 
it. Equipping Biblical Counselors is not a one-size-fits-all how-to manual. Rather it’s a user-
friendly workbook to guide you to God—your Guide who already knows the pathway laid 
out for your church for his glory. 

—Betty-Anne Van Rees, Adjunct Faculty and Counsellor,  
Heritage College and Seminary

Bob Kellemen’s Equipping Biblical Counselors is a desperately needed gift to church lead-
ers for helping the church to envision, enlist, equip, and empower the saints for the work 
of ministry. Bob’s seasoned, insightful, and humble experience emerges in each chapter. I 
highly recommend this work whether you are just starting out or have been in the trenches 
for years. I was personally encouraged and challenged in addition to coming away with 
many ideas that I will use in my own ministry.

—Robert Cheong, Pastor of Care,  
Sojourn Church Midtown, Louisville, Kentucky



There are people sitting in your church who don’t realize the potential they have to impact 
lives. There are police officers, psychologists, physicians, teachers, nurses, and moms who 
are now biblical counselor/disciple-makers who would never have imagined that they could 
be used by the Lord to save marriages, help others deal with unruly emotions, and grow to 
be Christlike worshipers. Bob skillfully provides a user-friendly biblical strategy for how 
to train more like them by unleashing the potential of your church through training disci-
ple-makers. Personal, impactful ministry is not just for the professionals, and Bob shows 
you why and how.

—Ernie Baker, Pastor of Counseling and Discipleship,  
First Baptist Church of Jacksonville and Chair of the online 

BA in Biblical Counseling, The Master’s University 

Dr. Kellemen has produced a landmark book that fills a significant vacuum in the bibli-
cal counseling literature. This is a comprehensive work that not only offers an exceptional 
overview of biblical counseling, but also provides a wise, strategic, and thoughtful guide 
outlining the essentials of developing a robust counseling ministry within the local church. 
Equipping Biblical Counselors has the potential to influence a massive paradigm shift in how 
ministry is exercised in the body of Christ both now and in future generations.

—Jeremy Lelek, President, Association of Biblical Counselors

Bob Kellemen knows equipping biblical counselors from A to Z. He has done a tremen-
dous job of structuring a stepwise strategy to develop the lay counselors in your church. In 
his humble style, Bob has gathered the best leaders of local church counseling ministries 
and done the work of benchmarking for you. This is a book that you will reference often as 
you help the hurting and equip the saints for the work of soul care in your church.

—Garrett Higbee, Pastor of Biblical Soul Care,  
Harvest Church North, Indianapolis, Indiana;  

Leader Care Specialist for the Great Commission Collective

Dr. Kellemen’s book fills a long-standing gap in biblical counseling and church-based min-
istry literature. It’s an excellent resource for church leaders and counselors who are looking 
for practical biblical guidance, which includes instructions and all the necessary nuts and 
bolts for developing the one-on-one personal ministry component in their church’s spec-
trum of care. It is marvelously comprehensive and systematic, while at the same time flex-
ible enough to apply to a variety of church personalities.

—Sam Williams, Professor of Counseling,  
Southeastern Baptist Theological Seminary



Equipping Biblical Counselors is invaluable for ministry leaders and for all one-another min-
isters. It paints a compelling biblical vision for the heart of church leadership—equipping 
God’s people for ministry. When I had lost sight of this, Dr. Kellemen not only reminded 
me of this but rekindled my passion for this important calling. Bob also gives us practi-
cal coaching on how to actually do this. He does this not by giving us a prepackaged for-
mula, but by giving us practical principles and tools that we can adapt to our own context.

—Jeff Ballard, Pastor of Soul Care,  
College Park Church, Indianapolis, Indiana

Equipping Biblical Counselors fills a gaping void. Bob lays out a thorough theology and 
an adaptable strategy for training congregations in soul care that has been honed over his 
twenty-five years of ministry as a pastor, counselor, trainer, and consultant. Bob also shares 
insights from two dozen best-practices churches that have been guided by the New Tes-
tament’s vision of soul care. As a result, Equipping Biblical Counselors provides a practi-
cal framework that has both the breadth and depth needed by a congregation to make an 
impact for Christ in today’s world.

—Jeff Forrey, Senior Writer/Content Developer for Church Initiative 

If you are considering growing or establishing a biblical counseling ministry in your local 
church, Equipping Biblical Counselors is the first book I recommend. It has been person-
ally helpful as well as incredibly practical for the churches I do consulting and training for. 
Bob Kellemen provides a compelling vision and road map for creating a biblical counsel-
ing culture that fits your particular church. I hope this new, revised, and updated version 
will equip many more pastors, leaders, and churches for years to come! 

—Jason Kovacs, Executive Director, The Gospel Care Collective
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Foreword
Dr. Ron Allchin, Sherry Allchin, and Dr. Tim Allchin

As leaders in the biblical counseling movement, we have been amazed at increas-
ing opportunities to care for more people in more places than ever before. 

Effective discipleship in churches is shifting from discipleship systems to disciple-
ship conversations and personal care. Yet many churches feel uneasy about how to 
equip their church members to engage in effective discipleship conversations and 
personal care. Bob Kellemen’s Equipping Biblical Counselors addresses this gap as it 
helps church leaders care with competence, confidence, and compassion.

We are honored to write this foreword as a family because of the special friend-
ship and ministry partnership between the Allchin family and the Kellemen fam-
ily. Our relationship began when the teenage Bob started attending church youth 
meetings under the ministry of Pastor Ron and Sherry Allchin. While he was 
part of the youth group, Bob came to Christ and was discipled, then encouraged 
in his decision to pursue ministry leadership. Throughout the years, Ron and 
Sherry and Bob and his wife, Shirley, have enjoyed a friendship that has strength-
ened both couples. In recent years, Bob and Tim Allchin (Ron and Sherry’s son) 
have worked together on a number of projects to increase resources for churches 
looking to better equip leaders and to develop a culture of compassionate care. 
Both the Kellemens and the Allchins have devoted their ministries to equipping 
church leaders to effectively care and then to disciple others who will also care. 

Equipping Biblical Counselors imparts a practical, biblical, user-friendly 
approach to our shared passion that church leaders should intentionally equip 
lay leaders to engage in conversations that reflect the wisdom and heart of 
Christ. More and more churches are realizing they must be effective in coun-
seling if they are to be effective in discipleship. In the years since Bob wrote the 
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first edition of his book, much has rapidly changed in our world and and the 
church, with greater needs and thus greater opportunities. A pandemic, politi-
cal unrest, and changing worldviews challenge the church to have different dis-
cipleship conversations and to personalize the care offered. The message of the 
gospel hasn’t changed, nor has the need for redemption and reconciliation, but 
our conversations do change as we use Scripture to bring specific hope, com-
fort, and confrontation to a hurting world.

What makes this book unique is that it isn’t just another book about the 
merits or methodology of biblical counseling. Instead, this book equips lead-
ers with an intentional process, developing counseling teams that will care for 
others with competence, confidence, and compassion. Dr. Kellemen has mod-
eled each of these traits in the counseling conversations that have taken place 
in evangelical circles over the past few decades. He has networked with all the 
best leaders, learned from them, and compiled this volume that reflects the best 
practices of scores of biblical counseling ministries. 

COMPETENT COUNSELING MINISTRY

More than just another doctrine that the church should embrace, Dr. Kelle-
men has modeled a plan to develop competent counselors who succeed in help-
ing others gain godly perspectives and personal care. Biblical counseling needs 
to be more than just an idea. It must become a culture of care leading to care-
fully developed opportunities for the gospel to meet people in their moments 
of greatest need. Poor planning and execution will undermine a gospel witness. 
However, Bob’s book helps to avoid the most common mistakes that a church 
can make. Within this volume you will learn best practices from a leader who 
has developed teams, and who is sought after as a speaker and writer in helping 
churches increase their quality of care.

CONFIDENT COUNSELING MINISTRY

In recent years, there has been remarkable growth in the desire for churches 
to reclaim responsibility to offer Christ-centered counseling. However, we still 
are often asked the same questions about where to start. Reader, if you want to 
start equipping your people to counsel and care for one another effectively, then 
this book is for you. Most seminaries provide little practical counseling training 
and even less training on how to equip leaders and people to provide competent 



Foreword 13

care. Equipping Biblical Counselors guides you with a practical “how-to” that 
produces confidence in a biblical strategy that works. Each church is a body 
with unique gifts and experiences that were given by God to serve one another. 
However, many church members lack confidence in how to share their story 
and to walk with others through trials. This book equips you with the confi-
dence to equip others in how to counsel those in need. 

COMPASSIONATE COUNSELING MINISTRY

Bob’s growing influence among church leaders flows from his personal com-
passion and his desire to demonstrate the love needed for counselors to be most 
effective. While expertise is important, it falls on deaf ears without love, and facts 
alone rarely motivate others to act on the counsel they receive. Dr. Kellemen dem-
onstrates from both a biblical and research perspective why love and compassion 
make a major difference in the outcomes a counselor should expect. There are 
two extremes in counseling: 1) compassion without a commitment to the gospel 
and biblical wisdom, and 2) a so-called Christian commitment that treats those in 
need of help with little or no compassion. Bob’s writing and ministry both model 
how counseling the truth must be done with love and compassion. 

Nearly four decades ago, Ron and Sherry Allchin made an investment in the 
life of a young Bob Kellemen. In recent years, the mature Bob has encouraged 
and collaborated with Tim Allchin in developing resources for biblical coun-
seling leaders through the ministry of Biblical Counseling Center, where Tim 
is Executive Director. Bob has personally encouraged Tim and his family. As 
we all grow older, we often think about our life’s work and the impact we will 
leave behind for God’s glory. This book challenges leaders and their churches 
to be a community where disciple-makers are equipped to impact future gen-
erations. In a complex, chaotic, and hurting world, the opportunities for those 
who counsel with competence, confidence, and compassion are greater than 
ever before. Equipping Biblical Counselors will empower you to leave a legacy 
of impacting others for Christ by equipping future generations to do the same.

—Ron Allchin, DMin, Founder and Associate Director, 
Biblical Counseling Center, ACBC Fellow

—Sherry Allchin, MABC, Director of the Online School,  
Biblical Counseling Center

—Tim Allchin, DMin, Executive Director, Biblical Counseling Center





15

INTRODUCTION

Want to Change Lives?

During the early days of television, two shows dominated the airwaves. One 
aired on Tuesday nights and the other on Sunday evenings. Initially the more 

popular of the two shows was The Texaco Star Theatre hosted by Milton Berle. It 
was originally designed along the lines of an old-fashion vaudeville variety hour 
with a host highlighting half-a-dozen guests each week. However, little by little, 
Milton Berle became the star. As the format changed, the accent gradually focused 
increasingly on Berle himself. There were fewer guest acts, and Berle began to 
dominate each show. In just eight years, the show ran out of steam. No one per-
son is talented enough to carry any show, or any ministry, for more than a short time.

The other show, The Ed Sullivan Show, experienced a very different fate. If 
any show in the history of television could be called an institution, it would be 
The Ed Sullivan Show. Every Sunday night for more than two decades this show 
brought an incredible variety of entertainers into homes. Sullivan’s show con-
tinued as a major hit for fifteen years longer than Berle’s.

Unlike Milton Berle, Ed Sullivan never wavered from his original format. 
He was the host who called other people to center stage. Numerous performers 
made their television debut on his show: Walt Disney, the Beatles, Elvis Presley, 
Bob Hope, Dean Martin, and hundreds more. Though Ed Sullivan died soon 
after his show ended, his legacy outlives him.

ARE YOU LIKE MILTON BERLE OR ED SULLIVAN?

God calls Christian leaders to be like Ed Sullivan, not like Milton Berle. If 
we’re like Milton Berle, and the spotlight increasingly focuses on us and our 
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individual ministry, then biblically, we’re missing God’s mark as equippers. If 
we fail to focus on equipping, then we selfishly treat God’s people like children 
who have never grown up spiritually.

God wants us to be like Ed Sullivan—a host who calls others to center stage 
by equipping them to fulfill their calling. When we focus on equipping, we 
leave an other-centered legacy of loving leaders. Allow me to introduce you to 
several modern-day Ed Sullivan-like leaders. I’ve provided discipleship con-
sulting for each of these leaders, and they represent well the readers I picture as 
I write this book.

Pastor Eric is planting a church. He and the eight families ministering with 
him are passionate about launching a church where every member is equipped 
to speak the truth in love. They want biblical counseling to be the DNA of their 
congregation.

Jan has been a volunteer women’s ministry director in her church for more 
than a decade. She wants to train a dozen women in biblical counseling. She 
envisions some of them using their training to be more effective small-group 
leaders—relating truth to life. Others she foresees providing biblical counsel-
ing to the growing number of women who seek her help.

Randy and Monica serve together on a ministry launch team that’s so new 
they don’t have a ministry name yet. Randy is an elder, seminary student, and 
youth pastor; Monica is a volunteer ministry leader. The leadership team in 
their church of two hundred wants them to launch a counseling ministry. As 
Monica put it when she emailed me, “We don’t want another program. We 
want a ministry that saturates our whole church with equipped one-another 
ministers.”

John is the Senior Pastor of a large church, and his wife Rachel has two 
degrees in counseling. They called me to ask, “Bob, do you help churches to do 
course corrections and relaunches? Five years ago we tried to launch a biblical 
counseling ministry, but it was too program-focused. Could you help us figure 
out how to do it more relationally this time?”

I’ve written this book for people like Eric, Jan, Randy, Monica, John, and 
Rachel. People like you—pastors, ministry leaders, women’s ministry directors, 
elders, deacons, church planters, and students. I’ve written this book because 
I’m convinced that you want to be an Ed Sullivan, not a Milton Berle. I know 
that you are passionate about equipping God’s people for every-member min-
istry as disciple-makers—as biblical counselors. I want to be part of the process 
of equipping you to equip others (2 Timothy 2:2).
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THE 4E MINISTRY TRAINING STRATEGY

The people I consult with are hungry for a comprehensive, real-world 
approach to equipping God’s people for one-another ministry. Like you, they 
want to empower others for the personal ministry of the Word—as biblical 
counselors, caregivers, spiritual friends, elders, deacons, small-group leaders, 
disciplers, and mentors. Leaders want to change lives. However, for most leaders, 
the training process can seem overwhelming—vision casting confusion, change 
management struggles, recruiting headaches, quality of care matters, training 
material questions, supervisory difficulties, legal issues, and other legitimate, 
complex concerns often derail the equipping process.

My purpose in writing Equipping Biblical Counselors is to assist leaders like 
you in equipping people confidently, wisely, lovingly, and biblically. I want this 
book to be like a personal conversation with your private consultant—coming 
alongside you, walking step by step to equip you to fulfill your Ephesians 4:11–
16 calling to empower the body of Christ to change lives with Christ’s change-
less truth.

As I speak about one-another ministry, people share with me their rejection 
of the old model, where the pastoral staff hoarded the ministry. They’re clam-
oring to be unleashed and mobilized for the personal ministry of the Word. 
God’s people want to change lives. They care, but they feel ill-equipped to care 
like Christ. They know the Bible says they are competent to counsel (Romans 
15:14), but they also know that the Bible calls them to be equipped to speak the 
truth in love (Ephesians 4:11–16).

So my second purpose in writing is to launch a revolution in every-mem-
ber ministry. That’s why the subtitle of the book is A Guide to Discipling Believ-
ers for One-Another Ministry. I call this four-part discipleship process “The 4E 
Ministry Training Strategy” (see Figure I:1). 

FIGURE I:1

The 4E Ministry Training Strategy

	• Disciple-Making Strategy #1: Envisioning God’s Ministry

	• Disciple-Making Strategy #2: Enlisting God’s Ministers  
for Ministry
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	• Disciple-Making Strategy #3: Equipping Godly Ministers 
for Ministry

	• Disciple-Making Strategy #4: Empowering Godly Ministers 
for Ministry

These four disciple-making strategies offer you a twenty-first-century, best-
practice guide for Christ-centered, church-based, comprehensive, and compas-
sionate mobilization of the priesthood of all believers. They equip churches to 
become a congregation not simply with biblical counseling ministries, but of 
biblical counseling. My goal is not the production of yet another program. My 
goal is to promote a congregation-saturated mindset of every-member min-
istry—resulting in a congregation passionate about and equipped to make 
disciples.

Passing the Baton of Ministry

It’s a nice goal, right? But I know that you’ve “been there, done that.” You’ve 
heard the promises before. Lots of theoretical talk, but little practical, real-
world, biblical help. You’re tired of equipping approaches that promise much 
but deliver little. If you’re like the people I consult with, then you’re ready for an 
approach to equipping that is comprehensive, simple to implement, and rela-
tionship-oriented rather than program-focused.

Some equipping approaches are like straitjackets with a one-size-fits-all 
model. The 4E Ministry Training Strategy provides practical principles that 
you can personally, relationally, and uniquely apply in your specific ministry set-
ting. I’ve drawn these strategies not only from my experience in four churches, 
but also from two dozen best-practice churches with a wide diversity of eth-
nic, demographic, and denominational backgrounds. My goal is for you to be 
empowered to design a practical process for your ministry.

Some equipping approaches offer piecemeal advice that address aspects of 
equipping but lack a comprehensive strategy to move from launch to leaving a 
legacy of loving leaders. The 4E Ministry Training Strategy moves you through 
the four stages that every ministry launch must tackle to establish ministries 
built to last—envisioning, enlisting, equipping, and empowering. 

Like you, I dread seeing effort expended on programs that don’t launch or 
don’t last. This is why I’ve focused the past half century on answering questions 
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such as, How do we pass the baton of ministry? How do we effectively disciple 
the body of Christ for one-another ministry? How do we equip disciple-makers 
and biblical counselors?

After launching biblical counseling ministries in four significantly different 
churches, after three decades of training hundreds of pastors, counselors, and 
ministry leaders in the seminary setting, and after two decades of consulting 
with churches, I’m answering those questions in writing. To paint for you the 
big picture of the disciple-making skills this book will help you to hone, imag-
ine with me passing the ministry baton in a four-lap relay.

Lap One: Envisioning God’s Ministry—Core Values

I understand that some of you have spent countless hours in relatively unpro-
ductive vision catching/casting training. We’ll see why such sessions often fall 
short of producing lasting change. Chapter 1 shows how to saturate an entire 
congregation with a passion for equipping in one-another ministry. Chapters 2 
through 4 model how to facilitate relationship-building gatherings that excite 
people about mutually developing a powerful Mission, V ision, Passion, and 
Commission Statement (MVP-C Statement) that results in a practical minis-
try action plan. 

Here’s what you’ll learn in lap one: 

•	 How to jointly create church-wide and ministry-specific MVP-C State-
ments that nourish the compassion, conviction, and connection needed 
to launch flourishing training ministries. 

You’ll learn to discern if you’re running in the right direction—core values. It 
does no good to equip people for the wrong purposes for your church and com-
munity. That’s why we need to learn the ministry mindset shift that changes 
everything. It’s why we need clarity about God’s calling.

Lap Two: Enlisting God’s Ministers for Ministry— 
Connected People

I understand that some of you have launched ministries with great expec-
tations, but then experienced crushing resistance. Even the best-laid plans can 
face bumps in the road, and even the best prepared runners can stumble when 
jostled by other participants. Chapter 5 addresses this reality with strategies 
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that many training curriculums omit—relational change management (con-
sensus building) and biblical conflict resolution. I also understand that some of 
you have spent countless hours in relatively nonrelational recruiting. Chapter 
6 describes how to move from “panicked recruiting of warm bodies to a pro-
gram,” to relational enlisting of like-minded, committed servant-leaders con-
nected to a captivating vision. 

Here’s what you’ll learn in lap two: 

•	 How to mobilize ministers by nurturing a family and building a team 
prepared for change, skilled in conflict resolution, and connected to the 
MVP-C Statement. 

You’ll learn how to assure that the right people are running the right lap in 
the relay race—connected people. It does no good to launch a ministry if the 
congregation is not passionately involved. That’s why we need a connected 
congregation.

Lap Three: Equipping Godly Ministers for Ministry— 
Coached People

I understand that some of you have spent wasted hours in somewhat dis-
organized training. Chapters 7 through 10 demonstrate how to unite the “4Cs” 
of biblical equipping. These four chapters explain how to equip the head (con-
tent/truth), the heart (character/love), and the hands (competence/skills) in the 
context of the home (community/relationship).

Here’s what you’ll learn in lap three: 

•	 How to apply transformational training strategies that comprehensively 
address the 4Cs of biblical content, Christlike character, counseling 
competence, and Christian community. 

You’ll learn to ensure that every race participant is a skilled runner—coached 
people. It does no good, and potentially much harm, to send ill-equipped peo-
ple into the personal ministry of the Word. That’s why we need clear biblical 
counseling equipping goals, objectives, curriculum, materials, strategies, and 
methods.
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Lap Four: Empowering Godly Ministers for Ministry—
Comprehensive Strategy

I understand that some of you experience a negative reaction to words like 
“organizing,” “administrating,” and “programs.” It all sounds—and often is—
so nonrelational. I get it. That’s why chapters 11 and 12 map out organizing the 
organism and administrating the ministry. These chapters equip you for rela-
tional leadership that leaves a legacy of loving leaders.

Here’s what you’ll learn in lap four:

•	 How to oversee the ongoing organizing of the organism for God’s glory 
by leading ministries that are built to last, that grow from good to great, 
and that leave a legacy of loving leaders. 

You’ll learn to discern if the runners are running on all cylinders—compre-
hensive strategy. It does no good and wastes valuable time to envision, enlist, 
and equip, only to stop short of the ongoing administering of the ministry. You 
have these trained folks, now what do you do with them? How do you equip 
people in a caring way that builds community? How do you become a commu-
nity as you impact your community?

“THESE ARE YOUR GRANDBABIES!”

Sister Ellen Barney is the First Lady (Senior Pastor’s wife) of a large, predom-
inantly African American church near Baltimore, Maryland. She has imple-
mented the 4E Ministry Training Strategy for two decades to equip over a 
thousand women in her LEAD (Life Encouragers And Disciplers) Ministry.

They do it up big! Their graduation ceremonies are better than those of 
many colleges. I remember the first time Sister Ellen invited me to be their 
commencement speaker. As she introduced me, she looked over the crowd 
of more than fifty graduates and said, “These are your grandbabies, Dr. Kelle-
men! You trained me and I trained them!” Now, years later, as Sister Ellen has 
trained trainers who train others, she tells me, “Dr. Kellemen, these are your 
great-great-grandbabies!”

Do you want to be a spiritual grandparent—discipling disciple-makers? 
Do you want to pass the baton of ministry? Do you want to change lives? Keep 
reading.





PART 1

ENVISIONING 
GOD’S MINISTRY
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Envisioning

When our daughter, Marie, was young, we played How Much Do I Love You? 
I’d say, “I love you as big as this room.” Marie would respond, “I love you 

as big as this house.” I’d answer back, “I love you as big as this city!” Marie would 
counter, “I love you as big as the world!” Not to be topped, I’d reply, “I love you 
as big as the solar system!” Marie would top even that with “I love you as big as 
the universe!”

When most people think about vision, they think too small. They focus on 
church-specific or ministry-specific vision. Those are vital areas of focus, and 
we’ll learn together how to develop them biblically. But we’re going to start big-
ger than that—much bigger—universal. Before you can catch God’s vision for 
a church or ministry area, you have to be caught by God’s grand vision for the 
church. So we’ll launch Part One with the ministry mindset shift that changes 
everything: More Than Counseling: Catching God’s Vision for the Entire Church.

Then you’re ready to do envisioning work, right? Close, but not quite. Before 
you can catch God’s vision for your specific church or ministry area, you need 
to know where you’ve been and where you are now. Vision points to the future, 
but to pursue a better future, you have to know your history and your current 
culture. So chapter 2 focuses on Examining Heart Health: Diagnosing Congre-
gational and Community Fitness.

Once you have caught God’s vision for the church and examined the past 
and current state of your church and community, then you’re ready to catch 
God’s vision for your specific congregation. Thus, chapter 3 explores Dream-
ing God’s Dream: Becoming an MVP-C Congregation. Here you’ll learn what and 
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why: what a Mission, V ision, Passion, and Commission Statement (MVP-C) 
is, and why it is so vital to develop one.

Biblical principles must lead to practical plans that work in the real world of 
church life. This is why chapter 4 guides you step by step through the how to of 
Living God’s Calling: Jointly Crafting Your Biblical Counseling MVP-C Statement.

I’m a coach and teacher at heart. Coaches and teachers love concrete, mea-
surable objectives. In the classroom, I call them SOLOs: Student-Oriented 
Learning Objectives. For this book I label them ROLOs: Reader-Oriented 
Learning Objectives. Through your active reading and application of these first 
four chapters, you’ll be equipped to

•	 Be a catalyst for a congregation-saturated shift to the ministry 
mindset that changes everything—every member a disciple-maker 
(chapter 1).

•	 Be a spiritual cardiologist who diagnoses the heart health of your 
congregation and community, to establish a baseline for envision-
ing God’s future dream (chapter 2).

•	 Champion the biblical meaning of and necessity for jointly craft-
ing congregation-wide and ministry-specific MVP-C Statements 
(chapter 3).

•	 Guide your biblical counseling ministry team collaboratively in 
crafting a ministry-specific MVP-C Statement (chapter 4).

How big does God love you in Christ? Bigger than the universe! Because he 
does, he has given you his Word so you can be captivated by his universal vision 
for his church. Join me in chapter 1 as we learn about Christ’s grand vision for 
his Bride.
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1

More Than Counseling
Catching God’s Vision for the Entire Church

With our attendance of 275 people, ours was an average-size church, at least 
in the megachurch culture of the day. But because our church served an 

infinite God and tenaciously pursued a giant vision for every-member ministry, 
we were significant in God’s eyes. Perhaps that’s why, in his affectionate sover-
eignty, he called us to face a significant situation.

At first glance, Steve and Alexis were the all-American couple living the Ameri-
can dream. Married more than two decades, three teen children who would make 
any parent proud, great jobs, beautiful home, active in their previous church…

But look beneath the surface and you would see another story, as I did 
the day that their oldest son, Eric, knocked on my office door. Hesitantly, he 
unfolded a family narrative that shared how their American dream had become 
a family nightmare. The dad was angry, controlling, verbally abusive to the chil-
dren, and intimidating to his wife. The mom was fearful, in denial, and strug-
gling with anxiety. One child was struggling with depression. Infidelity had 
previously rocked the family. 

BECOMING A CHURCH THAT CARES

An average-size congregation, surely we did not have the resources to meet 
such an immense and complicated crisis, right? A church our size should imme-
diately refer them to an outside counselor, right? 

There was nothing small or average about this problem. If most churches 
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and Christians are honest, there is nothing that unusual about the problem 
either. Filled with sin and suffering, yes; out of the norm, no. By God’s grace, 
there was nothing small or average about our response because there had been 
nothing small or average about our proactive, congregation-wide preparation for 
such messy, real-life issues.

From the day I first candidated to be Senior Pastor, I asked God to help us 
change the ministry mindset from small church, pastor-centered (the Milton 
Berle church) to big God, equipping-focused (the Ed Sullivan church). To com-
municate this shift in perspective, I declined the title Senior Pastor, choosing 
instead the clunky but more descriptive title Congregational Discipleship Pas-
tor. That didn’t mean that I would disciple everyone. It did mean my main call-
ing was to oversee that we discipled every member.

This was the reason that two short but intense and active years later, an 
entire congregation was prepared to unite as a team, a family, and as the body of 
Christ to minister to this young man, his parents, and siblings. Even before Eric 
walked out of my office, biblical, relational, relevant plans were in place to begin 
addressing not only the immediate crisis, but also the ongoing heart issues. Our 

“average” church had learned the awesome lesson about how to change lives with 
Christ’s changeless truth. Together, we caught and cast the vision of the priest-
hood of every believer—not as some academic idea, but as our biblical calling.

We understood that pastoral care is not just what the pastor does, but what 
every member is equipped to offer. With my education—ThM in Biblical 
Counseling and PhD in Counselor Education—I could have (unwisely) tried 
to handle this on my own. Instead, we responded as a united family to minis-
ter Christ-centered help to this family.

Because there were accusations of verbal abuse and threatening behavior, 
we contacted the proper authorities, worked through the proper channels, and 
worked out a plan for the father to stay for a period of time in the home of a 
family in our church—a family equipped to minister biblically and lovingly. 
Our Iron Sharpeners men’s ministry provided Steve with love—tough love. Our 
women’s ministry became a haven for Alexis.

Steve met with me for formal biblical counseling (while a trainee partici-
pated in our sessions). One female biblical counselor met with Eric’s younger 
sister in a mentoring relationship, and another met for formal biblical counsel-
ing with Alexis. One of our elders began an informal but intensive mentoring 
relationship with Eric. One of our deacons began the same with Eric’s younger 
brother. After Steve began to evidence repentance and ongoing changed 
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behavior, I met with him and Alexis for formal biblical marriage counseling 
(again with a trainee present). Still later, our Women’s Ministry Director and I 
met with the entire family for counseling. 

We understood that biblical counseling is not simply a ministry of a few in 
one corner of the church, but a mindset of an entire congregation that the Bible 
is sufficient for every life issue. With our active LEAD (Life Encouragers And 
Disciplers) group of trained biblical counselors, we could have (unwisely) tried 
to handle this within the confines of the biblical counseling ministry. Instead, 
we responded as an equipped congregation to minister to this family.

It took a congregation. It took both formal biblical counseling and informal 
one-another ministry. Both emphasized the personal ministry of the Word where 
members spoke and lived God’s truth into the lives of this family. We understood 
that one-another ministry is not just shallow chitchat reserved for the “easy stuff,” 
but a biblical vision for the entire church for all of life. With our connections 
with licensed Christian counselors in the community, we could have referred 
this family to outside professionals and assumed that our only roles were to pray 
and hug (both essential callings). Instead, we ministered comprehensively to this 
family as the unified body of Christ. (Of course, we communicated with outside 
authorities about abuse, conferred with experts on abuse-related issues, and we 
consulted with medical personnel about depression and anxiety.)

The ongoing, intensive, intimate, biblical response of our church exemplifies 
the purpose of this book. I want to help your church become a place not simply 
with a biblical counseling ministry, but of biblical counseling. You don’t need 
another program. You want a congregation saturated by the vision of every-
member ministry and equipped to offer one-another ministry. Even more, you 
want a congregation where every member is a disciple-maker.

EVERY MEMBER A DISCIPLE-MAKER

It’s in to talk about every member being a minister. I agree. However, I don’t 
think the language of every member a minister goes far enough. My passion, 
and most importantly, God’s passion, focuses on every member becoming a dis-
ciple-maker. That ministry mindset shift changes everything.

Every member a disciple-maker explains the title of this chapter: More Than 
Counseling. Biblical counseling is vital—it’s my life calling. Launching biblical 
counseling ministries is important—you’ll learn how to do that in this book. You 
won’t learn less than that; however, you will learn more than that—much more.
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The 4E Ministry Training Strategy is an application of Paul’s admonition 
in 2 Timothy 2:2 to pass the baton of ministry. “The things you have heard me 
say in the presence of many witnesses entrust to reliable people who will also be 
qualified to teach others.” It’s the Ed Sullivan church.

“Teach” is the same Greek word Jesus chose to use in the Great Commission 
in Matthew 28:20. The word implies much more than academic knowledge. 
Instead, it embodies the 4Cs of disciple-making that we’ll learn throughout 
this book:

•	 Biblical Content/Conviction

•	 Christlike Character

•	 Counseling Competence

•	 Christian Community

In order to help Steve, Alexis, and their family—especially to help them not 
only in a reactive crisis mode but also in a proactive discipleship mode—our 
congregation needed 4E equipping for 4C ministry. That’s exactly what you are 
about to learn in this book—how to make disciple-makers. This chapter equips 
you to become a catalyst who spurs your congregation to catch God’s vision for 
every-member disciple-making.

The Big Picture: The End Goal—Transformed People

The end goal of this book and of all church ministry is not to launch a bib-
lical counseling ministry. The end goal is transformed people—people trans-
formed into the image of Christ. Remember this core theme:

•	 A relationship with the transforming Person (Christ)

•	 produces transforming leaders (you and your team)

•	 who relationally lead a transforming process (the 4Es)

•	 that the Spirit uses in transforming your church  
(the body of Christ)

•	 so others (the congregation and community) are also  
transformed into disciple-makers. 
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My vision is to equip you to build an equipping culture. God’s fundamental 
vision for church growth focuses on every member speaking the truth in love 
to one another in every situation. That’s it. Get that and you get this chapter—
you get God’s purpose for his body today.

It’s everywhere. It’s in Ephesians 4:11–16; Ephesians 5:19; Colossians 3:16; 
Romans 15:14; Hebrews 3:12–13; Hebrews 10:24–25; Philippians 1:9–11; 
1 Thessalonians 2:8; 2 Timothy 2:2; Matthew 22:34–40 with Matthew 28:16–
20. God’s end goal is for every member to be a disciple-maker who speaks and 
lives gospel truth in love to help every member grow in content, character, com-
petence, and community.

We have wrongly defined biblical counseling so that it’s about solving prob-
lems. We’ve made it a subset of discipleship focused on reactive work with per-
sons struggling with sin. Instead, we should think of biblical counseling as 
another word for comprehensive personal discipleship. Biblical counseling is 
focused one-another ministry designed to fulfill the Great Commandment and 
the Great Commission.

We don’t want to create the ministry mindset where the only way people can 
relate to one another is by discussing their problems. The goal is to move peo-
ple forward in Christlikeness whether or not they are facing specific crisis prob-
lems. We need a definition of biblical counseling that encompasses all of life:

Christ-centered, church-based, comprehensive, and compassionate 
biblical counseling depends upon the Holy Spirit to relate God’s 
Word to suffering and sin by speaking and living God’s truth in love 
to equip people to love God and one another (Matthew 22:35–40). 
It cultivates conformity to Christ and communion with Christ and 
the body of Christ leading to a community of one-another disciple-
makers (Matthew 28:18–20).

I love biblical counseling, but we can’t see it as a ministry of a few people to 
a few “unhealthy” people. Biblical counseling is the calling of all God’s people 
all the time because we are all striving to grow in Christ all the time.

Does that mean we shouldn’t launch local church counseling ministries? 
Not at all. There is nothing unbiblical about people with a special gifting and 
a special passion wanting to focus their ministry energy on biblical counseling. 
Just like there is nothing unbiblical about some folks in a church taking exten-
sive training in evangelism. Does that mean that only the “evangelism folks” 
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are called to share their faith? Of course not. We want a church of evangelists 
where everyone is passionate about and equipped to share their faith, even if we 
have members who focus more time on evangelism. In the same way, we want a 
church of biblical counseling where everyone is passionate about and equipped 
to speak the truth in love, even if we have some within the church who focus 
more time on biblical counseling. This book helps you with both goals.

In my ministry as a pastor in four churches and in my consulting ministry, 
I try to use simple language to identify this both/and idea of equipping every 
member for one-another disciple-making and equipping some members for 
biblical counseling. I call every-member ministry the Informal Model. Through-
out this chapter and book you’ll gain practical insight into how to saturate your 
congregation with passion for and equipping in every-member disciple-making 
through the informal model. You will also be trained to envision, enlist, equip, 
and empower biblical counselors—the Formal Model.

Disciple-Making Champions

As part of my best-practice research, I surveyed two dozen cutting-edge 
churches that equip their people to speak the truth in love. Throughout each 
chapter we’ll hear from these Disciple-Making Champions. First up, two pas-
tors from Faith Church who model a church of biblical counseling. 

DISCIPLE-MAKING CHAMPIONS

Steve Viars, Senior Pastor; Rob Green, 
Counseling Pastor, Faith Church

Steve Viars and Rob Green are just two of the many leaders of the 
biblical counseling ministry at Faith Church in Lafayette, Indiana. At 
Faith, you find no discrepancy between what happens in the pulpit, 
what occurs in formal biblical counseling sessions, and what tran-
spires in informal spiritual conversations. Steve and Rob observe,

“Our goal is to be a church of biblical counseling—we want these 
truths to permeate everything we do. Call it counseling; call it spe-
cialized discipleship. We want to be a progressive sanctification 
machine, a discipleship factory. We want people growing and 
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changing where God’s Word and Spirit make each of us more 
like Christ through careful attention to the inner person. The goal 
of our biblical counseling training, just like the goal of all our min-
istries, is to glorify God by winning people to Christ (for unsaved 
counselees) and equipping them to be more faithful disciples (for 
saved counselees).”

Pastor Bill Goode, the senior pastor who preceded Pastor Viars and 
who launched Faith’s Biblical Counseling Ministry, clung to the same 
vision. He says, 

“The local church is a counseling ministry. The question is not, 
Should Christians counsel each other? because they already are. 
Most Christians are ministering to one another on a personal 
basis. So the questions are, What kind of counseling is offered? 
How effective is the ministry? Do people have confidence that 
God’s Word has answers to daily life problems?”

The Big Question: The End Game—Disciple-Makers

When we understand the big picture, then we’re prepared to ask the big 
questions—the right questions:

•	 How do we make disciple-makers?

•	 How do we leave a legacy of loving leaders?

•	 How do we encourage our congregation to catch God’s vision for 
every member a disciple-maker?

It’s when we ask and answer these big-picture questions that we’re best pre-
pared to ask the more specific questions related to equipping biblical counsel-
ors for one-another ministry:

•	 How do we effectively disciple the body of Christ for one-another 
ministry in the church and community?

•	 How do we prepare people for the personal ministry of the Word?

•	 What is God’s strategy for preparing a congregation to speak the 
truth in love to one another?
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I asked you the biggest of big questions in the introduction: Want to change 
lives? There’s nothing more life-changing than discipling disciple-makers, pass-
ing the baton of ministry, and leaving a legacy of loving leaders.

This was our goal in ministering to Steve and Alexis. Not only is their mar-
riage united and glorifying Christ, not only is their parenting (of their now-
young-adult children) vibrant, they are discipling other disciple-makers. They 
not only made it through their family crisis, but they became disciple-makers 
as a result of moving through their crisis with Christ and the body of Christ.

THE PERSONAL MINISTRY OF THE 
WORD: SEVEN CHURCH STYLES

Sometimes when I train pastors I receive some pushback. It typically goes 
something like this: “I do my counseling from the pulpit. People don’t need 
anything but the preached Word.”

Having been a Senior Pastor, and rarely having given up the pulpit, I don’t 
take issue with any pastor who is passionate about the pulpit ministry of the 
Word. I do take issue with anyone who pits the pulpit ministry of the Word 
against the personal ministry of the Word.

All biblical ministry should involve speaking the truth in love. That should 
be done from the pulpit to the crowd through an equipped person fully focused 
and prepared to relate God’s truth to people’s lives—the pulpit ministry of the 
Word. Speaking the truth in love also should be done one-to-one and in small 
groups, both formally and informally, as members of the body of Christ change 
lives with Christ’s changeless truth—the personal ministry of the Word. 

If we want a church of biblical counseling where everything is saturated with 
the conviction that God’s Word is sufficient for all of life, then pulpit ministry 
and personal ministry must remain in harmony. Knowing how personal needs 
are met in typical churches helps us to compare and contrast these models with 
God’s vision for his church.

1. The Staff Model

When a church member has a “problem,” many churches respond to that 
person through the staff model, where the main caregiver is one of the pastors. 
This approach uses the classic pastoral care model where the pastor marries and 
buries, ministering from cradle to casket, in the home and in the hospital. The 
pastor typically focuses in a reactive way on crisis needs.
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A potential strength of this model is that theoretically, you have well-trained 
caregivers. Unfortunately, very few pastors believe they have received effective 
training in the personal ministry of the Word. There are major weaknesses in 
this approach, including pastoral burnout and the pastor monopolizing the 
ministry (the Milton Berle church). Also, the majority of members are not min-
istered to because the focus is on the unhealthy person in crisis. People learn that 
if they want the pastor’s attention, they had better have a problem. As a church 
grows, there is no way for one person (or even a staff of people) to minister to 
the entire congregation.

2. The Shepherding Model

Because the staff model can’t work as churches grow, other churches imple-
ment the shepherding model. In this approach, the primary caregivers are dea-
cons, deaconesses, elders, ministry of mercy team members, shut-in teams, and 
visitation teams. Typically the ministry occurs on a regular but infrequent basis 
as the focus is on “touching base” so no one “falls through the cracks.”

Strengths of this method include many members having a ministry, every 
member having a minister, and no one being isolated. Weaknesses include resis-
tance to being assigned to a group, since this model is often based on geography 
rather than natural relationships. Additionally, the team members may burn 
out, drop out, or drop the ball. At times, training is inadequate and nonexistent.

3. The Small-Group Model

Since intimacy and frequency are often missing in the shepherding model, 
many churches use the small-group model as their primary vehicle for meeting 
personal needs. Here, the caregiver is the small-group leader and hopefully each 
small-group member. Methods vary since small group ministries have a myr-
iad of philosophies. The frequency of care typically involves weekly to monthly 
connection on an ongoing basis, sometimes being time-limited.

There are numerous strengths to this model when it is run well. Many mem-
bers are ministered to and many members can have a ministry. Close rela-
tionships can develop and spontaneous need-meeting often occurs. There 
are, however, weaknesses in this model. Those not in small groups (in many 
churches at least 50 percent of the congregation) fall through the cracks. Unfor-
tunately, many churches provide little equipping in small-group leadership—
especially in the personal ministry of the Word of speaking the truth in love.
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4. The Sunday School Model

Larger churches often institute adult Sunday school classes frequently known 
as Adult Bible Fellowships (ABFs). These ABFs become mini-congregations 
within the congregation. The caregiver in this Sunday school model is the ABF 
teacher, or the ABF care-group leader(s). The focus is on crisis need-meeting, 
plus semiregular touching base, as well as periodic social/fellowship gatherings.

There are several strengths in this approach. Many members have a min-
istry and many are ministered to. No one in the ABFs falls through the  
cracks. Weaknesses include the tendency of those not in ABFs to fall through 
the cracks, along with the possibility of untrained caregivers, few counseling 
needs being met, and ministers burning out and dropping out.

5. The Specialist Model

Some churches, especially with “hard cases,” select the specialist model. In this 
method the caregiver, if inside the church, is the pastoral counselor or lay coun-
selor. If outside the church, the caregiver is the parachurch biblical counselor, 
licensed Christian counselor, or Christian psychologist. The focus is on crisis need-
meeting and ongoing counseling with scheduled appointments for primary care.

Theoretically, the strengths include well-trained caregivers offering intensive 
help for intense life issues. If inside the church, weaknesses include a profession-
alized and specialized model of ministry, counselors who are not fully equipped, 
and few members ministering. If referred out, weaknesses include the potential 
that the care is secular, or Christian care that is not biblically based. Also, the role 
of the church as a discipling community is minimized. At best, this model results 
in a church with biblical counseling, but it is not a church of biblical counseling.

6. The Spontaneous Model

In reaction to the professionalized approach, many churches follow the spon-
taneous model. In this method, theoretically, every member cares intimately for 
a few other members. The methods include an Acts 2 spontaneous combustion 
model aided by a passion for connection built into the preaching, the vision 
statement, and the hearts of members. The focus is on the holistic care of mem-
bers as found in Acts 2:42–47. Ideally, the frequency of one-another care is daily 
as needs are perceived and shared.

The strengths are obvious: the model is biblically based and involves Holy 
Spirit-empowered reciprocal one-another ministry of every member. However, 
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in actuality, often only the deeply connected are cared for. Additionally, this 
model often minimizes training because it lacks a focus on “organizing the 
organism.” At best, this model results in a church of one-another ministry, but 
it is not always a church with biblical enlisting, equipping, and empowering.

7. The Scripture-Only Model

Other churches react against a therapeutic culture and decide to follow a 
Scripture-only model. Picture this as the pulpit ministry of the Word minus the 
personal ministry of the Word. The method involves little structured means 
for caregiving and need-meeting, with the assumption that the truth preached 
from the pulpit provides all the biblical counseling necessary, and motivates the 
body equipped by the pulpit to minister to one another. The focus typically is 
upon doctrinal correctness and depth.

There are obvious strengths to this model. Truth is preached. Doctrine is 
learned. There are also weaknesses. The personal ministry of the Word is de-
emphasized, and if it happens at all, the caregivers are often ill-equipped to 
translate truth to life. They know truth, but they don’t know how to bridge the 
truth-life gap. At times, the staunch preaching of doctrine can lead to a mood 
of truth trumping love, of head over heart.

The Biblical Plumb Line

As you reflect on these seven styles of meeting congregational needs, which 
do you value? As you ponder your church, which methods does it blend 
together? How well do the people function?

My objective in presenting this overview is not to dissuade you from imple-
menting any of these models. Many have real value. My purpose is to encourage 
you to evaluate each model using Ephesians 4:11–16 as your biblical plumb line.

My goal is to urge you to use a 4E strategy when you implement any of these 
models. In my ministry experience, research, and consulting, very few of these 
models apply a comprehensive envisioning, enlisting, equipping, and empowering 
philosophy to ensure that the model is biblically sound and practically effective.

My aim is to highlight how most of these ministry models fail the “both/
and” test. They rarely include both the pulpit ministry of the Word and the 
personal ministry of the Word; both truth and love; both the formal and infor-
mal modes of speaking the truth in love; both pastors-teachers equipping the 
body and the body doing works of service; and they rarely include the vision of 
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a church of and a church with biblical counseling. They lack a comprehensive 
approach to training God’s people.

Most importantly, none of these models highlight or effectively result in 
making disciple-makers. Most focus on meeting personal needs—not a bad 
aim, but not God’s ultimate vision. Others focus on caregiving and some on 
every member a minister—but not on every member a disciple-maker. Even 
the Scripture model, which seeks to prioritize making deep disciples, follows a 
model that will not result in equipped disciple-makers. Telling truth does not 
produce 4C disciple-makers. Part 3 on equipping describes the type of training 
that best produces disciple-makers who are complete in knowledge (content/
conviction), full of goodness (character), and competent to counsel (compe-
tence) one another (community).

GOD’S GRAND VISION FOR HIS CHURCH:  
EPHESIANS 4:11–16

In Ephesians 4:11–16, Paul highlights the Bible’s most powerful, focused 
vision statement for the church. This passage offers God’s ministry description 
for church leaders and for every member. By distilling the essence of God’s call, 
his vision captures our imagination and motivates the shift in ministry mind-
set that changes everything.

The Résumé of Pastors

Most pastoral search committees would be thrilled to read a candidate’s 
résumé that demonstrated the ability to preach, counsel, and administrate. 
Most seminaries would be delighted if graduate exit interviews indicated that 
pastoral ministry students perceived that their seminary training had equipped 
them for preaching, counseling, and administrating. Being equipped to do the 
work of the ministry seems to be everyone’s ideal goal for church leaders.

Everyone but Christ. His pastoral ministry description demands the ability to 
equip others to do the work of the ministry. If seminaries followed Christ’s vision 
for pastoral ministry, they would focus on training trainers. If pastoral search com-
mittees desired in a pastor what Christ desires, they would throw out every résumé 
that failed to emphasize experience in and passion for equipping the saints.

You would think we would listen to the head of the church. Paul spends the 
chapters and verses leading up to Ephesians 4:11–16 showing why Christ has 
the right to write the pastor-teacher’s ministry description.
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•	 He is our Redeemer in whom our full salvation is complete (1:1–14). 
We should surrender to his will for his redeemed people.

•	 He is seated at God’s right hand ruling over everything with all 
authority, appointed the Head over everything for the church 
(1:15–23). We should follow his directives for the church.

•	 We are his workmanship, created in Christ to do the beautiful work 
prepared for us from all eternity (2:1–10). We should want to know 
what he prepared pastors and people for.

•	 He is the chief cornerstone upon whom the whole building (the 
church) is being built (2:11–22). We should follow his architectural 
drawings for the church.

•	 He is the revelation of God’s grace toward which all time and eter-
nity have been moving (3:1–14). We should yield to his infinite wis-
dom for his people.

•	 His love for us surpasses all knowledge (3:15–21). We should sub-
mit to his calling on our lives.

•	 He ascended higher than all the heavens in order to fill the whole 
universe (4:1–10). We should listen to the Creator, Sustainer, and 
Ruler of the universe.

Pastoral Ministry Mindset Shift That Changes Everything:  
Every Pastor an Equipper of Equippers

Instead, we listen to modern church culture that screams, “The pastor is 
the preacher, caregiver, and CEO!” It’s time for us to listen to the head of the 
church. “So Christ himself gave the apostles, the prophets, the evangelists, the 
pastors and teachers, to equip his people for works of service” (Ephesians 4:11–
12). Christ’s grand plan for his church is for pastors/teachers to focus on equipping 
every member to do the work of the ministry. 

Under the Spirit’s inspiration, Paul launches verse 12 with a tiny Greek word 
(pros) translated by an even smaller English word (“to”) with giant meaning: with 
the conscious purpose of, in order for, for the sake of, with a view to. The word 
indicates the future aim and ultimate goal of a current action. That is, by defini-
tion, a vision statement—Christ’s grand vision statement for every pastor/teacher.
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What is the future view, the future vision for which Christ sovereignly gave 
his church pastors and teachers? Paul says it succinctly: “To equip his people for 
works of service.” These eight words must be every church leader’s reason for 
existence.

One central word—“equip”—must capture every leader’s passion for min-
istry. “Equip” comes from the word for artist or craftsman. Local church leader, 
your special craft, your opus, is people, prepared people, disciple-makers. Your 
spiritual craft or gift is to help others scout out their spiritual gift, identify that 
area of ministry, and empower them to use that gift.

In Paul’s day, people used “equip” in the context of conditioning an athlete. 
Local church leader, you are a spiritual conditioning coach. Your job is not to 
play all the positions on the team, but to coach every player on the team, to 
strengthen their spiritual condition so they are able to do works of service. This 
fits perfectly with how Paul uses the word “equip”—to train someone so they 
are fully fit and mature enough to complete their calling. The leader’s calling is 
to help God’s people fulfill their calling.

These weren’t just words for Paul. He made producing disciple-makers 
his personal ministry description—Colossians 1:28–29. He made equipping 
equippers his personal ministry practice—Acts 20:13–38. Christ’s grand vision 
so captured Paul’s ministry mindset that at the end of his life he passed onto 
Timothy the vision of equipping equippers of equippers—2 Timothy 2:2. The 
baton of equipping passed from Christ’s hands, to Paul’s hands, to Timothy’s 
hands, to the hands of reliable disciple-makers who passed it on yet again.

Let’s not drop the baton. Let’s keep Christ’s grand vision alive and moving 
into the future.

Yes, But

Some may ask, “Are you saying that pastors should not preach the Word, 
counsel, and administrate?” Not at all. Christ, the head of the church, has writ-
ten the primary ministry description for all pastors. Pastors should equip equip-
pers for the work of the ministry. Within this overriding calling, pastors can 
preach, counsel, and administrate.

When I was a Senior Pastor, when I preached, I asked myself, How does this 
message further my calling to be a catalyst for equipping the saints for the work of 
ministry? As a player-coach, when I counseled, I had trainees in the room with 
me. When I visited the hospital, I took apprentices with me. My goal wasn’t 
to be the church’s primary caregiver, but to equip a church of caregivers. In my 
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administrative role, I sought to oversee the equipping of every member. Yes, I 
preached, counseled, and administrated—always within the context of Christ’s 
grand vision for the church, which is the pastor as the equipper of equippers.

You may be thinking, I’m with you 100 percent. I’m not an ordained pastor, 
although I am a recognized, active ministry leader in my church. How should I 
apply these truths? Ephesians 4:11–12 provides the ministry description for all 
those raised up for church leadership. If you are the small-group director, ask, 

“How can I orchestrate all our small-group leaders and members to be discipled 
to speak the truth in love?” If you are the women’s ministry director, ask, “How 
can I fulfill Christ’s call for me to equip women to equip others?”

The Résumé of the People of God

Sadly, in too many churches, the people of God are second-class citizens 
when it comes to the work of ministry. If a layperson makes a hospital visit, 
that’s okay, but the patient will ask, “Where’s my pastor?” Christ’s vision is so 
different. Pastors and teachers serve the people so God’s people can serve the congre-
gation and community. Far too many laypeople are recruited to fill a position 
and fill a need, but not to fulfill a calling.

Paul’s phrase “works of service” elevates the ministry of God’s people. 
“Works” has a sense of divine calling and meaningful purpose. We could trans-
late it as vocation and mission. The Bible uses it to describe God’s creative work. 
God the Creator commissions us for creative, zealous, purposeful work—work 
that glorifies him as we serve one another.

Paul’s word for “service” highlights personal service rather than serving for 
wages, serving as a slave. It involves love in action through sacrificial ministry 
modeled after Christ’s sacrifice. Christ calls his people to creative, purposeful, 
meaningful, sacrificial, personal ministry to one another in his name. In the 
context of Ephesians 4:11–16, that work is nothing less than producing disci-
ple-makers through the personal ministry of the Word.

Member Ministry Mindset Shift That Changes Everything:  
Every Member a Disciple-Maker

When leaders and members fulfill their purposes together, the body of 
Christ builds itself up in two specific, cohesive ways: doctrinal unity and spiri-
tual maturity (Ephesians 4:12–13). When a congregation knows the truth not 
just academically but personally, their love abounds in knowledge and depth of 
insight (Philippians 1:9–11).
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We often miss the vital real-life, how-to application of every-member disci-
ple-making that Paul embeds in this text. How does the church come to unity 
and maturity? Exactly what are pastors equipping people to do? Specifically how 
do members do the work of the ministry?

Paul answers in this way: by “speaking the truth in love” we grow up in Christ 
(Ephesians 4:15). Every word in this passage funnels toward this remarkable phrase 
“speaking the truth in love.” Christ’s grand plan for his church is for every member to 
be a disciple-maker by speaking and living gospel truth to one another in love.

Paul selects an unusual Greek word that we often translate as “speaking the 
truth.” We should translate it as living the truth. We might even coin the term 

“truthing.” Paul likely had in mind Psalm 15, where the psalmist asks, “Who 
may dwell in your sacred tent?” (verse 1). He answers, “The one whose walk 
is blameless, who does what is righteous, who speaks the truth from their heart” 
(verse 2). Who can serve in God’s sanctuary, the church? The one who embod-
ies truth in relationships.

The word for “truthing” that Paul uses means transparent, truthful, genuine, 
authentic, reliable, sincere. It describes the person who ministers from a heart of 
integrity and Christlike, grace-oriented love. It pictures the person whose rela-
tional style is transparent and trustworthy. The tense and context indicates that 
the body of Christ should continually, actively, and collectively embody truth in 
love as it walks together in intimate, vulnerable connection. In one word, Paul 
combines content, character, and competence shared in community!

While the word for “truthing” means more than speaking, it does not mean 
less than speaking. While it means more than sheer factual content, it does not 
mean less than the gospel fully applied. Paul uses the same word in Galatians 
4:16. There he is speaking of preaching, teaching, and communicating the truth 
of the gospel of Christ’s grace (salvation) applied to daily growth in Christ (pro-
gressive sanctification).

The Personal Ministry of the Word

Combine Galatians 4:16 with Ephesians 4:16, both in context, and we find 
an amazing description of gospel-centered biblical counseling—of the personal 
ministry of the Word. Speaking the truth involves the following:

Communicating gospel truth about grace-focused sanctification in 
word, thought, and action through one-another relationships that 
have integrity, genuineness, authenticity, transparency, and reliability, 
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done in love to promote the unity and maturity of the body of Christ 
for the ultimate purpose of displaying the glory of Christ’s grace.

The normal agenda and priority of every Christian is to make disciple-
makers. Christ’s training strategy for disciple-making is pastors and teachers 
equipping every member to embody the truth in love through the personal 
ministry of the Word—biblical counseling.

What happens when leaders focus on equipping God’s people to make dis-
ciple-makers through the personal ministry of the Word by speaking and living 
the truth in love? Paul shows us in Ephesians 4:16. The body in robust health 
grows and builds itself up in love as each part does its work.

DISCIPLE-MAKING CHAMPION

Pastor Robert Cheong,  
Pastor of Care, Sojourn Church Midtown

Dr. Robert Cheong, Pastor of Care for Sojourn Church Midtown in 
Louisville, Kentucky, is passionate about equipping God’s people for 
gospel-centered counseling. His definition of church-based coun-
seling harmonizes beautifully with Paul’s Ephesians 4:11–16 vision. Dr. 
Cheong says,

“Gospel counseling is a way of loving one another by under-
standing the struggles of unbelief in the midst of sin and suffer-
ing through listening to and exploring the heart, while proclaiming 

how Christ and his gospel truths apply in deeply personal and 
particular ways, so we can live out and grow in the gospel by faith 
in community, enabled by the Spirit’s grace and power.”

Pastor Cheong unites counseling and the personal ministry of the 
Word.

“Gospel counseling is an aspect of gospel ministry that repre-
sents the relational ministry of the Word in which every Christian 
is called to participate. The essence of counseling is helping one 
another understand and apply the gospel to the details of life so 
we can live the gospel by faith in community.”
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Pastor Cheong’s connection between the church and counseling is 
an apt exclamation point on Christ’s grand vision. 

“Counseling that flows from the gospel reflects the essence of 
gospel ministry and must be done by the church—the people 
of God. God calls every member to the relational ministry of the 
Word where people labor to help those in the church family to 
grow in maturity in Christ (Colossians 1:28–29) and to help those 
outside the church family to see their need for Christ. The renewal 
of counseling is not to have such a ministry done in the church, 
but by the church, so the church can be the church.”

COMMENCEMENT: IT TAKES A CONGREGATION

I call my final biblical counseling meeting “commencement” because I want 
to communicate positive progress on an ongoing journey with Christ. For the 
same reason, I’m calling the end of each chapter in this book the “Commence-
ment.” Let’s commence.

When I started my ministry as Congregational Discipleship Pastor, I didn’t 
begin by launching a biblical counseling program. That never would have been 
sufficient to minister effectively to Steve, Alexis, Eric, and the others in their 
family. Instead, I invited our congregation to join me on a journey of catching 
God’s vision for every-member disciple-making. Because of that focus, this fam-
ily received both formal biblical counseling and informal one-another ministry.

As our congregation engaged in the vision-catching process, we joined 
together to assess and diagnose the heart health of our congregation and com-
munity. We knew that we couldn’t understand where to go until we knew where 
we had been and where we currently were. Join me in chapter 2 as we learn 
about that process: “Examining Heart Health: Diagnosing Congregational and 
Community Fitness.”
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GROWING TOGETHER: QUESTIONS FOR  
REFLECTION, DISCUSSION, AND APPLICATION

1.	 If the all-American family entered your congregation, how pre-
pared would your church be to minister to them in their current 
crisis and in their ongoing Christian lives? What do you think your 
congregation might need to do in order to be better prepared?

2.	 Would you say your church is a church with biblical counseling 
or a church of biblical counseling (a congregation saturated with 
equipped one-another ministers)? Why?

3.	 In your life and in your church, how much of a transition would it 
be to shift from doing the work of the ministry to producing disci-
ple-makers? What might that shift involve?

4.	 Of the seven styles of church ministry, which do you value? Which 
methods does your church use? How well do the styles function 
in your church?

5.	 Reflect on the résumé and the ministry description of the biblical 
pastor/teacher/leader.

a.	 Who has equipped you to equip others? How did they do it? 
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b.	 Who have you equipped to equip others? How did you do it? 
 

Ponder the definition of speaking the truth in love: 

Communicating gospel truth about grace-focused sanctification 
in word, thought, and action through one-another relationships 
that have integrity, genuineness, authenticity, transparency, and 
reliability, done in love to promote the unity and maturity of the 
body of Christ for the ultimate purpose of displaying the glory of 
Christ’s grace.

1.	 Based on this definition, how would you evaluate your per-
sonal ministry of the Word?

2.	 Based on this definition, how would you assess your congre-
gation’s personal ministry of the Word?		   
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