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Coaching 
 
“Coaching is unlocking a person's potential to maximise their own performance.” 
 
Coaching is an ongoing process designed to help employees gain greater competence and overcome 
barriers to improving performance.  It differs from training, which is a structured process to provide 
employees with the knowledge and skills to perform 
job tasks.  It is particularly appropriate when the 
person has the ability and knowledge, but 
performance is not maximised.  As such coaching 
involves a change of behaviour and is the art of 
facilitating another person’s development and 
performance.  
 
Through coaching people can: 

 Find their own solutions 
 Develop their own skills 
 Change their own behaviours and attitudes 

 
The Coach helps employees achieve goals by using 
their own inner resources.  Coaching focuses on the 
future and is a 'towards behaviour'.  
 

Mentoring 
 
“Off-line help by one person to another in making significant transitions in knowledge, work or 
thinking”.   
 
A mentor is an experienced and trusted advisor.  The role of the mentor is to provide advice, guidance 
and support and to act as a sounding board.   The mentor’s role is to share wisdom and experience, to 
speak the truth and to challenge assumptions.  The mentor usually provides advice and access to 
networks to help the career or development of the person they are mentoring.   
 
The mentor will usually use a coaching approach to help the person they are mentoring to develop to 
their full potential.  Coaching and Mentoring both involve listening, asking questions, reflecting back 
and challenging assumptions.   
 
An effective coach/mentor should be: 
 
 
 
 
 
 
 
 

Empathetic 
Willing 

Attentive 
Retentive 

Patient 
Detached 

Supportive 
Interested 

A good listener 
Perceptive 

Aware 
Self-aware 

Non-Judgmental 
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What motivates people to perform? 
 
There are several reasons why people are motivated, in a study recently conducted over a significant 
sample size, revealed the prime motivators are: 
 

Motivators Employees’ 
ranking 

Managers’ 
ranking 

Appreciation/feeling valued 1 8 
Being involved in decisions 2 10 
Sympathy with problems 3 9 
Job security 4 2 
Money 5 1 
Interesting work 6 5 
Promotion 7 3 
Loyalty from company 8 6 
Working conditions 9 4 
Tactful disciplining 10 7 

 
Good relationships look like: 
 

 Appreciating and valuing each other   (motivator 1) 
 Involving one another in decision making  (motivator 2) 
 Being sympathetic to each other’s problems  (motivator 3) 

Coaching directly addresses the top 3 reasons why the relationship between a manager and employee 
deteriorates.  Therefore, if you want people to “buy in” and want people to stay, managers must 
become confident in their use of coaching techniques 
 
 

 
 
The belief cycle 
 
On the fact sheet ‘behaviours 
and values’ we discussed our 
inner critic, and how we must 
challenge the negative critic and 
empower the positive critic.  
One way of considering this is 
the belief cycle, see over… 
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Raising Awareness and Responsibility 
 
The goal of the Coach is to raise awareness in the coachee that they are constantly making choices. It 
is only when the coachee becomes aware of this they can start to make better choices.  When the 
coachee (through raised awareness) becomes clear that there are better choices they could be making, 
then (and only then) will they choose to take responsibility and do something differently - and therefore 
break a Negative Belief Cycle?  So how do we get clear about something? 
 
We all become clear about something when we can answer the following questions: 

 What do we want to achieve? 
 Why do we want to achieve it? 
 What are we willing to do to achieve it? 

When we have this kind of clarity we are very powerful: 
 We have purpose, desire and strong motivation. 
 We see our actions leading to complete success. 
 People are infected by our confidence and want to 

be part of our team. 
 We become a leader and people naturally want to 

follow us. 
 We are perceived as a rising star. 

 
 

The well proven tool to achieve the above is called:  Performance Coaching 
 

Circumstances 

Behaviours 

Emotions 

Thoughts 

Habit 

Values 
and 

Beliefs 

+/- 
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Effective Coaching Questions 
 
The questions asked by the coach/manager generate AWARENESS and RESPONSIBILITY.  To be an 
effective coach you must ask effective questions.   
 

Open Questions are the most effective for 
raising awareness and responsibility. 
Questions beginning with WHAT, WHEN, 
WHO, HOW MUCH are used to quantify or 
gather facts.   WHY tends to be 
discouraged in coaching, since it may 
imply criticism and can evoke 
defensiveness e.g. “Why did you do 
that?”, a better question would be; “What 
prompted you to take that action?”, or 
“What stopped you?” (Rather than, why 
didn't you?), or “What were your 
reasons?” (Rather than why did you do 
it?). 

 
Probe for detail:  Questions should begin broadly and increasingly focus on detail.  The coach needs to 
probe deeper or ask for more detail to keep the coachee involved and to bring into their consciousness 
those often partially obscured factors that may be important. 
 
Follow the Coachee’s Agenda: Coaching questions should follow the interest, agenda and train of 
thought of the coachee, not the coach.  If the coach leads the direction of the questions the coach will 
undermine the responsibility of the coachee.  If you as the manager think the direction the coachee is 
going is a dead end or distraction from the real issues, you need to trust that the coachee will soon find 
that out for themselves. If the direction is a real distraction from the issues, bring the conversation back 
to the agreed upon outcomes by saying “Coming back to the outcome…….” or “Has the outcome 
changed – do you want to discuss this other issue instead?......” 
 
Blind Spots:  By probing sensitively the coach can help the coachee to identify problem areas or barriers 
that they were previously unaware of.  The curative powers of awareness are legendary.   
 
Leading Questions: Be aware of trying to lead the 
coachee to the answers you want, to where you 
want them to be. Avoid leading questions and 
questions that imply criticism. Common mistakes 
would be to ask leading questions like “Do you 
think it would be a good idea if you……..” or “Have 
you thought of………..” 
 
Be attentive to the answers:  You must be fully 
attentive to the coachee’s answers to the 
questions.  Trust will be lost if you don't, also you 
will not know what question to ask next.  Coaching 
must be a spontaneous process. 
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What to listen to and for?  Listen to the tone of voice, as this will indicate the coachee’s emotional 
reactions. The coachee’s choice of words can be very revealing, e.g. a predominance of negative terms, 
a shift towards formality all have hidden meaning that can help you understand and therefore coach 
more effectively.  Watch the body language as this will help you with your choice of questions.  (Also, 
be aware of your own body language, do you appear aggressive, disinterested etc.) 
 
Reflecting back and taking notes: However, clear you are as a coach, it is worth reflecting back to the 
coachee from time to time and summarising points. This ensures correct understanding and allows the 
coachee to clarify what they've said.  
  
You should try to keep note taking to a minimum. Always get the coachee to clarify back and to record 
the actions they are going to take and their willingness to take them. We recommend that you ask the 
coachee to make a note of their action plan and commitments.  As coach your role is then to follow up 
with them to ensure that they have followed through. It is useful for the coach to make some notes at 
the end of the coaching session. These notes can then be reviewed by the coach before the next 
coaching session. 
 
Self-Awareness: You need to remain self-aware to monitor your own reactions, of emotion or 
judgement, to any of the coachee’s responses that might interfere with your objectivity and 
detachment. 
 
 
 

 


