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OVERVIEW
In this session you will:
• Understand what a coach approach to managing and leading looks like, and why it is important
• Practice the coaching skills of listening, curiosity and open questioning, acknowledging, and 

requesting and accountability

Agenda
• Leadership Context
• Why Use a Coach Approach?
• Coaching Skills in Managing and Leading
• Directive-Participative Spectrum
• Applying Coaching Skills
• Leading Coaching Conversations
• Listening: Awareness and Impact

• Acknowledgement
• Curiosity and Open Questioning
• Requesting and Accountability
• Debrief
• The Way We Learn
• Readings and References



LEADERSHIP CONTEXT

Reflect on your leadership context as it relates to 
leading coaching conversations:
1. Take an inventory of your personal iceberg
2. What challenges are you facing?
3. What goals are you bringing to this session?
4. What are your beliefs and assumptions about 

managing/leading and coaching?

Skills
What I can do.  I can…

Knowledge and Experience
What I know.  I know how…

Value
What I think is important.  It’s important to me…

Self-Image
How I see myself.  It is me…

Traits
What my habits are.  It comes easily to me…

Motives
What excites me.  I enjoy it… NHS (2015)

Our behaviour is a result of the interaction of:
• the characteristics we possess as a person, and
• the characteristics of the situation we face



WHY USE A COACH APPROACH?
Managers and leaders who apply coaching skills guide and influence their team members through 
conversation and questioning, resulting in:
• Improved manager-employee working relationships (trust)
• Increased employee empowerment (self-confidence) and engagement (job satisfaction)
• Increased team member development and career progression (growth of employee)

DiGirolamo & Tkach (2020)

The most important indicators of coaching 
impact observed by survey respondents:
• Improved team functioning (57%)
• Increased engagement (56%)
• Increased productivity (51%)
• Improved employee relations (45%)

Human Capital Institute (2016)

“Rapid, constant, and disruptive change is now 
the norm, and what succeeded in the past is no 
longer a guide to what will succeed in the 
future… companies are moving away from 
traditional command-and-control practices and 
toward something very different…” Coaching is 
a skill that good managers at all levels need to 
develop and deploy.

Ibarra & Scoular (2019)



COACHING SKILLS IN MANAGING AND LEADING

DiGirolamo & Tkach (2020)



DIRECTIVE-PARTICIPATIVE SPECTRUM

Directive Participative
Assert authority
Transactional
Provide all the answers
Make all the decisions
Give instructions
Delegate tasks
Dictate what has to be done

Empowering
Personal
Ask questions and listen
Create a partnership
Provide support and guidance
Involve employee in decision making
Facilitate learning

Reflect as a group:
1. Think about the proportion of time you spend being directive versus being participative.  Where is your 

setpoint on the directive-participative spectrum, and where is the stretch for you?
2. What assumptions, mindsets and beliefs would enable you to exercise a more participative style?



APPLYING COACHING SKILLS

Coaching in the Moment
In hallways, across tables, on the floor, in the field

Mentoring Conversations
Think together and mutually explore alternatives

Managerial Conversations
Performance reviews, employee development

Team Meetings and One-on-Ones
Balance of support and accountability

Coaching Sessions

Informal/
Unscheduled

Formal/
Scheduled



LEADING COACHING CONVERSATIONS

Reflect on your use of coaching approaches, skills and mindset as a manager and leader.  How would you 
answer the questions above (Never, Rarely, Occasionally, Frequently, Always)?  How would your reports answer?

1. How often do you ask a question that initiates learning?
2. How often do you focus your complete attention on your reports and spontaneously build on your 

relationships?
3. How often do you make an effort to develop a collaborative and trusting relationship?
4. How often do you actively listen and reflect on what a report is saying or not saying?
5. How often do you use language that is direct?
6. How often do your interactions with a report lead to greater awareness, insight, or understanding?
7. How often do you work with your reports to design actions that will most effectively promote their growth 

or job performance?
8. How often do you work with reports to plan and set goals that will most effectively promote their growth 

or job performance?
9. How often do you work with your reports to manage their progress and hold them accountable for working 

toward their career or job performance goals? DiGirolamo & Tkach (2020)



Courage is what it takes to stand up and speak.

Courage is also what it takes to sit down and listen.

- Winston Churchill



LISTENING: AWARENESS AND IMPACT
Level 1: Internal Listening
Our attention is on 
ourselves

Level 2: Focused Listening
Sharp focus on the other 
person

Level 3: Global Listening
Open to what is going on 
with self, other person and 
environment

Kimsey-House, Kimsey-House, 
Sandahl & Whitworth (2018)

Together with a partner:
1. Take turns sharing a story where you describe something that happened to you the past week.  Listen to each 

other at Level 1, focused entirely on your own thoughts and opinions.  What was it like to listen at Level 1, and 
what was it like to be listened to at Level 1?

2. Repeat the above, and listen at Level 2.  Be curious, ask questions, clarify and articulate what you see.  What 
was it like to listen and be listened to at Level 2?

Impact on person
Heard, seen, supported, 
respected, valued and 
trusted

Impact on relationship
Open and trusting, 
collaborative



ACKNOWLEDGEMENT

Praise and Compliments
• What someone did
• Opinion of or impact on 

person giving praise

Acknowledgement
• Who someone is
• Inner character, 

strength or quality

Think about the people you work with and lead:
1. List five team members, and write an acknowledgement of who they are or who they have been in order to get 

to where they are today.
2. Write an acknowledgement for yourself.

Two steps to an acknowledgement
1. “You…”
2. Listen for impact on receiving person to 

make sure it lands

Impact on person
• Seen and known
• Self-confidence

Kimsey-House, Kimsey-House, 
Sandahl & Whitworth (2018)



Curiosity evokes ‘concern’; it evokes the care one takes for what 
exists and could exist; a readiness to find strange and singular 

what surrounds us; a certain relentlessness to break up our 
familiarities and to regard otherwise the same things; a fervor to 

grasp what is happening and what passes; a casualness in 
regard to the traditional hierarchies of the important and the 

essential.

- Michel Foucault



CURIOSITY AND OPEN QUESTIONING

?
Impact on person
• Empowered and engaged
• Learning, awareness and 

insight (growth and 
development)

Impact on relationship
Open and trusting, 
collaborative

Open
(What, When, 
Where, How, 

Who)

Restrictive Expansive

Closed
(Y/N) Restrictive Restrictive

Information
Gathering

Curious

Together with a partner or in a group:
One person briefly shares an issue and listens while the other person(s) asks open, curious questions.  No 
advice, no answers, no making statements, no summarizing, no drawing conclusions.
What was it like for the person(s) asking questions?  What was it like for the recipient?

Kimsey-House, Kimsey-House, 
Sandahl & Whitworth (2018)



Powerful questions are those that, in the answering, evoke a 
choice for accountability and commitment.

- Peter Block



REQUESTING AND ACCOUNTABILITY
Request
• Use language that is direct
• “Will you…?”
• Unattached to idea or outcome
• Yes, no or a counteroffer are 

viable responses

Accountability
• “What will you do?”
• “When will you do it?”
• “How will I know?”
…
• “How did it go?”
• “What did you learn?”

Reflect on the following:
Think of an issue, challenge or goal.  Make a list of what you need from others to be successful in reaching a 
specific goal.  Compose a request that addresses each need.  Target your request to a specific person.  Follow 
through and make the request.  Remember yes, no or a counteroffer are valid responses.

Impact on person
• Empowered
• Learning, growth and development

Kimsey-House, Kimsey-House, Sandahl & Whitworth (2018)



DEBRIEF

Reflect and discuss as a group:
1. What stood out for you?
2. So what are the implications to what you are doing? How does this connect and integrate with 

your leadership context?
3. Now what will you consider doing or practicing? Where do you see yourself having coaching 

conversations, using coaching skills, and leading/managing in a participative way?



THE WAY WE LEARN

70:20:10
Experiential
At work

Social
Through and with others

Formal
Structured learning

Reflect on your development:
1. What will you do over the next 1-5 days to quickly integrate your new learning into the work environment?
2. Who will you speak to, and what will you share with or teach them?
3. What relevant support do you need? Arets, Jennings & Heijnen (2016)
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THANK YOU

Connect with me at

charles.sim.jem.lee@gmail.com

Charles Lee is an 
organization development 
and change consultant, and 
leadership and team coach, 
helping leaders, teams and 
organizations have greater 
impact.


