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The Model	
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Course Objectives   

LEARN 
 
By the end of this workshop you will: 
 
Know what coaching is  

 
 Provide a definition of what coaching is and is not 
 Describe the benefits of coaching 
 Understand how coaching fits into your role 

 
Know when to coach 

 Identify coaching opportunities 
 Differentiate between when to instruct and when to facilitate        
    best thinking 

 
Know how to coach 

 Adopt the coaching mindset 
 Master engaged listening 
 Use inquiry approach 
 Utilize the coaching framework 
 Clarify the focus of a conversation 
 Identify the goal of a conversation 
 Develop solutions collaboratively 
 Create accountability and follow up 

	

TAKE HOME 
	
When you get back to your work, you will be able to: 
 

 Create a space for reflection and learning that helps move others from 
awareness into action 

 Engage others to solve their own problems or reach their own 
solutions. 

 Increase responsibility and accountability in others. 
 Identify and build upon an individual’s internal resources and strengths. 
 Build a partnership with those who work with and for you that allows 
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What Is Coaching? 	
DEFINITION: underline the words that stand out to you 
 
Coaching is a set of specific skills, a mindset and a facilitative process that helps 
others think forward. Coaching supports individuals to make more conscious 
decisions and take new action.  
 
Coaching moves a person forward from where they are now to where they want or 
need to be. It fosters new levels of reflection, awareness, communication, 
accountability and engagement. It helps individuals identify and build on their 
strengths and internal resources. 

Ask yourself the following: WHAT DO YOU WANT? 
 

 Do I want people to take more initiative now and in the future?   

 Do I want people to be more accountable and responsible?   

 Do I feel that it’s time for people to come to me with more solutions and 
less problems?   

 Do I want people to reflect now about how they learn and act in order to 
be more effective in the future?   

 Do I want people to make clear agreements with me then commit to 
them?  

 Do I want to be able to delegate a task and not think about it in the 
middle of the night?   

 Do I want people to build greater levels of confidence in what they need 
to do? 

 Do I want a greater number of people to be more motivated, responsible, 
and accountable? 

 

	
If you answered yes to any of the above, the coaching 

approach will help you collaborate with others to achieve 
these results. 
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	What Coaching Is Not 

	While it is important to understand the definition of coaching, it is equally 
important to clarify that coaching does not take the form of other familiar 
approaches. 
 
Coaching is not mentoring, consulting, training, nor therapy. However, coaching 
can be used within all these practices. Coaching is not punitive. Coaching isn’t a 
replacement for good human resource systems. 
 
 
 
 
EXAMPLES 

Write down other times when coaching may not be appropriate. 
 
X ______________________________________________________ 
 
X ______________________________________________________ 
 
X ______________________________________________________ 
 
X ______________________________________________________ 
 
X ______________________________________________________ 
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Manager as Coach
SUPERVISOR ROLE 
 
Your job as a manager is to get things done through 
others. 
 
As a supervisor you 

 
 Set expectations and goals 
 Determine standards 
 Assess progress 
 Give feedback 
 Maintain workflow 
 Evaluate development 

 
When managers focus exclusively on results, they miss opportunities to support 
learning and development of individuals they manage. 

ADD COACHING 
 
When managers add coaching to their supervisor role they create the space for 
and facilitate others reflection and learning, which helps others, move from 
awareness into action.  Taking the time to add coaching results in others taking 
more initiative, responsibility and accountability for their work. 
 
 
 
The supervisor’s overall role is to communicate organizational 
needs, oversee employees’ performance, provide guidance, 
support, identify development needs, and manage the reciprocal 
relationship between staff and the organization so that each is 
successful.  

 
The ultimate goal of coaching is to help someone move to a new 

action or behavior while learning, growing and developing. 
	



Copyright © 2012 Judith Wilson & Associates. Do not duplicate or transmit without permission.  All rights.	

8

Opportunities To Coach 		

As a coaching manager your job is to help others move from point 
A, where they are now, to point B, where they need, want or are 
required to be. 

Coaching opportunities are everywhere 
 
Informal Coaching 

 
 Can be done informally in the hallway, on a phone call, or just before a 

meeting with funders.  
 
Formal Coaching 

 
 Can take place in a regular one-on-one meeting or quarterly 

development conversation.  
 May take a few minutes or you might be able to put aside an hour.  
 Coaching may occur once or on an ongoing basis. 
 As a part of performance management. 

 
EXAMPLES 
 You know the person who reports to you has been excited for weeks about 

standing up to speak in front of your major donors. Right before she goes on 
she says her confidence is shaky. You step aside with her to help her regain 
confidence.  

 Someone comes into your office and says they need support thinking through 
an idea that could bring about program success. 

 One of your direct reports says she wants to think through something 
important. 

 It is the middle of the year. You’re meeting with your staff to review progress to 
date and to plan for the next successful six months.  

 One of the resource center volunteers seems to be brash with the distressed 
parents who call in for help. You ask the volunteer to talk with you about how to 
optimize how they support the parents. New behavior is going to be required. 

 Although you don’t have authority over the team you’ve been asked to lead, 
you see that the group could do with more thinking about the program. The 
team needs support. 
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 A Coaching Moment 		
SCENARIO 
 
Nisha is nervous. She’s new to the team at Active Compassion Now, and she’s 
starting to get frantic about her first meeting tomorrow with Tough Philanthropy 
International (TPI). She bumps into her manager, Terri, in the corridor. 
 
TERRI: What’s the hurry? 
 
NISHA: Tomorrow is the first meeting with TPI. I’ve heard how they want people to 
be brilliant and be done quickly. I’m trying to get thoroughly prepared. I want to do 
a good job. 
 
TERRI: Good for you. What is the one thing you want to walk away from this first 
meeting with? 
 
NISHA: (Thinks: I don’t want them to think I’m new and don’t know what I’m 
doing. That’s why I have way too many confusing slides.)  
I want to know what the funder values more than anything. 
 
TERRI: How are you going to find that out? 
 
NISHA: (Thinks: I don’t have time for research. I have to tell our story. But wait a 
moment, I have an idea.) 
I could talk to Pascal, he’s worked with them. 
 
TERRI: Yes, using your network makes sense to me. Is there anything else? 
 
NISHA: No. Thanks for your help. 
 
TERRI: It’s your idea to call Pascal. And don’t let TPI intimidate you, they mean 
well. It’s just their style. I have every confidence in you. Let me know how it goes. 
 
NISHA: I will. 

Key take-away 
 

 ___________________________________________________ 
 

 ___________________________________________________ 
 

 ___________________________________________________ 
 

 ___________________________________________________ 
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Key Manager Behaviors 	

OVERVIEW 
	
A great manager knows what others need given the task that is to be accomplished. 
A skilled manager assesses the situation before deciding on his or her own response 
or approach.  
 

Steps to determine most useful approach 
 
Use these steps to decide how much instructive and facilitative approach to take. 
 

Step 
 

Action 

1 Determine the level of ability and ownership others have in relationship to the 
task. 
 

2 Shift your approach and style as others grow with a task.  
Know when to give instruction and when to simply facilitate. 
 

3 Gain agreement with others about your leadership approach so that you 
partner for maximum performance. 
 

 

The above information is adapted from Situational Leadership II®, Ken Blanchard Companies.  For a more in depth understanding of matching leadership 
styles with development levels read Leadership and the One Minute Manager by Ken Blanchard, Patricia Zigarmi, Drea Zigarmi.  www.kenblanchard.com. 
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When To Coach 		
                  	

Choosing when to coach depends on what the person you are working with needs based 
on their stage of learning and development.  
 
Matching Style to Developmental Needs 
There is no one best management style, but that the best managers diagnose the 
needs of their people and use a combination of direction and support, in essence a 
leadership style that is both appropriate to the task and to the situation. While this 
may seem like common sense, it is rarely practiced. According to Blanchard, only 1% 
of managers use all four leadership styles. 

The goal is to match the appropriate management style to the individual’s development 
level. Learning how to do this requires the ability to assess the individual’s development 
level and choose and deliver the right style for the situation. When you match your style 
to the individual’s development level, competence, motivation, and confidence grow. On 
the other hand, over-supervising or under-supervising can have a negative impact on 
performance, confidence, and motivation. 

 

 Directing (Telling), the manager tells the employee what, when, and how to 
accomplish the goal or task and provides frequent follow-up and feedback. 

 Coaching, the manager directs but also incorporates praising, encouraging, and 
listening. In essence, the manager consults with the individual but retains control over 
decision making and problem solving. 

 Supporting, the manager encourages and facilitates, drawing the employee out and 
soliciting his or her feedback and suggestions. The intention is for the manager to 
encourage employees to believe in themselves. 

 Delegating, the manager empowers the individual to act independently with 
appropriate resources to get the job done. The intention is for the leader to provide 
minimal direction and support because the employee is a peak performer. 

The above information is adapted from Situational Leadership II®, Ken Blanchard Companies.  For a more in depth understanding of matching leadership 
styles with development levels read Leadership and the One Minute Manager by Ken Blanchard, Patricia Zigarmi, Drea Zigarmi.  www.kenblanchard.com.
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The Coaching Model:How to Coach 	
OVERVIEW 
 
To become a coaching manager you need to master three key elements of how to 
coach: 

 The coaching mindset – having the right attitude toward coaching and the 
person you are coaching 

 The coaching skills – the foundational competencies 

 The coaching framework - a four step path to guide the coaching 
conversation 
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Coaching Mindset   

 
OVERVIEW 
The effectiveness of your coaching depends not only on your application of a 
coaching approach, but also your coaching mindset. Your coaching mindset impacts 
the coaching process.   

 
Mindset Definition 
The coaching mindset is your attitude, openness and the outlook you bring to the 
coaching conversation, which is important for creating the right space for other’s 
discovery and development.  
 
Key Elements Of The Coaching Mindset 
The four key elements of an effective coaching mindset are:  
1. Believing in others 
2. Managing needs 
3. Earning trust and showing respect 
4. Staying connected 
 
Mindset Notes: 
  

1. Believing in others 

 ___________________________________________ 
 
 ___________________________________________ 

 
 ___________________________________________ 

 
2. Managing needs 
 ___________________________________________ 

 
 ___________________________________________ 

 
 ___________________________________________ 

 
3. Earning trust and showing respect 
 ___________________________________________ 

 
 ___________________________________________ 

 
 ___________________________________________ 

 
4. Staying Connected 
 ___________________________________________ 

 
 ___________________________________________ 
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1. Believing in Others 
  

 

Beliefs/Thoughts 

Language 

Action/Behavior 

Attitudes/Emotions 

Results 

Acorn or empty vessel? 
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2. Managing Needs 
 
 
 
 
 
 
Aligning needs 
 

  
 
  

 
  

 
 
Managing emotions 

 
  

 
  

 
  

 
 
Setting the agenda 
 

  
 

  
 

   

 
 

 
 

A coaching mindset requires that you be able to understand when to let other’s needs 
drive your interactions, when to let your needs as a supervisor take over and how to do 
this while taking your and other’s personal and emotional needs into account.  It is useful, 
then, to stand back and appreciate how the needs of the organization, you and the people 
you are coaching can be aligned.   
 
 



Copyright © 2012 Judith Wilson & Associates. Do not duplicate or transmit without permission.  All rights.	

16

The Coaching Agenda  
 
The Coaching agenda is the main focus of the coaching conversation. The agenda contains 
key points to be discussed or issues to be resolved. The coaching agenda is brought to the 
conversation most often by the person receiving the coaching or sometimes by the 
coaching manager. 
 
 
The agenda of those you manage:  
They bring a desire or issue to you that you can help them think through by using the 
coaching approach. 
 

 Be honest about the time you have available and schedule more time if necessary 

 Listen clearly to what they are really saying.  

 Use Coaching Framework and Skills sections in this workbook 

 Clarify your role by asking: How can I be of the most use to you in this 
conversation? 

 
 
Your management agenda:  
You bring attention to a need, task, issue, or opportunity, which will help meet the needs 
of the program and services that support the organizational mission. You use the coaching 
approach to help them think through, create a plan, solve a problem and take 
accountability.  
 
Prepare for your conversation: 

 Make sure you know what the focus of the conversation will be about before you 
meet to coach others. 

 
Set the agenda up front in the conversation by saying the following: 

 This is important for us to focus on.  

 This is how it links to the bigger picture.  

 Here’s what’s in it for you.  

 Let’s think about this together 

 

 
 
Please see Appendix for an example of how to walk through a coaching 
conversation with a manager-focused agenda. 
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3.  Earning Trust & Showing Respect 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Trust is the basis of a good coaching relationship.  As a coaching manager, you offer 
yourself as an agent of support, asking people to share their best thinking out loud, to 
work out new ideas, and to forward their action to best serve the organization. In 
Foundation of Social Theory, James Coleman (1990) offers this precept: “The placement 
of trust allows actions that otherwise are not possible (p.97).” 
 
It is essential that those you coach trust you. And it is essential that you respect them. 
These go hand in hand and help reinforce one another. The more you show you can 
respect the people you manage, the more they will trust that you understand them. The 
result is a level of comfort that will allow for honest and straightforward communication.  
Beyond showing respect, you can build trust by a series of action and behaviors that show 
you are credible. 
 
 
 
Reflection Questions:  
 
Think of a manager or leader you really trusted. What did they do to earn your trust?  
 
 
 
 
In what ways did respect and credibility play a part? 
 
 
 
 
 
 
 
 
Now think of someone you manage…assess the level of trust and respect that exists 
between you. 
 
 
 
 
 
What could you do to increase it?  
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4. Staying Connected with Words  

Everything we do has an impact, including the language we use.  Those who work 
for us and with us are watching and listening to us.  Small things can make a big 
difference in the outcome.  
 
When we engage in a coaching conversation, we want to be intentional about the 
language we use. We want to use language that pulls people in rather than push 
them away. 
 
 
Consider the seemingly small difference between:  

  
BUT vs. AND 

 
 
 
BUT vs. AND Exercise 
 
Round 1: BUT 
 

1. You say, “Here’s my opinion.”  
 
     They say, “But you need to think of it this way.” 

 
2. You say, “I’m going to concentrate on this today.”  

a. They say, “But I want something else done.” 
 
 
Round 2: AND 
 

1. You say, “Here’s my opinion.”  
 

They say, “I hear you and I have a different opinion to add.” 
 

2. You say, “I’m going to concentrate on this today.” 
 

They say, “I hear what you are saying and I want something else done first.” 
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Coaching Skills 	

INTRODUCTION 
 
Coaching skills can be learned and mastered. You already use these skills much of 
the time.  
 
The difference is mastering these skills so they are of maximum benefit to those 
you coach. 
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Coaching Skills Overview
 
FOUNDATIONAL SKILLS DEFINITION 
 
Although there are many skills a manager can fine-tune in order to coach, there 
are four foundational skills that are critical to master coaching: 
 
 

1. Listen  
 Hear what others are saying the first time.  
 Know where the conversation is really going. 
 Fully engage through listening. 

 
 

 

2. Inquire 
 Ask stimulating questions. 
 Draw best thinking from others. 
 Hold back your advice. 

 
 
 

3. Giving Feedback 
 Structure objective feedback. 
 Give appreciative feedback to celebrate others. 
 Wrap coaching around developmental feedback to grow 

others. 
 
 
 

4. Sharing  
 Sharing observations, a hunch or ideas, examples and 

information. 
 Knowing how much and when to share. 
 Checking out the relevance by asking key questions as I 

share. 
 

 

P 
A 
R 
T  
 
O 
N 
E 
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Skill #1 - Listening  

OVERVIEW 
 
The goal of good coaching is to listen to what is being said and to what is not 
being said but needs to be heard. 

 
 When we listen effectively to what is being communicated we save 

time by not having someone need to repeat what he or she said. 
 With intention to hear others out allows us to grasp the full 

understanding of what others are trying to get across and gives 
others a feeling that we care.  

 Listening leaves the listener and the person being listened to with a 
full sense of integrity and respect. 

Listening Definition 
 
There are four modes of listening: 
 
1. Superficial listening 
2. Self-referential listening 
3. Fix-it listening 
4. Engaged listening 

The Four Listening Modes 
 
Superficial Listening 

 I’m listening to you, but focusing on what it means to me. In this 
situation, it’s really all about me. 

 
Self-Referential Listening 

 I’m listening to you, but I here only what relates to me. So now it 
becomes all about me. 

 
Fix-it Listening 

 I’m listening to you and I want to solve your problem or figure this 
out. In this situation, it’s still really all about me, in relation to you. 

 
Engaged Listening 

 I’m listening to you to understand better who you are and what this 
experience is like for you. In this situation, it’s all about you. I want 
you to be fully heard. 
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Mastering Skill #1  

Listening Exercise 
 
Listen in silence to your partner. Note how you listen.  

 
What was it like to listen silently and engaged? 

 
What is it like to be listened to in such a manner? 

 
 
Ask yourself these questions to help you master the skill of listening 
 

Are you in the right frame of mind to listen? 
 

Are there some people you listen to more attentively than others? 
 

Who do you listen to least? 
 

Who do you need to listen to more? 
 

How comfortable are you being silent on occasion? 
 

What does it take to give your full attention to someone? 
 

What is the impact of your listening on the other person? 
 

What will it take to master engaged listening? 

Key take-aways 
 

 ___________________________________________________ 
 

 ___________________________________________________ 
 

 ___________________________________________________ 
 

 ___________________________________________________ 
 

 ___________________________________________________ 

When someone asks you if you have a minute, and you say 
yes, that is a verbal contract to listen to him or her. 
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Skill #2 - Inquiry
 
OVERVIEW 
 
Inquiry is the core of the coaching approach.  Inquiring or being curious when 
you are coaching, helps others deepen their learning as they unfold the answers 
for themselves. Staying curious when a person is telling their story, encourages 
them to tell the whole story. 
 
Inquiry Definition 
 
The skill of inquiry is the ability to ask useful questions and pull forth the 
brilliance from the other person. Inquiry involves asking stimulating question for 
their sake, rather than for yours. 
 
Hold Your Advice 
 
When you give advice and solve the problem, you own the issue and outcome. 
When you allow others to think through their own solutions with your support, 
they own the issue and the outcome. 
 
Types of questions 
 
There are three types of questions:  

1. Open-Ended 
2. Close-Ended 
3. Why 

 
Open-ended questions 
Open-ended questions lead to deeper answers and more reflective and expansive 
thinking by both parties, and generally start with:  

 What 
 How 
 Who 
 When 
 Where 
 Which 

 
Close-ended questions 
Closed-ended questions elicit a yes or no answer. These questions do not forward 
the person’s thinking, and generally start with:  

 Do/did 
 Can/could 
 Are/Is 
 Will/would 
 Have 
 Should 

 

Open up your closed-ended questions unless you are simply clarifying what is 
being said. 
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Asking Questions  

 
The Question “Why?” 
 
The question why generally moves a person into ‘explanation’ or 
‘defense’ mode.  Use this question sparingly. 
	
 
Questioning tips and tricks 
 
Keep these pointers in mind when asking questions 
 

 One question at a time 
 Keep it short and simple 
 Balance your pace and tone 
 Let others answer the questions 

Rewrite the closed-ended questions as open-ended questions. What 
impact do the open-ended questions make on the person? 
 
 

Closed-ended question 
 

Open-ended question 

Do you understand what I’m 
saying? 

 
 
 

Did you ask her about it?  
 
 

Have you tried doing it like this?  
 
 

Is it possible?  
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Mastering Skill #2  

Back Pocket Questions 
 
The question why generally moves a person into ‘explanation’ or 
‘defense’ mode.  Use this question sparingly. 
	
# Question 
1 What do you actually want? 
2 What do you mean by that? 
3 What are you really saying? 
4 What does that look like? 
5 What’s the bottom line? 
6 What’s most important? 
7 Where are you heading with this? 
8 What are your options? 
9 What option will work best? 
10 What’s next? 

	

Design 5-10 key generic questions that you feel comfortable asking. Keep           
them in your back pocket to use at any time 
 
My back pocket questions: 
 
# Question 
1  

 
2  

 
3  

 
4  

 
5  

 
6  

 
7  

 
8  

 
9  

 
10  
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Questions of Last Resort  

A question to ask when you don’t know what to ask 
 
When you feel stuck and don’t know which questions to ask, try the 
following questions: 
 

 What is the big question we should ask right now? 
 What question should we really be asking in this situation? 

 
 
Question of last resort 
 

Is everyone coachable?   
 
On that rare occasion where you have attempted to coach others toward a 
better outcome but they are not responding, first ask if they need 
direction.   
 
If the person needs to know what to do but is resistant or unable to move, 
try the following questions: 
 

 If you were in my shoes right now, what would you do with you? 
 I need you to be me right now, dealing with this situation. How 

would you proceed? 
 

Key take-away 
 

 ___________________________________________________ 
 

 ___________________________________________________ 
 

 ___________________________________________________ 
 

 ___________________________________________________ 
 

 ___________________________________________________ 

 
Ask questions for their sake – not yours! 
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  Coaching Framework  

 
OVERVIEW 
 

The coaching framework gives you the necessary structure for an effective 
coaching conversation.  
 
 It will change the way you start, develop, and end your 

conversations.  
 Use it as a template for any conversation toward new learning or 

action.  
 You’ll notice how you demonstrate a deeper sense of caring. 
 Conversations become more efficient and effective. 
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Coaching Framework  

Clarify the Focus: Get to the point 
 

 Be clear about the goal or situation you are coaching toward in relation 
to the needs of the individual and organization. The question is: what 
do we really need to talk about?  This isn’t always obvious. You may 
need some listening time to understand a person’s current reality. You 
need to determine what someone needs or wants. 

 
 
Identify the Goal: Know where you are heading 
 
 Seek to identify what a good job, success, change in behavior, or end 

result will look like. You will want to know where the person is trying to 
go. Identify this first before going to solutions. Once you both have a 
clear picture of where the person is now (point A) and where she is 
heading (point B), only then is it time to problem solve.  

 
 
Develop Solutions: Identify what is needed or required to 
move from point A to point B 
 
 Help the person identify options for getting to the goal. Notice here we 

didn’t say that this is the point to give people advice. You may have 
some. Just hold on to it until it’s needed or wanted. Once you both 
understand the gap between A and B you are ready to think together 
toward the desired outcome and create a path for getting there. Here 
you partner with the person you are coaching to find a way forward 
together.  

 
 
Create Accountability: Gain commitment and ownership 
 
 Review actual steps the person can and will take to progress.  In this 

way the person being coached develops accountability, self-
responsibility, and ownership.  The goal is to gain agreement about 
what will happen next; and who will do what, by when.  
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Questions to Clarify Focus 
	

Question 

What do you want to focus on? 

What’s going on right now? 

What are you currently experiencing? 

What do you want from this conversation? 

What do you need to get out of this conversation? 

What does this all add up to? 

What’s most important that we talk about today? 

What should we be talking about that will help this situation? 

What is the bottom line? 

Where must we focus to get some different results? 

What does this actually mean? 

What do you really mean? 

What are you essentially saying? 

What do you want most out of this situation? 

What’s the real point? 

What exactly is of most concern? 

What’s the greatest need in this situation? 

What’s most clear to you about this?  

	
	
Write your own questions to help someone clarify the focus: 
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Questions to Identify The Goal 
 

Question 

Where are you really heading with this? 

What will it look like when you get there? 

What is the goal of this whole situation? 

What is the desired end goal? 

What does success look like? 

What change do you want?  

What will change bring about? 

What are you hoping to achieve?33 

What impact can you have? 

What do you think is possible? 

Where are you now in relation to the goal? 

What’s the best possible outcome? 

What are we trying to achieve here? 

What’s your understanding of what’s required? 

 
Write your own questions to help someone identify the goal: 
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Questions to Develop Solutions 
 

Question 

Where must you start with this situation? 

How can you break that into manageable chunks? 

What must happen in order to get that/there/it? 

How can you make this easy? 

What are the options?  Which option seems best right now? 

Which option seems to be less obvious but might actually work out? 

How are you making this decision? 

What other way is there? 

What else? What else?  

What other factors come into play as you choose to act like you do? 

What skills, information, resources, tools, or motivation do you need? 

What if there was another way, would you take it? 

What if you came from outside the box?  Where would that be from? 

What needs to shift for something different to happen? 

How do you see the path to where you want to go? 

What have you not yet tried that might help? 

What other perspectives could there be? 

What are the possibilities as you see them? 

Who do you need to support you?  

What are the obstacles in the path?  

How will you move beyond the obstacles? 

Where are you coming from as you look at this situation? 

How else might you look at this situation? 

What would you choose to do about this if anything was possible? 

What attitudes and beliefs do you need to adopt or let go of?   

 
Write your own questions to help someone develop solutions: 
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A Word About Brainstorming 
 
 
Brainstorming is an effective way to stimulate ideas and generate options. 
This technique is useful when helping others in situations that call for new 
ways to approach a challenge, or the need to break out of established 
patterns of thinking, or improve upon what has already been created. 
 
Keep the following ‘dos and don’ts” in mind when braining storming 
solutions. 
 
Brainstorming dos  

 Define the problem, need, or goal. Use the first two steps in the 
framework, clarifying the focus and confirming the outcome, to 
help the person be clear about the outcome.   

 Welcome all ideas. Create space for “anything goes,” at least for 
right now. Have fun. Encourage the person to freely generate 
ideas. Don’t worry if what they are saying sounds wild or 
unrealistic. Now is not the time for criticism.   

 Add a couple of your own ideas. 

 Try to stimulate even more choices. Suggest one or two wild 
options that they might say no to so they will come up with 
better ideas. Then lay out all the generated ideas. Look at all the 
options before coaching too much on any one of them.   

 Hold off on analysis. And that goes for both of you. Let go of 
judgment and evaluation until all options have been revealed.  

 Keep building upon ideas.  Expand on one option to generate 
even more options. Help people think broad and big. 

 Set the criterion for selecting the most useful option. Ask: What 
will choosing this option serve most? Help the person define the 
reason for the choice. 

 
Brainstorming don’ts  

 Don’t accept the first idea and make that the focus of your 
coaching.  

 Don’t give the person your two best options and ask them to pick 
one. 

 Don’t see things from your perspective only.  

 Don’t look at what can’t work or state things in the negative. 
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Questions to Create Accountability 
 

Question 

What are you going to do?  

When will you do it?  

What will it really take? 

How will you make this happen? 

What might have to give to fit this in? 

How will we know this has been achieved?  

How will this benefit you? 

How will this benefit your co-workers or the organization?  

What does it mean to be responsible for this project? 

How confident are you about getting this done on time? 

What will you lose or gain by doing what you say you will do? 

What made you feel you could take on this responsibility? 

How can you keep this top of mind? 

How can this fit into your other priorities? 

What will it take to bear full ownership of this? 

 
Write your own questions to help someone create accountability: 
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Practice Time   
 

SKILLS SKILLS  
USED 

NOTES 

Listen 

 

  

Inquire 

 

  

Give feedback 

 

  

Share 

 

  

Clarify the Focus 

 

  

Identify the Goal 

 

  

Brainstorming 
Options 

 

  

Develop Solutions 

 

  

Create 
Accountability 

 

  

General feedback for the person who coached 

 

 

 

As the observer, take notes about how well the coach is using the skills and 
framework and note what they can do even better next time. 
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Reflection and Action 
 
 
What is the most important thing you learned today? 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Three things I will do differently, practice, try or share with my coworkers: 
 

1.  
 
 
 
 
 

2.  
 
 
 
 
 

3.  
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Manager Focused Agenda  

Example 
 
1. Set the context. Remember you are inviting a person into a circle of possibility. 
 
2. Point to what the organization needs—what point B’ looks like. 
Example: “Sam, today I’d like us to talk about a couple of things that would help you 
engage the team even more than you currently do and how knowing the needs of the team 
will have the team really listen to and run with your directives. Can we think about this 
together?” 
 
3. Keep your sentences short and to the point. 
 
4. Make sure you address what’s in it for them. 
Example: “I know you want to succeed with this program because of its high profile.” 
 
5. State the case by linking the known facts to the bigger picture. Gain agreement 
about the facts and the links. 
Example “I know you agree that our funding rests partly on the success of this program 
and……….. Do you agree?” 
 
6. Let the person know what you are requesting. Get specific. 
Example: “So if we could think together about additional ways to really have you motivate 
and inspire the team, engage them to fully participate, and focus in on what you might add 
or do differently to make this all happen, that would be great.” 
 
7. Stick to the reason you are making this case based on the facts. 
 
8. Invite them to a space to think together. 
Example: So, what if we do some thinking about this together, would that be OK? 
 
9. Use simple questions to coach: 

 What are your thoughts? What do you mean by that? 
 What are you really saying when you say that? 
 What would that really look like? 
 Here’s what I think………., what do you think about that? 
 What do you think about what I just said? 
 Do you see any flaws in my reasoning? 
 How does this solve the challenge/issue? 
 What can you add to what I just said? 
 How do you see it differently? Where does your reasoning go next? 
 How did you arrive at this view? 
 What causes you to say that?  
 What is the significance of that? 
 How does this relate to your other concerns? 
 How would your proposal affect…..? Is this similar to…….? 
 Can you describe a typical example?  
 Where can we go with this? 
 If we collaborate to find a solution what are you willing to give and take? 
 What options do we have? 
 What concerns do you think others might have? 
 How can we find a solution that’s good for everyone? 

 
10. Praise wherever you can, especially if the person is moving ahead. 
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Resources   

Coaching Skills for Nonprofit Managers and Leaders 
Judith Wilson, Michelle Gislason of CompassPoint Nonprofit 
Services, 2009, Jossey Bass.  www.judithwilson.com/books 
The only coaching skills book specifically for the nonprofit 
leader. Provides real work application.  

The CCL Handbook of Coaching: A Guide for the Leader 
Coach  
Sharon Ting and Peter Scisco, 2006, Jossey Bass 
A rich review of the field of coaching. 

Coaching for Performance 
Sir John Whitmore, 1996, N. Brealey Pub. 
Considered the “grandfather” of coaching books. 

Co-Active Coaching: New Skills for Coaching People 
toward Success in Work and Life (2nd ed.) 
Laura Whitworth, Henry Kimsey-House, and Phil Sandahl, 
2007, Davis-Black Pub. 
A useful reference book for coaching tools and techniques. 

Coaching: Evoking Excellence in Others 
James Flaherty, 1998, Elsevier 
A foundational piece on coaching from the founder of New 
Ventures West coaching school, with application of theory to 
real-life situations 

Nonviolent Communication: A Language of Compassion 
Marshall B. Rosenberg, 2003, PuddleDancer Press 
A system of communication that focuses on needs rather than 
on strategies and on heart-to-heart communications  

Fierce Conversations: Achieving Success at Work and in 
Life, One Conversation at a Time 
Susan Scott, 2004, Penguin Group Inc. 
An inspiring book about the power of speaking directly from 
the truth in a kind, but no-nonsense way  

Crucial Conversations: Tools for Talking When Stakes 
Are High 
Kerry Patterson, Joseph Grenny, Ron McMillan, Al Switzler, 
Stephen Covey, 2002, McGraw-Hill Professional 
Offers a wealth of principles and skills for interpersonal 
exchanges at work 

Leadership and the One Minute Manager 
Ken Blanchard, P. Zigarmi, and D. Zigarmi, 1985, Harper 
Collins Press 
Teaches managers the art of Situational Leadership®, a 
simple system that tailors management styles to individual 
employees needs given the task at hand. 

Creating Leaderful Organizations: How to Bring Out 
Leadership in Everyone  
Joseph Raelin, 2003, Berrett Koehler 
Learning as a Way of Leading: Lessons from the 
Struggle for Social Justice  
Stephen Preskill and Stephen Brookfield, 2008, Wiley and 
Sons 
Offers a systematic look at the connections between learning 
and leading and the use of learning to inspire and organize 
for change 
 

The Extraordinary Coach: How the Best Leaders Help 
Others Grow 
John H. Zenger and Kathleen Stinnett, 2010, McGraw Hill 
 
 
Quiet Leadership: Six Steps to Transforming Performance 
at Work 
David Rock, 2006, HarperCollins. Best book to read if you have 
ever asked yourself, why do people act like that. Rock has 
broken the code on human thinking. If you want others to 
improve their thinking, this is the book to read. 

Your Brain At Work: Strategies for Overcoming 
Distraction, Regaining Focus, and Working Smarter All 
Day.  
David Rock, 2009, HarperCollins. An informative look at the way 
our minds work at work. It teaches us how we can ‘direct’ our 
brain chemistry in order to achieve fulfillment and success. 

Drive: The Surprising Truth About What Motivates Us.  
Daniel Pink, 2011, Penguin Group. Pink prescribes an approach 
that fulfills three core elements of true motivation: autonomy, 
mastery and purpose. A seminal work about making us move 
from the inside. 

First Break All the Rules: What the World’s Greatest 
Managers Do Differently 
Marcus Buckingham and Curt Koffman, 1999, Simon & Schuster 
A follow-up to Soar with Your Strengths, the largest 
management study ever done.  

Now, Discover Your Strengths 
Marcus Buckingham and Donald O. Clifton, 2001, Simon & 
Schuster 
A follow-up to First Break All the Rules. This is one way to 
discover your talents and strengths and to deepen your 
understanding of them.  

Strengths Finder 2.0 
Tom Rath, 2007, Gallup Press 
Upgraded edition of online test helps readers discover distinct 
talents and strengths. 

Point B: A Short Guide to Leading a Big Change  
Peter Bregman, 2007, Booksurge LLC. 
Provides key elements for managing change in a straightforward 
way, albeit with a corporate lens  

Effective Phrases for Performance Appraisals 
James E. Neal Jr., 2003, Adams Media 
Useful tool for writing end-of-year review and assessments 

For Your Improvement, 4th ed. 
Michael M. Lombardo  and Robert W. Eichinger, 2000, Lominger 
Ltd. 
A book of sixty-seven key leadership competencies clearly 
defined by underuse, overuse, and most useful; includes maps 
for growth and many resources 

The Wisdom of Teams 
Jon R. Katzenbach and Douglas K. Smith, 2003, Harvard 
Business Press 
Focuses on tackling and surmounting specific "outcome-based" 
challenges 
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Additional Books of Interest: 
	
Crucial Accountability: Tools for resolving violated expectations, broken 
commitments, and bad behavior; Kerry Patterson, Joseph Grenny, David Maxfield, Ron 
McMillan, and Al Switzer, McGraw Hill, 2nd Edition 2013  

 
The Coward’s Guide to Conflict: Empowering solutions for those who would 
rather run than fight; Tim Ursiny, Sourcebooks, Inc., 2003 

 
Multipliers: How the best leaders make everyone smarter: Liz Wiseman, 
HarperBusiness, 2010 

 
Strengths Based Leadership: Great leaders, teams, and why people follow; Tom 
Rath and Barry Conchie, Gallup Press, 2009 

 
The Tao of Coaching; Max Landsberg, Profile Books 2002. 

 
Thanks for the Feedback: The science and art of receiving feedback well; Douglas 
Stone and Sheila Heen, Penguin Group, 2014 
	
	
	
For New Managers 

The First-Time Manager; Loren B. Belker, Jim McCormick, Gary S. Topchik, AMACOM, 
2012 (6th edition) 

The New Manager's Tool Kit: 21 things you need to know to hit the ground 
running; Don Grimme and Sheryl Grimme, AMACOM, 2008 

	

 
 
 
 


