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Coaching as Leadership: A New Approach to Meet Today’s Demands

In today’s rapidly evolving and complex workplace, traditional command-and-control leadership
styles are increasingly obsolete. The role of a leader has shifted from directing tasks, providing
answers, and managing outcomes to fostering growth, resilience, and trust within teams. This shift
calls for leaders to adopt a coaching mindset—one that emphasizes development, collaboration,
and empowerment, rather than control and directive authority.

How to Use this Toolkit

This toolkit offers a series of activities and frameworks to help managers and leaders enhance
their ability to support their teams and organizations with a coaching mindset. It contains five
tools to support effective practice (click the links to go directly to the tools):

1. Leader as Coach Self-Assessment: Self-rating against a series of coaching mindsets and
skills to identify strengths and areas for growth in implementing a coaching approach

2. Mindset Shift Visualization: A meditative visualization to embody the difference in mindset
between a traditional leadership approach and a coaching approach

3. COACH Model: A framework with steps to follow and skills to implement in a coaching
conversation as a manager or leader

4., COACH Model Conversation Worksheet: A worksheet for managers and leaders to
effectively prepare for a conversation with a team member

5. COACH Model Scenario Practice: Scenarios for managers, leaders, and trainers to use in
groups to practice the skills and steps outlined in the COACH Model

Each toolincludes instructions for use. The tools can be used independently or in sequence, as
the activities and frameworks are presented in a recommended order of use to build coaching
awareness and skills for managers and leaders.

What does it mean to lead as a coach?

Leading as a coach means getting results and developing people by prioritizing the growth and
potential of your team members. A coach leader doesn’t just give instructions; they build trusting
relationships, ask insightful questions, listen deeply, provide quality feedback, and encourage
team members to build their capacity and capabilities by learning to take calculated risks and
identify unique solutions.



The coach leader makes several key shifts:
o« FROM leading from authority TO leading through influence and inspiration
e FROM mostly speaking TO mostly listening
o« FROM providing immediate answers TO asking powerful questions
o« FROM managing tasks TO building collective ownership
o« FROM expecting perfection TO encouraging experimentation and learning
o« FROM exerting expertise TO catalyzing collaborative innovation

o FROM reactive firefighting TO proactive capacity building

By adopting this mindset and corresponding skillset, leaders move from being the sole problem-
solver to empowering a team of critical thinkers and capable contribution.

Benefits of leading as a coach

Research shows that coaching positively increases a variety of workplace outcomes including
attitudes, motivation, problem-solving, and leadership skills. Leaders who adopt coaching
behaviors can foster greater engagement, happiness, job satisfaction, psychological safety, and
creativity. Leaders who effectively employ coaching skills can create more dynamic, resilient, and
motivated teams that have enhanced engagement, trust, problem-solving, and greater leadership
potential.

¢ Enhanced Team Engagement: When team members feel heard, valued, and supported,
they are more engaged and motivated. Companies with strong coaching cultures report
above-average employee engagement and lower turnover.

¢ Increased Trust: Coaching encourages open communication, leading to stronger
relationships between leaders and team members. Trust is built as leaders show genuine
interest in the development of their employees, encourage their ideas and solutions, and
foster a non-judgmental space for growth.

¢« Improved Problem-Solving: A coaching approach encourages team members to think
critically and creatively. Research highlights that teams led by coaching-oriented leaders
demonstrate superior problem-solving capabilities. Rather than simply following orders,
individuals learn to analyze challenges and contribute to solutions, enhancing both their
personal development and the team’s collective intelligence.

¢ Development of Future Leaders: Leaders who coach help their team members grow into
leadership roles themselves, creating a pipeline of capable individuals who can take on
greater responsibility within the organization.


https://www.ncbi.nlm.nih.gov/pmc/articles/PMC10597717/
https://psycnet.apa.org/fulltext/2019-23918-001.html
https://www.mdpi.com/2076-3387/12/3/84
https://www.deepdyve.com/lp/wiley/supervisory-coaching-behavior-employee-satisfaction-and-warehouse-pUS1dX5GHQ?articleList=%2Fsearch%3Fquery%3DSupervisory%2Bcoaching%2Bbehavior%252C%2Bemployee%2Bsatisfaction%252C%2Band%2Bwarehouse%2Bemployee%2Bperformance
https://www.deepdyve.com/lp/emerald-publishing/can-coaching-leadership-encourage-subordinates-to-speak-up-dual-KXOTTqFEls?articleList=%2Fsearch%3Fquery%3Ddoi%253A10.1108%252FLODJ-01-2018-0009
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC10086331/

Leader as Coach Self-assessment: Where are you now as a coach leader?

To lead as a coach, it’'s important to first understand your current practices. The

following

questions will help you reflect on your current approach to leadership and identify strengths and

areas for growth.

Rate yourself for each statement on a scale from 1 = Rarely to 5 = Consistently

(Note: These questions are for self-reflection and not a validated psychometric instrument)

Statement

Self-Rating

(1= Rarely, 5=Consistently)

| prioritize time for building relationships with my team members

2. |create a safe environment where team members feel comfortable
sharing, challenging ideas, and asking questions

3. llisten more than | speak

4. | ask open-ended questions to promote thinking and problem-solving

5. | take the time to understand my team member’s perspectives and
authentic opinions

6. | encourage team members to take ownership and generate their own
solutions

7. lactively encourage brainstorming and elicit everyone’s ideas

8. | provide specific, behavior-focused feedback to help team members grow

9. lhelp myteam members set and achieve challenging goals

10. | view mistakes as learning opportunities rather than failures

11.1 challenge your team members to step out of their comfort zones and grow

12. | create opportunities for reflecting on learning and growth

Identify 1-2 strengths to build on as a leader coach. Where do you excel?

Identify 1-2 areas for opportunity as a leader coach. Where do you want to grow?

Remember, becoming a coaching leader is an ongoing journey. Wherever you are now, there's
always room for growth and improvement. Use the following tools and practices to enhance your

coaching leadership skills.




Mindset Shift Visualization: From Traditional Leader to Coach Leader

Our mindsets and views of ourselves as leaders determine how we show up. If unfamiliar,
embracing coaching as a leader can feel uncomfortable and evoke uncertainty. It takes practice,
learning, and time to build habits.

Instructions

Groups can have one person read the following visualization and others follow along. Individuals
can read the visualization and pause throughout the experience what it feels like to put on
different “hats” or approaches to leading. Pay attention to bodily sensations, feelings, and
thoughts that arise in embodying a “traditional” leadership style vs. a “coach” leadership style.

Visualization Script:

Sit comfortably and feel your feet on the floor. Straighten your spine. Relax your forehead, your
face, and your throat. You can close your eyes if comfortable or have a soft gaze. Take a few deep
breaths.

Traditional Leader Hat

Imagine you're putting on the hat of a traditional leader. It’s firm, structured, and perhaps even
heavy. This hat represents command and control, expertise, certainty. You're standing at the front
of a room, facing your team. You have all the answers. You're the expert. It's your job to direct, to
decide, to drive performance. You need to know everything, to always be right. You carry every
decision, every result, every detail. Notice how you interact with your team. You're giving orders,
providing directives, correcting mistakes. Your focus is on maintaining control and ensuring that
tasks are done exactly as you’ve outlined. You're the fixer, the decision-maker. Observe your
team's reactions. They look to you for every answer, every decision. They wait for your instructions
before acting.

Take a moment to fully experience this role. How does your body feel now? What emotions and
thoughts arise?

Now, slowly remove this hat. Feel the weight lifting from your head, the pressure easing from your
shoulders. Take a deep breath.

Coach Leader Hat

You're now putting on a different hat — the hat of a leader coach. This hat feels lighter, more flexible
and open. Again, you're facing your team, but this time, you're not at the front of the room. You're
sitting with them in a circle. Feel the curiosity rising within you. You're genuinely interested in your
team's thoughts and ideas. Notice how you interact differently now. Instead of giving answers,
you're asking questions. Rather than directing, you're listening intently. Observe your team. They're
engaged, sharing ideas, taking initiative and ownership. They're finding solutions together, growing



in confidence. Feel the satisfaction of seeing your team members develop, of helping them unlock
their potential.

Experience this role fully. How does your body feel now? What emotions and thoughts arise?
Now take one more breath and return to the present moment.
Reflection Questions:

e Howdid it feel to wear each 'hat'?

¢ Whatdifferences did you notice in your energy, body, emotions, and thoughts?
¢ Which role felt more comfortable? Which felt more challenging?



The COACH Model
(Connect - Objectives - Assess - Create - Harvest)

The COACH model provides a structured approach to engaging in effective coaching
conversations with your team members. It is grounded in research on the importance of
relationships and psychological safety, active listening, and empowering team members to drive
impact and results. Each letter in COACH represents a crucial step in the process, and each step
is associated with a key skill that leaders can practice to develop their effectiveness in a coaching
leadership style.

C - Connect: Establish rapport and create safety

The first step in any coaching conversation is connecting and building relationships with your
team members. This involves establishing rapport and creating a safe environment where they feel
comfortable sharing their thoughts, concerns, and aspirations.

Key Skill: Developing Relationships and Psychological Safety
To build deeper relationships:
e Ask questions about others’ values, opinions, and meaningful experiences
¢ Show genuine interest and share your full attention
e« Share appropriate personal experiences to build common ground and trust
Creating psychological safety involves:
¢ Consistently demonstrating that it's safe to ask questions, take risks, and be vulnerable
¢ Responding positively to ideas and concerns
¢ Admitting your own mistakes and showing how you learn from them

Example questions and actions:

Developing Relationships Building safety
o "What's been the highlight of your week so e “I’'m not sure, what do others think?”
far?" o “Here’s what worries me...what worries others?”
o  “What’s on your mind?” o “Thanks for taking a risk and trying it.”
e  “What would be most helpful to focus on?” | e “Let’s hear from others we haven’t heard from.”
e “What does support look like from me?” o  “Whatam | missing?”
e “Howcanl help you grow?” e “Thisis new to us, so we will make mistakes.”
o “What’s one thing | need to know aboutyou | ¢ “What am | doing that’s helping the team most?
that will help us work together?” Hurting the team most?”

o “Disagreementis healthy, let’s do it respectfully.”


https://onlinelibrary.wiley.com/doi/abs/10.1111/peps.12183
https://www.annualreviews.org/content/journals/10.1146/annurev-orgpsych-012420-091013
https://journals.sagepub.com/doi/abs/10.1177/15480518211067751

O - Objectives: Clarify the team member's goals and desired outcomes
In this step, you understand your team member’s goals and outcomes help them articulate them
more clearly. This could relate to a specific project, their role, or their career development.

Key Skill: Asking Powerful Questions

Powerful questions are open-ended, thought-provoking queries that help the team member gain
new insights and clarity and don’t have a “yes” or “no” answer. They often start with "what," "how,"
or "why” rather than “is” “do” or “are.”

Examples of powerful questions:
¢ "What does success look like for you in this project?"
¢ “How will we know when we’ve accomplished the goal?”
¢ "How will achieving this goal impact your role and the team?"
¢ "Why is this objective important to you?"
¢ "What would be the ideal outcome from your perspective?"
¢ “Whatis your biggest challenge?”

A - Assess: Explore current perspectives, challenges, and opportunities
Once the objectives are clear, it's time to understand the current situation, obstacles, and
perspectives fully. This involves exploring your team member’s perspectives, challenges, and
potential opportunities they see.

Key Skill: Active Listening
Active listening involves:
e Giving your full attention to the speaker
¢ Usingverbal and non-verbal cues to show you're engaged
e Listening for content and context-including what is said and what is not said
¢ Avoiding jumping to solutions or advice-giving

Techniques for active listening:
e Clarifying: "Can you tell me more about...?"
e Paraphrasing: "So what I'm hearing is..."
¢ Summarizing: "Let me make sure I've understood everything...is that right?"
e Celebrating: “That’s a great way to approach the goal!”



C - Create: Brainstorm action plans and strategies to achieve objectives
In this step, you work with your team member to brainstorm ideas and develop concrete plans to
achieve their objectives.

Key Skill: Collaborative Solution-Finding

Collaborative solution-finding involves:
¢ Encouraging the team member to generate their own solutions first
¢ Building on their ideas and offering additional suggestions if needed
¢ Helping them evaluate different options
e Assisting in creating an action plan

Techniques for collaborative solution-finding:
e Brainstorming: "Let's list all possible approaches, no matter how unconventional."
e Yes, and: “l like what you said about___, and also whatabout___ ?”
¢ Pros and cons analysis: "What are the potential benefits and drawbacks of each option?"
¢ Resource identification: "What resources or support might you need to implement this
plan?"

H - Harvest: Confirm commitments and gather insights from the session
The final step involves summarizing confirming commitments, key insights, and ensuring mutual
understanding.

Key Skill: Looping for Understanding

Looping for understanding involves:
¢ Restating the main points of the conversation
¢ Confirming the action steps and commitments made
e Checking for any final questions or concerns

Example looping statements:
¢ "To summarize, the key actions you've committed to are..."
¢ "My understanding is that following this meeting you will___. Iwill___. Is that correct?"
¢ "What are your key takeaways from our conversation today?"
¢ “What was most helpful from our conversation today?”

By following the COACH model and developing these key skills, you can structure effective
coaching conversations that drive clarity, action, and growth for your team members.



COACH Model Conversation Worksheet

Planning for coaching conversations can reduce stress and increase opportunities for connection,
empowerment, and success. Use the worksheet below to prepare for your coaching conversation.
You do not need to focus on every component of COACH-choose the areas most relevant for your
conversation.

Connect: Establish rapport and create a safety
How can you enhance your relationship and increase psychological safety in this conversation? Choose one question
or action you can use in the conversation.

Objectives: Clarify the team member’s goals and desired outcomes
What powerful questions can you ask to understand your team member’s goals and to get to the root of the issue?
Choose one question you can use in the conversation.

Assess: Explore current perspectives, challenges, and opportunities
What active listening skills can you focus on during the conversation? Choose one listening skill to emphasize.

Create: Brainstorm action plans and strategies to achieve objectives
How can you empower your team member to generate their own ideas, strategies, and action plans? Choose one
solution-finding strategy to focus on.

Harvest: Confirm commitments and gather insights from the session
How can you ensure common understanding of next steps and enhance learning and growth from the conversation?
Choose one looping-for-understanding statement or strategy to try.
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COACH Model Scenario Practice
Instructions:
e Ingroups of 3-4, choose one of the following three scenarios and use the following roles:
o Partner Awill play the role of a manager
o Partner B will play the role of the team member. Each scenario offers additional
background for the team member, but most importantly, use your imagination to
respond to the manager as best you can-remember-it’s practice!
o Partners C & D will be observers and offer their reflections at the end
e Choose and read a scenario
e Complete the COACH model worksheet
e Role-play the coaching conversation
e Answer the reflection questions that follow the scenarios

Scenario 1: The Overwhelmed Team Member

You’ve noticed one of your team members, Charlie, has been missing deadlines and seems
stressed lately. Their quality of work has also declined. In passing, they mentioned feeling
overwhelmed and unsure how to manage all their tasks effectively. They’d like to talk about itin
your next one-on-one. You want to support Charlie to help them clarify their goals, identify
challenges, and develop a plan to feel less overwhelmed.

Charlie begins the one-on-one looking tired and sharing that they are stressed...

Additional Background for Chatrlie:
e Charlie recently took on two new projects in addition to their regular workload, hoping to
impress their manager and gain more experience.
e They're struggling with prioritizing tasks and often work late into the night to catch up,
affecting their overall well-being.
e Charlie is hesitant to ask for help or delegate tasks, fearing it might make them look
incapable or unprepared for future opportunities.

Scenario 2: The Conflict Situation

Blake and Riley, two members of your team, have been having difficulty working together on a
crucial project. Their disagreements are causing delays and tension within the team. You've
scheduled a meeting with Blake to discuss the situation and find a way forward. You begin the
meeting by asking, “I’ve noticed there seems to be tension between you and Riley that is
impacting the team, and | want to talk about it.”

Blake launches into the story...

Additional Background for Blake:

e Blake feels that Riley doesn't respect their expertise and often dismisses their ideas without
proper consideration.
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e There's a history of miscommunication between them, with each interpreting the other's
tone and intentions negatively.

e Blake is passionate about the project and fears that the conflict with Riley might jeopardize
its success and their own career prospects.

Scenario 3: The Career Development Conversation

Alex, a promising junior team member, has expressed interest in taking on more responsibilities
and growing in their role, though they’re not quite sure what direction to pursue. You've setup a
meeting to discuss their career aspirations and potential development opportunities within the
company.

Alex begins the meeting excited, though unsure of where to start...

Additional Background for Alex:
e Alex has been with the company for two years and has consistently received positive
feedback on their work, particularly their attention to detail and ability to learn quickly.
e They're torn between pursuing a technical specialist path or moving towards a more
generalist managerial role.
e Alexis aware of an upcoming project that aligns with their interests but is unsure if they're
qualified or how to express their desire to be involved.

Reflection Questions

After completing the role play, discuss the following questions as a group:
1. Howdid it feel to use the COACH model?
2. What went well? What was challenging?
3. What are key takeaways for enhancing your leader coach skills?

Michael Davis

Founder and Lead Principal
Learn & Lead Group
mdavis@learnleadgroup.com

LEAD GROUP
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