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Welcome to the Eleven22 Disciple Groups Coach Team!
“This is my commandment, that you love one another 
as I have loved you.” -- John 15:12

Thank you for your willingness to love and serve 
people, specifically people who have committed to 
love and serve the people in their groups! We are 
excited and humbled that after leading a group, you 
want to continue to make disciple-making disciples by 
coaching disciple group leaders. 

Disciple group coaches are experienced former or 
current disciple group leaders who equip, encourage, 
and empower leaders to care for their groups. 
Coaches facilitate communication between the church 
and their leaders and intentionally focus on their 
leader’s individual spiritual health and the health of 
their groups.

We hope this guide will be helpful as you take your 
next step of faith in your coaching journey. We are 
looking forward to the continued multiplication of 
disciple groups which is a result of life transformations 
that God continues to author and direct.  Thank you for 
your role in advancing the kingdom as we join with the 
Holy Spirit to create a place for all people to discover 
and deepen a relationship with Jesus Christ.
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WHO WE AREVISION
The Church of Eleven22 is a movement for all people to discover 
and deepen a relationship with Jesus Christ.

MISSION
We are a community that seeks to glorify God by surrendering 
to Jesus, making disciple-making disciples and transforming 
communities.

CORE VALUES
Biblical Integrity: knowing right and wrong according to God’s 
Word
Spirit-led Courage: the willingness and ability to do what’s right
Christ-like Character: a lifetime of integrity and courage
Sacrificial Love: love God and love people

DISCIPLESHIP JOURNEY
At The Church of Eleven22, we are called to be disciple-making 
disciples and have created a discipleship journey tool to help 
us in this process.
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DISCIPLESHIP JOURNEY

USE THIS TOOL WITH OTHERS TO BE A DISCIPLE-MAKING DISCIPLE

FOR MORE DISCIPLESHIP TOOLS VISIT COE22.COM/RESOURCES

WHERE ARE YOU ON THE JOURNEY?

LOVES
ALL PEOPLE
SERVING OTHERS

Where are you
serving?

How is God stretching 
and challenging you 
through serving there?

What is holding you 
back from serving?

SHARING THE GOSPEL

Who is the
#ONEMORE person 
you are praying for 
to meet Jesus?

How have you shared 
your story with them?

Have you shared the 
gospel with them?

If not, what’s keeping you 
from sharing the gospel?

Where has God
sent you to share 
the gospel?

DISCOVERS
IDENTITY
IN JESUS
SURRENDERING TO
CHRIST ALONE

Have you
surrendered your
life to Jesus?

What part(s) of your life 
are you still trying to 
control?

STEWARDING WELL
WHAT GOD HAS
GIVEN

How has God blessed
you with talents, 
spiritual gifts and
resources?

How are you using what 
God has given you to 
point people to Jesus?

How are you loving 
God with all of your 
heart, soul, mind 
and strength?

DEEPENS
RELATIONSHIP
WITH JESUS
GROWING IN FAITH

How do you stir your 
affections for Jesus?

What is God revealing to 
you in your personal time 
with Him?

How do you
prioritize prayer 
and time in the 
Word?

CONNECTING TO
THE FAITH FAMILY

Are you surrounding 
yourself with people 
who point you to 
Jesus?

Who’s in your world that 
you are vulnerable and 
honest with?

Who are you
helping to be
more like Jesus?

A disciple is a follower of Jesus Christ.

From the moment we surrender our life to the lordship of Jesus 
Christ, we begin our discipleship journey, seeking to live like 

Him, trust in Him and learn from Him. Because our identity as a 
disciple of Jesus is rooted in our believing in His life, death and 
resurrection, our activity will look and be different. Over time, 
through the power of the Holy Spirit, our lives will start to look 

more and more like Jesus’s. This is our discipleship journey.

We pray this tool equips you to be a disciple-making disciple, on 
your own journey and as you walk alongside others on theirs.

A DISCIPLE...
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What is a Disciple Groups 
Coach?

QUALIFICATIONS OF A COACH
• Knows Jesus Christ as personal Savior 
• Covenant member
• Former or current disciple group leader 
• Loves people and discipling people
• Lives out Eleven22’s vision, mission and values and takes 

steps on Discipleship Journey
• Models the disciple-making disciples process by being an 

active member or leader of a disciple group or by submitting 
to a more mature brother or sister

• Completed the new coach training process

COACHING TIME INVESTMENT: 2-5 HOURS A MONTH 

• Attend new leader’s group once in a trimester
• Meet leaders at least once a trimester in person
• Call/text leaders at least three times a trimester or as needed

COMMITMENT: ONE YEAR
Our goal is that each coach will have 3-5 leaders they are 
coaching. Depending on the number of leaders we have and 
their experience level, some coaches may have more or fewer 
leaders.
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COACH SUPPORT
Coaches will have direct access to their Discipleship Minister 
and campus leads for training, counsel and for any challenges 
that arise.

Coaches are invited to be equipped, empowered and 
encouraged at Coach and Leader Gatherings and Coach 
Lunches throughout the year. We also host a Coach Retreat 
once a year.

Coaches are encouraged to meet with each other as often as 
they wish for fellowship and support.  

THE “WHY” OF COACHING
The WHY of coaching begins with the WHY of Eleven22, 
“We are a movement for all people to discover and deepen a 
relationship with Jesus Christ.”

And it ties in with our mission, “We are a community that 
glorifies God by surrendering to Jesus, making disciple-making 
disciples and transforming communities.”

Community is family, fueled by life together.

“And let us consider how to stir up one another to love 
and good works, not neglecting to meet together, as is 
the habit of some, but encouraging one another, and 

all the more as you see the Day drawing near.” 
– Hebrews10:24-25 
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• Community is for now: “all the more as you see the Day 
drawing near” – don’t wait to find community or to draw 
others into community, for Christ’s return is drawing near.

• Community stirs discipleship: “encouraging one another” – 
literally “provoking each other” to love and good deeds.

• Community is intended to be consistent: “not neglecting to 
meet together, as is the habit of some.”

God created us for community. We are not saved by our 
community, but we are saved into community. 

 

COACHING IS BIBLICAL
Paul was Timothy’s coach and even when Paul was in prison 
and near death, he was still pouring into Timothy to encourage 
him, equip him and reach one more generation.

As Pastor Joby says, “The gospel doesn’t happen to us, but through 
us.” 

Consistent community is essential for the discipleship 
of all believers. A coach helps his or her leaders

 create gospel-centered and mission 
focused community. 
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Coaching is one way we disciple people, raising them up to be 
sent out to do likewise.

THE PRIMARY WHYS OF COACHING
Our hope is for group coaches to encourage, equip and 
empower leaders to do all that God has created and called 
them to do - make disciple-making disciples!

ENCOURAGE 
• Help people discover and deepen their relationship with 

Jesus Christ
o Leader’s individual spiritual health and growth as a 

disciple-maker
o Leader’s ability to disciple their group members through 

taking steps on their own discipleship journey
• Pray for and care for their leaders
• Help with communication and issue resolution with their 

leaders and group members
• Encourage their leaders in all aspects of their lives
• Encourage their leaders to: 

o Prepare for group
o Meet regularly
o Take attendance
o Communicate with their group
o Hold at least one Connect, Serve, and Deepen meeting 

per trimester 
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EQUIP 
• Answer any disciple group related questions
• Help leaders identify future leaders from their groups to 

Raise and send

EMPOWER
• Be the main point of contact for their leaders and facilitate 

communication between the church and leaders. (Coaches 
will need to pay attention to all forms of communication 
from their discipleship ministers, campus leads and the 
church to communicate well with their leaders.)

• Help their leaders make disciple-making disciples
• Raise and send new coaches from their leaders

COACH & LEADER RELATIONSHIP

EVERY LEADER IS ASSIGNED A COACH

Some leaders may not understand why they need a coach, 
especially if they aren’t having any problems with their group, 
are a mature Christian or even a former pastor.
 
During New Leader Training we go over why we want every 
leader to have a coach, but you may have to recast the vision 
for the WHY of coaching with your leader. If he or she doesn’t 
know why you’re their coach, it’s going to be more difficult to 
develop a good relationship.

All believers must first submit to God’s authority and submit to 
the spiritual authority God has placed in our lives. If you find 
yourself with a leader who is resistant to having a coach, talk 
to your campus Discipleship Minister. 
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NOT EVERY COACH/LEADER RELATIONSHIP WILL BE THE SAME 

Each leader is different. Leaders who are very experienced or 
are on staff may not need a coach to be as hands on as other 
leaders do. Be flexible about the type of relationship you have 
with each of your leaders and base it on their needs, not yours.

• Be obedient to Christ above all else
• Be flexible with the type of relationship you have with each 

leader
• Honor your leaders through how you reach out and respond:

o Always out of love
o Reach out as requested
o Check-in as appropriate

• Pray for your leaders and their groups.

CUSTOMIZE YOUR COACH/LEADER RELATIONSHIP BY ASKING 
YOURSELF

• Who are the leaders I’m coaching and what do they need?
• What’s a good frequency of calls, texts and meetings based 

on the leader’s desires and experience? 
• How can we honor each other in our communication?
• Who is the one leader you want to intentionally meet with 

on a regular basis for discipleship and development?
o First ask God to show you
o Tell your Discipleship Minister

We hope to engage disciple group leaders with personal, 
spiritual and missional conversations, while also understanding 
that every leader is different. 

Understanding who the leader is, where they are in their walk 
with Christ, their time at Eleven22 and their expectations of the 
coach will help guide you in your relationship with them.
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THE HOW OF COACHING
“Love one another with brotherly affection. Outdo one 

another in showing honor.”  - Romans 12:10

Your effectiveness as a coach is greatly tied to the quality of the 
relationship between you and your leaders. People don’t care 
how much you know until they know how much you care. 

WAYS TO CARE FOR YOUR LEADERS

• Pray for them - out loud, in the moment, in person, and over 
text, phone call or email. 

• Call them before each trimester and as needed throughout 
the trimester. 

• Send individual texts as needed. (An encouraging text at 
least once a month is recommended.)

• Meet in person at least once a trimester. (Meet with new 
leaders in the first 60 days.)

• Visit the groups of new leaders at least once during the 
trimester.

• Offer a group text to communicate with all your leaders 
and share ideas, prayers, devotions and encouragement. 
(However, don’t use this as a replacement for individual 
texts from you to each leader.)

“And so, from the day we heard, we have not ceased 
to pray for you, asking that you may be filled with 
the knowledge of his will in all spiritual wisdom and 
understanding, so as to walk in a manner worthy of 

the Lord, fully pleasing to him...” 
- Colossians 1:9-10
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PRAY FOR YOUR LEADERS

• Pray specifically into their lives, families and groups.
• Ask the Lord to give you insight and encouragement  

for them.
• Pray as an act of love.
• It’s important to say with integrity, “I’m praying for you.” 

When possible, pray with them right then.
• Make a prayer list and keep a rhythm/schedule.  
• Pray intentionally.

 
PRAY WITH YOUR LEADERS
(AT ONE-TO-ONE OR GROUP SETTING)

• Praying with your leaders is a visible expression of love.
• This ties into the modeling aspect of prayer. If we want the 

people we lead to pray, then we must set the example.
• Ask your leader(s) to lead the prayer at times.
• The Bible talks about the power of ‘laying on hands’ and 

praying.  This is personal, face to face praying.

Pray the Holy Spirit will use you as a coach in walking out 
Ephesians 4:12 “...to equip the saints for the work of ministry, 
for building up the body of Christ...”  

Coaches teach and model what they want their leaders to do
. 

“All Scripture is breathed out by God and profitable for 
teaching, for reproof, for correction, and for training in 
righteousness, that the man of God may be complete, 

equipped for every good work.”
- 2 Timothy 3:16-17 
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COACHES MODEL: 

• Prayer
• Hospitality & gratitude
• Sharing from the Bible 
• Navigating hard conversations 
• Use of technology:  the Rock, Group Text, Zoom, etc. 

(If you have any technology questions, ask your campus 
lead or your Discipleship Minister.)

 “...As the Father has sent me, even so 
I am sending you.” 

 John 20:21

God is sending you to be with these leaders to help them with 
the great commission to make disciples who make disciples 
for one more and one more generation.  

THANK YOUR LEADERS FOR SERVING

We all have a deep desire to know that we are loved, 
we count, and we are making a difference. End each 
conversation with something like, “It’s always great to talk 
with you. Thanks so much for your time and talent in the 
service of the Kingdom and for all you do to help make 
disciples who make disciples.” 

Paul often thanked his fellow believers in Christ with, “I thank 
the Lord Jesus Christ for you.” His example is a great one to 
follow. 
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MEET IN-PERSON WITH YOUR LEADERS

Emails, calls and texts are great, but nothing is better for helping 
you build a relationship with your leader than meeting face to 
face over coffee or a meal. 

WHEN YOU TALK WITH YOUR LEADERS, 
BE AN ACTIVE LISTENER:

• Put all distractions away - cell phones, laptops, etc. (This lets 
your leaders know that they are important enough to have 
your undivided attention.)

• If you need to take notes, tell them that’s why you are typing 
or writing so they don’t feel ignored.

• Create good eye contact.
• Give verbal and nonverbal cues to let them know you’re 

tracking with them (head nods, uh huh, mmm, etc.)
• Be curious.
• Ask open ended questions.
• Focus on what they are saying, not what you’re going to 

say next.
• Trust the Holy Spirit will give you the words to say if you get 

stuck.
• Paraphrase back what your leaders say to make sure you 

understand and they feel heard.

WHAT TO TALK ABOUT WITH YOUR LEADERS

Make your coaching conversations about your leaders and 
their groups, not about you. Talk about yourself less and them 
more. 

Communication with 
Your Leaders
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Use the suggested questions from the Discipleship Journey Tool 
on pages 4 & 5 of this handbook. For more questions and 
videos to help you with coaching conversations go to coe22.
com/leaderresources. 

Follow up with these seven questions from The Coaching Habit 
to go deeper:

• What’s on your mind?
• And what else?
• What’s the real challenge here for you?
• What do you want?
• How can I help?
• If you’re saying yes to this, what are you saying no to?
• What was most useful for you?

Ask open-ended questions about your leader’s life, family, 
spiritual walk and disciple group. Be genuinely curious and 
caring.

Meeting with all  of your leaders together, once a trimester, is a 
great option. This allows you and your leaders to get to know 
each other better and gives you time to share wins, challenges 
and opportunities. 

AS A COACH YOUR ROLE IS TO 

• Ask questions and listen
• Lean into the challenges they’re facing
• Lead people to come up with their own solutions
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Focus on communicating more with the one leader you are 
intentionally discipling to raise up and send out. Encourage 
your leader to take the next step on their discipleship journey.
If you ever find yourself in a spot where you don’t know how to 
help your leader, reach out to your campus lead or Discipleship 
Minister.
 

RECOMMENDED TOPICS OF DISCUSSION 
AND COMMUNICATION PRACTICES
 

GROUP DYNAMICS/HEALTH

• Tell me about your group. Who and what are you celebrating 
in your group?

• Who are you discipling and raising up? How are you 
equipping and developing them? 

• What challenges are you facing?
• What are your ideas to overcome those challenges? (Allow 

the leader to express the challenge and possible solutions on 
their own before offering any help. Refer to The Coaching 
Habit for details.)

• What is the size of your group? Is it stuck at 8?  (stagnant) 
Has it grown to 20? (needs to multiply)

• How are you using the curriculum each week?
• How is your group caring for each other?

GROUP RHYTHMS

• When is your group doing your next Connect night, Sent 
event, and Deepen night?

• Does your group value those opportunities?
• Does your group stay in contact throughout the week: Group 

Text, GroupMe, What’s App? 
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SHARE YOUR HURTS, HOPES, AND PRAYER REQUESTS

When coaches do this, leaders are more likely to as well. Let 
them know if you struggle in your faith, have difficulties with 
your kids, arguments in your marriage, problems at work, etc. 
Be authentic.

Share stories of how you are benefiting from your disciple 
group. Remember, openness elicits openness.

GOOD THINGS TO SHARE IN TEXTS AND EMAILS

• Timely Bible verses
• Prayers
• Devotions
• Disciple groups announcements, upcoming events, changes, 

website updates, etc.
• Links to group leader videos on RightNow Media
• The great new book you’re reading

A good time for a short, encouraging text is right before their 
group meets.  It’s a great way to encourage your leaders and 
let them know you’re there to help if needed. Another good 
time is the day before or after their group meets.

WHAT TO DO IF YOUR LEADER DOESN’T RESPOND 
TO MULTIPLE COMMUNICATIONS

We have put together a document with steps to take to engage a 
leader who hasn’t been responding. It includes email templates 
and call scripts you can customize for your voice and your 
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people. You can find it at www.coe22.com/leaderresources. If 
you still don’t receive a reply, talk with your campus Discipleship 
Minister. 

WHEN YOU VISIT YOUR NEW LEADER’S GROUP

Honor your leader by letting him or her run the group while 
you observe. During group isn’t the time to give your leader 
feedback or talk about multiplying the group. 

WATCH FOR

• Group members who stand out in positive and/or negative 
ways

• Members who others gravitate towards
• Members who speak with truth and grace from a place of 

love

QUESTIONS FOR AFTER YOUR LEADER’S DISCIPLE GROUP IS 
OVER

• What do you think went well?
• Was there anything that didn’t go well?
• Do you anticipate multiplying the group after this trimester?
• Who are you raising up?
• How can I help?
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RAISE AND SEND
Raising up and sending out is a process, not a goal-oriented 
activity. We are called to pour into people and disciple them. 
God calls them to their next step of faith, not us. We are 
obedient to Christ’s call to make disciples and we leave the 
results of how many leaders and coaches He calls and when 
He calls them up to Him.

HOW TO HELP YOUR LEADERS RAISE AND SEND NEW LEADERS

• Encourage your leaders to pray for God to reveal to them 
who He wants them to pour into as a potential future leader.

• Help your leaders identify future leaders by looking for 
these characteristics:
o Knows Jesus Christ as their personal Lord and Savior; 

living a surrendered, gospel-centered life, loves people 
and desires to be a disciple who makes disciples 

o Can articulate the Eleven22 vision, mission, core values 
and discipleship journey tool

o Agrees with Eleven22’s statement of faith 
    (coe22.com/about) 
o A covenant member of The Church of Eleven22 or is 

taking steps to become one (coe22.com/connect) 
• Walk alongside and encourage your leaders as they 

develop future leaders.
• Assist your leader in discipleship and development of the 

future leader by asking:
o What skills and gifts does a member have that you can 

help them to use?
o What opportunities of leadership can you give them in 

your group?
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• Ensure future leaders are moved through the new leader 
training process when appropriate. 

HOW TO RAISE AND SEND NEW COACHES

• Pray for God to give you guidance on who He is calling to 
be a coach.

• Identify future coaches by looking for characteristics of 
great leaders:
o Stands out as a disciple group leader
o Models disciple-making through raising up and sending 

out future leaders
o Embraces The Church of Eleven22 vision, mission, and 

values
o Leads a group that has multiplied or is about to multiply 
o Has available capacity to invest in disciple groups and 

the group leaders 
• Ask your leaders if they are interested in being a coach and 

to pray about it.
• Attempt to actively disciple and develop at least one of your 

leaders into a future coach.
• Ask your leader to fill out the New Coach Interest Form.
• Notify your campus Discipleship Minister of the future 

coach.
• Work with Campus Lead to assign the new coach to their 

leaders.
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COMMUNICATION WITH 
THE CHURCH
You are the main point of contact for all church communication 
with your leaders. Please be on the lookout for emails and texts 
from your discipleship ministers and campus leads so you can 
act on any communication as needed.

COMMUNICATION TO EXPECT 
FROM YOUR CAMPUS DISCIPLESHIP MINISTER 

• Request for the names of who your leaders are raising up
• Information for you to pass on to your leaders
• Attendance issues
• Group management (group settings may need adjusting): 

meeting method, group capacity, on-break, public, etc.
• Serve opportunities

RESOLVING ISSUES OR CONFLICTS 
THAT MAY ARISE WITHIN A GROUP

“If your brother sins against you, go and tell him 
his fault, between you and him alone. If he listens to 
you, you have gained your brother. But if he does 
not listen, take one or two others along with you, that 
every charge may be established by the evidence of 
two or three witnesses. If he refuses to listen to them, 
tell it to the church. And if he refuses to listen even to 
the church, let him be to you as a Gentile and a tax 

collector.” -- Matthew 18:15-17
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Ask your leader if the people involved in the conflict talked 
to each other about it. If yes, is it time for the leader to get 
involved? If that still doesn’t help, is it time to bring in the coach?

Use the seven questions from “The Coaching Habit to help your 
leader come up with a solution instead of giving advice and 
trying to fix it yourself. If you’re unsure what to do next, talk 
with your campus Discipleship Minister.

Use the chart below to determine which challenges should be 
escalated and to whom:

1. Individual confesses a conflict or struggle
2. Individual confesses a secret sin or secret sin is exposed
3. Individual confesses a sin (or it’s exposed) of significant 

deceit and rebellion that it affects close relationships
4. Individual continues in disobedience and refuses to fully 

submit to counsel or accountability
5. Individual dismisses counsel of the church and pursues sin 

without repentance
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HOW TO HELP YOUR LEADER MANAGE THEIR GROUP IN THE 
ROCK

You can find videos and documents on how to manage groups 
in the Rock by going to coe22.com/leaderresources and clicking 
on the “Manage Your Group” icon.

DEEPEN YOUR RELATIONSHIP WITH JESUS – 
GROW AS A COACH

We recommend several books to develop your coaching and 
leadership skills and competencies.  

THE COACHING HABIT: SAY LESS, ASK MORE & CHANGE 
THE WAY YOU LEAD FOREVER

This book is our gift to you. It will help you facilitate great 
coaching conversations that will help your leaders think more 
clearly and develop their own solutions to any challenges their 
group may face.

LEADING LEADERS - DEVELOPING THE CHARACTER 
AND COMPETENCY TO LEAD LEADERS 

Author Mac Lake uses his thirty years’ experience coaching 
church and organizational leaders to outline six key areas 
essential for effective leadership. 
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GOSPEL COACH: SHEPHERDING LEADERS TO GLORIFY GOD

Gospel Coaching is an intentional relationship of skillful caring 
for others based on four ancient shepherding principles: 
1. Know the sheep 
2. Feed the sheep 
3. Lead the sheep 
4. Protect the sheep

THE NEW ONE MINUTE MANAGER

In an easy-to-understand story, you will learn three practical 
secrets about leading others and why these techniques work 
so well. The lessons not only apply to those you lead at church 
and work but to raising your children as well.

DEEP DISCIPLESHIP: HOW THE CHURCH CAN MAKE 
WHOLE DISCIPLES OF JESUS

Deep discipleship equips churches to reclaim the responsibility 
of discipling people at any point on their journey.



26

NOTES

______________________________________________________ ___________________________________

___________________ ______________________________________________________ ________________

______________________________________ ___________________________________________________

___ ______________________________________________________ ________________________________

______________________ ______________________________________________________ _____________

_________________________________________ ________________________________________________

______ ______________________________________________________ _____________________________

_________________________ ______________________________________________________ __________

____________________________________________ _____________________________________________

_________ ______________________________________________________ __________________________

____________________________ ______________________________________________________ _______

_______________________________________________ __________________________________________

____________________________________ _____________________________________________________

_ ______________________________________________________ __________________________________

____________________ ______________________________________________________ _______________

_______________________________________ __________________________________________________

____ ______________________________________________________ _______________________________

_______________________ ______________________________________________________ ____________

__________________________________________ _______________________________________________

_______ ______________________________________________________ ____________________________

__________________________________________________ _______________________________________

_______________ ______________________________________________________ ____________________

__________________________________ ______________________________________________________ 

______________________________________________________ ___________________________________



27


