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Chapter 2 IntroduCtIon

clarifying calling: 

Midlife Ministry
“Mark” is an elder at his church. I was curious when he invited me 
out for breakfast. As we ate, we chatted about the weather and our 
families for a few minutes before he stopped with his fork in midair 
and said, “I hear you help guys figure out whether they’re supposed 
to be in ministry.”

“Well, I usually help guys already in ministry determine whether 
they should be church planters,” I said.

Mark is fifty and the manager of a major supermarket in our city. 
He looked across the table at me and said, “I had a call to ministry 
once.”

I looked right back at him, leaned in, and gently said, “What do 
you mean, you had a call to ministry?”

Mark said, “I was going to a Christian college and was involved 
with Young Life, anticipating a career in ministry. Then one of my 
leaders had a moral failure, and the other got divorced. I said to 
myself, ‘If that’s what ministry does for you, I don’t want any-
thing to do with it.’ So I went and got a job at the supermarket. 
But recently, I’ve been so excited about what God’s been doing 
through our church, I’ve been wondering whether He is calling me 
to ministry.”

I said, “What do you think God is saying?”
He said, “I don’t know, but if you’re willing, I’d like to talk about 

this some more.”
Over the next several months, it became very obvious that Mark 

was indeed called to ministry. He became increasingly fulfilled and 
fruitful in his volunteer leadership at the church and increasingly 
unfulfilled and frustrated at his job. It took some time for Mark to 
realize that God could still be calling him at this stage of life, and 
once he did realize it, he could not imagine how he could complete 
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chapter 2 introduction continued

his education or how he could possibly live on a pastor’s salary. He 
was very uncertain of what contribution he could make as a profes-
sional in ministry. Our coaching conversations helped him clarify 
the biblical training he’d already gotten in college and the skills he 
had developed in mobilizing teams and managing people in his 
job. Within a year, his church had an opening for an executive pas-
tor. His human-resource experience and business-finance training 
fit a great need at the church. His spiritual gifts of leadership and 
administration were obvious as Mark stepped into the role of execu-
tive pastor at his church. Even with all that confirmation, it was 
still a process for Mark to trust the Lord to meet his family’s needs. 
We had many coaching conversations about trusting God, living 
by faith, and seeing the Lord provide for his family. Even after he 
took the position full time, he attempted to keep a second income 
through business consulting. It wasn’t until he let that go that God 
made full provision for his family’s needs.

Today Mark leads and coaches a team of six full-time ministry 
professionals. As his coach, I continue to meet with Mark, occa-
sionally filling in his lack of experience but mostly encouraging and 
helping release his God-given potential. Mark is having the time of 
his life fulfilling his call to ministry.
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2
chapter

TransforMissional 
Coaching:
Coaching the Whole Leader

I know this—I’ve planted a church without a coach,  
and I’ve planted a church with a coach. All I can tell you  

is that I’ll never plant a church without a coach again.
—Church Planter

Mention the word coach, and many pictures come to mind. 
Perhaps the face of a coach from a sports team you played 

on comes into view. A good coach inspired you to play at lev-
els you never imagined possible. He brought out your best both 
personally and collectively as a team. Or maybe you reflect 
positively on a coach’s influence in the realms of music, busi-
ness, education, life skills, career decisions, and even marriage 
relationships. In contrast, a bad coach may have drained and 
harangued you, leaving a bad taste in your mouth that lingered 
for years. In Japan, the word coach has such a harsh connotation 
that ministry leaders have had to use a different term to reorient 
leaders to a more positive view of coaching. Church Resource 
Ministries (the mission agency we serve with and represent—see 
the end of this book for more information about CRM) mission-
aries now talk of being a “Barnabas” to the leaders they serve.1
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The word coach has an interesting etymology. Gary Collins 
notes, “In the 1500s the word coach described a horse-drawn 
vehicle that would get people from where they were to where they 
wanted to be. Many years later, in the 1880s, coach was given an 
athletic meaning, identifying the person who tutored university 
students in their rowing on the Cam River in Cambridge. That 
use of the word stuck and coaches became known as people who 
help athletes move from one place to another.”2

Tim’s working definition flows from the word as an acronym:
A great C.O.A.C.H. . . .
comes alongside—as one who wants the best for both the 

person and the project.
Observes carefully—with the objective view of a specialist.
asks questions wisely—and resists being a “teller.”
communicates options and resources—helping think 

beyond first “visible” impressions to other viable options.
Holds accountable (and cares for the Heart)—so that 

leaders can grow personally, improve performance, and 
solve problems for maximum ministry effectiveness.

Coaching is an incarnational relationship between one leader 
and another that is intended to empower his or her life and minis-
try. Steve’s working definition of coaching is “Coaches help peo-
ple develop their God-given potential so that they grow person-
ally and make a valuable contribution to the kingdom of God.”3

“Coaches help people . . .”—Coaching is a relationship 
between leaders, not a program. It is focused on the leader, not 
the program. You coach a leader, not his or her ministry. You 
coach a pastor, not a church.

“. . . develop their God-given potential . . .”—The potential 
comes from God, not the coach. A coach helps draw out the 
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vision, values, gifts, calling, and passion God has already placed 
in the leader.

“. . . so that they grow personally . . .”—Like mentoring, 
coaching is concerned with the personal (including the leader’s 
family), spiritual, and professional growth of the leader.

“. . . and make a valuable contribution . . .”—Coaches help 
leaders accomplish something for God. Coaches help leaders 
identify and fulfill their specific calling and contribution.

“. . . to the kingdom of God.”—The kingdom of God is  
far greater than any one congregation. Coaches help leaders  
lead well within their faith community, to ultimately equip 
individuals within their faith communities to engage and  
transform the culture as representatives of the kingdom of 
God.

Coaching is the preferred approach for equipping leaders in 
the emerging culture and the transformissional church for the 
following reasons:

Coaching is 1. relational, which is consistent with the 
postmodern value for relationship and community. 
This relationship provides acceptance, safety, and trust 
for emerging leaders, especially those who are seeking 
to relate to a modern church or denomination.
Coaching is 2. incarnational because it is hands-on, 
person-to-person, face-to-face, and it functions in the 
realm of shared experience beyond knowledge.
Coaching is 3. practical because it deals with the real and 
immediate issues in the life and ministry of the leader.
Coaching is 4. holistic because it touches on the calling 
and character of the leader as well as the life of the 
faith community and its place in the culture.
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Coaching is 5. contextual because every coaching 
conversation starts and ends in the life and ministry 
context of the leader rather than starting from a 
specific model, or even from the coach’s external point 
of reference.
Coaching is 6. missional to the degree that the coach 
helps the leader understand and engage the culture 
through missional activity and significant personal 
relationships with secular people.
Coaching is 7. flexible and is an especially useful approach 
to ministry during this time of changing paradigms. It 
is “just in time” and can keep pace with rapid change.
Coaching is 8. cross-cultural because it is centered in the 
context of the leader and not the coach. It empowers 
the leader to contextualize ministry principles to his or 
her culture.

A New Paradigm

I (Steve) am the first to confess that many coaching para-
digms are overly focused on performance, productivity, and 
effectiveness. Coaching paradigms developed for business are 
this way by necessity. In my previous book on coaching, co-
authored with Tom Nebel, we were focused on starting stronger 
churches and growing bigger and better churches. The coach-
ing of lay leaders is often so focused toward their effectiveness 
that it feels as if ministry is being squeezed out of them. Often 
coaches focus on the personal life of a leader only if that indi-
vidual’s personal life is having a negative impact on ministry 
effectiveness.
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Coaching paradigms that are overly focused on performance 
or productivity are particularly suspect and resisted by young and 
postmodern leaders, who highly value relationship, authenticity, 
and community. Over the past several years, as I have intention-
ally focused on coaching young and emerging leaders, I have rec-
ognized the need for a new coaching paradigm. This new para-
digm is holistic in that it is intended to develop both leaders and 
their ministries while creating an authentic relationship between 
the coach and the leader. This transformissional paradigm helps 
leaders live authentically and incarnationally while leading their 
churches to connect with the culture and intentionally engage in 
redemptive relationships.

This new coaching paradigm focuses on a leader who is per-
sonally transformed through what we call the “4 Cs”: clarifying 
his or her call to ministry and cultivating personal character so 
that he or she can transform his or her surroundings by creating 
authentic community and connecting with the secular culture in 
a redemptive way. A leader who has clarity in his or her call to 
ministry is better equipped to call others to ministry. A leader 
of strong character is better equipped to develop character in 
others. A leader who has experienced authentic community can 
help others create it. A leader who regularly engages the secular 
culture through service and authentic relationships with pre-
Christian people can lead others to do the same. As the coach 
empowers the leader, the leader can empower others. Coaching 
is no longer about effective ministry programs and results. It is 
about healthy and effective ministry leadership. A good coach 
is focused on the holistic development of the leader and min-
istry together. A coach must focus on the four areas, helping 
the leader clarify calling, cultivate character, create community, and 
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connect with culture. As a coach, you may focus on only one of 
these areas in a specific coaching appointment, but you must 
routinely touch each of these areas in every coaching relation-
ship. When seeking to identify where to begin a specific coach-
ing conversation, the coach must prayerfully ask, Where is God 
working in this leader at this time?

Clarifying Call

Coaches help leaders practice their “first-order calling” 
(being) as worshippers and followers of God and their “second-
order calling” (doing) as servants and ministers for God.4 Many 
modern Christian leaders are so focused on accomplishing some 
grand personal mission or calling that they have forgotten their 
first calling—to be a worshipping follower of Jesus. Some post-
modern Christian leaders are so busy worshipping God and the 
idea of community that they cannot get anything done for the 
Kingdom. All Christian leaders need help discovering and ful-
filling both their first and second callings.

Figure 2: coaching for Mission and Ministry effectiveness—the “4 cs”

 1 
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First-Order Calling: Being. When helping leaders fulfill 
the first call—to be a worshipping follower of Jesus—a qualified 
coach can serve as a spiritual director. You can encourage the 
leader to slow down and to practice reflection and other spiri-
tual disciplines to rediscover the presence of God. Many mod-
ern Christian leaders have no one holding them accountable 
for their own spiritual formation while they seek to lead whole 
congregations to be followers of God. This results in great risk 
of ineffectiveness, emotional burnout, and moral failure. A good 
coach who is willing to provide help and accountability in the 
area of a leader’s first calling provides some protection from this 
kind of failure in the life of the leader.

For the emerging leader, authentic spiritual formation is one 
of the primary credentials for ministry, and the ability to live 
out spiritual disciplines is essential to ministry effectiveness. 
This is not optional because in emerging ministry there is no 
list of roles and responsibilities covering “spirituality.” From the 
perspective of the emerging church leader, a coach who is not 
concerned with the individual leader’s spiritual formation is no 
coach at all. Not only is spiritual formation essential for a leader 
in order for him or her to model the spiritual journey for others 
in the faith community, but it is also essential for spiritual pro-
tection as the leader engages his or her community for the sake 
of the whole gospel.

Missional leaders who engage in community transformation 
and the spiritual transformation of the lost on a regular basis are 
far more likely to encounter more significant spiritual warfare 
than Christian leaders who are serving the already saved. The 
Devil does not want to give up territory in the secular commu-
nity any more than he does in the hearts of men. He will attack, 
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and the missional leader must be protected through strong spiri-
tual disciplines and the whole armor of God. A coach with spiri-
tual authority and discernment can encourage personal spiritual 
formation of the leader while also helping identify and defend 
against the attacks of the Devil. (See chap. 9 for more on coach-
ing the hearts of leaders.)

Second-Order Calling: Doing. The second-order calling 
is what we would describe as a personal ministry call, or God’s 
unique assignment for a specific leader. Leaders both young 
and old, volunteer and professional, struggle with their calling. 
Those who have been in ministry for a while sometimes lose 
sight of their call or begin to doubt the validity of their call. This 
may be caused by a variety of things. Some lose sight of their 
call due to the fatigue of ministry. Others may lose their sense of 
call because of ineffectiveness or lack of results. Still others lose 
their sense of call and passion because they are serving in the 
wrong place. Volunteer leaders often lose sight of their ministry 
calling because the demands of career and family displace it. 
Finally, some leaders are at the stage of life in which they want 
to make their ultimate contribution to ministry and need help 
to determine what that is. A good coach provides a safe place 
from which to wrestle through the issues of “call” for the expe-
rienced leader.

New leaders or young leaders may be struggling to find their 
calling, whether it is volunteer or professional ministry. They 
need help to identify their gifts and passion, to understand their 
personality and leadership style. They need help hearing from 
God regarding what He desires of them and then putting it all 
together into a fulfilling and effective ministry opportunity. 
God has placed all these things in the lives and hearts of emerg-

Transformissional Coaching.indd   32 7/3/08   1:28:50 PM



TransforMissional Coaching: Coaching the Whole Leader

33

ing leaders. A discerning coach can help provide guidance and 
accountability in this process. A good coach will ask questions 
to clarify these things from within the life and experience of the 
leader, being careful not to inject his or her own sense of call, 
personal vision, or agenda for the leader.

Helping leaders understand and pursue both their first call 
(spiritual formation) and their second call (personal mission) is 
foundational and empowering for future coaching in all other 
areas. Strong and positive spiritual formation will protect against 
temptation, burnout, and moral failure. Coaching to clarify per-
sonal calling, gifting passion, and ministry fit will release energy 
effectiveness and increased fruitfulness.

Cultivating Character

Second, coaches help leaders cultivate Christlike character. 
Ministry is often hindered or forfeited by character issues in the 
lives of leaders. The pressures of life and ministry often reveal 
character issues and flaws. Coaching is sensitive to and inten-
tional about helping leaders acknowledge character issues and 
cultivate character growth.

The modern church has often overlooked the minor character 
issues of leaders in favor of their strong leadership or teaching gifts 
or personality. Once people become leaders, they are often allowed 
to stay the same and are never encouraged to grow or to address 
character issues until the issues are so pronounced that they begin 
to negatively affect the ministry or lead to moral failure.

Young and postmodern leaders often come to ministry as 
broken people, with visible character needs right up front. Not 
only have they not developed good character, but they also have 
no desire to pretend. Authenticity is a high value for them, 
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which often includes being authentically bad as well as being 
authentically good.

Bill George, former chairman and CEO of Medtronic, 
states the need for authentic leadership in business: “We need 
authentic leaders, people of the highest integrity, committed 
to building enduring organizations. We need leaders who have 
a deep sense of purpose and are true to their core values. We 
need leaders who have the courage to build their companies to 
meet the needs of all their stakeholders (customers, employees, 
and stockholders) and who recognize the importance of their 
service to society.”5

How much more do we need authentic leaders of high integ-
rity to build enduring ministries, those who are true to their core 
values and have the courage to build ministries capable of reach-
ing believers, seekers, and the secular culture while recognizing 
their role of representing God in society? Although much of the 
discussion of leadership in the church has focused on personality 
and style, the real issue is character.

Sam Rima and Gary McIntosh, in their book Overcoming 
the Dark Side of Leadership, suggest five major types of leader 
dysfunction. We will use these to describe five major character 
issues identified in church leaders:6

1. The Compulsive Leader. A compulsive leader has 
the need to maintain absolute order and control at all times. 
Compulsive leaders also tend to be status conscious and, as a 
result, deferential and ingratiating with their superiors, often 
going out of their way to impress them. Although these lead-
ers give the appearance of order on the outside, they are often 
emotional powder kegs on the inside, sometimes exploding in 
emotional outbreaks and fits of rage that are quickly controlled 
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with appropriate apologies. Compulsiveness in the church 
often shows up in the pursuit of excellence, which can lead to 
perfectionism.

2. The Narcissistic Leader. In ancient Greek mythol-
ogy, Narcissus was a young boy who was in love with his own 
image. He was so obsessed with his own image that he could 
not give or receive love. Narcissistic leaders tend to overstate 
their own achievements while minimizing the contributions of 
others. Christian leaders often use those they lead to enhance 
their own image and improve the way they feel about them-
selves. Numerous churches have been destroyed by leaders who 
have led the congregation into projects too large or too costly 
because the leaders needed to feel good about themselves. When 
Christian leaders say the church or ministry would suffer if they 
left, it is a sign of narcissism.

3. The Paranoid Leader. The leader controlled by paranoia 
is highly suspicious of others, even his or her own team. It is not 
uncommon to hear a pastor say, “I never let the church board 
meet without me.” Some pastors perceive the board as their chief 
adversary. It is also common for leaders to limit opportunities for 
others to teach or lead for fear that the people might like that 
leader better. Paranoid leaders have difficulty maintaining close 
relationships because relationships may require vulnerability or 
transparency that can be used against them.

4. The Codependent Leader. In essence, the problem of 
codependency involves the ways individuals cope with the 
behavior and expectations of others. These leaders have a deep 
need to please others. They often blame themselves for the 
actions of others. They may worry about the feelings of others 
to the point of being sick. Codependent leaders often find their 
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schedules out of control because they cannot say no, resulting in 
emotional or physical burnout. Sometimes this burnout is cel-
ebrated as a cost of commitment rather than being identified as 
a dysfunction or a character issue.

5. The Passive-aggressive Leader. The passive-aggressive 
leader has a tendency to resist demands through procrastination, 
stubbornness, or forgetfulness. These leaders are prone to short 
outbursts of emotion or anger when they don’t get their way. It is 
not that these leaders are constantly angry or complaining. Most 
of the time they are happy and satisfied, but a pattern of erratic 
emotional behavior can be seen over a period of time.

These five character challenges can be seen in leaders of any 
generation or worldview; that is, these behaviors cross over the 
changing paradigms we have discussed. However, I believe that 
younger emerging leaders are more willing to admit and address 
these issues than are those who have gone before them. This 
is because they place a higher value on authenticity, and they 
have seen what has happened when these character issues were 
left unchallenged in previous generations of leaders.

Coaching leaders with any of these five character challenges 
can be very difficult for the coach. The following six steps can 
be helpful:

Help the leader identify the character issue that is 1. 
negatively impacting his or her life and ministry.
Help the leader identify and accept biblical references, 2. 
standards, and examples.
Help the leader confess the issue to appropriate 3. 
individuals. This will create accountability for change.
Help the leader seek forgiveness from those he or she 4. 
has hurt. This will promote healing of relationships.
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Help the leader identify the cause of his or her 5. 
behavior. Keep in mind that this may require 
professional help.
Help the leader develop a plan and accountability to 6. 
change his or her behavior.

The coaching relationship should be a safe, long-term rela-
tionship in which character development can be monitored 
and encouraged. The character issue may be something small, 
such as tardiness, poor time management, or a bad habit. On 
the other hand, it may be something large, such as the issues 
addressed above or even a moral failure. Either way, a long-term 
coaching relationship provides a safe place for accountability 
and encouragement.

The standard for character formation should always be 
Scripture. Any other standard will eventually break down. 
Coaches themselves need to resist becoming the character stan-
dard because every coach has his or her own issues. We also must 
be careful to not settle for a cultural standard of character and 
emotional health. The help of a professional counselor may be 
required to address the causes of some of the dysfunctions men-
tioned above.

In 2 Timothy 3:16, Paul said that Scripture is profitable 
for reproof and correction in righteousness. The following 
Scripture passages are useful for correcting character in the life 
of a leader:

The psalmist promised many blessings for the man who 1. 
fears the Lord and delights in His commands (see Ps. 
112). A close read indicates that these blessings are 
the result of godly character, including graciousness, 
compassion, righteousness, generosity, and justice.
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The fruit of the Spirit are character qualities listed in 2. 
Galatians 5, where they are contrasted with the desires 
of the sinful nature.
In the Sermon on the Mount in Matthew, Jesus 3. 
addressed different character challenges, including 
humility, adultery, divorce, anger, contentment, and 
many others (see Matt. 5).
Old Testament accounts provide examples of the five 4. 
character dysfunctions discussed above.

In their book mentioned earlier, Rima and McIntosh suggest 
that Moses was a compulsive leader, Solomon was a narcissistic 
leader, Saul was a paranoid leader, Samson was codependent, 
and Jonah was passive-aggressive. These biblical examples not 
only illustrate the problems and their consequences, but they 
also illustrate God’s grace as He used these leaders in spite of 
their dark sides. Coaches help leaders reflect on Scripture and 
measure their character accordingly while establishing appropri-
ate relationships to provide accountability and encouragement 
to cultivate good character.

Creating Community

The third focus for coaches is to come alongside the leader 
to help prioritize, create, and experience authentic community, 
both inside and outside the formal church fellowship. During 
the years we have spent coaching leaders for ministry effective-
ness, it has become evident that many of the strategic issues 
leaders—both young and old—face in the church rise or fall on 
the quality and authenticity of relationships. Creating commu-
nity is a much greater challenge than running programs, and 
most of the problems we face in the church are the result of 

Transformissional Coaching.indd   38 7/3/08   1:28:51 PM



TransforMissional Coaching: Coaching the Whole Leader

39

broken relationships and lack of community. Authentic com-
munity is a missional imperative. Most leaders in the emerging 
or missional church hold the authentic community of believers 
as their highest value.

Authentic community will become one of the primary stan-
dards by which church health will be measured, rather than 
church size or the number and quality of specific ministry pro-
grams. Whereas the modern church is recognized as a dispenser 
of religious goods and services, the transformissional church 
wants to be seen as an authentic community of faith where 
belonging is based on relationships rather than on program or 
style preference.

What is authentic community? Someone described it as 
“real people, in real relationships, all of the time.” This kind 
of community is based on people’s willingness to be real and 
vulnerable. People will be in significant relationships, disclosing 
themselves, their strengths, their weaknesses, and their needs 
with one another as part of their daily lives, not just occasion-
ally at church. The modern or pragmatic church has sought to 
practice this kind of community in small groups. This demon-
strates a higher level of community than the traditional church. 
However, the transformissional church desires deeper, more fre-
quent expressions of community. The transformissional church 
practices sincere and spontaneous hospitality on a regular basis 
as they gather in homes, coffee shops, or anywhere on almost 
a daily basis. They practice shared living and shared resources 
on a level demonstrated by the ancient New Testament church 
described in Acts 2, who met together daily from house to house 
and sold their possessions to give to those who had need. The 
transformissional church practices this kind of community not 
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only with one another but also with those with whom they are 
building spiritual friendships or redemptive relationships.

This kind of authentic community lives from the inside out, 
allowing others to experience the faith community long before 
they believe. The biblical standard for what this authentic com-
munity can be is described in the “one another” passages of the 
New Testament, such as “loving one another,” “bearing one 
another’s burdens,” and so forth.

Some of the most powerful statements on ministry to oth-
ers also come from these “one another” passages—actions and 
attitudes we are to give to one another. These instructions form 
the heart of both the character and conduct of a coach. Here are 
the biblical calls to authentic community:

Be at peace with one another (Mark 9:50).1. 
Wash one another’s feet (John 13:14).2. 
Love one another deeply (1 Pet. 1:22—found twenty-3. 
one times in Scripture!).
Be devoted to one another (Rom. 12:10).4. 
Honor one another (Rom. 12:10).5. 
Live in harmony with one another (Rom. 12:16).6. 
Don’t judge one another (Rom. 14:13).7. 
Accept one another (Rom. 15:7).8. 
Instruct one another (Rom. 15:14).9. 
Greet one another with a holy kiss (Rom. 16:16).10. 
Have equal concern for one another (1 Cor. 12:25).11. 
Serve one another in love (Gal. 5:13).12. 
Carry one another’s burdens (Gal. 6:2).13. 
Be patient, bearing with one another (Eph. 4:2).14. 
Be kind and compassionate to one another (Eph. 4:32).15. 
Forgive one another (Eph. 4:32).16. 
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Speak to one another with psalms (Eph. 5:19).17. 
Submit to one another (Eph. 5:21).18. 
Consider others better than yourself (Phil. 2:3).19. 
Bear with one another (Col. 3:13).20. 
Teach one another (Col. 3:16).21. 
Admonish one another (Col. 3:16).22. 
Encourage one another (1 Thess. 5:11).23. 
Build up one another (1 Thess. 5:11).24. 
Spur one another on to love and good deeds (Heb. 10:24).25. 
Confess your sins to one another (James 5:16).26. 
Pray for one another (James 5:16).27. 
Offer hospitality to one another (1 Pet. 4:9).28. 
Clothe yourself with humility toward one another 29. 
(1 Pet. 5:5).7

Donna Thoennes, an assistant professor at Biola University, 
suggests that Christian community requires shared identity, com-
mon purpose, integrity, humility, love, and acceptance of diver-
sity.8 Christian community requires shared identity in Christ 
even when all members of the community are not Christians. 
Christian community requires a common purpose. I believe the 
community is strongest when that common purpose is something 
beyond ourselves, such as missional activity in the culture rather 
than self-serving activity. Integrity, love, and humility describe 
relationships in the community and are a consistent summary of 
the “one anothers” of the New Testament. Acceptance of diver-
sity is not only consistent with a New Testament definition; it is 
essential for a Christian community that is serious about engag-
ing the secular culture for the sake of the gospel.

Most leaders in the emerging church are discovering that 
this kind of community is difficult, messy, and sometimes 
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impossible. The expectations of and for this kind of community 
are sometimes so high that conflict and disappointment replace 
the desired authenticity. The coach has an important opportu-
nity here because leaders need help to create, experience, and 
manage this kind of community.

First, the coach must practice an authentic relationship 
with the leader. The coach must take time to listen to the sto-
ries of the leaders he or she coaches. The coach must be will-
ing to practice an appropriate level of personal vulnerability to 
demonstrate authenticity. The coach must be willing to practice 
mutual hospitality with the leaders he or she coaches. The rela-
tionship moves to a new level when the coach, leader, and their 
families (when possible) share meals together in their homes. It 
is important to value the relationship more than the result of 
the relationship.

Second, the coach may need to help the leader define com-
munity and his or her expectations for community. There can 
be a lot of confusion about what Christian community looks 
like and about expectations we have of one another. Unrealistic 
and/or unmet expectations are at the heart of most conflicts in 
the church. Thoennes’s definition may be a useful way to help 
leaders define community.

Third, the coach must help leaders model and practice 
authentic community in the church. This involves helping 
leaders stay in community with others, not removing themselves 
from community or placing themselves above or outside com-
munities. Many modern pastors preach community, but they do 
not practice it with their church body and leaders. Some leaders 
practice this kind of community only with friends outside their 
fellowship. This is usually an indication that they have been 
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“burned” in the past or that there is some deeper spiritual or 
character issue.

Fourth, a good coach can help resolve problems in the faith 
community. The coach can help the leader maintain positive 
and realistic expectations for community in the church. The 
coach can help the leader establish boundaries of time and space 
to protect his or her family. The coach can help the leader cre-
ate ministry structures and environments where community can 
flourish and multiply. When necessary, the coach can provide 
third-party intervention to help the leader resolve confusion or 
conflict in the faith community.

Coaching in the old paradigm often focused on developing 
and maintaining programs. Coaching young and transformis-
sional leaders in the new paradigm will be significantly focused 
on creating and maintaining healthy Christian community.

Connecting with Culture

The fourth and ultimate goal of the coach in the new para-
digm is to move leaders beyond thinking about “successful” min-
istry to becoming missional by redemptively engaging the needs 
of the culture around them. Leaders in the transformissional 
church have a much higher and far-reaching view of ministry 
than the average leader in the pragmatic church. Their purpose 
is not just the devoted followers of Jesus that the pragmatic 
church seeks to produce. Instead, they desire to produce devoted 
followers of Jesus who engage and transform their culture not 
for the sake of church growth but for the sake of the coming 
kingdom of God.

Leaders of the transformissional church translate the minis-
tries of the seeker church as “Come unto us, and we will show 
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you Jesus” rather than “Go ye into all the world and live the 
gospel.” They recognize that most of their peers will not be 
attracted to the seeker church, so they seek to take the gospel to 
them. They do this by living with them in authentic community 
and taking the gospel to the streets. They seek to transform the 
culture through social action as well as through spiritual friend-
ships or redemptive relationships with people in the culture. As 
these relationships emerge, they are brought into the authen-
tic faith community with believers and seekers together, where 
they experience community and faith in God, allowing them to 
belong before they believe.

Good coaches help leaders engage their culture. Sometimes 
this means helping leaders meet people in the culture. Sometimes 
it means helping them understand needs and accept the culture. 
Sometimes it means helping leaders intentionally establish sig-
nificant relationships in the culture. Sometimes it means keep-
ing leaders accountable for intentional investment in these rela-
tionships. Sometimes it means helping leaders stop doing less 
significant church duties and make time to engage people from 
the culture. Sometimes it means defending leaders when they 
are challenged for focusing on the lost instead of on the believ-
ers. It always involves helping leaders keep a balance between 
the lost and the found. I (Steve) make it a habit of challenging 
every pastor I coach to invest at least 10 percent of his or her 
ministry time with lost people. Other church leaders I know see 
a 10 percent investment as way too little.

Good coaches help leaders visualize ministry that takes place 
outside the box and outside the congregation. Good coaches also 
help ministry leaders identify ministry opportunities in the cul-
ture. Good coaches help leaders motivate and mobilize workers 
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to engage in social action. Good coaches help leaders determine 
how to affirm and support those who are engaged in ministry 
outside the congregation rather than expecting them to serve 
inside the congregation. Sometimes coaches can help facilitate 
partnerships between church leaders and community leaders to 
facilitate both spiritual ministry and community service.

Often the first step in helping leaders engage their culture 
is to help them establish significant relationships with secu-
lar people from the culture. This could include holding them 
accountable to develop intentional relationships with pre-
Christian neighbors and friends. It may also include helping 
leaders identify new circles of interest and influence where they 
can develop new relationships with people of the culture. A 
circle of influence is anywhere a person connects regularly with 
the same group of people over a shared interest. These circles 
can include business groups, sports, recreational groups, or just 
about anything you can imagine. Any of these groups can be 
an effective place to connect with secular people. You can also 
help leaders connect with the broader culture by helping them 
network with political, business, and education leaders in their 
community. Most Christian leaders, both volunteer and profes-
sional, are so consumed with Christian community and ministry 
activities that they invest little or no time in developing rela-
tionships with secular people.

Second, a coach will help leaders assess the needs of the cul-
ture so that they can mobilize people to make a difference. We 
often think first of the needs of the poor or of the social ills in 
our community, but there are also great needs in the sports and 
recreation programs of suburban communities where Christians 
can make a difference and develop intentional relationships in 
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the process. Public-education needs present opportunities to 
engage the culture. One church has mobilized teams assigned to 
meet needs in each of the public schools in their community.

Coaches help leaders assess the needs in their culture 
where they, their small group, or their church can make a 
difference for the sake of the gospel. This includes not only 
assessing the needs but also matching the needs to the gifts 
and interests of the leader, group, or church. Coaches help 
leaders determine where to connect with the culture and 
make a significant contribution.

When I (Steve) first moved to a small rural community in 
Southern California, I was unable to engage my community or 
culture. Many of my neighbors had lived here for generations, so 
we were the new family on the block for five years. I eventually 
figured out that there were only three or four ways to belong in 
my community. I could try to eat breakfast with the farmers at 
the local café at 6:00 a.m.—but I was not a farmer, and I was not 
up at 6:00 a.m. I could join the parent faculty organization at 
the school across the street, I could join the 4H Club, or I could 
join the Boy Scouts. Well, I didn’t like school, and I didn’t have 
a pig or a sheep, but I did have three sons. We joined the Boy 
Scouts, and I soon became the Cub Master. Not only was this 
good for my boys, but it also gave me a place to serve that was 
not about being the pastor. It also provided a place to belong 
and establish relationships in my community, leading to many 
ministry opportunities.

Third, coaches will help leaders initiate intentional mis-
sional activity. This usually begins by helping leaders rearrange 
their priorities to make time for intentional relationships and 
missional activity. Coaches also help leaders learn to cast vision 
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that involves others in missional behavior. Chapter 12, on 
coaching teams, includes a five-step process for mobilizing mis-
sion teams.

Finally, as leaders and teams serve in the culture, it is essen-
tial that they develop significant authentic relationships with 
people. Artificial relationships or relationships that exist only 
for evangelism will be suspect or rejected. Engaging the culture 
includes two dimensions: First is serving or meeting needs of the 
culture as a part of God’s greater kingdom and creation. Second 
is developing intentional spiritual friendships for the sake of the 
gospel in the hearts of men and women.

Summary: Holistic Coaching

Most of the issues we coach fall into one of the 4Cs’ arenas. 
Leaders who struggle with clarity of their gifts, passion, vision, 
or commitment/personal spiritual formation are struggling with 
issues related to their call as a leader or follower of Jesus. Issues 
regarding relationships, unmet needs, division, strife, small 
groups, or discipleship of believers are related to the faith com-
munity. Issues related to cultural relevance, community service, 
and evangelism have most to do with engaging culture. Issues of 
sin, behavior, habits, and personality are centered in character. 
Almost any coaching issue can be placed in one of these four 
arenas.

A leader’s calling influences his or her character as he or 
she seeks to live by a high standard. Calling influences the way 
a leader relates to the community of faith. It is a positive influ-
ence when it motivates us to lead and care for others. It is not 
healthy if our calling removes us from healthy participation in 
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the community, causing us to live above or outside the faith com-
munity. A leader’s calling should motivate a leader to engage in 
ministry to the secular culture through service and evangelism. 
Unfortunately some leaders use their perceived calling to resist 
or avoid engaging the secular culture.

A leader’s character can either enhance or undermine his or 
her call to ministry and his or her intimacy with God. A leader’s 
character can either enable or inhibit his or her participation 
in an authentic Christian community. A leader’s character can 
increase or decrease his or her ability and motivation to attract 
or engage the culture. A leader of poor character may have dif-
ficulty ministering in the culture without getting caught up in 
the sinful behavior of the culture.

The leader’s ability to participate in an authentic com-
munity will enhance his or her calling as he or she is granted 
leadership within the faith community. The leader’s participa-
tion in an authentic faith community provides a safe place to 
be accountable and cultivate godly character. Leaders who live 
above or independent of a Christian community are most at risk 
of significant character challenges, including moral failure. The 
faith community is a partner in the leader’s intentional activity 
to engage the culture with the gospel. The faith community pro-
vides accountability, support, and team for missional activity.

Most Christian leaders need to be held accountable to 
engage the culture with the gospel because they would rather 
hang out with Christians. They need to be reminded that it is 
their ultimate calling to go and make disciples. Their character 
and lifestyle are the foundation of their witness. Bad character 
is bad witness. The faith community should be a support system 
for engaging culture, but all too often it is the excuse not to 
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engage culture. Leaders can be so busy and satisfied by ministry 
and community with fellow Christians that the world is left to 
go to hell.

Every place where one coaching arena or circle crosses 
another represents the opportunity for important coaching 
questions:

Calling Questions

How is your calling influencing your character?•	
How are you called to serve your faith community?•	
How are you called to influence your culture?•	

Character Questions

How is your character influencing your calling?•	
How is your character influencing your faith  •	
community?
How is your character influencing your culture?•	

Community Questions

How is your faith community influencing your calling?•	
How is your faith community influencing your  •	
character?
How is your faith community engaging the culture?•	

Culture Questions

How is your understanding of the culture shaping  •	
your call?
How is the culture affecting your character?•	
How is the culture affecting your faith community?•	
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Personal Application

Consider the following questions:
In which of the four coaching arenas do you focus the 1. 
majority of your coaching conversation?

What coaching issues have you faced that fall in the 2. 
arena of clarifying calling?

First order—spiritual formation

Second order—personal mission

What coaching issues have you faced that fall in the 3. 
arena of cultivating character?

What coaching issues have you faced that fall in the 4. 
arena of creating community?

What coaching issues have you faced that fall in the 5. 
arena of engaging culture?

Where do you see God working in the leaders you are 6. 
coaching now?

How will a new coaching paradigm strengthen your 7. 
personal ministry?
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