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3 STEPS TO CREATING A SMALL GROUP LEADER

COACHING SYSTEM
If you have more than ten small group leaders on your team, it’s time to recruit at least one more person who can help 

you train and care for those leaders. We recommend one small group leader coach for every ten small group leaders. 

What’s a coach, you ask? A coach is someone who owns the care and development of small group leaders. 

Coaches invest in their small group leaders in the same way they want your small group leaders to invest in their 

students. You can build a small group leader system with these three steps . . .

1
CHOOSE YOUR 

COACHING MODEL

There are several ways churches have experimented 

with small group leader coaches. Some of the models 

you could choose from are . . . 

• THE MANAGER MODEL: With this model, small 

group leader coaches function like logistics coordinators. 

They’re more into details than people, which can be helpful 

for your leaders so they can focus on relationships, but 

since someone needs to invest in your leaders as well 

as manage them, we don’t recommend this model as a 

primary solution for investing in your small group leaders. 

• THE PASTOR MODEL: In this model, coaches function 

as caregiving pastors but may not have any practical 

small-group-leading experience. While pastoral care is 

necessary for your leaders, we don’t recommend this 

model either, since small group leaders need practical 

advice as well as pastoral support.

• THE COACH MODEL: In this model, a small group 

leader coach provides a specialized form of mentoring 

alongside you or your staff. Coaches understand the 

ins and outs of being a small group leader because 

they’ve been there. They attend weekly programming 

alongside their small group leaders so they can provide 

practical help and feedback in real time.

2
CLARIFY YOUR   

COACHES’ ROLE

Be sure to give your small group leader coaches a 

clear job description. They should get to know the 

small group leaders they oversee (both during your 

programming and in meetings outside the walls of your 

church), support their small group leaders when they 

need help or advice, celebrate their small group leaders, 

and provide backup for leaders who are absent or need 

extra support.

3
HELP YOUR COACHES  

SUCCEED

It’s one thing to design an effective coaching system on 

paper, but it’s another thing entirely to implement that 

system in reality. Don’t sabotage your coaches—help 

them succeed by clearly communicating their role 

to everyone on your team (including the small group 

leaders they oversee), giving your coaches the tools 

they need (like their expectations and their small group 

leaders’ contact info, for starters), and then getting out 

of their way. Give your small group leader coaches 

space to lead, problem solve, and add value on their own, 

without your involvement. That’s how you empower!

Looking for more resources to help you lead your ministry well? Get more strategic with Grow Curriculum!

http://growcurriculum.org

