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Greetings! 
 
 

 You are about to experience a dramatic move of God in 
your community.  Can you imagine the impact of at least 50% 
of the population of your city having experienced new birth 
in Jesus Christ?  Can you imagine the effects upon your 
local culture if this mass of people began operating under 
the principles of God?  That is about to happen.  God wants 
to do something dramatic in this city as a result of some 
serious praying that has preceded us.  Let’s allow Him to 
do all that He intends to.  Let us allow Him to touch the 
life of each individual in your city. 

 

 This notebook is structured as an outline or guideline 
to follow for the next few months and is based on the book, 
Win Your City by Frank Purser.  It is purposely not all-
inclusive because your city is unique from any other city 
in the world.  In it are embodied principles that are 
biblically-based to lead your city to transformation and to 
sustain that transformation long after the initial steps 
are complete.  These principles are formulated into a 
strategy to take back your city.  IMPACT:Maine is largely 
not visible and seeks to remain so, letting all the glory 
go to God where it belongs.  The church is expected to work 
together to both stage this transformation and to maintain 
that transformation.  IMPACT:Maine will help to make that 
happen.   This notebook will describe our relationship with 
the church, the relationship of the church within the city, 
the structure of your organization, and the strategy that 
puts it all together. 
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Strategy 
 
 The God-given strategy for transformation in your city is composed of four key 
phases that working together result in a massive transformation.  Those phases are: 
 
• Unity 
• Church preparation, prayer, and media blitz 
• IMPACT events 
• Pursuit, follow-up, and discipleship 
 

Each of these phases are described more fully in the following paragraphs. 
 
 
Unity 
 The degree to which your city will 
be mobilized and subsequently won to 
Christ is directly proportional to and 
wholly dependent upon the degree to 
which the church leadership in your city 
link together in a common vision.  This is 
where we start and finish in bringing 
transformation to your city. 
 Step one in city transformation is a 
meeting with all pastors in the city.  At this 
meeting the strategy is presented, but this 
is primarily a time of repentance, 
reconciliation, and unity.  Denominational differences will of course remain.  The pastors 
must, however, be able to unite under a common banner to win the city for Christ.  
Respect for each of the pastor’s individual callings, denomination worship styles, and 
theological stands must exist. 
 This first meeting then develops into a monthly city-wide pastors’ strategy session 
and prayer meeting.  The pastors are responsible for lifting all city officials and key 
influential persons up in prayer and reclaiming the gates of the city.  The pastors are the 
executive team and formulate policy and pray for all team leaders. 
 This unity building and development is critical to the success of transformation in 
your city.  There is a key Scriptural principle at work here.  Without it the transformation 
will see only minimal results.  
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Church Preparation 
 “If my people, who are called by my name, will humble themselves and pray and 
seek my face and turn from their wicked ways, then will I hear from heaven and will 
forgive their sin and will heal their land” (II Chronicles 7:14).  The condition and actions 
of the church are critical to achieving true transformation in your city. Joel Chapter 2 
outlines similar principles as do numerous other scriptures.  So the next step is to prepare 
the church for a city-wide transformation. 
 
 This phase starts with a city-wide church gathering several months prior to the 
IMPACT events.  This is sometimes called a rally for there is certainly cause for 
celebration:  God is going to do something mighty in your city.  But there is a cost that is 
described in the above scripture.  God demands humility, holiness, and prayer on the part 
of His people.  The Joel scripture is even more descriptive of God’s demands.  So this 
meeting, while being a cause for celebration, is also a sacred assembly where hearts are 
rended.   Note that as a result of this preparation, Joel says that God will send His “latter 
rain.”  This has profound and dramatic implications for the upcoming IMPACT events.  
This initial church gathering is followed up by monthly city-wide ‘concerts of prayer’ 
and weekly messages from the pulpit.   
 
Prayer 
 Imagine the impact of Christians from every denomination meeting in 
neighborhood cells to pray for their neighborhood and city.  It sends chills down my 
spine to think of this.  The enemy’s strongholds are demolished as Christians pray for 
their neighbors.  This is the air attack that must precede the coming ground invasion. 
 During the initial city-wide gathering, families fill out cards indicating their 

willingness to pray for their neighborhoods.  
The information on those cards are input 
into a computer mapping program and 
neighborhood prayer cells are developed.  
These cells meet regularly to pray for 
individuals by name in their neighborhoods.  
They also conduct prayer walks throughout 
their neighborhood. 

 In the last month before the IMPACT events these cells put feet to their prayers 
by distributing door hanger advertisements.  Each individual then develops a list of ten 
people that they will specifically pray continually for over the coming month.  One week 
before the IMPACT events these individuals will, in a very easy, non-threatening way, 
invite these ten people to come with them to one of the upcoming events.  Most of these 
people will already know quite a bit about the events due to the media blitz.  Their 
resistance will also be diminished by the massive prayer campaign and unity 
development. 
 During the entire several-month campaign intercessors are lifting up this effort 
from every church in the city. 
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Media Blitz 
 Just prior to the IMPACT events a massive media campaign 
is launched.  This should include every available form of media in 
your community.  This media blitz will be designed to impact the 
culture of every group segment in your city.  
 
Radical and Life Changing IMPACT Events 
 These will be radical!  Christianity is not some wimpy religion whose relevancy is 
past.  It is a dramatic and vital relationship with the Creator of the universe.  How would 

Jesus relate to your teenagers?  How would He relate to your 
culture groups?  Based on the way He did it in the Gospels, He 
would dramatically relate to the culture in meaningful, relevant 
ways.  You will provide separate and individually developed 
meetings for each age and ethnic culture in your city.  You can 
expect miracles to follow the message, in accordance with the 
Word of God, as God is allowed to minister to the people He 

loves.  By the way, IMPACT stands for Invasion Ministries Producing Actual 
Community Transformation as opposed to CRUSADE which can be defined as Costly, 
repetitious, Uninspiring, Systematic Approaches Delivered Everywhere. 
 
Pursuit and Follow-up 
 Throughout the Old Testament you can repeatedly see God ordering His warriors 
to pursue the enemy to completely destroy their ability to regain a foothold. When this 
was not accomplished, the result was fatal.  It is a key principle of war, any war.  Follow-
through is essential in batting, golf, tennis, etc.  Pursuit is essentially following-through 
and refusing to compromise, regiving gained ground.  Revival is not meant to be confined 
to a few select people who stand on platforms; revival is meant to revitalize a people who 
will operate in the anointing. 

So how do we do this in your city?  For the most part it is doing the same things 
that were done to effect transformation in the city in the first place.  Unity amongst the 
church leaders MUST continue.  (This is critical and most often the place where Satan 
will start to regain lost ground.) These leaders can strategize future events to hold the 
city.  The pastors can develop a strategy for preaching the same themes to break other 
strongholds that remain in the city and to further develop the church under their charge.  
Prayer cells must continue.  These are essential to aid in the developing of the new 
Christians and to continue to pray-in those that did not yet make the decision.  
IMPACT:Maine will be there to help develop the appropriate strategies and to provide 
follow-up meetings to disciple and win the remaining lost. 
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Local Organization 
 
 
 
 Your organization at the local level to effect the 
transformation as described previously would look similar 
to the diagram below.  These team leaders would interface 
with the corresponding designated person on IMPACT:Maine’s 
staff.  All of these positions need not be filled as a few 
can be performed by the same individual and you may find it 
expedient to further break down a team into more teams.  
This is a suggested organizational structure only, but one 
that works.   The following pages will describe more fully 
the responsibilities of each team and their leader. 
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Executive Team 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

The Executive Team (ET) consists of key spiritual leaders from the various 
churches in the city, preferably the senior pastor from each church.  Also on this team is 
the IMPACT coordinator and a representative from IMPACT:Maine. 

 
This team meets at least monthly and their function is to develop strategy for 

winning the city to Christ.  Basic strategy from IMPACT:Maine is used but it must be 
refined to match the requirements of each city.  The ET is responsible for:  

 
• Selecting the IMPACT coordinator (IC) 
 
• Confirming each of the team leads (proposed by IC) 
 
• Praying for the city leadership 
 
• Developing strategy 
 
• Maintaining a spirit of unity in the city 
 
• Lifting the entire city and transformation effort up in prayer 
 
• Developing preaching themes that each church preaches concurrently. 
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IMPACT Coordinator 

 
This is the key person in your city that will orchestrate transformation.  While this 

person may be an ordained minister, it is often best that this person be an experienced 
Christian businessperson or entrepreneur.  This position will require exceptional 
organizational skills and the ability to deal with people effectively, especially with 
volunteers.  This person is the main point-of-contact for IMPACT:Maine.  The IC closely 
follows the plan and strategy established by the Executive Team based on Win Your City 
and ensures that each task is completed on time and that each team has the resources that 
it needs.  A sample IMPACT Program Plan in schedule format is on the following page. 
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Prayer Team 
 

Prayer unleashes the vital forces that conduct warfare on the spiritual forces that 
hold the unredeemed in bondage.  
Without prayer, we might just as well 
pack our bags and go home because the 
effects of our efforts will be minimal at 
best.  But, with a properly focused 
prayer system, we will bring down the 
devil’s house and release the captives, 
to free them to be born again. 

 
It should be noted that this is an invasion of Satan’s territory.  Such prayer will 

remove hindrance to the reception of Christ.  Satan will not relinquish this stronghold 
easily.  You should expect attempted counter-attacks.  In anticipation, you should pray 
for a hedge of protection around your family members, church leadership, evangelists, 
and IMPACT:Maine staff. 

 
The Prayer Team Lead should be a person with leadership experience in cell 

groups, with strong organizational skills, and is computer fluent.  This person will lead a 
group of people to establish neighborhood prayer cells and will provide them with a 
structure for their prayer meetings.  The following paragraphs describe the schedule to 
follow in organizing prayer of the city. 

 
Intercessors 
Very early on, before anything else is done, before the first rally, before the IC is 

selected, the pastors organize city-wide 24-7 prayer by persons known to have the gift of 
intercession.  This is absolutely critical and the people on this particular task must realize 
the importance of their work and sacrifice and must have the gift of intercession.   
 

Prayer Cells 
These groups of people are formed using a computer mapping program.  They are 

cross-denominational in nature and are different from any pre-existing group.  These 
groups do not supplant existing groups but are in addition to them.  Existing groups can, 
and should, pray also.  Part of the critical spiritual strategy here is that the prayer cells are 
geographical and cross-denominational.  The unity developed here will go far, by itself, 
to promote transformation in the city. 

The cells receive names of those living around them and pray over them at least 
weekly (twice weekly is preferred).  Limit the prayer time to 25 families per meeting.  
Allow the Holy Spirit to reveal those areas that need prayer and the strongholds that need 
broken.  Prayer should include the following: 

 
• Blinded eyes be opened to truth (2Cor4:4) 
• Heart of stone be softened to the Gospel (Ez11:19) 
• Ears of their understanding be opened (Rom10:17, Matt13:13-15) 
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Prayer Invasions 
A prayer invasion is when cell group participants walk through their 

neighborhoods praying for each neighbor.  As you talk to God about each one, pray for a 
breakthrough in their lives.  This should be done in an orderly and non-conspicuous way.  
In this manner we can invoke God’s presence over the city, neighborhood by 
neighborhood.  Start conducting these walks three months prior to the IMPACT events. 

 
Door Advertisements 

During the prayer invasion walks, door ads can be distributed, saturating the area 
with notification of the upcoming IMPACT events.  When done in concert with prayer 
and other advertising, it will saturate the community with the message of IMPACT. 

 
Top Ten 

One month before the IMPACT events, the church begins to put “feet to their 
prayers.”  This phase is performed by various church groups throughout the city (e.g., cell 
groups, Sunday School classes, outreach ministries, youth groups, etc.). Each participant 
will be given a Top Ten bookmark.  This is a four-week strategy that looks like this: 

 
Week 4 

Each participant prays and asks God to show them ten friends, 
acquaintances, neighbors, or work associates who have yet to hear the Gospel 
clearly.  List those names on the bookmark. 

 
Week 3 

Pray over each name at least daily in a manner similar to the way the 
prayer cells did over their neighborhoods.  (daily is the minimum suggested, the 
best is to continually keep these people before the throne of God). 
 
Week 2 

Call the names on your list and invite them to come with you to the 
upcoming IMPACT event.  This  can be done in a very non-confrontational way.  
They might say something like, “Have you seen those ads about the upcoming 
events?  Well, I would like you to come with me to be part of this event.” 
 
Week 1 

Report back to the accountability group with the results of your calls.  This 
part of the strategy is essential.  Without accountability, the strategy will not get 
done.  Thus, the report back is crucial.  It is also important not accentuate the 
failure of those who did not get anyone to come, but rather acknowledge that a 
seed has been sown in their lives.  Continue to pray for each of your Top Ten. 

 
Declared Fast 

Two weeks prior to the IMPACT events a one-week fast should be declared for the 
entire church.  Fasting is the most powerful type of prayer there is.  It is what gave Jesus 
power over every scheme of the devil.  It produces the death blow to the spiritual forces 
of darkness in the city. 
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Treasurer 
 
 There is no doubt about it, this is going to cost money.  Financially, consider this 
an investment that will eventually dramatically increase your church budget.  That’s not 
why we are doing this, but it is important to realize that any funds are not really lost.  
IMPACT:Maine will not ask for a dime from you.  All of our expenses are provided by 
others eager to see your city won to Christ.  However, all local expenses are borne by the 
local church and contributing businesses. 
 
 All funding needs to be raised prior to any activity.  This way, the teams can focus 
on the needs of the people, not paying bills.  NO offerings should be taken at any of the 
IMPACT events.  You might consider special offerings taken at your churches for this 
purpose.  A typical target budget might be $25 per attending person at each church.  
Thus, if a church has an average of 200 people on a typical Sunday, they should 
contribute $5000.  After the budget is developed from input from each of the teams, you 
may have to adjust this contribution. 
 
 Establish an independent bank account to pay all expenses.  The treasurer will pay 
all bills from this account.  The treasurer should be an accountant or experienced 
bookkeeper.  
 
 There are always key Christian businessmen in the community that would love to 
get behind an event of this nature.  Invite them to a luncheon during the fund raising 
phase to solicit their involvement. 
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Media Team 
 
 

 The Media Team is responsible 
for maximizing the media exposure 
of the upcoming IMPACT events.  
Generally, multiplying the 
auditorium size by $10 is a good 
guideline for advertising budget 
estimates.  For example, if you have 
a 2500 seat auditorium, set aside 
$25,000 for advertising.  This is an 
average figure and the use of the 
maximum amount of media 
available will result in more 
expenditures.  IMPACT:Maine will 
work very closely with you in this 
area. 
 

Here are some guidelines for 
publicity: 

 
Internet 

 
• The most effective advertising form today are internet ads, such as Google Ads.  

These can be targeted to specific physical locations (cities) and can reach nearly 
all the population through digital devices such as iPhones, iPads, and personal 
computers. 

• Social media.  Maximize the use of social media during the media campaign. 
 

Radio 
 
• Air radio spots approximately fourteen days prior to the events.  Choose from a 

mix of popular secular stations at high-peak drive times.  Don’t waste your 
money on Christian stations.  The Christians that care already know. 

• Secure Public Service Announcements (PSA’s) whenever possible. 
• All releases should be developed jointly with the local team and 

IMPACT:Maine staff. 
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Newspaper 
 

• Contact religious editors of the key newspapers in your area about doing an 
article or articles on the upcoming events.  Prepare a news release for this 
purpose. 

• Check community events sections for free advertising. 
• Run newspaper ads developed with IMPACT:Maine. 

 
Hand Bills and Posters 
 

1. Arrange with your local printer to print handbills and posters with local 
specifics. 

2. Distribute these to local businesses. 
 

Television 
 

1. Use this media especially if you have local “big three” stations.  If you are 
drawing major broadcasting from stations far away, the cost/effectiveness ratio 
is probably not reasonable. 

2. Be careful – you can easily triple your promotion budget with this media.  
However, the effect on drawing more unsaved may be dramatic. 

 
Door Ads and Bumper Stickers 
 

1. Arrange with your local printer to print door ads and bumper stickers with 
local specifics. 

2. The door ads should be distributed by the prayer cells one month prior to the 
IMPACT events. 

3. Bumper stickers should be used approximately three months prior to the 
IMPACT events. 
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Logistics Team 
 
This team is responsible for obtaining the facilities and equipment necessary for each of 
the events.  The logistics team aids each of the event teams in preparing the facilities for 
the events and coordinates access to the facility.  This team is responsible for obtaining 
required sound, lighting, and sanitary facilities.  Each event team will establish their 
requirements early in the process (seven months prior to the IMPACT events) to aid the 
selection of facilities.  The following should be solidified early: 
 
• A facility or auditorium for the adult IMPACT event with a nearby area for the 

Children IMPACT event. 
 
• A facility for the Youth/College IMPACT as specified by that team. 
 
• High quality sound and video equipment, as well as qualified technicians. 
 
• Adequate ministry area to accommodate altar ministry, salvations, and prayer for 

miracles.  This will be needed for the rallies and Concerts of Prayer as well as 
IMPACT events. 

 
• A separate room for each IMPACT event for counseling of new believers. 
 
• A separate room for the evangelists and ministry team for prayer and preparation 

(needed for all events) 
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IMPACT Team 
 

The IMPACT team coordinates all aspects of the adult IMPACT event(s).  This 
team is sometimes subdivided into the following subteams:  counseling, usher/security, 
stage crew and technical (logistics sometimes handles this), and ministry. 

 
Ushers/Security 

 
Recruit ushers six weeks prior to the outreach events and select them one-month 

prior to the events. You will need approximately 15 ushers per 1000 attendees. 
 
Conduct a pre-outreach meeting to acquaint ushers with their duties.  They should 

familiarize themselves with their designated areas and be given instruction on how to 
deal with unusual situations (crying babies, outbursts, or disruptions). 

 
Prepare ushers for other duties: 
• Making sure doors are opened one hour before event. 
• Patrolling the halls and lobbies at appropriate intervals (keep hallways 

vacant). 
• Giving attention, particularly to unattended children or youth. 

 
All ushers should arrive 15 minutes before the building opens or 1 hour 15 

minutes before the meeting begins. 
 

Counseling 
 

Recruit counselors six weeks prior to the outreach events and select them one-
month prior to the events.  

 
Conduct a pre-outreach meeting to acquaint counselors with their duties.  They 

should: 
• Know how to bring a person to new life in Christ 
• Know how to help a person in their reaffirmation of faith in Christ 
• Know how to help a person identify their healing miracle. 

 
Ministry 

 
This group of people are experienced Christians who have worked in the area of 

miracles previously.  A number of this group should be full time ministers.  These people 
work on the sidelines, assisting the evangelists as miracles start to flow.  The 
responsibilities include: 

 
• Assisting the evangelist to identify miracles that occur by interviewing people 

who recognize a healing in their body. 
• Assisting people at the altar to secure God’s touch in their lives. 
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Youth Team 
 

The youth team coordinates all aspects of the youth IMPACT event(s).  The 
Youth team is similar in structure but not content to the IMPACT Team. The youth team 
creates an exciting, powerful atmosphere that draws the youth to the events.  That 
atmosphere is radical in nature and relates to the local youth culture.  The team is also 
sometimes subdivided into the following subteams:  counseling, usher/security, stage 
crew and technical (logistics sometimes handles this), and ministry. 

  
Ushers/Security 

 
Recruit ushers six weeks prior to the outreach events and select them one-month 

prior to the events. You will need approximately 15 ushers per 1000 attendees. 
 
Conduct a pre-outreach meeting to acquaint ushers with their duties.  They should 

familiarize themselves with their designated areas and be given instruction on how to 
deal with unusual situations (outbursts, disruptions).  Prepare ushers for other duties: 

• Making sure doors are opened one hour before event. 
• Patrolling the halls and lobbies at regular intervals (keep hallways vacant). 
• Giving attention, particularly to unattended children or youth. 

 
All ushers should arrive 15 minutes before the building opens or 1 hour 15 

minutes before the meeting begins. 
 

Counseling 
 

Recruit counselors six weeks prior to the outreach events and select them one-
month prior to the events.   Conduct a pre-outreach meeting to acquaint counselors with 
their duties.  They should: 

• Know how to bring a person to new life in Christ 
• Know how to help a person in their reaffirmation of faith in Christ 
• Know how to help a person identify their healing miracle. 

 
Ministry 

 
This group of people are experienced adult Christians (NOT youth) who have worked 

in the area of miracles previously.  A number of this group should be full time ministers 
or youth leaders.  These people work on the sidelines, assisting the evangelists as 
miracles start to flow.  The responsibilities include: 

 
• Assisting the evangelist to identify miracles that occur by interviewing people 

who recognize a healing in their body. 
• Assisting people at the altar to secure God’s touch in their lives. 
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Children Team 
 

The Children Team is made up of individuals that have a burden for the young 
and a desire to see them come to a relationship with Jesus.  This team is composed of 
representatives from the city who work with children.  Over a period of months, they will 
prepare a unique program for the children that will provide action and excitement and 
will present the Gospel in a dramatic way.  The Children’s meetings will be held 
concurrent with a number of the adult meetings at the same facility.   They are 
responsible for obtaining their own speaker(s).  
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Worship Team 
 
This is a key team in the transformation that is going to take place.  They have the 
responsibility to create an atmosphere that will usher in the presence of God in each of 
the events staged during this transformation process. Please understand that over half of 
the attendees should be unsaved.  Therefore the worship/choir team needs to be able to 
usher in the presence of God by itself in a setting of unbelief.  The worship leader must 
also set the tone of the meetings, creating an atmosphere of expectancy on the part of the 
congregation.  The team leader must be a worship leader capable of doing this.  This 
leader will be responsible for: 
 
• Assembling local singers from across denominational lines for a worship team and 

choir. 
 
• Bringing together local musical talent for the transformation band. 
 
• Assisting the Logistics team in securing a quality sound system to effectively lead the 

worship. 
 
• Working with the Youth Team to develop a worship atmosphere relevant to the local 

youth culture. 
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