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About this Section: This Introduction is the first section of the course. It is given to you as pre-reading. 
It will also appear at the front of the binder you will be given the day of the workshop. So, it is not 
necessary to print this Introduction and bring to the workshop. You only need to bring the results of your 
Ministry Leader Assessment.  
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INTRODUCTION 
 
Welcome to Catalytic Christ-led Coaching Conversations! We are glad you have chosen to attend this 
workshop and eager to see the transformation God has in store for you as you grow to the next level. This 
introduction is pre-reading and will prepare you to get the most out of the time you are investing. 

To prepare for this workshop, there are three things we are asking you to do: 

1. Pray.  
a. Ask our heavenly Father to reveal to you any areas on which you need to work. Come 

prepared to do that work. 
b. Ask for insight into whom you should or could be developing and coaching as a ministry 

leader. 
2. Read. 

a. Read this Introduction and complete the exercises (30 minutes). 
b. Read the Appendix section at the end of this document if you are interested in more 

information. 
c. For those who want to look ahead, go to www.SOLIDpastors.org and click the Resources 

tab. There you will find the entire workbook, in addition to supporting materials for each of 
the four steps in our process. 

3. Complete. 
a. Take the Ministry Leader Assessment (15–30 minutes). 
b. Bring a copy of pages 7 and 8 of “Competencies of a Ministry Leader” to the workshop. 

We will be sending this to you in a separate email. If you don’t receive it or if you 
encounter any technical difficulties, please contact Mike.Valiton@SOLIDpastors.org or call 
him at 512.554.2957. 

 

ABOUT THIS WORKSHOP 
Let’s start by restating what you read on the invitation that drew you to this workshop: 

WHAT 
A hands-on workshop for Christian vocational and bi-vocational ministers. 
 
FOCUS  
Best practices for coaching and developing others to the next level as vocational and bi-
vocational church/ministry leaders, through the effective use of SOLID’s pastor coaching process. 
Pastor coaching is a highly effective way of developing ministry leaders. It allows you to be very 
targeted and intentional in helping someone capitalize on strengths, overcome weaknesses, and 
remove blind spots. This workshop shows you how to develop someone using SOLID’s proven 
process, honed over the past 20+ years. 
 
DETAILS 
A hands-on workshop led by a professional trainer of leadership coaches, which will help you 
with: 

• Coaching, mentoring and developing others (for those new to coaching and/or mentoring). 
• Developing and refining your skills in developing others (for experienced coaches/mentors). 
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• Learning the four steps of pastor coaching. This workshop will give you best practices of: 

1. Orienting a pastor or staff person to become ready, willing and able to receive coaching. 
2. Assessing developmental needs, including strengths to leverage, weaknesses to overcome 

and blind spots to remove. 
3. Setting goals.  

• Developing a plan of action for the person you are trying to mentor or coach. 
4. Delivering regular, ongoing coaching sessions.  

• Understanding the anatomy of an effective coaching session/relationship. 
 
CERTIFICATION  
You will receive a First Level Certification in Pastor Coaching for completion of this workshop. 
 
SUMMARY  
You will leave the workshop competent and capable of coaching someone. Coaching is where two 
people work together for one person’s highest and greatest good, in an intentional, one-on-one 
relationship. It looks a lot like mentoring but has more technique, intentionality, and accountability. We 
will teach you SOLID’s proven process for developing anyone to the next level of performance. 
 

FORMULA FOR EXPLOSIVE GROWTH 

The process you are about to learn, Catalytic Christ-led Coaching Conversations, is a formula for the 
explosive growth of a ministry leader. We call it C4 for short and believe that you will see exponential 
growth in others when you use this process for helping leaders grow. Just like C-4, the plastic explosive, 
the combination of three critical ingredients has the potential to produce explosive results. Here is part of 
the formula: 

This formula represents tremendous potential. But potential is not enough to produce results. What is 
missing? 

You! 

A catalyst is needed. Just like with C-4, a small charge sets off a powerful chain reaction. That catalyst is 
you! By the power of the Holy Spirit, Christ empowers your life-changing conversations with others. Of 
course, not many of your daily chats are transformational. In fact, the vast majority range from mostly to 
completely innocuous. Conversations like, “How was your weekend?” answered with, “Fine, and yours?” 
are not going to get at the truth about someone’s weekend. Just like with the C-4 compound, is takes a 
special “charge” to turn a conversation into a game-changer for maximum Kingdom impact.  

This is where coaching can play a huge role. An intentional coaching conversation can produce amazing 
results. In this workshop, you will watch a three-minute video featuring Craig Walker. Several years ago, 
he had one coaching session. Just one. There was no follow-up after that session by him or the coach. But 
Craig took the coaching to heart, implemented the actions he came up with in that single session, and 
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completely turned around his ministry. His church had been in a deep decline at the time, with a 50% drop 
in attendance year over year. After Craig followed through on his coaching actions, the church did a 
complete 180-degree turn and today is the picture of health and prosperity, bigger and better than ever. 
That one coaching session had such a great impact on Craig that he has since replaced himself with a 
new senior pastor and is now a full-time pastor coach. C4 is the single best method we have ever seen for 
growing a ministry leader to the next level. 

PORTFOLIO LIFE 

This workshop works on three different levels: 

1. Helping you sharpen your skills in developing others. 
2. Further developing your leadership skills. 
3. Preparing you for portfolio life. 

 
Just like you diversify an investment portfolio (stocks, bonds, CDs, real estate, 401Ks, cash on hand) you 
can have a diversified career portfolio when you are no longer working a full-time role. And the time to 
prepare for that is in your late 40s and early 50s. We are not suggesting that you leave your ministry post 
and hang out a shingle as a pastor coach like Craig. At least, not just yet. But this is something you may 
eventually do, when you stop working a full-time job as a ministry leader. Notice we did not say “when you 
retire.” Retirement is not Biblical. All the research indicates that those who keep mentally and physically 
active in post–full time employment are the happiest, healthiest and most fulfilled in what we would rather 
call “semi-retirement” or “portfolio life.” 

Many who take this workshop are in that range and beyond. So, it is important to point out that preparing 
for semi-retirement can start now, with this workshop. How? The coaching and advising skills you will learn 
here are the same ones you would use if you started coaching other pastors, like Craig Walker and many 
others are doing. The point is, biblically based pastor coaching and advising is an idea whose time has 
come. We have reached the tipping point in the profession. Coaching is rapidly growing and being adopted 
by ministry leaders in every major denomination, and it can provide a meaningful source of income and 
relevance for those stepping out of full-time ministry roles. Coaching is an immensely enjoyable and 
rewarding activity that many semi-retired ministry leaders gravitate toward and for which they have a 
natural aptitude. 

As you participate in this workshop, consider whether you might like to coach pastors professionally 
someday. You may even consider providing some coaching now, even as you are in a full-time ministry 
leader role. You could work with a pastor of another church, someone planting a church, the heads of a 
parachurch ministry, or a lay leader who may want to become bi-vocational. There are many possibilities, 
and most seasoned ministry leaders are naturally interested in mentoring and being mentored. This 
engagement (relationship) could be inside or outside of your denomination. It will sharpen the coaching 
skills you use to grow your staff or mentor others and it will make you that much more effective as you 
grow the next generation of ministry leaders. 

BIBLICAL BASIS FOR COACHING 

This course will give you the methods used by Jesus as he led catalytic coaching conversations with 
others. This methodology will help you be more intentional with critical conversations as you help people 
fulfill their God-given mission. C4 is especially effective for leaders who have greater capacity and potential 
for significant growth.  
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Metaphorically, we can all be seen to have different amounts of C-4, which can determine the level of 
impact we will have once ignited by the power of the Holy Spirt through catalytic coaching conversations. 
The more talented the ministry leader, the more likely that person is hungry for being challenged to grow. 
The best leaders crave development. Their needs are very specific, and typical leadership development 
workshops and seminars are too broad and not targeted enough to really scratch the itch top leaders have 
for being developed. That is why the field of leadership coaching emerged in the ’70s, and now is known 
as the single best way to develop a high-potential senior leader.  

The leadership coaching industry has amassed a tremendous amount of data on the subject of senior 
leadership development. The feedback is overwhelmingly positive, and the industry is exploding. 
Organizations that can afford to provide leadership coaches for their high-potential leaders are doing so. 
The problem is that it is very expensive. The cost for one year of one-on-one leadership coaching ranges 
from $25,000 to $100,000 per person in the USA. That is why you hear more about group leadership 
training programs, which cost much less to deliver, than you do about coaching, which until now has been 
too expensive for the church. SOLIDpastors subsidizes the coaching so professional coaches can get paid 
what they are worth and pastors can get the individual attention they need. 

Leadership training programs can be useful. But as soon as you have more than one person in a class, the 
focus is diluted. The more senior the group of leaders, the more the needs vary. There are other problems 
with training beyond dilution of focus. Retention is also problematic. Studies suggest most people will 
retain less than 15% from a workshop like the one you are about to attend. And our workshop is designed 
to be highly interactive to help achieve maximum retention! 

Here is a brief case study that explains the power of coaching. Dave is executive pastor of a rapidly 
growing multisite mega-church and attended one of our workshops. He was completely fired up about 
beginning to coach his staff, yet when interviewed during a follow-up to the workshop several months later, 
he admitted he had not yet started the process of having regular coaching one-on-ones. Then, he had one 
session with a SOLIDpastors coach, and it all came together for him. 

“Having the desire and the material was not enough . . . I needed the one-on-one accountability to get 
started.” 

Starting something new is difficult. He needed a coach to walk him through the process, addressing his 
specific needs. Spending a day or two getting filled with great ideas in a workshop like this is wonderful, 
but if it stays simply a “good idea” and never gets implemented, you have wasted your time. 

Enter one-on-one coaching, where the total focus is only on one leader. Dave’s coach was able to hold 
Dave accountable for implementing coaching with his people. At the time of this writing, he is kicking off 
coaching sessions with pastors who report to him. It will have an amazing impact. But if Dave were to do 
nothing more than come to a workshop, he may have never started a staff development program inside his 
church.  

There is something incredibly powerful and utterly results-producing when you implement one-on-one 
coaching. You get what we call “spaced-repetition learning,” where you learn the same thing over and over 
until it fully sinks in. The chances of Dave implementing a successful staff coaching program are 99%. We 
can’t imagine him not being successful. But what about you? What are the chances of you actually taking 
the learning from this workshop and implementing it? 15%.  

Well, if you are wanting to have true transformation for yourself and others, those odds are not good 
enough. Consider getting follow-up coaching after this workshop to help you act on your good intentions. 
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We have a cadre of coaches standing by, ready to swoop in and help. And the good news is that 
SOLIDpastors subsidizes the coaching engagements for you, so you pay only 10 to 20 percent of the cost 
of coaching. We pay the rest. We call it the Robin Hood model of ministry. We are robbing (raising money 
from) wealthy business leaders who understand the value of leadership coaching and giving to the poor 
(The big C Church). If you are interested in trying out coaching for you or for another ministry leader you 
know, please email Mike Valiton, our Associate Executive Director, and he will make sure you get a gift 
certificate to try out several complimentary, no-obligation coaching sessions. Mike can be reached at 
Mike.Valiton@SOLIDpastors.org. 

WHAT IS COACHING? 
Coaching is a technique, a process, and an industry. Because it started relatively recently, in the 1970s, it 
is often misunderstood. When you think coaching, for many of us, sports coaches come to mind. They are 
large and in charge, albeit on the sidelines, calling plays and shouting directions. Unfortunately, that 
metaphor has nothing to do with leadership coaching. The following may help. 

Sports Coach  SOLIDpastors Coach 

Commanding  Deferential 

Directive  Collaborative 

Calls plays  Asks Coachee what plays they want to run 

Prescriptive  Socratic, asking smart questions 

Demanding  Provides gentle accountability 

From an industry perspective, the largest global coach certification organization, the International Coach 
Federation, defines coaching as this:  

“Partnering with clients in a thought-provoking and creative process that inspires them to maximize 
their personal and professional potential.”  

Regarding Christian coaching, Wikipedia defines it like this:  

“Christian coaching is common among religious organizations and churches. A Christian coach is 
not a pastor or counselor but rather someone who has been professionally trained to address 
specific coaching goals from a distinctly Christian or biblical perspective.” 

At SOLID, we disagree with Wikipedia somewhat. We believe that a Christian coach can very well be a 
pastor. It is our mission to train as many pastors and ministry leaders as possible to be coaches and 
advisors, thereby developing their pastoral staff and others. 

DEFINITION OF SOLIDpastors COACHING 

Our definition is simple: 

“SOLIDpastors leadership coaching is two ministry leaders working together for one 
ministry leader’s highest and greatest good, through the power of the Holy Spirit, using 
Biblical principles and employing SOLID values.” 
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Our ministry leader coaching system is: 

• Biblically based  
• Values-based 
• Holy Spirit–led 
• Cross-denominational 
• Well-defined 

One of our favorite questions to ask at the beginning of these workshops is this: 
“Who is confident that by the end of this workshop, you will be capable of coaching a ministry 
leader on your staff or elsewhere? 

Just a few hands go up. When we ask that same question at the end of the workshop, everyone’s hand is 
raised. So, get prepared. You may have a lot of questions and doubts that you could ever coach anyone, 
but our commitment to you is that by the end of this workshop, you will feel prepared. When the Holy 
Spirit is involved, it is truly easy. What we have to do more than anything is make sure you don’t get in the 
way of God doing the work he wants to do in the life of the person you are trying to coach. 
 
Now, we would like to give you an overview of the methodology, which is where we will end this 
introduction. 
 
SOLID’s FOUR-STEP COACHING PROCESS 
We have prepared this workbook to fully brief you on SOLID’s C4 process and help you become a certified 
C4 practitioner. The four steps are: 

1. Orient: Prepare the person to receive input. 
2. Assess: Help the person to gain insight. 
3. Set Goals: Facilitate process to set goals. 
4. Gain Coaching: Provide accountability to take action. 

 
Following is a brief overview of each of the four steps. These can be taken within a few seconds of each 
other during the course of an informal coaching conversation, or can represent a period of months 
during a formal coaching engagement. In either case, there are three basic elements that coaching 
involves. They are: 

• Asking powerful questions. 
• Setting coachee-driven goals. 
• Providing accountability. 
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Step 1 
ORIENTATION 
 
Orientation is the first step in SOLID’s four-step coaching process. The OBJECTIVE of Step 1 is to orient 
the person towards receiving coaching. The goals of this step are to: 
 

1. Help the coachee get comfortable with the idea of someone helping them. 
2. Set mutual expectations. 
3. Prepare the person to receive coaching. 

 
There are two key ways we orient someone to coaching. It can be a formal orientation, where there is a 
coaching relationship, or an informal orientation, for what we call incidental coaching. 
 
The best place to see informal or incidental coaching at work is at the feet of our Master, Jesus Christ, the 
ultimate coach. Let’s listen in on a coaching conversation: 
 

When they had finished eating, Jesus said to Simon Peter, “Simon son of John, do you truly love 
me more than these?” “Yes, Lord,” he said, “you know that I love you.” Jesus said, “Feed my 
lambs.” Again Jesus said, “Simon son of John, do you truly love me?” He answered, “Yes, Lord, 
you know that I love you.” Jesus said, “Take care of my sheep.” The third time he said to him, 
“Simon son of John, do you love me?” Peter was hurt because Jesus asked him the third time, “Do 
you love me?” He said, “Lord, you know all things; you know that I love you.” Jesus said, “Feed my 
sheep.” – John 21:15-17 NIV 
 

Here is Jesus asking Peter profound, powerful coaching questions that had a transformational effect on 
Peter. The first question served to orient Peter to a coaching conversation. It got his attention. The second 
question served to assess Peter’s condition, no doubt reminding him of the three times he denied knowing 
Jesus Christ. The third question clearly involved Peter setting a goal: to serve the Lord faithfully for the rest 
of his life. In the span of just three questions, Peter was transformed. You may have to use more words 
and a lot more questions to help others have transformational results, but the fact is that an intentional 
conversation like the one we just read is incredibly powerful for bringing about life-changing results. 
 
Informal coaching occurs all the time in ministry. You just may not have called it coaching. Someone 
comes up to your after service and tells you a complex story of “he said, she said,” and finishes with, 
“What do you think I should do, Pastor?” You wisely respond, “Well, I don’t know. What do you think you 
should do?” After some more dialog, you are pressed again for an answer. Once again, wisdom kicks in, 
and you say, “What do you think God wants you to do?” They answer and leave satisfied that they 
received wise counsel from their pastor. You realize that you only asked questions and never gave them 
your opinion. Well done! You just coached someone. 
 
Consider this: The next time someone asks you for advice, reply, “Can I put on my coaching hat for you?” 
Then, proceed to ask questions until they have their answer. 
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REALIZE YOU KNOW HOW TO COACH 
You already know how to coach. You may not realize it, but you do. It may not be in a formal relationship 
called coaching, but it happens throughout your week. We call it incidental or informal coaching. It occurs 
all the time in your day-to-day activities. Think about some examples of incidental coaching and come 
prepared to share one with the group. 
 
You can orient (prepare) someone to get ready to receive your coaching by asking questions, such as: 
 
“Can I speak into your life?” 
“Can I provide some coaching for you?” 
“Are you open to looking at this issue?” 
“Are you willing to see this from a different perspective?” 
“Would you like me to help you deal with this issue?” 
 
 
EXERCISE 0.1 
When did you give someone informal or incidental coaching? What happened? What was the outcome? 
 
 
 
FORMAL STRUCTURED LEADERSHIP COACHING 
Formal coaching involves the same series of four steps, but with more in-depth work in each step. There is 
a comprehensive toolkit that we provide you as you receive or provide formal coaching. This toolkit is 
made up of SOLID’s four-step system, designed to accelerate a ministry leader’s performance. Here is the 
process for a typical six-month leadership coaching engagement:  
 

Step Name Objective Duration 

1 Orientation Build trust; fully acclimate Coachee to the coaching process Weeks 1–4 

2 Assessment Accurately assess Coachee’s top strengths and weaknesses Weeks 3–6 

3 Goals Design Coaching Plan that leads to Coachee’s transformation Weeks 4–8 

4 Coaching Drive results through accountability in achieving goals Months 2–6 

 

ROLE DEFINITIONS 
There are several key roles discussed throughout this workshop regarding formal structured leadership 
coaching. They are: 
Coachee: The person receiving the ministry coaching. 
Sponsor: The person, if any, who is championing this engagement for the coachee. 
Stakeholders: Those with whom the coachee regularly interacts and who will provide feedback on progress. 
Coach: The person who will be helping the coachee grow and develop to the next level.  
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The main ways we orient someone to coaching are through: 

1. Intake 
a. Hold an in-person, phone or video meeting to discuss reasons why the person would like 

to receive coaching. 
2. Reading 

a. Provide an overview of the coaching process (see our website under Resources / Step 1.) 
3. Commitment 

a. Minor: We give a gift certificate for trying out three complimentary coaching sessions. 
b. Major: Sign a coaching agreement. (See the appendix for our standard coaching 

agreement.)  

For the purposes of this workshop, the facilitator wants to be your “coach for the day.” As such, please 
read the Ministry Leader Coaching Agreement with that in mind (see the appendix), and in your heart, 
come prepared to be coached. 

Note: You will receive another copy of this introduction in a three-ring binder along with workbooks for the 
other four parts of this workshop. Therefore, it is not necessary for you to print this document out and bring 
it with you. Save a tree, and some time. You should, however, bring a copy of pages 7 and 8 of 
“Competencies of a Ministry Leader.” 

Step 2 
ASSESSMENT 
 
Assessment is the second step of SOLID’s four-step coaching process.  
 
The OBJECTIVE of this step is to assess the needs of the person whom you are coaching. 
 
The goals of this step are to: 
 

1. Identify perceived coaching needs as described by the coachee. 
2. Discover perceived areas of strength and weakness. 
3. Understand the background of the coachee as it relates to areas for which coaching or advice is 

being sought.  
 
An “Assessment” can range from the extremely informal to extremely formal. Let’s look at an example of 
an informal assessment. 
 
INFORMAL ASSESSMENTS 
You are incidentally involved in these informal “assessment-focused” conversations throughout your 
week. The following story illustrates an informal assessment. For the purposes of this exercise, imagine 
you hate cats. 
 

You are meeting with a staff person, and you notice he doesn’t look happy. You say, “Juan, is 
something wrong?” Juan says, “Yes, my cat is dying.” You say, “I didn’t realize you had a cat.” 
Inside, you are censoring yourself, as you push your favorite cat joke out of your mind. This is not 
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the time, you say, trying to avoid a smile. Seeing your colleague so downcast, mourning the 
soon-to-be loss of his cat, you show restraint. 
 
You realize that while you would love to see all cats go to cat heaven, your friend has a clear 
emotional attachment to his furry friend. So, you tread lightly, and ask another question. With all 
the seriousness you can muster, you stifle your belly laugh and ask, “Are you very close to your 
cat?” “Very,” is Juan’s quick reply. Well, thank goodness you didn’t crack a joke earlier. That will 
come later when you retell this story. For now, you put your arm around Juan’s shoulder and tell 
him, “I am sorry you are going through this. Is there anything I can do for you?”  
 
Disaster adverted. You can now go to a Cat Haters Anonymous meeting and share that you 
almost slipped. Juan is none the wiser and you have been an effective coach for your staffer. You 
assessed the need, found the issue, and provided comfort without solving the problem. Smile. 

 
FORMAL ASSESSMENTS 
On the opposite end of the spectrum are formal assessments. They usually entail some online or paper-
based questionnaire, designed to help your coachee gain insight into their strengths and weaknesses and 
uncover blind spots.  
 
A formal assessment can occur for a number of reasons: 

1. Your church’s board decides to assess you and asks you to complete a 360-degree assessment. 
2. You decide to give a 360-degree assessment to one of your staff and recruit a coach to do it.  
3. You want to grow your skills and abilities and engage in coaching, so you ask for an assessment. 
4. You take some online behavioral assessments to improve your awareness of your strengths and 

weaknesses. 
5. You administer an assessment to someone you want to coach, to help gain mutual insight into 

strengths and weaknesses. 
 
SOLID has a number of powerful assessments to help a ministry leader in the discovery process. Go to 
the resource section of www.SOLIDpastors.org. There are a number of free downloadable assessments 
and a list of additional no-cost to low-cost ones as well. 
 
EXERCISE 0.2  
In order to prepare for this workshop, please take the Competencies of a Ministry Leader Assessment that 
we are sending to you along with this pre-reading. It should take less than 15 minutes to complete. You 
can also find and download it from our website’s Resources section—look in Step 2: Assessments. 
 
USEFULNESS OF ASSESSMENTS 
You just completed an assessment. Based on your scoring, you and a coach could have a rich 
conversation on why you scored things the way you did, what areas you see as strengths and which areas 
may need work. 
 
Assessment instruments in general serve three purposes. They: 

1. Present the coachee with new information and insight. 
2. Provide insight into the coachee for the coach. 
3. Serve as a starting point for discussion and exploration of the coachee’s needs. 
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Reports of assessment instruments should always be taken as tentative. They present information to the 
coachee that he or she may or may not agree with and may vary in degree of accuracy. However, it is a 
starting point and gets a conversation going regarding top strengths, weaknesses and blind spots.  
 
After completion of any assessment, the coachee should annotate his or her report indicating degrees of 
agreement or disagreement regarding the assessment’s findings. You will then discuss these findings 
with your coachee, which will be most useful as you progress to Step 3 of SOLID’s coaching 
methodology: Goals. 

Step 3 
GOALS 
  
The OBJECTIVES of this step are to have your coachee learn 
how to set goals, and to develop a coaching plan from the results 
of the assessment work they did in Step 2. 
 
The goals of this step are to: 
 

1. Develop a coaching plan. 
2. Collaborate with Coachee to ensure the plan meets 

SOLID’s SMARTER goal-setting criteria. 
3. Design “Daily Questions” and “Self-talk” cards to help the 

coachee make needed changes. 
 
When doing informal coaching, setting goals can be an entirely verbal process. For example, you can 
have your coachee verbalize their goals for you. As the coach, you ask, “What are your goals?” or, “Tell 
me what you would like to achieve regarding ‘x’.” 
 
At a dinner with a senior pastor recently, the conversation went something like this:  
 
The coach asked, “So Keith, I hear you say that you want to spend more time with your family. Correct?” 
“Yes,” Keith replied. “What are you willing to do to make that happen?” the coach probed. “Well, I would 
really love a sabbatical this summer, but we are so busy I don’t see any way I could get the time off,” 
Keith says with a sigh. “What would be the harm in asking the elders?” the coach asks. Keith thinks for a 
moment and then grins. “The worst that could happen is they say no.” “Great, is this an action you want to 
take?” Keith sits up straight in his chair and strokes his chin for a moment. “Yes. It is.” 
 
In the next coaching session, Keith is happy to report that he is about to take a much-needed sabbatical. 
The elders were more than understanding, and this senior pastor received critical time off for resting, 
recharging and being with his family before entering into a very busy season of his ministry. The coach 
took no notes, the coachee did not develop a written goal. It was all verbal, but very effective 
nonetheless. So don’t get caught up thinking you have to have a formal, written plan for goals to be 
effective. The key ingredient is the accountability. Keith knew he had to report back to his coach in the 
next session, so it helped push him to ask the elders for something he was almost positive would not be 
well received.  
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For more formal coaching, we do develop some form of a written plan. It could be as simple as the 
checklist you are about to complete in this section, as we find out what your goals are for taking this 
workshop. Or, it may be as formal as a multi-page typed Ministry Leader Development Plan, carefully 
outlining an extensive list of goals.  
 
In summary, your coachee’s Coaching Plan can exist in the form of: 

1. A piece of paper, handwritten or typed. (You can copy the forms at the end of the Section 3 
workbook.) 

2. An electronic document in MS Word, Google Docs, etc. 
3. An item in your Coaching Actions tool (SP4a), SOLID’s form available online at solidpastors.org. 

See the Resources tab. 
 
GOALS FOR THIS COURSE 
EXERCISE 0.3 
Catalytic Christ-led Coaching Conversations is a course designed to help you grow in the areas listed 
below. In the space provided, use H for High, M for Medium, or L for Low to indicate the level of priority 
you place on achieving these possible outcomes from this workshop. 
 
____ Better grow and develop someone on my ministry staff. 
 
____ Improve my leadership skills (by learning how to grow others). 
 
____ Learn what Christian coaching is. 
 
____ Become a Christian coach or advisor (learn coaching and advising skills). 
 
____ Gain a Coach or Advisor Certification (grow coaching skills and abilities). 
 
____ Become a better mentor to others (for those learning how to mentor others). 
 
____ Learn advanced mentoring skills (for seasoned, experienced mentors). 
 
____ Other: ____________________________________________________________________ 
 

Our experience from teaching this workshop has shown us that there are four typical groups that take 
these workshops: 

1. Pastors who want to develop others on their staff. 
2. Seasoned mentors who want to become more effective as mentors. 
3. Beginning mentors who want to learn how to better mentor others. 
4. Those who are or who may want to become professional advisors or coaches. 

Of these four reasons, what is your primary motivation for taking this workshop? _____________ 

Congratulations. You have just set goals. Of course, you could become more granular. You may have 
heard of the SMART goals acrostic. We have added two letters, making “SMARTER” goals. This acrostic 
is described in the next section.  
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SMARTER GOALS 
SMARTER is an acrostic for Specific, Measurable, Agreed to, Related to mission, and Timetabled, plus 
SOLID’s contributions, Evidenced and Reviewed. When you set goals, insert the phrase “as evidenced by” 
after the goal statement. This will lead you to ways of measuring progress toward goal achievement. And if 
you set into motion a way of regularly reviewing your goals, you will radically increase the likelihood of 
achieving them. 

Setting SMARTER goals is a proven technique that helps you overcome barriers to goal attainment. 
Research indicates that goals need to pass several critical tests in order to ensure the greatest possible 
likelihood of being realized. At SOLID, we believe a SMARTER goal needs to meet the following criteria: 
 

� Specific: Is the goal as detailed and well defined as possible? After you finish setting a SMARTER 
goal, lead your coachee to make it even more specific than it already is.  

 
� Measurable: How will your coachee measure this goal? What criteria will they use? How often will 

they measure it? Is it quantifiable? 
 

� Agreed To: Is this goal agreed to by key stakeholders? Has your coachee obtained the right 
people’s agreement? 

 
� Related to Mission: Is this goal in harmony with your coachee’s personal or ministerial mission? 

 
� Timetabled: Does your coachee have a specific due date and have they set critical milestones? 

 
� Evidenced: Has your coachee identified evidence that proves they are accomplishing their goal? 

We suggest adding the phrase “. . . as evidenced by . . .” at the end of every goal. 
 

� Reviewed: Is your coachee’s goal reviewed on a regular (e.g. weekly or bi-weekly) basis? 
 

NOTE: When setting SMARTER goals, the most important criterion is Specific. After you finish setting a 
SMARTER goal, force yourself to make it even more specific than it already is. By adding the phrase 
“. . . as evidenced by . . .” at the end of every goal, you will naturally make this goal much more specific, 
and in our vernacular, “SMARTER.” 
 
Reading the above, you may be having a reaction like this: “What an order. I don’t do this level of goal 
setting myself—how can I lead anyone else to do it?” We have a favorite phrase: “Progress, not 
perfection.” As you set goals with others you will naturally become better at this process. The good 
news is this: the responsibility of setting goals is on the person you are coaching. You don’t have to be 
good at setting goals. Your coachee does. 
 
However, if you feel overwhelmed at the thought of this level of detailed goal setting, we empathize 
with you. That is why this workshop operates on multiple levels. On the surface, it is helping you to 
better develop others. But it is also helping you to develop you. Come prepared to learn about best 
practices of ministry leader development, with an eye for what you can do to develop you.  
 
We are often amused when we get a call from a senior pastor who wants to bring us in to develop his 
team. “Would you also like to receive coaching?” we ask. “No, I’m good. It is my people. They are the 
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ones who need it.” It is not too long before we hear whispers from the staff: “You know who really 
needs this, don’t you?” “Yes, we do. But we will start with you,” is our reply. “Do such a good job in 
coaching that your senior pastor will be inspired to engage with us.” Wouldn’t you guess, it often works. 
It just takes one member of the ministry staff receiving coaching for the whole team to start clamoring 
for it, including the senior pastor. Coaching works. 
 

Step 4 
COACHING 
 
Coaching is the fourth step of SOLID’s four-step coaching process.  
 
The OBJECTIVE of this step is to provide regular coaching sessions, meeting the needs of your coachee. 
 
The goals of this step are: 

1. Determine the topics for a coaching session. 
2. Set the priority in which to address the topics. 
3. Use powerful questions. 
4. Hold the coachee accountable for taking action.  

 
Informal or incidental coaching may pass through the first three steps as quickly as Jesus did with Peter. 
Or it may be a slightly longer conversation. In the following example, we see Jesus coaching the 
disciples, using a brilliant set of questions designed to grow their faith. 
 

The disciples had forgotten to bring bread, except for one loaf they had with them in the boat. "Be 
careful," Jesus warned them. "Watch out for the yeast of the Pharisees and that of Herod." They 
discussed this with one another and said, "It is because we have no bread." Aware of their 
discussion, Jesus asked them: "Why are you talking about having no bread? Do you still not see 
or understand? Are your hearts hardened? Do you have eyes but fail to see, and ears but fail to 
hear? And don't you remember? When I broke the five loaves for the five thousand, how many 
basketfuls of pieces did you pick up?" "Twelve," they replied. "And when I broke the seven loaves 
for the four thousand, how many basketfuls of pieces did you pick up?" They answered, "Seven." 
He said to them, "Do you still not understand?" – Mark 8:14-21 

 
Jesus could easily have given a lecture. Instead, he asked provocative questions designed to challenge 
their thinking and help them do some introspection and reflection on past learnings. 
 
To do effective coaching, one of the most difficult things you will have to learn is the art of asking powerful 
questions. It is easy to lecture, teach and otherwise “give” the right answers. It is much harder to show 
restraint, suspend the notion that you have the right answers, and trust the Holy Spirit to help your 
coachee discover the truth for themselves. Along the way, you will find the solution you might have 
offered is not, in the end, the best one. Imagine that! You are not God and don’t have all the answers. 
Praise God! You will often find that far better solutions are discovered collaboratively by brainstorming 
with your coachee, or by your coachee alone. So, you see, coaching is not near the hard work that you 
imagined. You do not need to have the answers. Not even one. But you do need to ask questions. That is 
the single most critical skill needed to perform effective leadership coaching.  
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Overall, for both informal and formal coaching, you will spend the majority of your time in Step 4, working 
to achieve the goals your coachee identified in Step 3. They may be captured in a Coaching Plan. Or, they 
may be more informal—handwritten on a piece of paper or typed up in a Word document. The point is, 
they should to be captured in writing to do the most good. 
 
USING THE COACHING ACTIONS TOOL 
It is highly beneficial for your coachee to have some type of written record of the actions that come out of 
each coaching session. They are responsible for capturing actions. However, you can help them. One way 
is for you to suggest a system. Following is our system; you can use it or come up with your own. 
 
The Coaching Actions tool is SOLID’s primary method for managing coaching sessions. If you were only 
to use two tools, this should be one of them. The other is the coaching agreement provided in the 
appendix. 
 
The Coaching Actions tool is available in hard copy, or as 
a Google Sheet, which means it can be edited by two 
parties at the same time. SOLID coaches keep an online 
file folder for each client. Inside that folder are all the 
client’s tools, organized by the four steps of SOLID 
coaching. You can access this tool by going to 
solidpastors.org. Click on the Resources tab and see 
Step 4. The digital version is product code SP4a. 
Coaching Actions; the print version is SP5a. Coaching 
Actions. 
 
COACHING TOPICS 
Your coachee is responsible for preparing for each 
coaching session by developing a list of coaching topics 
they want to discuss with you. They are to do this in 
advance of each session. Often, they will forget. In that 
case you can develop a list of “coaching topics” at the 
beginning of the coaching session.  
 
The key questions you ask to start a coaching session 
are: 
 

1. “Can we pray? Would you like to, or would you 
like me to?” 

2. “What are your topics for coaching today?”  
3. “What actions do you want to take as a result of the coaching today?” 

 
NOTE: The Coaching Actions online tool automatically populates various fields when your coachee rank-
orders the coaching topics by placing a number in the Topics box at the top of the tool. 

 
Accountability is one of the greatest things you bring to the table for your coachee. Therefore, it is 
important that you have some sort of record of the actions your coachee has agreed to take so you can 
hold them accountable.  
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THE THREE RULES OF SOLID COACHING 
There are three rules of SOLID coaching that you want to make clear to your coachee. You are sure to get 
a laugh when you go over these. And the message is sure to be received. 
 

Rule 1: The coachee takes all the actions. 
Rule 2: All the actions are taken by the coachee. 
Rule 3: If confused, see rules 1 and 2! 
 

The corollary, of course, is that the coachee gets all the credit. It stands to reason. They are responsible 
for the results. You are a facilitator of a conversation that they are having with themselves and with the 
Holy Spirit. Yes, at times you will have great ideas to share, and your collaboration will produce great 
results. But at the end of the day, you do NOT need to have the answers to be effective. 

 
“HATS” YOU WEAR AS A SOLID COACH 
We believe there are six hats that you wear at one time or another when coaching someone.  

 
This diagram illustrates the multiple “hats” you wear as coach. At any given time during a coaching 
session, a SOLID coach may be wearing one of 
these “hats”: 

Asking  Collaborative Coach   
Guiding Socratic Teacher 
Mentoring  Holistic Advocate 
Suggesting  Trusted Advisor 
Referring  Resource Connector 
Reflecting Active Listener 

 
 
Asking: Collaborative Coach  
This hat is the one worn most frequently by 
coaches. It is traditional ministry leader coaching 
relying heavily on the ASK principle found in the 
Gospel of Matthew: 
 
“Ask and it will be given to you; seek and you 
will find; knock and the door will be opened to 
you. For everyone who asks receives; the one 
who seeks finds; and to the one who knocks, 
the door will be opened. Which of you, if your son asks for bread, will give him a stone? Or 
if he asks for a fish, will give him a snake? If you, then, though you are evil, know how to 
give good gifts to your children, how much more will your Father in heaven give good gifts 
to those who ask him!” – Matthew 7:7-11 NIV 
 
Guiding: Socratic Teacher 
This hat is based on the traditional Socratic teaching methodology, asking provocative, powerful 
questions, challenging assumptions, and helping the coachee see things in new ways. 
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Mentoring: Holistic Advocate 
The coach will strive to be a role model for the coachee, and mentor them from a place of holistic 
advocacy for their highest and best interests. 
 
Suggesting: Trusted Advisor 
The coachee can count on the coach to be a trusted advisor who will at times make suggestions 
that they may consider. The coach will not tell the coachee what to do. 
 
Referring: Resource Connector 
At times, it will be appropriate for the coach to refer the coachee to other resources or connect 
them with others in the coach’s network. The coach will gladly make those connections for the 
coachee. 
 
Reflecting: Active Listener 
Active listening is where the coach will reflect back what he or she is hearing from the coachee 
and serve as a safe sounding board, so the coachee can hear their own thoughts. 
 

SUMMARY 
Congratulations. You are now briefed for the C4 workshop. Good work! We will be spending most of our 
time in practical application, so it is important you enter into this workshop with a good understanding of 
the material. 
As a quick review, your preparation for this workshop includes: 

1. Pray.  
a. Ask our heavenly Father to reveal to you any areas on which you need to work. 
b. Ask for insight into whom you should or could be developing and coaching. 

2. Read. 
a. Read this Introduction and complete the exercises. 
b. Read the Coaching Agreement in the Appendix section at the end of this document. 

3. Complete. 
a. Take the Ministry Leader Assessment. 
b. Bring a copy of pages 7 and 8 of “Competencies of a Ministry Leader” to the workshop. 
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ABOUT SOLID 
SOLID was first born out of a Bible study in 1989, inspired by this scripture: 
 

Nevertheless, God's solid foundation stands firm, sealed with this inscription: “The Lord 
knows those who are his,” and, “Everyone who confesses the name of the Lord must turn 
away from wickedness.” – 2 Timothy 2:19 NIV 
 

A brief history and future vision include:  
2000 – SOLID begins coaching pastors and non-profit ministry leaders 
2016 – Begins C4 training workshops, certifying in the SOLID coaching and advising process 
2017 – Forms 501c3 – SOLIDpastors is born 
2018 – Expands into Latin America; establishes ministry in Costa Rica 
2020 – Expands into Europe and Asia 
2028 – Establishes SOLID Advisors and Coaches on all continents 
 
SOLID’s VISION 
SOLIDpastors is the leader in transformational coaching, advising and certification for ministry leaders 
pursuing their God-given missions throughout the world. 
 
SOLID’s MISSION 
SOLIDpastors is a global Christian ministry whose mission is to equip ministry leaders with 
coaching, advising and certifications, achieving powerful individual and organizational 
transformation and greater operational excellence. 
 
SOLID’s CORE VALUES 
SOLID delivers principle-centered coaching based on our five core values, which form the SOLID acrostic. 
These principles are: 

● SOLID Service:   To Serve 
● SOLID Organization:  To Order 
● SOLID Leadership:  To Lead 
● SOLID Integrity:  To Integrate 
● SOLID Design:   To Design 

 
SOLID Values 
SOLID forms an acrostic, based on 2 
Timothy 2:19 (God’s solid foundation). Our 
five core values are integrated in all we do. 
They are: 
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 To Serve 
 

 For even the Son of Man did not come to be served, but to serve, and to give his life as a ransom for many. – 
Mark 10:25 NIV 

Serve with excellence – Serving Christian ministry leaders with services based in Biblical truth.  
(Mark 10:45; 2 Cor. 6:4-8; 1 Pet. 4:10) 
 
“It is better to serve than be served” is the motto of all great servant-leaders. The Principle of SOLID 
Service manifests itself in the form of leaders being altruistic and unafraid of putting others’ needs ahead 
of their own. A C4 practitioner applies this principle throughout their life and models servant leadership for 
others.  

Wikipedia defines it this way: “Servant leadership is both a leadership philosophy and set of leadership 
practices. Traditional leadership generally involves the accumulation and exercise of power by one at the 
‘top of the pyramid.’ By comparison, the servant-leader shares power, puts the needs of others first and 
helps people develop and perform as highly as possible.” A C4 practitioner needs to be passionate about 
leading in this manner, and willing to serve others as Jesus did.  

In order to be an effective developer of others, you need to have a willingness to serve others. 

To Order 

The LORD said, "If as one people speaking the same language they have begun to do this, then nothing they 
plan to do will be impossible for them.” – Gen. 11:6 NIV 

Order from chaos – Ordering improved systems for individual, team and organizational effectiveness. (Gen. 11:6-7; 
1 Cor. 14:40; Jos. 3:16) 
 
“Making order out of chaos” is one of a ministry leader’s greatest responsibilities. Things are constantly 
going from a state of order to disorder, and great ministry leaders are adept at turning the tide and 
structuring systems and people for success.  

The Principle of SOLID Organization counteracts entropy, the Second Law of Thermodynamics. As 
organizations and people grow, that change needs to be managed, or things fall apart. The fields of 
Organization Development and Organization Design (OD) are the sciences of planned change—how to 
take a person, group or organization from one level of functional effectiveness to the next. We believe that 
organizational ministry leaders need to be able to do their own OD, and not rely on an OD consultant for 
change management. A C4 practitioner needs to help bring order to the chaos that often accompanies 
individual and organizational change.  

To Lead 
And 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. – 2 Tim. 2:2 NIV 
 

Lead leaders to multiply – Leading personal and organizational transformations.  
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(2 Tim. 2:2; Rom 12:8c; Prov. 12:24) 
 

Leaders must develop other leaders to be truly successful. The Principle of SOLID Leadership is about 
multiplying yourself for increased leverage. A C4 practitioner guides others in multiplying themselves. 

A C4 practitioner models this behavior as they lead others on this journey of multiplication. We are not 
satisfied with just helping the individual grow their leadership to the next level; we want to see the people 
we work with develop (coach) their high-potential leaders, raising them up so they can help (coach) others.  

To Integrate 
In everything set them an example by doing what is good. In your teaching show integrity . . . – Titus 2:7 NIV 

Integrate values with actions – Integrating leadership development and operational excellence best practices. 
(Tit. 2:7; Psa. 25:21; 2 Cor. 1:12) 
 
Great leaders must have a high degree of integrity. We define integrity as the integration of what someone 
believes (their core values) and what they do (the actions they take). High-integrity leaders are 
incorruptible because they have a strong moral compass pointing “True North,” to Christ Jesus, and they 
follow him faithfully.  

The Principle of SOLID Integrity leads to a fully integrated ministry leader whose actions are congruent 
with what he or she says and does. C4 practitioners help others to integrate their core values with their 
actions in every aspect of their leadership, achieving intrinsic, sustainable personal and professional 
change. Leaders have great influence over others. It is a C4 practitioner’s mission to help others achieve 
the utmost of integrity. 

To Design 
For we are God's handiwork, created in Christ Jesus to do good works, which God prepared in advance for 
us to do. – Eph. 2:10 NIV 

Design to stand the test of time – Designing maximum leverage and achieving greatest ministry impact. 
(Eph. 2:10; Psa. 19:1; Acts 7:44) 

 
We were designed to do good works. Not to earn God’s favor, but to glorify God through our work (Col. 
3:23-24). Ministry leaders must be great designers of systems and strategies in order to produce good 
works. Great leaders employ the Principle of SOLID Design in everything they do, and actively drive 
focused planning and execution of their intentional design.  

The founders of SOLID believe that God our Father, Jesus Christ his son, and the Holy Spirit form the 
Blessed Trinity and are designed perfectly. We extrapolate that to leaders, believing there needs to be an 
intelligent design behind all a leader does. Great leaders are great designers. A C4 practitioner helps 
others design effective strategies, plans and tactics for success in every aspect of ministry and life. 

SOLID’s BELIEFS 
In order to embrace all legitimate denominations, SOLIDpastors’ Statement of Faith is the Apostles’ 
Creed as found in its original version. See https://en.wikipedia.org/wiki/Apostles'_Creed for more 
information. 
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APPENDIX





Dear Coachee,

SOLID’s Coach/Coachee Agreement details boundaries between you (Coachee) and your coach (Coach), 
forming a solid foundation for your success in pastor coaching. They track with SOLID’s five Biblical core 
values: Serve, Order, Lead, Integrate and Design. For more information on SOLID and our coaching 

process, visit SOLIDpastors.org.

SERVE – Your SOLID coach will serve you with a passion for excellence. (Mark 10:45)

I, Coachee, agree to allow Coach to serve me and act in my best interests. I will:

•  Openly discuss issues and ask you to hold me accountable to achieve my goals.
•  Try new behaviors, even if uncomfortable, awkward, or seemingly unnatural at times.

I, Coach, will serve you to the best of my ability. I will:

•  Provide candid and direct input and observations.

•  Ask direct questions that may challenge your assumptions.

ORDER – We will order and structure coaching to maximize your success. (Gen. 11:6-7)

I, Coachee, agree to follow the order and structure of the SOLID coaching process. I will:

•  Embrace SOLIDpastors’ strategic four-phase approach: Phase 1 – Orientation: Learn how to use 
a coach; Phase 2 – Assessment: Gain an accurate assessment of needs; Phase 3 – Goals: Set 
SMART, written goals; Phase 4 – SOLID Coaching: Gain regular coaching according to these 
logistics:

a. Delivery: In person or via phone or video. We agreed on: _____________________
b. Frequency: Weekly, monthly or quarterly. We agreed on: ____________________________
c. Duration: 25 minute, 50 minute, or 75 minute sessions. We agreed on: ________________
d. Fee (if any) paid how: ________________________   Paid when: _____________________

•  Follow SOLIDpastors’ Coaching Methodology: 

1.  Use SOLIDpastors’ “Coaching Actions” worksheet to prepare for my session.
2.  Develop a desired set of prioritized Coaching Topics prior to beginning each session.
3.  Ask Coach to suggest changes to the coaching topics or order as I begin the session.
4.  Drive the order in which my coaching topics are addressed.
5.  Be responsible for taking notes.
6.  Send my notes to Coach after each session, along with any actions I plan on taking. 
7.  Send an email prior to the beginning of my next session, indicating what I have 

accomplished and new topics to address in the upcoming session.
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•  Manage the clock; begin and end each session on time (with a 5-minute grace period). 
•  Schedule my next session at the end of every completed coaching session.
•  Maintain the coaching frequency agreed to with Coach.
•  Provide as much notice as possible when needing to reschedule a coaching session.

I, Coach, agree to follow the order and structure of SOLID’s Coaching Methodology. I will:

•  Help you to understand how to best use me as your coach and get the most out of coaching.
•  Guide you through SOLID’s Four-Phase Strategic Coaching Method.
•  Guide you through each coaching session using SOLID’s Coaching Methodology.
•  Ensure there is a good fit between your needs and my capabilities; if there is not, I will help you 

find another SOLID coach who may be a better fit.

•  Return emails and phone calls within 48 hours unless unavailability is communicated in advance.

LEAD – We support your growth as a leader by encouraging you to take the lead in coaching. (2 Tim. 2:2)

I, Coachee, agree to take full responsibility for taking the lead in the coaching process. I will:

•  Make up my own mind, together with Jesus Christ, my ultimate coach.
•  Choose what to work on and “own” those choices.
•  Avoid asking or permitting Coach to be overly prescriptive.
•  “Filter” all coaching through my own set of beliefs and experiences, trusting God for direction.

I, Coach, agree to follow your lead in the direction to go in your coaching. I will:

•  Avoid having an agenda for you. I will trust that you and God can figure that out.
•  Avoid being prescriptive or “armchair quarterbacking”; I will not tell you what to do.

•  Avoid giving advice and recommendations unless you specifically ask.

INTEGRATE – We integrate Christ-centered values with our actions, maintaining integrity. (Titus 2:7)

I, Coachee, agree to maintain the integrity of the coaching relationship. I will:

•  Use discretion in what I repeat to others regarding what Coach says to me. 
•  Maintain confidentiality of any sensitive information Coach may reveal to me.
•  Be open and transparent with Coach.

I, Coach, agree to protect our relationship. I will:

•  Avoid conflicts of interest that compromise my integrity.
•  Maintain complete confidentiality unless otherwise discussed and agreed. 
•  Serve as a positive role model; I will consciously model behavior for you.
•  Ask for feedback once per quarter (e.g. “How am I doing as your coach?”).

Ministry Leader
Coaching Agreement



DESIGN – We will design a coaching plan that will produce transformational results. (Eph. 2:10)

I, Coachee, agree to design a written coaching plan (“Plan”). I will:

•  Create Plan with written, specific, measurable, actionable, realistic, and timed goals.
•  Review Plan at least once per month and ideally once per week.

I, Coach, will help you design and prioritize your goals. I will:

•  Help you gain additional tools and resources needed to achieve the goals in Plan.
•  Help you measure your progress.
•  Provide encouragement and support.
•  Hold you accountable for reaching your full potential, pushing you when appropriate.

We agree to abide by our respective commitments contained herein, as indicated by our signatures.

___________________________ _______________  ___________________________ ______________
Signature   Date   Signature   Date

___________________________________________________  __________________________________________________ 
Coachee’s Name      Coach’s Name

NOTE: Review these Agreements quarterly to ensure you are getting the most from SOLID coaching.

Ministry Leader
Coaching Agreement

© 2018 SOLIDpastors.  All Rights Reserved. Product SP1a.       Page 3 of 3



	

	
1.0 © 2018 SOLIDpastors. All Rights Reserved. 

  



	

	
1.1 © 2018 SOLIDpastors. All Rights Reserved. 

Step 1 
ORIENTATION 
Orientation is the first step in SOLID’s four-step biblical coaching process.  
 
The OBJECTIVE of Step 1 is to orient the person (coachee) towards receiving coaching. 
 
The goals of this step are to: 
 

1. Help the coachee get comfortable with the idea of someone helping them. 
2. Set mutual expectations. 
3. Prepare the person to receive coaching. 

 
NOTE: An (*) denotes selected exercises covered in the one-day version of this multi-day workshop. 
 
There are two key ways we orient someone to coaching. It can be a formal orientation, where there is a 
coaching relationship, or an informal orientation, for what we call incidental coaching. 
 
INFORMAL COACHING 
Informal coaching occurs all the time in ministry. You just may not have called it coaching. Someone 
comes up to your after service and tells you a complex story of “he said, she said,” and finishes with, 
“What do you think I should do, Pastor?” You wisely respond, “Well, I don’t know. What do you think you 
should do?” After some more dialog, you are pressed again for an answer. Once again, wisdom kicks in, 
and you say, “What do you think God wants you to do?” They answer and leave satisfied that they 
received wise counsel from their pastor. You realize that you only asked questions and never gave them 
your opinion. Well done! You just coached someone. 
 
IDEA 
The next time someone asks you for advice, reply, “Can I put on my coaching hat for you?” Then, 
proceed to ask questions until they have their answer. 
 
REALIZE YOU KNOW HOW to COACH 
You already know how to coach. You may not realize it, but you do. It may not be in a formal relationship 
called coaching, but it happens throughout your week. We call it incidental or informal coaching. It occurs 
all the time in your day-to-day activities. Think about some examples of incidental coaching, and write 
them out below. 
 
Example: 
 
 
Example: 
 
 
Example: I was in a meeting recently with Rob. He was coming from the gym and had his gym bag with 
him. Before we started the meeting, Rob and I engaged in some small talk about the gym he attends, and 
the kind of exercise he does. I mentioned that I need to get into better shape. He asked me a great 
coaching question: “Do you work out?” I said, “No, but I need to.” He said, “I feel great when I work out.” 
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“Yes, I really need to make time,” I replied. “I find that going in the middle of the day really works well for 
me,” he said, and he explained why he felt that way. I said, “That is a great idea. I have a gym really close 
to me. I could do it at lunchtime.” He said, “Great, is that something you really want to do?” I said yes, I 
was going to start doing it. “Great,” he said. “Let me know how that works for you. I think you are going to 
get a lot more energy as a result.” I thought back on the day before, and how I’d been really tired for the 
last three hours. I nodded.  
 
Rob did great coaching, and he was not even trying to be a coach. As a result of that conversation, I 
made a decision to start working out, and the next day, I found myself setting up a stationary bicycle right 
next to my bed, so that I had no excuse. 
 
This is a true recounting of some incidental coaching that happed. So, you see, coaching happens 
incidentally all the time, without planning, throughout your day. By recognizing it for what it is, you can 
take advantage of it, both by giving coaching to those who seek you out, and by receiving coaching from 
others who want to help. 
 
 
EXERCISE 1.1 
What is an example of you GIVING incidental coaching? Note: One of the key markers of a top leader is 
their focus on developing others. If you have difficulty coming up with an example of you providing 
incidental coaching to someone, you are probably not mentoring others like you could, and may want to 
look at ways of increasing your mentoring activities. Write your answer here: 
 
 
 
What is an example of you RECEIVING incidental coaching lately? Note: If you have trouble thinking 
about a time, it likely means that you are not very coachable, you need to be more open to others 
speaking into your life. Write your answer here: 
 
 
 
THE MOST IMPORTANT WORD in COACHING 
I am thinking about a word. It is the most powerful three-letter word in the English language, and the most 
important word in coaching. If you understand and embrace this word, you can be a highly successful 
coach.  
 
EXERCISE 1.2* 
Let’s play hangman. You may remember this game from childhood. I am thinking 
about a word. It is the most powerful three-letter word in the English language. 
The purpose of the game is to identify the word as quickly as possible, with the 
fewest mistakes. You can guess letters or words. Every time you guess 
incorrectly, you get a body part: head, body, arms, legs. Sorry, no fingers or 
toes! Guess the word before you get “hung.” There is only one rule to the game 
that your instructor knows but you don’t know. Are you ready? See how fast you 
can get the word. Begin! 
 
What is the word? ___ ___ ___  
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Congratulations. Now, let’s play this game again, but this time, discover the antithesis of the word you just 
discovered. It destroys your ability to be an effective coach. And, it is the reason why you did not win the 
first exercise in two moves. That’s right. This is like a chess game, and you can win this game, 
guaranteed, in two moves. Let’s try again. Same game. Same rules. Three letters. One word. The most 
destructive thing to a coach’s effectiveness.  
 
The word is: ___ ___ ___. 
 
What was the secret to winning this game? You had to: 

1. ___ ___ K 
2. ___ ___ ___ K 
3. ___ ___ ___ ___ K 

 
 
OPEN-ENDED and CLOSED-ENDED QUESTIONS* 
One of the primary tools of a coach is employing the ASK principle as found in Matthew 7:7. When 
asking, there is a continuum of questions that range from: 
 

 
 
Very Large, Open-Ended: These allow the person to think at a very ______ ________ and do not solicit 
a direct answer. They allow for _________ and __________. What is an example of a very large, open-
ended question? 
 
 
 
Open-Ended Questions: Open-ended questions elicit information; being open-ended, they encourage 
the coachee to ________ and the coach to ________. 
 
 
 
Small, Open-Ended Questions: These narrow the focus to a great degree but still do not require a 
_____ or _____ answer. What is an example of a small, open-ended question? 
  
 
 
Closed-Ended: These questions lead to a conclusion. What is an example of a closed-ended question? 
 
 
  
Small, Closed-Ended: They questions almost always have a one-word answer, _______, _______, or 
maybe. 

Very 
Large, 
Open-
Ended  

Open-
Ended		

Small, 
Open-
Ended  

Closed-
Ended  

Small, 
Closed-
Ended  
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When coaching, you are staying on the left side of this continuum most of the time. You begin with very 
large, open-ended questions. As you progress in the conversation on a particular topic (we call that 
coaching conversation a “coaching segment”), it will naturally wind down to a closed-ended question. For 
example: 
 
Starting the coaching segment, you ask, “What do you want to work on?” After you get a topic, you may 
ask, “What would success look like if you achieved this goal?” After 5 or 10 minutes of discussion, you 
begin asking closed-ended questions to end the segment, such as, “What actions do you want to take?” 
and then finally, “By when will do you this?” 
 
 
EXERCISE 1.3 
Prepare someone for informal coaching by following these steps: 

1. Ask: Can I help you address this issue?  
2. Ask: Can I ask you a question? 
3. Ask a question that will help them with their problem. Keep the question open-ended. 
4. Listen carefully to their response. 
5. Repeat back what you heard. Paraphrase. This is called “reflective listening” or “active listening.” 
6. Ask another open-ended question to help them explore options. 
7. Listen carefully. 
8. Repeat back; paraphrase. 
9. Repeat this sequence until they come to an answer. For the purposes of this exercise, AVOID 

giving advice OR making statements. Use questions only. Ask open-ended questions that don’t 
have a “yes” or “no” answer to them. 

10. Record your observations below. 
 

OBSERVATIONS 
 
 
 
DETERMINING if SOMEONE WANTS COACHING 
ASK: Would you like me to coach you from time to time? 
Coaching is a relatively new profession, which started in the ’70s and has only recently become 
mainstream. Because it is so new, there are four key questions that you have to help someone answer. In 
order, they are: 

1. What is coaching? 
2. Do I need coaching? 
3. Do I want coaching? 
4. Do I want you to be my coach? 

Everyone NEEDS a coach. That is not the question. If the person does not WANT a coach, and does not 
WANT coaching, then you are wasting your time, and theirs. Therefore, you must determine if the person 
wants to get help to achieve their goals. That begs the question, what are their goals? Let’s find out. 
 
First, to begin a formal coaching relationship, you need to have a conversation with the person you want 
to coach to explore their desire for help. It may go something like this: 
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You: “I see great potential in you and would like to provide some ministry coaching to help you grow your 
ministry skills and abilities. Coaching is where two people meet, one-on-one, one or two times per month, 
for a period of time, to help one person better set and achieve their goals. I would like to do that with you 
if you are interested. Would you like to explore this with me?” 
 
 
What you are looking for is a tentative “yes.” You still need to explore their goals and find out what they 
would like to achieve in coaching. You then ask: 
 
“If we were to work together, what are some areas in which you would like to grow and develop?” 
 
EXERCISE 1.4* 
Role play this with a partner. Enroll the person in working with you as their coach. Follow the provided 
script. Get a tentative “yes.” Then, make a list of things they want to work on here. 
 
Their name: __________________________________ 
 
What they want to work on (try to get their “top ten” by saying “Good, what else?” after every statement 
they make): 
 

1. ____________________________________________________________________________ 

2. ____________________________________________________________________________ 

3. ____________________________________________________________________________ 

4. ____________________________________________________________________________ 

5. ____________________________________________________________________________ 

6. ____________________________________________________________________________ 

7. ____________________________________________________________________________ 

8. ____________________________________________________________________________ 

9. ____________________________________________________________________________ 

10. ____________________________________________________________________________ 

OBSERVATIONS 
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FIVE QUALITIES of a COACHABLE LEADER 
Have a discussion with your coachee around the subject of “coachability.” There are five qualities we 
believe are necessary for your coachee to be considered a coachable ministry leader. Following is an 
excerpt from SP1d. Orientation to Coaching for Ministry Leaders, a document written for the coachee, 
which explains these qualities: 

1. Willingness to Change 
Are you willing to change things you do currently that do not work as well as you would like? Are you willing to 
be vulnerable, try new things, and perhaps rethink deeply held beliefs? Great ministry leaders are always 
willing to change and adapt to become more effective. Sometimes, when the answer is “I am not sure,” we 
ask the question, “Are you willing to become willing to change if enough evidence is presented to make a 
strong case for it?” We find that ministry leaders become much more willing to change once they get objective 
feedback in Step 2: Assessment. 

Practical Application: You will be getting feedback, some of which may be hard to hear. There may be areas 
you thought were strengths that are being overused, and now represent areas in need of improvement. Some 
behaviors that were strengths early in your career may have become weaknesses as you have moved up in 
your roles and responsibilities. You need to consider all feedback and coaching with an open mind if you are 
going to continue to scale successfully. 

2. Desire to Change 
Do you have a desire to make changes that may make you uncomfortable? Great ministry leaders are willing 
to suffer personal discomfort for the good of those they lead. Sometimes, personal comfort can get in the way 
of a leader’s development. The best way to increase your desire to change is to look at the rewards. Ask 
yourself: “If I make changes in my leadership style and become more effective, what will the payoff be?” 
Reflecting on this future state can dramatically increase a leader’s desire to change. 

Practical Application: You need to put in several hours per month of work outside of your coaching sessions, 
and you need to prioritize coaching to make sure it gets scheduled and occurs despite how busy you may be. 

3. Courage to Change 
Great leaders regularly get themselves and others out of their comfort zones. It takes courage to be 
uncomfortable and to try new things. Sometimes, we need to accept the way things are. At other times, we 
need to courageously challenge the status quo. It requires wisdom to know what to change, and when. Your 
SOLID coach is here to guide you through determining what you should try to change, as well as what you 
may just need to accept about yourself, others, or your circumstances.  

Practical Application: You may want to involve stakeholders and ask them for constructive feedback at 
regular intervals during your coaching. When receiving their feedback, you will avoid giving context or making 
excuses, and simply thank them, even if you disagree. Otherwise, you will shut down a valuable source of 
feedback. You will be unlikely to receive any more if you get defensive. It is very hard to resist, but unless you 
do, that great stakeholder feedback will no longer be a resource to you as you seek to make changes in your 
functioning as a ministry leader. 

4. Humility to Change 
It takes a certain degree of humility to let it be known that you have areas in which to improve. 
Humility is the mark of a great leader, and SOLID coaching is designed to help you improve in this area 
through an objective look at your strengths and challenges. By engaging in coaching, and acknowledging 
developmental opportunities to certain stakeholders, a certain humility naturally occurs. Great ministry 
leaders do not let their ego get in the way of the change process. 
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Practical Application: Sharing your Coaching Plan for Ministry Leaders with your supervisor, mentor, board or 
other stakeholders is humbling. Doing so builds character, sets the stage for others to open up about their 
developmental challenges, and is modeling positive behavior for others. See “Step 4: Coaching” for an 
explanation of your Coaching Plan for Ministry Leaders. 

5. Discipline to Change 
Having the discipline to implement and hone more effective behaviors/habits/processes is a mark of a great 
ministry leader. Making personal improvements stick is often about creating more effective habits and 
processes, which requires disciplined execution of your action plans and consistent follow-up with 
stakeholders. 

Practical Application: You may want to check in with your key stakeholder(s) once per month, keep a 
daily/weekly checklist or journal, and/or perform other activities that will allow for input and reflection. You will 
want to follow through on actions you commit to with your coach, prepare a list of coaching topics you want to 
cover before each session, and prioritize by rank ordering those topics. 

EXERCISE 1.5 
In small groups, choose one volunteer who will be the coachee. Choose one observer who will assess 
small group performance. Gather around and ask questions to determine if the person is coachable. Make 
sure to cover all five qualities of a coachable ministry leader: 

1. Willingness to change. 
2. Desire to change. 
3. Courage to change. 
4. Humility to change. 
5. Discipline to change. 

After finishing, the observer provides observations to the group regarding the degree of success in 
determining how coachable the person is. 

OBSERVATIONS 

 
 
 
 
 
 
 
 
BEGINNING FORMAL COACHING 
During the first month of formal coaching, your main objective is to build a high-trust relationship with your 
coachee. This is accomplished by providing an effective orientation to the coaching process, which is the 
primary agenda of the early coaching sessions. Step 1 may be summarized as follows: 
 
Objective: Build trust. 
Agenda: Orient Coachee to the coaching process. 
Deliverable: Signed Ministry Leader Coaching Agreement. 
Timeline: During the first one to four weeks of coaching. 
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USING the MINISTRY LEADER COACHING AGREEMENT 
REFERENCE DOCUMENT: SP1a. Ministry Leader Coaching Agreement. 
 
In order to have the best outcome in coaching, you need to execute a 
Ministry Leader Coaching Agreement. This document defines the roles and 
responsibilities of you and your coach. 

You may provide this Agreement in advance or during one of the initial 
coaching sessions. This Agreement can be modified as needed. Simply 
cross out anything that does not concern you or your coachee, and initial. 

You should be flexible and willing to modify the Agreement to best meet 
your coachee’s needs. SOLID has been using this Agreement since the late 
’90s, so it is rare these days that we find someone wanting to modify 
anything about it. However, it is our discipline to remain flexible. The S of 
SOLID’s acrostic stands for Serve. We are here to do just that, and in Step 
1 of the coaching relationship, the SOLID coach is being most intentional about building a relationship. 
One of the best ways we have found to do so is by demonstrating a willingness to be flexible in meeting 
the coachee’s needs. We avoid a “This is the program—take it or leave it” approach, in favor of “I am here 
to serve you.” We go out of our way to model servant leadership and check our egos at the door when 
coaching. At SOLID, our definition of coaching embodies this philosophy. SOLID coaching is defined as 
“two people working together for one person’s highest and greatest good.” This does not leave room for 
egos to get in the way. 

Setting boundaries and defining expectations is a critical part of Step 1: Orientation. Clearly stating the 
SOLID coaching boundaries helps us build the trust we want and need to have with the coachee. 
Confidentiality is the most common boundary and area of concern that coachees bring up. The coachee 
wants to know: “Is the information I share with my SOLID coach confidential?” Yes, it is. We treat the 
relationship with the same standards as a therapist or doctor. 

Here are the steps of using this Agreement: 
 
Step 1: Tell your coachee that you are going to send them a Coaching Agreement; ask them to review it. 
Step 2: Ask for a meeting to discuss the Coaching Agreement; ask them to review prior to the meeting. 
Step 3: Review all sections in the meeting. Determine frequency, meeting length, pricing, etc. 
Step 4: Calendar a time for your first coaching session. 
Step 5: Ask them to pre-read Orientation to Ministry Leader Coaching. 
 
EXERCISE 1.6 
Practice going over the Coaching Agreement with a partner. Go over one section at a time. Follow these 
steps: 

1. Ask them to read the first section. 
2. Ask them if they have any questions. 
3. Ask them to read the next section. 
4. Ask for questions. Repeat until the entire document is reviewed and agreed to; then both of you 

sign the Agreement. Take a picture of the Agreement. Let the coachee keep the original. 
 
Pay attention to key stipulations of the Coaching Agreement. They are: 
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1. Frequency: How often will we meet? 
2. In-Person vs. Phone/Video: What combination of in-person and phone and/or video coaching will 

we use? 
3. Duration: How long is the engagement? 
4. Location: When and how will we meet?  
5. Assessment: What kind of assessment is included in this engagement? 
6. Measurement: How will we measure progress? 
7. Sponsor: Who is Sponsor of this engagement?  

 
QUESTIONS to ANSWER 

1. Did you cover the key stipulations of the coaching agreement? _____ 
2. Did you capture them in writing? _____ 
3. Did your coachee sign the Agreement? _____ 

 
FREQUENCY of COACHING SESSIONS 
If you were coaching on behalf of SOLID, you would deliver regular coaching face-to-face and/or via 
telephone/video conferencing. You would generally connect twice per month with your coachee, but the 
frequency is something that you will work out with them. When and how often to meet is a matter of 
personal preference, but we do believe that two touchpoints per month are critical to gaining and 
maintaining momentum in the engagement.  

 
HUMOR and COACHING 
Introducing humor early in the coaching relationship is always a good thing. Our favorite joke always gets 
a great laugh, and delivers a powerful message: 
 

 
 
OBSERVATIONS 
 
 
 
HOW to ACQUIRE CLIENTS 
Let’s assume you are now ready to begin acquiring 
coachees. How is that best accomplished? Here is our 
experience. The number-one best way of gaining a new 
coachee is from an existing coachee. The second-best 
way is by offering gift certificates. Of course, you have a 
built-in coachee pool with any staff you have. However, it 
does not work well if you are related! 
 

“There are three rules in coaching. Rule 1: The coachee does all the work. Rule 2: All the 
work is done by the coachee. Rule 3: If confused about the rules of coaching, see Rules 
#1 and #2. The corollary to this: The coachee gets all the credit.”		
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TIP 
Go to www.SOLIDpastors.org/resources and download gift certificates to give out to those whom you 
want to coach. We suggest offering 3 free sessions to get started. If you would like to receive coaching, 
we will also offer you a gift certificate. Email Daniel.Mueller@SOLIDpastors.org and we will send one out 
to you. 
 
PRIVATELY PAID VS. MINISTRY-PAID ENGAGEMENTS 
We differentiate between privately paid and ministry-paid engagements. A “Private Pay” engagement is 
one in which the coachee is paying for the engagement out of their own pocket. A ministry-paid 
engagement is one in which the ministry or organization pays. When that happens, the SOLID coach is an 
agent of the ministry, working on behalf of Sponsor (the person requesting the service), and needs to act 
in the best interest of the ministry at all times.  

Should you charge for coaching? The short answer is “Yes.” It is helpful to have some “skin in the game” 
from your coachee, and if he or she is a staff person, we strongly recommend that you make them at least 
pay for their own materials, resources, books, periodicals, seminars, workshops, etc. By investing in their 
own development, there is a greater likelihood that your coachee will take the coaching seriously. 

SOLID CODE of CONDUCT 
Confidentiality in coaching is a hot topic. It would be easy for us to say, as most coaches do, that 
everything discussed in coaching is confidential. However, agreeing to keep certain things confidential 
would be unethical of us. Here are our boundaries: we keep confidential everything our coachee tells us, 
unless it is illegal or unethical.  

EXERCISE 1.7 
What would be examples of things you believe you should report to the proper authorities? 

 

What about gross moral misconduct? 

 

The “I” of SOLID stands for Integrate—the integration of what we believe with the actions we take. In a 
word: integrity. We seek to model that behavior in all that we do. Here is another excerpt from SP1d. 
Orientation to Coaching for Ministry Leaders: 

We ask you to keep confidential what you are told by Coach. It dilutes your authority to attribute your 
actions to your coach. You are the player on the field calling the shots. The last thing you want to do 
is say, “My coach told me to ___.” Firstly, a SOLID coach has been trained to avoid “armchair 
quarterbacking,” where they are “telling” you what to do. Secondly, you are the quarterback, calling 
the plays. You need to take full credit for all you do, and not lean on your coach as a crutch in any 
way. Thirdly, you may have misunderstood what your coach said, and it makes you look bad if you 
appear to be overly reliant on your coach.  

Lastly, but most importantly, there are certain parts of the coaching that are meant to be shared with 
others. Specifically, you will likely want to share most or all of your Coaching Plan for Ministry 
Leaders with your stakeholders. We will discuss this in more detail in Step 3: Goals. For now, suffice 
it to say that a transformational part of the coaching comes when you openly share your 
developmental goals with key stakeholders who are invested in your development.  

http://www.SOLIDpastors.org/resources
mailto:Daniel.Mueller@SOLIDpastors.org


	

	
1.11 © 2018 SOLIDpastors. All Rights Reserved. 

 
Following is one more section out of SP1d. Orientation. It is rich with similar methods and I strongly 
encourage you to download and study this document. 
 
 
Here is the excerpt: 
 

“Hats” Worn by Your Coach 
This diagram illustrates the multiple “hats” your coach 
wears. At any given time during a coaching session, a 
SOLID coach may be wearing one of these “hats”: 

Asking  Collaborative Coach 
Guiding  Socratic Teacher 
Mentoring  Holistic Advocate 
Suggesting  Trusted Advisor 
Referring  Resource Connector 
Reflecting Active Listener 

 
 

Asking: Collaborative Coach  
This hat is the one worn most frequently by your coach. 
It is traditional ministry leader coaching relying heavily 
on the ASK principle found in the Gospel of Matthew: 
 
“Ask and it will be given to you; seek and you will find; knock and the door will be opened to 
you. For everyone who asks receives; the one who seeks finds; and to the one who knocks, 
the door will be opened. Which of you, if your son asks for bread, will give him a stone? Or 
if he asks for a fish, will give him a snake? If you, then, though you are evil, know how to 
give good gifts to your children, how much more will your Father in heaven give good gifts 
to those who ask him!” – Matthew 7:7-11 NIV 

 
Guiding: Socratic Teacher 
This hat is based on the traditional Socratic teaching methodology, asking provocative, powerful 
questions, challenging assumptions, and helping you look at new ways of seeing things. 
 
Mentoring: Holistic Advocate 
Your coach will strive to be a role model for you, and mentor you from a place of holistic advocacy 
for your highest and best interests. 
 
Suggesting: Trusted Advisor 
You can count on your coach to be a trusted advisor who will at times make suggestions that you 
may consider. Your coach will not tell you what to do. 
 
Referring: Resource Connector 
At times, it will be appropriate to refer you to other resources or connect you with others in your 
coach’s network. Your coach will gladly make those connections for you. 
 
Reflecting: Active Listener 
Active listening is where your coach will reflect back what he or she is hearing from you and will 
serve as a safe sounding board, so you can hear yourself think. 
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EXERCISE 1.8* 
In a small group setting, practice putting on the different hats of a SOLID C4 Coach. Declare to the group 
what hat you are wearing, and then function in those terms. 
 
 
Watch a demonstration of this so you better understand the exercise. 
 
 
OBSERVATIONS 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
HOMEWORK* 

1. Go to www.SOLIDpastors.org/resources and download and read SP1d. Orientation to Ministry 
Coaching. It will give you an excellent tool to provide to those who want to understand the 
coaching process. Combined with the Ministry Leader Coaching Agreement and gift certificate 
information, they comprise a valuable set of resources orienting anyone to SOLID-style coaching. 

 
 

2.  Read this section after completing the workshop. This especially applies to participants of the 
one-day version of this workshop.

http://www.SOLIDpastors.org/resources
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SECTION 2 
STEP 2: ASSESSMENT 
 
Assessment is the second step of SOLID’s four-step coaching process.  
 
The OBJECTIVE of this step is to assess the needs of the person for whom you are coaching. 
 
The goals of this step are to: 
 

1. Identify perceived coaching needs as described by the ____________. 
2. Discover perceived areas of __________ and ___________. 
3. Understand the background of the coachee as it relates to areas for which ________ or advice is 

being sought.  
 
An “Assessment” can range from the extremely informal to extremely formal. Let’s look at an example of 
an informal assessment. 
 
NOTE: An (*) denotes selected exercises covered in the one-day version of this multi-day workshop. 
 
Informal Assessment 
You are incidentally involved in these informal “assessment-focused” conversations throughout your 
week. The following story illustrates an informal assessment. 
 
READ 
By way of background, you hate cats. 
 
You are meeting with a staff person, and you notice they don’t look happy. You say, “Juan, is something 
wrong?” Juan says, “Yes, my cat is dying.” You say, “I didn’t realize you had a cat.” Inside, you are dying 
laughing, seeing your friend so downcast, mourning the soon-to-be loss of his cat. You realize that while 
you would love to see all the cats of the world go to cat heaven, your friend has a clear emotional 
attachment here. So you tread lightly, and ask another question. With all the seriousness you can muster, 
you stifle your belly laugh and ask, “Are you very close to your cat?” “Very,” is Juan’s quick reply. Well, 
thank goodness you did not laugh. That will come later when you retell this story. For now, you put your 
arm around Juan’s shoulder and tell him, “I am sorry you are going through this. Is there anything I can do 
for you?” Disaster adverted. You can now go to a Cat Haters Anonymous meeting and share that you 
almost slipped. Juan is none the wiser and you have been an effective coach for your staffer. You 
assessed the need, found the issue, and provided comfort without solving the problem. The cat is 
hopefully still going to die. Smile. 
 
EXERCISE 2.1* 
Find a partner and take turns having an informal dialogue assessing a need. Specifically, take on the 
following scenario: 
 
You are at a coach-the-coach workshop but are not sure what is the most important thing you want to get 
out of it. You have been asked to identify the single most important thing you want to achieve, but that is 
unclear to you. You look confused. Your partner is going to ask you, “Are you enjoying the workshop?”  
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You reply, “Yes, but I am uncertain as to what is the most important thing I want to get out of this.” Ask 
questions without making any statements to solve the problem for your partner. After a few minutes, 
switch roles. 
 
 
Formal Assessment 
A formal assessment can occur for a number of reasons: 

1. Your church’s board decides to assess you and asks you to complete a 360-degree assessment. 
2. You decide to give a 360-degree assessment to one of your staff and recruit a coach to do it.  
3. You want to grow your skills and abilities and engage in coaching, and ask for an assessment. 
4. You take some online behavioral assessments to improve your awareness of your strengths and 

weaknesses. 
 
What are several other reasons that you can think of for a formal assessment? 
 
1.  
2.  
3.  

 
SOLID Ministry Leader Coaches use five key methods to assess needs:* 
 

1. The coachee ___________ us what his or her needs are. 
 

2. You, the coach, ________________ what they are, often by recognizing similar situations you 
have seen in the past. This is called “pattern recognition.” 
 

3. The ______________ provides previously completed assessments for you, the coach, to review. 
They may include behavioral assessments, personality profiles, 360-degree assessments, past 
performance reviews, and similar information. 
 

4. The coachee completes ________________ under the direction of the coach. 
 

5. Electronic (survey-based) or qualitative (live, interview-based) 360-degree assessments. 
 

 
Usefulness of Assessments  

Assessment instruments in general serve three purposes. They: 

1. Present the coachee with new information and insight. 
2. Provide insight into the coachee for the coach. 
3. Serve as a starting point for discussion and exploration of the coachee’s needs. 

Reports of assessment instruments should always be taken as tentative. They present information to the 
client that he or she may or may not agree with and may vary in degree of accuracy. However, it is a 
starting point and gets a conversation going regarding top strengths, weaknesses and blind spots.  

After completion of any assessment, the coachee should annotate his or her report indicating degrees of 
agreement or disagreement regarding the assessment’s findings. You will then discuss these findings 
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with your coachee, which will be most useful as you progress to Step 3 of SOLID’s coaching 
methodology: Goals. 

SOLID’s Most Popular Assessments  
Assessments play a very important part in helping a ministry leader 
grow to the next level. One of their primary purposes is to aid the 
coach and coachee in uncovering blind spots that may derail future 
success. It is important to familiarize yourself with various tools for 
discovery and leverage them to your advantage. If you asked us what 
SOLID’s most popular assessments are, our shortlist would include: 

Assessment Name Description 
Product  
Number 
 

Ministry Leader 
Blind Spots 

In-depth workbook for self-discovery SP2a. 

Competencies of a 
Ministry Leader 

Insight into five key categories of 
competency 

SP2b. 

SOLID Leadership 
Assessment 

A tool using SOLID’s five core 
values 

SP2c. 

Markers of a 
Ministry Leader 

Determine your genetic and cultural 
markers 

SP2d. 

 

We would like you to experience the power of taking an assessment. The following exercise will help you 
do just that. 

EXERCISE 2.2* 
Complete the Competencies of a Ministry Leader Assessment. Follow the instructions for scoring. 

Discuss the results in a small group. 

EXERCISE 2.3* 

List the top three to five things you learned from completing the Competencies of a Ministry Leader 
Assessment:  
 

1. 

2. 

3. 

4. 

5. 

 
Categories of Competency 
SOLID has developed a five-category competency model that is 
compatible with all the most respected ministry leader competency 
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models. The diagram to the right depicts the five key areas of ministry competency needed to be a highly 
successful ministry leader. RESOURCE DOCUMENT: SB2b. Competencies of a Ministry Leader.  
 

Behavioral Assessments 
Our three most popular behavioral assessments are: 

1. Myers-Briggs Personality Profile. 
2. DiSC Behavioral Preference Indicator. 
3. Birkman Assessment. 

 

Free Resources 
Listed below, you will find links to several free and low-cost behavioral assessment tools.  

Free Online Assessments 

• Keirsey Temperament Sorter. https://www.keirsey.com/sorter/instruments2.aspx 
• 16 Personalities. https://www.16personalities.com/  
• Online MBTI Assessment. http://www.humanmetrics.com/cgi-win/jtypes2.asp 
• Big Five Personality Report. https://www.123test.com/personality-test/ 

 
Low-Cost Assessments 
For each of the following, you’ll have to buy the book to get a key code to go online and complete the 
assessment. Both books are about $25. 

• StrengthsFinder 2.0 by Tom Rath. https://www.gallupstrengthscenter.com 
• Emotional Intelligence 2.0 by Travis Bradberry and Jean Greaves. 

http://www.talentsmart.com/products/ 
 

STARTING STEP 2 

Requesting Information from Your Coachee 
Part of building trust is creating a safe environment. You need to assure your coachee that you will keep 
all information provided to you safe and secure. At SOLID, we keep a coachee’s files in a dedicated file 
folder that they have access to on Google Drive. If you work with us on coachee engagements, you will be 
able to use our workspace. 
 
As you start Step 2, you will want to ask your coachee to provide you any previous tests or assessments 
they have taken as well as contextual organizational documents, including: 

1. Behavioral assessments, such as DiSC, Insights, Birkman. 
2. Personality profiles, such as Myers-Briggs, The Big Five, HEXACO. 
3. Emotional IQ assessments. 
4. Leadership assessments. 
5. Electronic 360-degree assessments. 
6. Interview-based 360-degree assessments. 
7. Job description. 
8. Organizational chart. 
9. Ministry plan / operating plan / strategic plans. 

“Prescription	without	diagnosis	
equals	malpractice.	It	is	critical	
to	assess	the	needs	of	the	coachee	
before	engaging	in	coaching.”	

“It	is	very	helpful	to	have	
a	shared	workspace	for	
coach	and	coachee	to	
store	documents.	We	use	
Google	Drive,	to	which	
you	can	also	have	access.”	

https://www.keirsey.com/sorter/instruments2.aspx
https://www.16personalities.com/
http://www.humanmetrics.com/cgi-win/jtypes2.asp
https://www.123test.com/personality-test/
https://www.gallupstrengthscenter.com
http://www.talentsmart.com/products/
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10. Other documents your coachee deems useful for you to better understand their needs. 
 

During your second or third coaching session, you are asking questions like: 
1. Can we review your goals for coaching? 
2. What does success look like at the end of our engagement? 
3. What critical factors will determine the level of success we are able to achieve together? 

 
As you can see, these types of questions quickly move the focus from a new client orientation to an 
assessment of needs. In Step 2: Assessments, you will decide on all the specifics of the assessments that 
will be conducted. It is useful to note that SOLID has a testing and assessment practice, and often, 
assessments are conducted by the head of that practice or someone who works in that department. 

TEST* 
The main objective of Step 2 is to complete an ___________ of a coachee’s _______ and __________. 
Step 2 is completed when you are satisfied that you have a good understanding of your coachee’s 
background, __________, and areas in which they want to _________. Step 2 may be summarized as 
follows: 
 
Objective: Understand needs. 
Agenda: Assess Coachee’s top strengths and challenges. 
Deliverable: Ministry Leader Blind Spots document completed. 
Timeline: Generally, you are in Step 2 for sessions two through four.  

Four Types of Assessments* 
The first order of business is to decide what types of ___________ your coachee should complete. You 
can suggest what you think will be most beneficial for them. You may also access our Director of 
_____________ and ___________ to discuss your options. 

Ministry Leader Blind Spots is a key resource needed to begin your assessment process. It is a document 
that catalogs all your assessment __________. See RESOURCE DOCUMENT: SP2a. Ministry Leader 
Blind Spots. 

The options for assessments you may take include: 
 

A. Electronic behavioral assessments and personality profiles. Our five most often administered are: 
1. DiSC Behavioral Preference Indicator. 
2. Myers-Briggs Type Indicator. 
3. Birkman Behavioral Assessment. 
4. StrengthsFinder 2.0 Strengths Assessment. 
5. Emotional Intelligence 2.0. 

B. Leadership assessments and other electronic, self-reporting 
profiles and inventories. 

1. SP2b. Assessing Ministry Competencies. 
2. SP2c. SOLID Leadership Assessment. 
3. SP2d. Markers of a Ministry Leader. 

C. An electronic 360-degree assessment. 
D. A live, interview-based 360-degree assessment. 

 

“We	strongly	recommend	
learning	how	to	conduct	
interview-based	360-degree	
assessments;	they	are	a	very	
powerful	form	of	
assessment.”	



	

	
2.6 © 2018 SOLIDpastors. All Rights Reserved. 

Team Approach to Assessment 
SOLID has experts that specialize in testing and assessment. We often employ a team approach that 
enables us to possibly provide these experts for you as you coach others.  
 
SOLID can also provide Coach-the-Coach services for you, as you seek to grow your coaching skills.  
 
Scope of Work* 
During Step 2, your key objective is to fully understand your coachee’s ______________. Some of the 
steps you will take to that end are: 

1. Review previously completed ______________ your coachee will provide. You will need time to read 
these in preparation for a discussion.  

2. Identify ten top behavioral strengths and ten top behavioral weaknesses. You will brainstorm this list with 
your coachee. The ___________ needs to rank order the items, and then specifically identify those areas 
they feel they should be addressing right now along the lines of “strengths to leverage” or “challenges to 
overcome.” 

3. ________________ behavioral assessments, personality profiles, and leadership assessments. 
4. Optional: Administer 360-degree assessment (electronic and/or interview-based). 
5. Optional: Enroll key stakeholders in the process of giving post-assessment feedback. Upon your 

approval, SOLID has a process for involving stakeholders in providing ongoing feedback. 
6. Compare SOLID’s assessment results with results from previously completed assessments. 
7. Begin to identify a number of key areas to work on during the next ______ to ______ months. 

Categories of Competency* 
SOLID has developed a five-category competency model that is compatible with all the most respected 
ministry leader competency models. RESOURCE DOCUMENT: SB2b. Competencies of a Ministry 
Leader. They are: 
1. C__________________ 

2. E __________________ 

3. R _________________ 

4. M ________________ 

5. L _________________ 

 
HOMEWORK* 
 

1. Go to the Resources tab at www.SOLIDpastors.org and click on Step 2: Assessments. Review 
the assessments in this section.  
 

2. Read this section after completing the workshop. This especially applies to participants of the 
one-day version of this workshop. 

 
 

 
 
 

“The	Categories	of	Competency	teaches	us	two	main	things.	
Character	is	the	most	important	competency	and	a	balanced	
set	of	the	other	four	is	critical	for	ministry	leader	success.”	

http://www.SOLIDpastors.org
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SECTION 3 
STEP 3: GOALS 
 
Goals is the third step of SOLID’s four-step biblical coaching process. 
 
The OBJECTIVES of this step are to have your coachee learn how to set goals, and to develop a coaching 
plan from the results of the assessment work they did in Step 2. 
 
The goals of this step are to: 
 

1. Develop a written coaching ________. 
2. Collaborate with Coachee to ensure the plan meets SOLID’s ____________ goal-setting criteria. 
3. Hold your coachee accountable for taking actions toward their ___________. 

 
NOTE: An (*) denotes selected exercises covered in the one-day version of this multi-day workshop. 
 
 
There are three key documents that we reference during Step 3: 
Goals. They are:  

● SP3a. Goal Attainment for Ministry Leaders. 
● SP3b. Coaching Plan for Ministry Leaders. 
● SP3c. Daily Questions User’s Guide. 

The first thing you want to do is assign some reading on goal 
setting. This will help your coachee to get in the right frame of 
mind as they approach setting goals for their personal and 
professional development. After they read SP3a. Goal Attainment 
for Ministry Leaders, they will be ready to start working on their 
Coaching Plan for Ministry Leaders, SP3b. However, if they don’t read it for any reason, do not let that 
stop you from proceeding. 
 
With your support and guidance, they will develop a first-draft Coaching Plan, and then refine this with you. 
This “Plan” can simply be a list of things they are working on, or it can be more elaborate, like the example 
we provide in this section. We have also provided it online, as a tab in your SP4a. Coaching Actions 
Google Sheet. How detailed they get with their plan is up to them. And of course, you are there as their 
coach to help them figure it out. The good news is that you can contact us at SOLIDpastors and obtain our 
help in guiding you to support your coachee through this process. 
 
In summary, this Coaching Plan can exist in the form of: 

1. A piece of paper, handwritten or typed. (You can copy the forms at the end of this section.) 
2. An electronic document in MS Word, Google Docs, etc. 
3. A section embedded in your Coaching Actions tool (SP4a). 
4. SOLID’s form available online at www.SOLIDpastors.org/Resources (the document shown as an 

example in this workbook). 
 
 

http://www.SOLIDpastors.org/Resources
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SETTING GOALS* 
Have your coachee read “Goal Attainment for Ministry Leaders” and complete the exercises in that 
workbook. Be sure they understand how to set SMARTER goals. 

SMARTER is an acrostic for  

S ____________; M ____________; A ____________; R ____________; T _____________;  

plus, SOLID’s contributions to this well-known acrostic: E _____________; R _____________. 

FACILITATING the DEVELOPMENT of a COACHING PLAN* 
As coach, your job is to ________________________ the development of a coaching plan that captures 
your coachee’s coaching goals and the ways they will be measured. 

Together with your coachee, you will iterate on the Coaching Plan until your coachee is confident it best 
represents the direction in which ___________________ wants them to go. This Plan becomes a living, 
dynamic, ever-improved-upon blueprint for the remainder of your coaching engagement.  

The Coaching Plan can focus on any number of developmental areas. Your coachee’s goals will be 
derived to a greater or lesser degree from the work completed in ________________________________. 
As they decide on what to work on, we suggest you help them pick what will have the greatest impact. This 
takes some time and thought, and you are there to help them work through this selection process. 

GUIDELINES for COACHING PLAN DEVELOPMENT 

Golden Threads 
Advise your coachee to prioritize all developmental objectives on what we call “golden threads,” which are 
key themes that run throughout all the feedback they have received thus far.  

For example, they may see a pattern where all their developmental areas indicate that they have low 
emotional intelligence. Instead of developing a goal such as “Become better at conflict resolution,” they 
may want to consider finding ways of avoiding conflict altogether—by becoming more emotionally 
intelligent. Work with your coachee to identify their “golden threads.” In your own words, define what we 
mean by a “golden thread” below:  

____________________________________________________________________________________ 

____________________________________________________________________________________ 

EXERCISE 3.1 
Discuss with your partner golden threads that run through your life. Have your partner ask you open-ended 
questions, allowing you to think about these reoccurring development themes. What are a few areas of 
development in which you need to improve? What are these “golden threads” that run through your life and 
your ministry that you need to work on? Capture two or three in the space below: 

�  
�  
�  

As a coach, you need to be able to help your coachee see the “golden threads” that run throughout the 
fabric of their life and their ministry. You will be invaluable to them if you can do that.  
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Example of a Coaching Plan Goal 
The following example illustrates how detailed your coachee needs to get with their goal setting. Please 
note that you can also be effective having a simple, handwritten, one-page list of goals. However, it would 
be much better if your coachee had this in a document that could be shared with you electronically. Create 
a written plan that is in keeping with the way they work best.  
 
The key is to have their goals memorialized in writing in some form or fashion. That way, you and your 
coachee will be able to _____________________________ their goals together and adjust as needed 
along the way. 
 
Questions to Ask Yourself 
Following are several questions you can ask yourself while developing your plan: 

1. Which behaviors are the most important ones to improve?  
2. Will the improvement create a significant positive impact on the ministry? 
3. How will I demonstrate progress to my stakeholders? 
4. Is it observable? 
5. Can I be more specific about the desired outcome and what it looks like? 

 
EXERCISE 3.2* 
Review the following example. Then, develop a goal and goal summary for yourself, based on your 
assessment results from completing SP2b. Competencies of a Ministry Leader. Then, categorize the goal. 
Next, complete the Observable Change section. Share this with a partner. Get feedback. Adjust as 
needed. 
 

Goal Improve patience and kindness. 

Goal 
Summary 

2- to 3-sentence description of your goal. Start with "I can and will, by the power of the Holy 
Spirit,” then enter an action phrase describing the improved behavior. Example:  
 
I can and will, by the power of the Holy Spirit, be more patient with others and treat them more 
like Christ would have me treat them. I will become known as a patient person who waits on the 
Lord in all things, personal and professional. 

Goal Categorization (Reference SP2b. Competencies of a Ministry Leader) 

Goal Category  Execution  Relationship  Management  Leadership x Character 

Observable Change: Concrete, behavioral, and/or cognitive changes that would demonstrate significant progress. 

1 Patience with my wife. 
• I will be more patient with Patty as evidenced by the following behavioral changes: 

o Patty will give me unsolicited feedback telling me how patient I have become.  
o I will let her finish her sentences and not cut her off. 
o I will not push her to move and will allow her to dictate the timeline for the move. 

• I will spend more time studying the fruit of the Spirit, and memorize, “But the fruit of the Spirit 
is love, joy, peace, forbearance, kindness, goodness, faithfulness, gentleness and self-
control. Against such things there is no law.” Gal. 5:22-23 NIV 
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NUMBER OF GOALS 
The question is often asked, “How many goals should my coachee have?” We believe the best number is 
around seven, plus or minus. Specifically, they should work on their top three strengths to leverage, their 
top three weaknesses to overcome, and as number seven, development of their staff and/or volunteers (if 
they have any).  

WRITE: Develop a goal and goal summary for yourself, based on your assessment results. 

Goal 
  

 

Goal 
Summary 

 

Goal Categorization 

Goal Category  Execution  Relationship  Management  Leadership  Character 

Observable Change: Concrete, behavioral, and/or cognitive changes that would demonstrate significant progress. 

 

 
 

 
SOLID DAILY CHECKLIST 
Overview 
Once your coachee’s Coaching Plan is finalized, you may suggest creating the SOLID Daily Progress 
Checklist. While extremely effective, it has proven difficult to implement without the support of an 
accountability partner. Hold your coachee accountable for completing this checklist on a weekly basis. The 
daily routine of scoring is a powerful technique to achieving long-term, sustainable, and intrinsic behavioral 
change. Your coachee can also have this checklist as a tab in their online Coaching Actions tool (see 
SP4a. Coaching Actions for Ministry Leaders—a Google Sheet). 

Creating Questions for Your Daily Checklist 
Help your coachee take observable changes from their Coaching Plan and convert them into active 
questions for their Checklist. See the example below. The goal of each Daily Question is to: 

1. Serve as a daily reminder about whom you want to be. 
2. Provide feedback to yourself on your progress. 

The daily checklist technique is a difficult habit to form without help. Do not require your coachee to use it. 
This technique is not for everyone. Be flexible. Demonstrate grace. “Progress, not perfection.” 
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EXAMPLE 3.3 

Goal Daily Questions Mon Tue Wed Thu Fri 

Goal 1 Did I do my best to be patient and kind to everyone, 
especially my wife and staff? 

     

Goal 1 Did I do my best to not say any unkind words to anyone?      

Goal 1 Did I do my best to avoid showing displeasure for things 
moving more slowly than I think they ought to move? 

     

 
EXERCISE 3.4 
Create three Daily Questions that you could ask yourself, to chart your own improvement, based on the 
results of your assessment results from SP2b. Competencies of a Ministry Leader. You can have one 
Daily Question per goal, or as you saw in the example above, you can have several for the same goal. 

Goal Daily Questions Mon Tue Wed Thu Fri 

Goal 1 Did I do my best to . . .                                                                         ?      

Goal 2 Did I do my best to . . .                                                                         ?      

Goal 3 Did I do my best to . . .                                                                         ?      

 
Coaching Accountability 
Daily Questions can be started after completing SP3b. Coaching Plan for Ministry Leaders. You serve as 
an accountability partner for your coachee. Your mission is to get him or her into the habit of completing 
their Daily Questions. Put on your Trusted Advisor hat and SUGGEST that your coachee ask for your help 
with this. 
 
CONCLUSION 
You serve as a trusted advisor, guiding your coachee through the process of learning how to set goals, 
developing a Coaching Plan, and developing their Daily Questions. As your coachee’s accountability 
partner, you will be instrumental in helping them achieve their goals.  
Once you have completed Step 3: Goals, you are ready to focus each coaching session on these goals. 
We will discuss this in detail in Step 4. 
On the following pages are blank forms for you to use in practicing your coaching planning skills. What 
better person to practice on than yourself? 
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TEST* 
The following statements are either true or false. Mark a T for true and an F for false. 
___ 1. If my coachee is not a good writer, it is OK for me to write goals out for them, so we can move faster. 

___ 2. I should not move on to developing the coaching plan until my coachee reads SP3a. Goal Attainment. 

___ 3. For best results, the coaching plan should always be written on the form at the end of this section. 

___ 4. The “E” and “R” of SOLID’s SMARTER acrostic stands for Evaluated and Readable. 

___ 5. Once a goal is set, it should not be altered until completed. 

___ 6. The most important part of the coaching plan is the goal summary. 

___ 7. Each goal statement should start off with “I can . . .” and then finish with whatever the goal is. 

___ 8. It is recommended that the Coaching Plan capture the top 10 to 20 goals of the coachee. 

___ 9. It is very important that your coachee complete the “Daily Checklist”; hold them accountable to do so. 

___ 10. The golden thread that you are looking for is similar to the golden rule. 
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Goal 
#____ 

  

Goal 
  

 

Goal 
Summary 

 

Goal Categorization 

Goal Category  Execution  Relationship  Management  Leadership  Character 

Observable Change: Concrete, behavioral, and/or cognitive changes that would demonstrate significant progress. 

1 

 
 

2 

 

3 

 

4 

 

5 
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Goal 
#____ 

  

Goal 
  

 

Goal 
Summary 

 

Goal Categorization 

Goal Category  Execution  Relationship  Management  Leadership  Character 

Observable Change: Concrete, behavioral, and/or cognitive changes that would demonstrate significant progress. 

1 

 
 

2 

 

3 

 

4 

 

5 
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Goal 
#____ 

  

Goal 
  

 

Goal 
Summary 

 

Goal Categorization 

Goal Category  Execution  Relationship  Management  Leadership  Character 

Observable Change: Concrete, behavioral, and/or cognitive changes that would demonstrate significant progress. 

1 

 
 

2 

 

3 

 

4 

 

5 
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HOMEWORK* 
 

1. Go to the Resources tab at www.SOLIDpastors.org and click on Step 3: Goals. Review the goal 
setting material in this section.  
 

2. Re-read this section after completing the workshop. This especially applies to participants of the 
one-day version of this workshop. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

http://www.SOLIDpastors.org
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SECTION 4 
STEP 4: COACHING 
 
Coaching is the fourth step of SOLID’s four-step coaching process.  
 
The OBJECTIVE of this step is to provide regular coaching sessions, meeting the needs of your coachee. 
 
The goals of this step are to: 

1. Facilitate development of topics for each coaching session. 
2. Prioritize the topics. 
3. Ask powerful questions of the coachee. 
4. Hold the coachee accountable to take actions toward their goals.  

 
NOTE: An (*) denotes selected exercises covered in the one-day version of this multi-day workshop. 
 
Overall, you will spend most of your time in Step 4, working on the goals your coachee has identified. They 
may have captured them in a Coaching Plan. Or, they may be informally captured goals handwritten on a 
piece of paper, or typed up in a Word doc. Maybe they want to chisel them on a stone tablet. Who knows. 
The point is, they have to be captured in _________________. 
 
MEASURING SUCCESS* 
What do you think are some ways you can tell if you are being successful in coaching? List them here: 

1.  

2.  

3.  

4.  

5.  

Stakeholders 
Stakeholders are sources of feedback you can access during a coaching engagement. Discuss selecting 
stakeholders with your coachee. With your coachee’s permission, you may want to get input from them 
regarding what your coachee needs to work on. Then, you can feed this back to your coachee, to help 
develop a better set of coaching goals. 

It is important to note that “perception is reality” for many stakeholders. Others may have perceptions of your 
coachee that your coachee would like to change. By selecting stakeholders that you will access from time to 
time, and asking for feedback on your coachee’s progress, you can change negative perceptions. Involving 
stakeholders creates a social support network for your coachee and helps alter the stakeholders' perceptions 
of your coachee over time. If you would like to help change other people’s perceptions about your coachee, 
using stakeholders for monthly feedback is a very powerful way to do so. 
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USING the COACHING ACTIONS TOOL* 
This is SOLID’s primary method for managing coaching sessions. If you were to only use two tools, this 
would be one of them. The other is the ____________________. It is that important and useful. This tool 
is a Google Sheet, which means it can be edited by two parties at the same time. SOLID’s coaches keep 
an online file folder for each client. Inside that folder are all the client’s tools, organized by the four steps 
of SOLID coaching. You can access this tool by going to www.SOLIDpastors.org/Resources/Step4. 
 
COACHING ACTIONS  
Following is a tool for capturing coaching actions and organizing a discussion around coaching topics. 
 
DEMONSTRATION 
Watch an online demonstration of how to use the digital version of this tool.  

EXERCISE 4.1* 
Coaching Topics 
Your coachee is responsible for preparing for each 
coaching session by developing a list of coaching topics 
they want to discuss with you. They are to do this in 
advance of each session. Often, they will forget, so in that 
case we do it at the beginning of each session. ASK: 
“What are your topics for coaching today?” The Coaching 
Actions online tool automatically populates various fields 
when your coachee rank orders the coaching topics by 
placing a number in the Coaching Topics box at the top of 
the tool. 
 
EXERCISE 4.2* 
Get with a partner and take turns brainstorming a list of 
coaching topics. Pick topics from the lowest-scoring areas 
of the Competencies of a Ministry Leader Assessment 
you completed earlier. 
 
Coaching Resources 
There is one main tool we use during Step 4: Coaching. It 
is available in digital or print versions.  

● Digital version: SP4a. Coaching Actions. 
● Print version: SP5a. Coaching Actions. 

 
 
COACHING QUESTIONS JESUS ASKED* 
Following are some of the coaching questions Jesus Christ asked during his earthly ministry, as captured 
in the four Gospels. Pay special attention to those in bold, which deal with more in-depth coaching of 
Christ’s disciples. All quotes are from the New International Version of the Holy Bible. 
 

http://www.SOLIDpastors.org/Resources/Step4
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EXERCISE 4.3* 
In small groups, discuss 
Jesus’ brilliant use of 
questions. 
 
1: Matt. 16:13-20 
2: Matt. 16:24-27 
3: Matt. 26:40-45 
4: Matt. 26:52-54 
5: Mark 8:14-21  
6: Luke 8:24-25 
7: Luke 24:17-41 
8: John 3:10-12 
9: John 5:6 
10: John 6:5-6 
11: John 21:15-17 
12: John 21:22-23 
 
From the Gospel of Matthew 
“And if you greet only your own people, what are you doing more than others? Do not even pagans do 
that?” – Matt. 5:47 
 
“Can any one of you by worrying add a single hour to your life?” – Matt. 6:27 
 
"Why do you look at the speck of sawdust in your brother's eye and pay no attention to the plank in your 
own eye? How can you say to your brother, 'Let me take the speck out of your eye,' when all the time 
there is a plank in your own eye?” – Matt. 7:2-3 
 
“By their fruit you will recognize them. Do people pick grapes from thorn bushes, or figs from thistles?” – 
Matt. 7:16 
 
He replied, "You of little faith, why are you so afraid?" Then he got up and rebuked the winds and the 
waves, and it was completely calm. – Matt. 8:26 
 
Knowing their thoughts, Jesus said, "Why do you entertain evil thoughts in your hearts? Which is easier: 
to say, 'Your sins are forgiven,' or to say, 'Get up and walk'? But I want you to know that the Son of Man 
has authority on earth to forgive sins." So he said to the paralyzed man, "Get up, take your mat and go 
home." – Matt. 9:4 
 
As John's disciples were leaving, Jesus began to speak to the crowd about John: "What did you go out 
into the wilderness to see? A reed swayed by the wind? If not, what did you go out to see? A man 
dressed in fine clothes? No, those who wear fine clothes are in kings' palaces. Then what did you go out 
to see? A prophet? Yes, I tell you, and more than a prophet. This is the one about whom it is written: 'I will 
send my messenger ahead of you, who will prepare your way before you.' Truly I tell you, among those 
born of women there has not risen anyone greater than John the Baptist; yet whoever is least in the 
kingdom of heaven is greater than he.” – Matt. 11:7-10 
 

In this space, have your small group answer these questions: 
What kind of question did Jesus use: very open, open, closed, or very closed? 
 
 
 
 
What effect did the question(s) have on the listener? 
 
 
 
 
How will this learning impact your use of questions as you seek to teach others? 
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He said to them, "If any of you has a sheep and it falls into a pit on the Sabbath, will you not take hold of it 
and lift it out? How much more valuable is a person than a sheep! Therefore it is lawful to do good on the 
Sabbath." – Matt. 12:11-12 
 
"Or again, how can anyone enter a strong man's house and carry off his possessions unless he first ties 
up the strong man? Then he can plunder his house.” – Matt. 12:29 
 
“You brood of vipers, how can you who are evil say anything good? For the mouth speaks what the heart 
is full of.” – Matt. 12:34 
 
He replied to him, "Who is my mother, and who are my brothers?" Pointing to his disciples, he said, "Here 
are my mother and my brothers. For whoever does the will of my Father in heaven is my brother and 
sister and mother." – Matt. 12:48-50 
 
"Come," he said. Then Peter got down out of the boat, walked on the water and came toward Jesus. But 
when he saw the wind, he was afraid and, beginning to sink, cried out, "Lord, save me!" Immediately 
Jesus reached out his hand and caught him. "You of little faith," he said, "why did you doubt?" – Matt. 
14:29-31 
 
"How many loaves do you have?" Jesus asked. "Seven," they replied, "and a few small fish." – Matt. 
15:34 
 
Aware of their discussion, Jesus asked, "You of little faith, why are you talking among yourselves about 
having no bread? Do you still not understand? Don't you remember the five loaves for the five thousand, 
and how many basketfuls you gathered? Or the seven loaves for the four thousand, and how many 
basketfuls you gathered? How is it you don't understand that I was not talking to you about bread? But be 
on your guard against the yeast of the Pharisees and Sadducees." – Matt. 16:8-11 
 
When Jesus came to the region of Caesarea Philippi, he asked his disciples, "Who do people say 
the Son of Man is?" They replied, "Some say John the Baptist; others say Elijah; and still others, 
Jeremiah or one of the prophets." "But what about you?" he asked. "Who do you say I am?" 
Simon Peter answered, "You are the Messiah, the Son of the living God." Jesus replied, "Blessed 
are you, Simon son of Jonah, for this was not revealed to you by flesh and blood, but by my 
Father in heaven. And I tell you that you are Peter, and on this rock I will build my church, and the 
gates of Hades will not overcome it. I will give you the keys of the kingdom of heaven; whatever 
you bind on earth will be bound in heaven, and whatever you loose on earth will be loosed in 
heaven." Then he ordered his disciples not to tell anyone that he was the Messiah. – Matt. 16:13-
20 
 
Then Jesus said to his disciples, "Whoever wants to be my disciple must deny themselves and 
take up their cross and follow me. For whoever wants to save their life will lose it, but whoever 
loses their life for me will find it. What good will it be for someone to gain the whole world, yet 
forfeit their soul? Or what can anyone give in exchange for their soul? For the Son of Man is going 
to come in his Father's glory with his angels, and then he will reward each person according to 
what they have done.” – Matt. 16:24-27 
 
Then the mother of Zebedee's sons came to Jesus with her sons and, kneeling down, asked a favor of 
him. "What is it you want?" he asked. She said, "Grant that one of these two sons of mine may sit at your 
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right and the other at your left in your kingdom." "You don't know what you are asking," Jesus said to 
them. "Can you drink the cup I am going to drink?" "We can," they answered. – Matt. 20:20-22 
 
Jesus stopped and called them. "What do you want me to do for you?" he asked. "Lord," they answered, 
"we want our sight." – Matt. 20:32-33 
 
Then he returned to his disciples and found them sleeping. "Couldn't you men keep watch with 
me for one hour?" he asked Peter. "Watch and pray so that you will not fall into temptation. The 
spirit is willing, but the flesh is weak." He went away a second time and prayed, "My Father, if it is 
not possible for this cup to be taken away unless I drink it, may your will be done." When he came 
back, he again found them sleeping, because their eyes were heavy. So he left them and went 
away once more and prayed the third time, saying the same thing. Then he returned to the 
disciples and said to them, "Are you still sleeping and resting? Look, the hour has come, and the 
Son of Man is delivered into the hands of sinners. Rise! Let us go! Here comes my betrayer!" – 
Matt. 26:40-45 
 
"Put your sword back in its place," Jesus said to him, "for all who draw the sword will die by the 
sword. Do you think I cannot call on my Father, and he will at once put at my disposal more than 
twelve legions of angels? But how then would the Scriptures be fulfilled that say it must happen in 
this way?" – Matt. 26:52-54 
 
From the Gospel of Mark 
He said to them, "Do you bring in a lamp to put it under a bowl or a bed? Instead, don't you put it on its 
stand? For whatever is hidden is meant to be disclosed, and whatever is concealed is meant to be 
brought out into the open. If anyone has ears to hear, let them hear." – Mark 4:21-23 
 
At once Jesus realized that power had gone out from him. He turned around in the crowd and asked, 
"Who touched my clothes?" "You see the people crowding against you," his disciples answered, "and yet 
you can ask, 'Who touched me?' " But Jesus kept looking around to see who had done it. Then the 
woman, knowing what had happened to her, came and fell at his feet and, trembling with fear, told him 
the whole truth. He said to her, "Daughter, your faith has healed you. Go in peace and be freed from your 
suffering." – Mark 5:30-32 
 
The disciples had forgotten to bring bread, except for one loaf they had with them in the boat. "Be 
careful," Jesus warned them. "Watch out for the yeast of the Pharisees and that of Herod." They 
discussed this with one another and said, "It is because we have no bread." Aware of their 
discussion, Jesus asked them: "Why are you talking about having no bread? Do you still not see 
or understand? Are your hearts hardened? Do you have eyes but fail to see, and ears but fail to 
hear? And don't you remember? When I broke the five loaves for the five thousand, how many 
basketfuls of pieces did you pick up?" "Twelve," they replied. "And when I broke the seven loaves 
for the four thousand, how many basketfuls of pieces did you pick up?" They answered, "Seven." 
He said to them, "Do you still not understand?" – Mark 8:14-21 
 
They came to Capernaum. When he was in the house, he asked them, "What were you arguing about on 
the road?" But they kept quiet because on the way they had argued about who was the greatest. Sitting 
down, Jesus called the Twelve and said, "Anyone who wants to be first must be the very last, and the 
servant of all." – Mark 9:33-34 
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The Gospel of Luke 
When his parents saw him, they were astonished. His mother said to him, "Son, why have you treated us 
like this? Your father and I have been anxiously searching for you." "Why were you searching for me?" he 
asked. "Didn't you know I had to be in my Father's house?" But they did not understand what he was 
saying to them. – Luke 2:48-49 
 
“Why do you call me, 'Lord, Lord,' and do not do what I say? As for everyone who comes to me and hears 
my words and puts them into practice, I will show you what they are like. They are like a man building a 
house, who dug down deep and laid the foundation on rock. When a flood came, the torrent struck that 
house but could not shake it, because it was well built.” – Luke 6:46-48 
 
The disciples went and woke him, saying, "Master, Master, we're going to drown!" He got up and 
rebuked the wind and the raging waters; the storm subsided, and all was calm. "Where is your 
faith?" he asked his disciples. – Luke 8:24-25 
 
On one occasion an expert in the law stood up to test Jesus. "Teacher," he asked, "what must I do to 
inherit eternal life?" "What is written in the Law?" he replied. "How do you read it?" He answered, " 'Love 
the Lord your God with all your heart and with all your soul and with all your strength and with all your 
mind'; and, 'Love your neighbor as yourself.'" "You have answered correctly," Jesus replied. "Do this and 
you will live." – Luke 10:25-28 
 
"Which of these three do you think was a neighbor to the man who fell into the hands of robbers?" The 
expert in the law replied, "The one who had mercy on him." Jesus told him, "Go and do likewise." – Luke 
10:36-37 
 
“Who of you by worrying can add a single hour to your life? Since you cannot do this very little thing, why 
do you worry about the rest?” – Luke 12:25-26 
 
“Hypocrites! You know how to interpret the appearance of the earth and the sky. How is it that you don't 
know how to interpret this present time? Why don't you judge for yourselves what is right?” – Luke 12:56-
57 
 
"Suppose one of you wants to build a tower. Won't you first sit down and estimate the cost to see if you 
have enough money to complete it? For if you lay the foundation and are not able to finish it, everyone 
who sees it will ridicule you, saying, 'This person began to build and wasn't able to finish.' Or suppose a 
king is about to go to war against another king. Won't he first sit down and consider whether he is able 
with ten thousand men to oppose the one coming against him with twenty thousand? If he is not able, he 
will send a delegation while the other is still a long way off and will ask for terms of peace. In the same 
way, those of you who do not give up everything you have cannot be my disciples.” – Luke 14:31-33 
 
"Whoever can be trusted with very little can also be trusted with much, and whoever is dishonest with 
very little will also be dishonest with much. So if you have not been trustworthy in handling worldly wealth, 
who will trust you with true riches? And if you have not been trustworthy with someone else's property, 
who will give you property of your own?” – Luke 16:10-12 
 
Jesus asked, "Were not all ten cleansed? Where are the other nine? Has no one returned to give praise 
to God except this foreigner?" – Luke 17:17-18 
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“For who is greater, the one who is at the table or the one who serves? Is it not the one who is at the 
table? But I am among you as one who serves.” – Luke 22:27 
 
“For if people do these things when the tree is green, what will happen when it is dry?" – Luke 23:31 
 
He asked them, "What are you discussing together as you walk along?" They stood still, their 
faces downcast. . . . "What things?" he asked. "About Jesus of Nazareth," they replied. "He was a 
prophet, powerful in word and deed before God and all the people. . . . He said to them, "How 
foolish you are, and how slow to believe all that the prophets have spoken! Did not the Messiah 
have to suffer these things and then enter his glory?" And beginning with Moses and all the 
Prophets, he explained to them what was said in all the Scriptures concerning himself. When he 
was at the table with them, he took bread, gave thanks, broke it and began to give it to them. Then 
their eyes were opened . . . They were startled and frightened, thinking they saw a ghost. He said 
to them, "Why are you troubled, and why do doubts rise in your minds? Look at my hands and my 
feet. It is I myself! Touch me and see; a ghost does not have flesh and bones, as you see I have." 
. . . And while they still did not believe it because of joy and amazement, he asked them, "Do you 
have anything here to eat?" – Luke 24:17-41 
 
From the Gospel of John 
When the two disciples heard him say this, they followed Jesus. Turning around, Jesus saw them 
following and asked, "What do you want?" They said, "Rabbi" (which means "Teacher"), "where are you 
staying?" "Come," he replied, "and you will see." – John 1:37-39 
 
When the wine was gone, Jesus' mother said to him, "They have no more wine." "Woman, why do you 
involve me?" Jesus replied. "My hour has not yet come." – John 2:3-4 
 
"You are Israel's teacher," said Jesus, "and do you not understand these things? Very truly I tell 
you, we speak of what we know, and we testify to what we have seen, but still you people do not 
accept our testimony. I have spoken to you of earthly things and you do not believe; how then will 
you believe if I speak of heavenly things?” – John 3:10-12 
 
When Jesus saw him lying there and learned that he had been in this condition for a long time, he 
asked him, "Do you want to get well?" – John 5:6 
 
“How can you believe since you accept glory from one another but do not seek the glory that comes from 
the only God? But do not think I will accuse you before the Father. Your accuser is Moses, on whom your 
hopes are set. If you believed Moses, you would believe me, for he wrote about me. But since you do not 
believe what he wrote, how are you going to believe what I say?" – John 5:44-47 
 
When Jesus looked up and saw a great crowd coming toward him, he said to Philip, "Where shall 
we buy bread for these people to eat?" He asked this only to test him, for he already had in mind 
what he was going to do. – John 6:5-6 
 
"You do not want to leave too, do you?" Jesus asked the Twelve. Simon Peter answered him, 
"Lord, to whom shall we go? You have the words of eternal life. We have come to believe and to 
know that you are the Holy One of God." Then Jesus replied, "Have I not chosen you, the Twelve? 
Yet one of you is a devil!" – John 6:67-70 
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“Has not Moses given you the law? Yet not one of you keeps the law. Why are you trying to kill me?" – 
John 7:19 
 
“Can any of you prove me guilty of sin? If I am telling the truth, why don't you believe me? Whoever 
belongs to God hears what God says. The reason you do not hear is that you do not belong to God." – 
John 8:46-47 
 
Jesus answered, "Are there not twelve hours of daylight? Anyone who walks in the daytime will not 
stumble, for they see by this world's light.” – John 11:9 
 
When he had finished washing their feet, he put on his clothes and returned to his place. "Do you 
understand what I have done for you?" he asked them. "You call me 'Teacher' and 'Lord,' and rightly so, 
for that is what I am. Now that I, your Lord and Teacher, have washed your feet, you also should wash 
one another's feet.” – John 13:12-14 
 
Jesus answered: "Don't you know me, Philip, even after I have been among you such a long time? 
Anyone who has seen me has seen the Father. How can you say, 'Show us the Father'?” – John 14:9 
 
Jesus commanded Peter, "Put your sword away! Shall I not drink the cup the Father has given me?" – 
John 18:11 
 
When they had finished eating, Jesus said to Simon Peter, "Simon son of John, do you love me 
more than these?" "Yes, Lord," he said, "you know that I love you." Jesus said, "Feed my lambs." 
Again Jesus said, "Simon son of John, do you love me?" He answered, "Yes, Lord, you know that 
I love you." Jesus said, "Take care of my sheep." The third time he said to him, "Simon son of 
John, do you love me?" Peter was hurt because Jesus asked him the third time, "Do you love 
me?" He said, "Lord, you know all things; you know that I love you." Jesus said, "Feed my 
sheep.” – John 21:15-17 
 
Jesus answered, "If I want him to remain alive until I return, what is that to you? You must follow 
me." Because of this, the rumor spread among the believers that this disciple would not die. But 
Jesus did not say that he would not die; he only said, "If I want him to remain alive until I return, 
what is that to you?" – John 21:22-23 
 
 
COACHING WITH JESUS 
 
EXERCISE 4.4 
Instructions: Use this worksheet to practice Coaching with Jesus. Review the outline in Section 1, and in 
Section 2, write out your own coaching segment with Jesus. Jesus’ words are in italics. Notice there are no 
statements. They are all questions. NOTE: Whatever you write as a question from Jesus, it must agree with 
the Bible. Indent when you are writing his questions for you. Pick a REAL topic for which you truly want Jesus’ 
coaching. And remember: Our Almighty God is Coach of All. 
 
SECTION 1: Example. 
 
Dear Lord, please help me to gain wisdom and insight. I deeply desire to do your will. Please coach me. 
Here is my topic: Adding a new Associate Executive Director in the ministry. 
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Jesus, what should I do about pursuing Mike as our new Associate Executive Director? 
 
 Dear Daniel, what do you think you should do? 
 
I am not sure. I could try to persuade Mike to join us, and give him a written offer, or wait and see what 
results from his prayer time with you, and what you say to him. I am not sure which way to go. Please 
give me your wisdom and direction. 
 
 What do you see as the option that will most glorify your heavenly Father? 
 
I think they will both do that. I could pursue him or not. I think you would bless it either way. 
 
 Really? Which one do you think I would pick for you? 
 
Lord Jesus, you would probably say to wait. Right? That I should wait for the Holy Spirit to speak to him. 
 
 Why do you think I would say that? 
 
I think you would pick that option because you would say it would be best for helping me become more 
patient, and I know I need to grow in that area. And, I historically move too quickly when trying to recruit 
people to the team. 
 
 Why do you think you need to become more patient? 
 
Well, I think that I tend to want everything right away, because I am not as mature as I need to be. 
 
 So, waiting and allowing me to work will build greater character in you? 
 
Yes, Lord. It will. 
 
 Do you have your answer? 
 
Yes, Lord. I need to wait on you and be patient. OK. Will do. Thank you for the coaching! 
 
SECTION 2: Your Coaching with Jesus. 
 
Lord, please give me coaching. 
 
Father God, this is my Coaching Topic: __________________________ 

Lord, here is what I would like to achieve:  

I say: 

 

Jesus asks: 
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I say: 

 

Jesus asks: 

 

I say: 

 

Jesus says: 

 

I say: 

Actions to take based on this coaching are: 

1. 

2. 

3. 

 
 
 
CATALYTIC COACHING QUESTIONS 
In this section, we will be focused on learning how to ask catalytic coaching questions—the type that 
ignite a conversation. 
 
Beginning a Coaching Session 
 
DEMONSTRATION 
Watch the demonstration of how to begin a coaching session. 
 
EXERCISE 4.5* 
With your partner, begin a coaching session, using very open-ended questions. Enter your own questions 
after the first. 

• What would you like to discuss today? 
•  
•  
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•  
 
Beginning the First Coaching Segment 
A coaching segment is made up of a single coaching topic. A typical hour to hour-and-a-half coaching 
session is usually made up of between two and seven coaching segments. In other words, the session 
would cover between two and seven coaching topics. Here is a script for starting the first coaching 
segment. 
 
Coach: So, you want to start with this topic? 
Coachee: Yes. 
Coach: So, tell me about this. 
Coachee: Well, I am trying to figure out if I should . . . 
Coach: What do you see as your options? 
Coachee: I could do “A,” or I could do “B.” What do you think I should do? 
Coach: What other options can you think of? 
Coachee: Well, I could do “C,” but I am afraid of making a mistake. 
Coach: Please tell me more. 
 
DEMONSTRATION 
Watch the demonstration of how to begin the first segment of a coaching session. 
 
EXERCISE 4.6 
In the space provided, place an “X” indicating that question would be good for that step in coaching. As a 
refresher, Step 1 is _________________; Step 2 is _________________; Step 3 is ________________; 
and Step 4 is _____________________. 
 
 1      2     3     4 
___ ___ ___ ___ What would it mean to you if you could achieve these results? 

___ ___ ___ ___ What kind of impact would positive change mean to you? 

___ ___ ___ ___ What is the cost of not achieving these goals of yours?  

___ ___ ___ ___ What legacy do you want to have in your life?  

___ ___ ___ ___ What legacy do you want to leave in your career?  

___ ___ ___ ___ What do you see as your “best self” five years from now? 

___ ___ ___ ___ What specifically would you like to change in yourself? 

___ ___ ___ ___ What are your top ten areas of greatest strength?  

___ ___ ___ ___ What are your top ten areas of greatest weakness? 

___ ___ ___ ___ Overall, what are your professional goals? 

___ ___ ___ ___ Overall, what outcomes are you looking for personally?  

___ ___ ___ ___ What do you want to achieve as a result of our coaching? 

___ ___ ___ ___ What bigger contribution can you make at work?  

___ ___ ___ ___ What bigger contribution can you make in society? 
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___ ___ ___ ___ What would you like to improve in yourself?  

___ ___ ___ ___ What will be different as a result of spending time together? 

 
 
SESSION and SEGMENT QUESTIONS* 
 
Session and Segment Questions are those you use inside of a coaching session with your coachee. They 
are very open (big picture—very open-ended), open-ended (most any question you can dream up) and 
closed-ended (close-up; highly pinpointed, usually requiring a “yes” or “no” response). 
 
Use the following code, and assign one to each of the following questions: 
VO = Very Open; O = Open; SO = Somewhat Open; C = Closed; VC = Very Closed. 
 

___ What would be the most valuable outcome you could achieve in our time today? 
___ If you could cover only one topic today, what would you want to address? 
___ What topic would you like to address first? 
___ Can you give me an update of results since our last session? 
___ What part of this coaching is working best? 
___ Where would you like to take our session today? 
___ What was most valuable for you from our discussion today? 
___ Would you like to schedule another session? 
___ Was this session helpful? 
___ On a scale of 1–10, rate yourself on “x.” 
___ What topics would you like to address today? 
___ What are your ideas to find a solution? 
___ What solutions have you tried? 
___ Can you share the specifics of what’s going on? 
___ What are the obstacles you are experiencing? 
___ If you were guaranteed success, what would you try? 
___ If you had unlimited resources and were sure you could not fail, what would you try? 
___ Good. What else? 
___ What are your insights so far? 
___ What have you tried so far? 
___ How have you handled this before? What happened?  
___ What is another approach that may work? 
___ What is the first thing you need to do to resolve this?  
___ Why do you think this is happening?  
___ What’s your opinion on how to handle this? 
___ What are next steps? 
___ What actions do you want to take? 
___ What are you not doing, that if you did it, you would have better results? 
___ Why will taking this action work? 
___ What can you do to best address this? 
___ Can you make your goal more specific? 
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___ By when will you achieve this goal? 
___ How will you know when you have achieved this goal? 
___ How will you measure success? 
___ On a scale of 1–10, how committed are you to doing “x”? 
___ What is the single most important thing to do now to advance toward your goal? 
___ What are the most important actions you will take before next session? 
___ What actions will you take as a result of this coaching? 
___ Can you think of anything that will stop you from achieving your goal this week?  
___ How will you overcome any barriers? 
___ How can I hold you accountable for taking these actions? 
___ What do you see as the best way for me to hold you accountable? 

 
 
SOLID’s Frequently Used Questions by Coaching Step 
In SOLID’s four-step approach to Ministry Leader Coaching, each step requires different questions. 
 
EXERCISE 4.7* 
In the space provided, come up with a very open-ended question to ask. Work with a partner to 
brainstorm great, open-ended questions. 
 
Step 1: Orienting Questions. 

• Semester:  Have you had a coach before? What outcomes are you looking for from coaching? 

• Semester: 

• Session:     What would you like to accomplish in coaching today? 

• Session: 

• Segment:   Tell me more about this topic. 

• Segment: 
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Step 2: Assessing Questions. 
• Semester:  Tell me about previous assessments you’ve taken. 

• Semester: 

• Session:     What topic is most pressing today? 

• Session: 

• Segment:   Where is your biggest struggle in this? 

• Segment:  

 
Step 3: Goal-Setting Questions. 

• Semester: What are your goals? 

• Semester: 

• Session:    Where are you in your goal-setting process? 

• Session: 

• Segment:   How could you take this goal to the next level? 

• Segment: 

 
Step 4: Coaching Questions. Purpose: Support Coachee in Becoming Self-Coacher. 

• Semester: Are you ready to do the work to achieve your goals? 

• Semester: 

• Session:    What might be holding you back from achieving your goal? 

• Session: 

• Segment:  What else could you try? 

• Segment: 

 
Step 4: Coaching Questions. Purpose: For the Coachee to Take Action. 

• Semester:  What are your thoughts (feelings) about having a coach? 

• Semester: 

• Session:     What actions would you like to discuss from last session? 

• Session: 

• Segment:   Based on our conversation, are there any actions you want to take? 

• Segment: 
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Very Closed-Ended Questions  
Following are some great closed-ended questions. Most of the time, you will NOT be asking closed-
ended questions. Usually, you will be asking “Very Open-Ended” or “Open-Ended” questions. However, 
there is certainly a time and place for closed-ended questions. Usually, it is at the end of a conversation 
around a coaching topic, and at the end of the coaching session. 
Great closed-ended questions: 

• Can I put on my asking hat?  (You are a Collaborative Coach.) 
• Can I put on my guiding hat?  (You are a Socratic Teacher.) 
• Can I put on my mentoring hat? (You are a Holistic Advocate.) 
• Can I put on my suggesting hat? (You are a Trusted Advisor.) 
• Can I put on my referring hat?  (You are a Resource Connector.) 
• Can I put on my reflecting hat?  (You are an Active Listener.) 
• Can I hold you accountable to do this? 
• Are you ready to take this action? 
• Have you gotten what you have needed? 
• Is there anything else you want to talk about today? 

 	
EXERCISE 4.8 
List some additional closed-ended questions you could ask at the end of a coaching segment: 

1.  

2.  

List some additional closed-ended questions you could ask at the end of a coaching session: 
 

1.  

2.  

 

PUTTING IT ALL TOGETHER 
You are now ready to put it all together. Let’s go through a coaching segment, from Step 1 to Step 4. 
 
EXERCISE 4.9 
With your partner, begin an ORIENTATION coaching segment, using very open-ended questions. 
 
EXERCISE 4.10 
With your partner, begin an ASSESSMENT coaching segment, using very open-ended questions. 
 
EXERCISE 4.11 
With your partner, begin a GOALS coaching segment, using very open-ended questions. 
 
EXERCISE 4.12* 
With your partner, begin a STEP 4 coaching segment, using very open-ended questions. 
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Developing Others 
We include this “Coach-the-Coach” in all our engagements where the coachee has someone reporting to 
them. One of the most powerful ways to ensure your coachee stays engaged with the coaching, and gets 
the most out of it, is to have them coach someone else. This is truly 2 Timothy 2:2 at its finest. Following 
is an excerpt from the coachee’s orientation. As you can see, right from the beginning of the engagement, 
we are helping the coachee focus beyond just his or her own needs. 
 

Included in your engagement is Coach-the-Coach, helping you develop others in areas such as: 
 
Assessment 

● Assist you in identifying developmental needs of others. 
● Collaborate on an assessment of another’s strengths and weaknesses. 

 
Goals 

● Assist you in developing a Coaching Plan for others. 
● Develop milestones and measurements, which will be evidence of improved performance when achieved. 

  
Coaching 

● Provide “coach-the-coach” mentorship to assist you in becoming an effective people developer. 
● Collaborate with you on design and implementation of individual and team initiatives. 
● Develop strategies for productivity enhancement and goal achievement. 

 
TEST* 
The following statements are either true or false. Mark a T for true and an F for false. 
 
___ 1. The two most important tools for coaching are the Coaching Agreement and the Coaching Actions. 

___ 2. The one technique you will use more than any other in coaching is that of asking questions. 

___ 3. When you are wearing your “Trusted Advisor” hat, you are “suggesting” things to your coachee. 

___ 4. When you are wearing your “Socratic Teacher” hat, you are “guiding” your coachee with questions. 

___ 5. When you are wearing our “Holistic Advocate” hat, you are “mentoring.” 

___ 6. When you are wearing your “Collaborative Coach” hat, you are “asking” provocative questions. 

___ 7. When you are wearing your “Resource Connector” hat, you are “referring” your coachee somewhere. 

___ 8. When you are wearing your “Active Listener” hat, you are providing active, reflective listening. 

___ 9. The single most important thing you can do at the beginning of every session is pray. 

___ 10. If your coachee has staff reporting to them, we suggest you engage in coach-the-coach. 

 
HOMEWORK* 
 

1. Go to the Resources tab at www.SOLIDpastors.org and click on Step 4: Coaching. Review the 
coaching material in this section.  
 

2. Re-read this section after completing the workshop. This especially applies to participants of the 
one-day version of this workshop. 

http://www.SOLIDpastors.org
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Congratulations. You have completed SOLID’s two-day C4 Coach Certification Course! We will be emailing 
you a Certificate of Completion. You are now better prepared to more fully embrace 2 Timothy 2:2, and grow 
the next generation of ministry leaders. 
 
Thank you for the privilege of serving you, 
The Team at SOLIDpastors.  
 
 
APPENDIX 
Appendix 1: Pastors-in-Covenant (PIC) Groups 
PIC Groups are a great way for pastors to support each other. These groups meet monthly, are 
comprised of between four and eight pastors per group, and rotate meeting in each other’s churches or 
homes. They meet on the same day and time each month to make it easy for everyone to get into the 
habit of going, and provide love, support, encouragement and fellowship. During each meeting, everyone 
in attendance gets to “check in” with the group and talk about how they are doing. They are asked to 
describe where they are that month, using Isaiah 40:31 language: “soaring,” “running” or “walking.” After 
explaining why they are where they are, someone in the group will pray for that person, and then the 
group will shift focus to the next pastor. 
 
We would like to form PIC groups with pastors and heads of ministries attending this workshop. If you are 
willing to participate, please let Rob Harrell know. He will be happy to support you in forming a PIC group. 
He can be reached at +1 (512) 922-1092 or robharrell44@gmail.com. 
  

“Do you not know? Have you not heard? The LORD is the everlasting God, the Creator of 
the ends of the earth. He will not grow tired or weary, and his understanding no one can 
fathom. He gives strength to the weary and increases the power of the weak. Even youths 
grow tired and weary, and young men stumble and fall; but those who hope in the LORD will 
renew their strength. They will soar on wings like eagles; they will run and not grow weary, 
they will walk and not be faint.” – Isaiah 40:29-31 NIV 
 

Appendix 2: Coaching Support Groups and One-on-One Coaching 
We would like to help form coaching support groups made up of those who want to grow as coaches. If 
you would like to be a part of a group, or want to get one-on-one coaching, please write to 
Daniel@SOLIDleaders.com as a follow-up to this workshop. If you would like to join a weekly coach 
certification video call, the meeting ID will be	https://zoom.us/j/2738444547.	Write to find out when we are 
starting a certification course and learn the specifics. 
 
Appendix 3: COACHING COMPETENCIES 
 
SOLID ascribes to the International Coach Federation’s Coaching Competencies. Following are those 
competencies. 
 
1. Meeting Ethical Guidelines and Professional Standards – Understanding of coaching ethics and 

standards, and ability to apply them appropriately in all coaching situations. 

mailto:Daniel@SOLIDleaders.com
https://zoom.us/j/2738444547
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● Understands and exhibits in own behaviors the ICF Standards of Conduct (see list, Part III of ICF 
Code of Ethics). 

● Understands and follows all ICF Ethical Guidelines (see list). 
● Clearly communicates the distinctions between coaching, consulting, psychotherapy, and other 

support professions. 
● Refers client to another support professional as needed, knowing when this is needed, and the 

available resources. 
 
2. Establishing the Coaching Agreement – Ability to understand what is required in the specific 

coaching interaction and to come to agreement with the prospective and new client about the 
coaching process and relationship. 

● Understands and effectively discusses with the client the guidelines and specific parameters of the 
coaching relationship (e.g., logistics, fees, scheduling, inclusion of others if appropriate). 

● Reaches agreement about what is appropriate in the relationship and what is not, what is and is not 
being offered, and about the client's and coach's responsibilities. 

● Determines whether there is an effective match between his/her coaching method and the needs of 
the prospective client. 

 
Section B – CO-CREATING the RELATIONSHIP 
 

3. Establishing Trust and Intimacy with the Client – Ability to create a safe, supportive environment 
that produces ongoing mutual respect and trust. 

● Shows genuine concern for the client's welfare and future. 
● Continuously demonstrates personal integrity, honesty, and sincerity.  
● Establishes clear agreements and keeps promises. 
● Demonstrates respect for client's perceptions, learning style, personal being. 
● Provides ongoing support for and champions new behaviors and actions, including those involving 

risk taking and fear of failure. 
● Asks permission to coach client in sensitive, new areas. 

 
4. Coaching Presence – Ability to be fully conscious and create spontaneous relationship with the client, 

employing a style that is open, flexible and confident. 
● Is present and flexible during the coaching process, dancing in the moment. 
● Accesses own intuition and trusts one's inner knowing—"goes with the gut." 
● Is open to not knowing and takes risks. 
● Sees many ways to work with the client and chooses in the moment what is most effective. 
● Uses humor effectively to create lightness and energy.  
● Confidently shifts perspectives and experiments with new possibilities for own action. 
● Demonstrates confidence in working with strong emotions and can self-manage and not be 

overpowered or enmeshed by client's emotions. 
 

Section C – COMMUNICATING EFFECTIVELY 
 

5. Active Listening – Ability to focus completely on what the client is saying and is not saying, to 
understand the meaning of what is said in the context of the client's desires, and to support client 
self-expression. 

● Attends to the client and the client's agenda and not to the coach's agenda for the client. 
● Hears the client's concerns, goals, values, and beliefs about what is and is not possible.  
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● Distinguishes between the words, the tone of voice, and the body language.  
● Summarizes, paraphrases, reiterates, and mirrors back what client has said to ensure clarity and 

understanding.  
● Encourages, accepts, explores and reinforces the client's expression of feelings, perceptions, 

concerns, beliefs, suggestions, etc.  
● Integrates and builds on client's ideas and suggestions.  
● "Bottom-lines" or understands the essence of the client's communication and helps the client get 

there rather than engaging in long, descriptive stories.  
● Allows the client to vent or "clear" the situation without judgment or attachment in order to move on 

to next steps. 
 

6. Powerful Questioning – Ability to ask questions that reveal the information needed for maximum 
benefit to the coaching relationship and the client. 

● Asks questions that reflect active listening and an understanding of the client's perspective. 
● Asks questions that evoke discovery, insight, commitment, or action (e.g., those that challenge the 

client's assumptions). 
● Asks open-ended questions that create greater clarity, possibility, or new learning.  
● Asks questions that move the client toward what he or she desires, not questions that ask for the 

client to justify, or look backward. 
 

7. Direct Communication – Ability to communicate effectively during coaching sessions, and to use 
language that has the greatest positive impact on the client. 

● Is clear, articulate, and direct in sharing and providing feedback. 
● Reframes and articulates to help the client understand from another perspective what he or she 

wants or is uncertain about.  
● Clearly states coaching objectives, meeting agenda, and purpose of techniques or exercises.  
● Uses language appropriate and respectful to the client (e.g., non-sexist, non-racist, non-technical, 

non-jargon).  
● Uses metaphor and analogy to help to illustrate a point or paint a verbal picture. 

 
Section D – FACILITATING LEARNING and RESULTS 

 
8. Creating Awareness – Ability to integrate and accurately evaluate multiple sources of information and 

to make interpretations that help the client to gain awareness and thereby achieve agreed-upon 
results. 

● Goes beyond what is said in assessing client's concerns, not getting hooked by the client's 
description. 

● Invokes inquiry for greater understanding, awareness, and clarity. 
● Identifies for the client his/her underlying concerns; typical and fixed ways of perceiving 

himself/herself and the world; differences between the facts and the interpretation; and disparities 
between thoughts, feelings, and action.  

● Helps clients to discover for themselves the new thoughts, beliefs, perceptions, emotions, moods, 
etc. that strengthen their ability to take action and achieve what is important to them. 

● Communicates broader perspectives to clients and inspires commitment to shift their viewpoints 
and find new possibilities for action. 

● Helps clients to see the different, interrelated factors that affect them and their behaviors (e.g., 
thoughts, emotions, body, and background). 

● Expresses insights to clients in ways that are useful and meaningful for the client. 
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● Identifies major strengths vs. major areas for learning and growth, and what is most important to 
address during coaching.  

● Asks the client to distinguish between trivial and significant issues, situational vs. recurring 
behaviors, when detecting a separation between what is being stated and what is being done. 
 

9. Designing Actions – Ability to create with the client opportunities for ongoing learning, during 
coaching and in work/life situations, and for taking new actions that will most effectively lead to 
agreed-upon coaching results. 

● Brainstorms and assists the client to define actions that will enable the client to demonstrate, 
practice, and deepen new learning. 

● Helps the client to focus on and systematically explore specific concerns and opportunities that are 
central to agreed-upon coaching goals.  

● Engages the client to explore alternative ideas and solutions, to evaluate options, and to make 
related decisions. 

● Promotes active experimentation and self-discovery, where the client applies what has been 
discussed and learned during sessions immediately afterward in his/her work or life setting. 

● Celebrates client successes and capabilities for future growth. 
● Challenges client's assumptions and perspectives to provoke new ideas and find new possibilities 

for action. 
● Advocates or brings forward points of view that are aligned with client goals and, without 

attachment, engages the client to consider them. 
● Helps the client "Do It Now" during the coaching session, providing immediate support. 
● Encourages stretches and challenges but also a comfortable pace of learning. 

 
10. Planning and Goal Setting – Ability to develop and maintain an effective coaching plan with the 

client. 
● Consolidates collected information and establishes a coaching plan and development goals with the 

client that address concerns and major areas for learning and development. 
● Creates a plan with results that are attainable, measurable, specific, and have target dates.  
● Makes plan adjustments as warranted by the coaching process and by changes in the situation. 
● Helps the client identify and access different resources for learning (e.g., books, other 

professionals).  
● Identifies and targets early successes that are important to the client. 

 
11. Managing Progress and Accountability – Ability to hold attention on what is important for the client, 

and to leave responsibility with the client to take action. 
● Clearly requests of the client actions that will move the client toward his/her stated goals. 
● Demonstrates follow-through by asking the client about those actions that the client committed to 

during the previous session(s). 
● Acknowledges the client for what they have done, not done, learned, or become aware of since the 

previous coaching session(s). 
● Effectively prepares, organizes, and reviews with client information obtained during sessions. 
● Keeps the client on track between sessions by holding attention on the coaching plan and 

outcomes, agreed-upon courses of action, and topics for future session(s). 
● Focuses on the coaching plan but is also open to adjusting behaviors and actions based on the 

coaching process and shifts in direction during sessions.  
● Is able to move back and forth between the big picture of where the client is heading, setting a 

context for what is being discussed and where the client wishes to go. 
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● Promotes client's self-discipline and holds them accountable for what they say they are going to do, 
for the results of an intended action, or for a specific plan with related timeframes. 

● Develops the client's ability to make decisions, address key concerns, and develop himself/herself 
(to get feedback, to determine priorities and set the pace of learning, to reflect on and learn from 
experiences).  

● Positively confronts the client with the fact that he/she did not take agreed-upon actions. 
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