
HOW TO LEAD COACHING CIRCLES

Jesus teaches his disciples in community. He does very little 1-to-ϭ ŵiŶiƐƚƌǇ͘ FŽƌ ƚhe ϭϮ͕ beiŶg JeƐƵƐ͛ diƐciƉleƐ 
ŵeaŶƐ liǀiŶg iŶ a ͞leaƌŶiŶg cŽŵŵƵŶiƚǇ͟ ƉƌeƚƚǇ ŵƵch all ƚhe ƚiŵe͘ We ƚŽŽ caŶ Ɖƌacƚice ͞leaƌŶiŶg cŽŵŵƵŶiƚǇ͟ 
together, in which everyone has something to offer, and everyone is getting better at a skill or value. One very 
Ɖƌacƚical ǁaǇ ƚŽ eǆƉeƌieŶce leaƌŶiŶg cŽŵŵƵŶiƚǇ iƐ ƚhƌŽƵgh CŽachiŶg CiƌcleƐ͘ Leƚ͛Ɛ lŽŽk aƚ ŽŶe Žf JeƐƵƐ͛ 
important habits that helps set up a learning community dynamic? Jesus loves to train his disciples by making 
them answer questions before he offered them answers. Jesus creates felt-need training! For example, in John 
6, Jesus creates a learning moment for his disciples by intentionally asking them a question.

5 When Jesus looked up and saw a great crowd coming toward him͕ he said to Philip͕ ͞Where shall 
we buy bread for these people to eat͍͟ 6 He asked this only to test him, for he already had in mind 
what he was going to do. 7 Philip answered him͕ ͞It would take more than half a year͛s wages to 
buy enough bread for each one to have a bite͊͟

Philip goes first in this learning circle.  His worldview and perspective is now on display for all to learn from.  
Next comes Andrew.

8 Another of his disciples͕ Andrew͕ Simon Peter͛s brother͕ spoke up͕ 9 ͞Here is a boy with five small 
barley loaves and two small fish͕ but how far will they go among so many͍͟ ;NIVͿ

The leaƌŶiŶg cŽŶƚiŶƵeƐ͘ The ƚhiƌd ƉeƌƐŽŶ iŶ ƚhiƐ ͞leaƌŶiŶg ciƌcle͟ iƐ JeƐƵƐ͘ BecaƵƐe he gŽeƐ ƚhiƌd͕ eǀeƌǇŽŶe iƐ 
paying far more attention than if Jesus just did the miracle first. Jesus wants them to feel the ministry tension 
acutely, before he relieved the tension. Sometimes we want to protect people from feeling these tensions or 
ƐeeiŶg ƚhe gaƉƐ iŶ ƚheiƌ ƚhiŶkiŶg͕ ƐŽ ǁe dŽ ŶŽƚ aƐk ƚheŵ ƚŽ aŶƐǁeƌ ƚhe ƋƵeƐƚiŽŶ fiƌƐƚ͘ WhǇ dŽŶ͛ƚ ǁe ƚƌǇ beiŶg 
more like Jesus and train our folks in this type of learning community?

Before you invite people to participate in Coaching Circles, please cast vision for the power and importance of practicing learning 
cŽŵŵƵŶiƚǇ ƚŽgeƚheƌ͘ NŽǁ͕ leƚ͛Ɛ geƚ Ɖƌacƚical͘ aƌe ŵade ƵƉ Žf ŽƵƌ eaƐǇ ƐƚeƉƐ͗

• Prep and setup
• Role Play
• Coaching
• Debrief

Prep and Set up help students and staff come 
in prepared and willing to learn together. Role 
play allows our students to enter into the 
ministry tensions and consider what they will 
do in real ministry situations. Then staff can 
model through role play. Be sure to give some 
positive feedback after the role play. The third 
step is Coaching, where the staff can then help 
the student grow in a particular skill or ministry 
value. Last but not least, debrief allows 
everyone to go deeper in the learning and take 
to heart what God is trying to teach us.
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At Haskell Indian Nations University, InterVarsity has had a chapter for 1 semester. The chapter has 5 members (in 1 SG) and 2 student leaders. 
The entire campus population is Native American. Crystal is one of the 2 student leaders. She is a junior and new believer.  Half Native and half 
Latina. She knows everyone in her dorm. She creates a party just by being in the room.

Staff: Rhiannon, second year staff is planting by herself. This is her first time ever leading NSO, not to mention the first ever NSO at Haskell. 
She is multi-racial, white, Latino, Native. She has never coached students before. She is afraid of shaming them.

AD: Jamie, white woman

It is time for Club Night. We want to have a great tabling experience. We hope to meet 50 people and get 25 contact cards. The AD overhears 
ƚhe blaŶd iŶǀiƚaƚiŽŶƐ ƚhaƚ ƚhe ƐƚƵdeŶƚƐ aƌe giǀiŶg͕ ͞WaŶƚ ƚŽ jŽiŶ ŽƵƌ Bible ƐƚƵdǇ͍͟ MŽƐƚ ƉeŽƉle jƵƐƚ ǁalk ƌighƚ ŽŶ bǇ͘ The Ɛƚaff tries yelling over 
ƚhe ƌŽaƌ Žf ƚhe cƌŽǁd͕ ͞CŽŵe geƚ ǇŽƵƌ ǁaƚeƌ bŽƚƚleƐ͊͟ TheǇ ŵŽƐƚlǇ geƚ igŶŽƌed͘  Whaƚ ǁŽƵld ǇŽƵ dŽ͍

AD decideƐ ƚŽ dŽ a ƋƵick ƚƌaiŶiŶg͘ ͞HeǇ CƌǇƐƚal aŶd RhiaŶŶŽŶ͘ I ƚhiŶk ƚheƌe ŵaǇ be a beƚƚeƌ ǁaǇ ƚŽ geƚ ƉeŽƉle ƚŽ ƐƚŽƉ aŶd learn about 
IŶƚeƌVaƌƐiƚǇ͘ Leƚ͛Ɛ ǁŽƌk ƚŽgeƚheƌ ƚŽ come up with aŶ iŶǀiƚaƚiŽŶ ǁe ǁŽƵld lŽǀe ƚŽ giǀe ƚŽ ƚhe ƐƚƵdeŶƚƐ ƚŽŶighƚ͘ Leƚ͛Ɛ all ƚake a ŵŽŵeŶƚ aŶd 
ƚhiŶk abŽƵƚ ǁhǇ ǁe lŽǀe beiŶg a Ɖaƌƚ Žf IŶƚeƌVaƌƐiƚǇ͘ TheŶ ǁe͛ll ƚake ƚƵƌŶƐ ƐhaƌiŶg ŽƵƌ ϯϬ ƐecŽŶd iŶǀiƚaƚiŽŶƐ͘ TŽgeƚheƌ ǁe ǁill come up with
ƚhe ǀeƌƐiŽŶ ǁe ǁaŶƚ ƚŽ Ɛhaƌe ǁiƚh ƐƚƵdeŶƚƐ ƚŽŶighƚ͘ ͟͞RhiaŶŶŽŶ͕ ǇŽƵ Ɛƚaƌƚ ŽƵƚ aƐ a ŶŽŶ-Christian student. Crystal, please get RhiaŶŶŽŶ͛Ɛ 
aƚƚeŶƚiŽŶ aŶd Ɛhaƌe ǇŽƵƌ iŶǀiƚaƚiŽŶ͘͟

CƌǇƐƚal͗ ͞HeǇ͕ dŽ ǇŽƵ ǁaŶƚ ƚŽ heaƌ abŽƵƚ ƚhe beƐƚ clƵb ŽŶ caŵƉƵƐ͍ R͗ ƐƵƌe͊ C͗ I͛ŵ a Ɖaƌƚ Žf a lŽƚ Žf clƵbƐ͕ bƵƚ IŶƚeƌVaƌƐiƚǇ is like my family. It is 
the best part of my week to go and have fun, eat good food, and learn together about Jesus. Before I joined I thought faith was kinda dumb. 
BƵƚ͕ iŶ IŶƚeƌVaƌƐiƚǇ I gŽƚ ƚŽ aƐk ŵǇ ƋƵeƐƚiŽŶƐ aŶd faiƚh becaŵe ŵeaŶiŶgfƵl ƚŽ ŵe͘͟  TheŶ ƚhe CSM aŶd AD bŽƚh Ɛhaƌed͘

Jamie says: What did you do well? How do you want to improve?

CƌǇƐƚal Ɛaid͗ ͞I Ŷeed ƚŽ ƌeŵeŵbeƌ ƚŽ aƐk ƉeŽƉle if ƚheǇ ǁaŶƚ ƚŽ jŽiŶ IV͊͟

AD͗ ͞SŽ͕ ǁhaƚ ƐhŽƵld ŽƵƌ iŶǀiƚaƚiŽŶƐ iŶclƵde͍͟

AD͗ ͞Ok͘ RhiaŶŶŽŶ͕ leƚ͛Ɛ ƚake ϱ ŵiŶƵƚeƐ aŶd dŽ a liƚƚle ŵŽƌe cŽachiŶg͘ 

Crystal says she wants to get better at making an invitation. Please take 5 minutes to coach them and help them before they go out to do this.

RhiaŶŶŽŶ͗ Ok CƌǇƐƚal͘ Giǀe iƚ ƚŽ ŵe agaiŶ aŶd ƌeŵeŵbeƌ ƚŽ ƉƵƚ aŶ iŶǀiƚaƚiŽŶ aƚ ƚhe eŶd͘ I͛ll ƌeƐƉŽŶd eiƚheƌ ǇeƐ Žƌ ŶŽ͘ KeeƉ ƚhe role play going 
aŶd ƐhŽǁ ŵe ǁhaƚ ǇŽƵ͛ƌe gŽiŶg ƚŽ dŽ Ŷeǆƚ͘

AD to Rhiannon -- ͞Whaƚ did ǇŽƵ dŽ ǁell aƐ a cŽach͍͟ CƌǇƐƚal͕ ǁhaƚ did Ɛhe dŽ ǁell͍

AD͗ ͞RhiaŶŶŽŶ aŶd CƌǇƐƚal -- hŽǁ dŽ ǇŽƵ ǁaŶƚ ƚŽ gƌŽǁ aƐ cŽacheƐ͍͟

AD͗ ͞RhiaŶŶŽŶ-- ǇŽƵ ƐhŽƵld ƌƵŶ ƌŽle ƉlaǇƐ ǁiƚh all ǇŽƵƌ ƐƚƵdeŶƚƐ͊͟
͞HŽǁ caŶ ǇŽƵ helƉ ǇŽƵƌ ƐƚƵdeŶƚƐ alƐŽ ƚalk ƚŽ ƐƚƌaŶgeƌƐ͍͟

The students got 30 people (out of about 60) to sign up for InterVarsity. They were so excited about sharing their stories they went into the 
dorms and shared until they had 75 contacts.
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COACHING CIRCLE CASE STUDY Coaching circles are versatile and can be run in a variety of ways paying attention to 
important cultural dynamics and values.  Below is a story of a coaching circle used to equip 
Native students at Haskell Indian Nations University.



COACHING CIRCLE OUTLINE
Coaching Small Group Invitations to Faith

Prep and Setup Coaching Circle 

PREP:
For the Student: Make sure they have looked carefully at the Invitation to Faith worksheet and are ready to role play it. Be in a quiet spot for the zoom 
video. 

For the CSM: Carefully review the Invitation to the Faith worksheet, and be prepared to role play it. Tell the student to be in a quiet spot for the video.  

For the AD: Get a 15 minute prep call with the CSM beforehand.  Cast vision for why this is important (fostering cultures of response).Help the CSM pick 
the right leader and SG (2+ non-Christians already attend). Take the pressure off of ƚhe CSM aŶd ƐƚƵdeŶƚ͕͟ ǁe aƌe gŽiŶg ƚŽ ǁŽƌk ƚŽgeƚheƌ ƚŽ cŽŵe ƵƉ 
ǁiƚh ƚhe beƐƚ ǀeƌƐiŽŶ Žf aŶ iŶǀiƚaƚiŽŶ ƚŽ faiƚh fŽƌ ŽƵƌ caŵƉƵƐ͘͟ SchedƵle a debƌief ǁiƚh ƚhe CSM afƚeƌ ƚhe ƐƚƵdeŶƚ dŽeƐ ƚhe invitation to faith.

SET UP COACHING STACK: 5 MIN
AD:  ͞ThaŶkƐ ͺͺͺͺͺͺͺͺͺͺͺ fŽƌ beiŶg ǁilliŶg ƚŽ jŽiŶ ŽƵƌ cŽachiŶg ciƌcle͘  CSM aŶd I ǁaŶƚ ƚŽ ǁŽƌk ǁiƚh ǇŽƵ ƐŽ ƚhaƚ ƚŽgeƚheƌ ǁe caŶ all contribute to 
developing a great invitation to faith you can give during your small group. CSM and I also want to grow as coaches, so we will debrief coaching lessons 
at the end of our time. We would love for you to join and share with us what was most helpful for you about our time together.

Role Play and Feedback

AD:  We are each going to role play an invitation to faith right now. Let me frame the moment. We are at the end of the Bible study on the Prodigal 
Son. In a second, you are about to invite us to respond.  CSM is going to be a nice non-Christian listening to you. We are going to to role play twice with 
a different response each time. (First time CSM should say yes. Then CSM should look down and say nothing.)

ROLE PLAY STUDENT WITH 
CSM (6 min)

Run the scenario above

ROLE PLAY WITH CSM AND AD 
(6 min)

Immediately run the same role play 
(AD is the SG leader, CSM or student 

is the nice non-Christian)

AD WITH EITHER STUDENT 
OR CSM (6 min)

Immediately run the same role play 
(AD is the SG leader, CSM or student 

is the nice non-Christian)

AD: ThaŶk ǇŽƵ͊  NŽǁ͕ leƚ͛Ɛ giǀe ƐŽŵe feedback͗
• What did you like?  what did you do well?  (student goes first.  Affirm the student)
• CSM and AD go next
• Whaƚ ǁŽƵld ǇŽƵ like ƚŽ iŵƉƌŽǀe ŽŶ͍  Whaƚ ǁŽƵld ǇŽƵ like ƚŽ iŶcŽƌƉŽƌaƚe fƌŽŵ ƐŽŵeŽŶe elƐe͛Ɛ ƌŽle ƉlaǇ͍
• Affirm their desire to grow

COACHING

AD sets it Ƶp͗ ͞CSM, the student 
said he/ she wants to grow in 
___.  Take 5 min to do the role 
play again, this time working on 
that area.

CSM: ͞Leƚ͛Ɛ ƌŽle ƉlaǇ agaiŶ͕ ƚhiƐ 
time I want you to make sure to 
ͺͺͺ͘͟ 

AD RUNS DEBRIEF ON COACHING (5 min)

AD to student and CSM: ͞Whaƚ aƌe ǁe all 
learning about being good coaches?  How 
dŽeƐ ƌŽle ƉlaǇ helƉ ƵƐ cŽach͍͟  SƚƵdeŶƚ 
shares first.

AD to CSM: ͞CSM͕ ǁhaƚ did ǇŽƵ dŽ ǁell iŶ 
coaching ___?  How do you want to grow 
aƐ a cŽach͍͟

AD COACHES CSM (5 min)

AD: Helps the CSM get better 
at coaching.  You may either 
run a role play, reverse role 
play, or Lewins.

DEBRIEF (5 min)

AD: What was your favorite part of the coaching circle?  What was most helpful?

FEEDBACK (5 min)

CSM COACHES STUDENT (5 min)


