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Foreword

Near	the	end	of	the	twentieth	century,	Christians	were	beginning	to	notice	the
emergence	and	relevance	of	coaching.	Apart	from	the	business	world,	however,
few	people	knew	what	 coaching	 involved	and	not	much	had	been	written	 so	 I
decided	to	write	an	introductory	coaching	textbook.	I	worked	on	the	project	for
months,	 reading	 almost	 everything	 I	 could	 find,	 interviewing	 successful
Christian	 coaches	 and	 drawing	 on	 my	 own	 training	 as	 both	 a	 coach	 and	 a
coachee.
Almost	from	the	beginning,	however,	I	started	getting	requests	for	a	shorter,

more	focused,	highly	practical	overview	of	what	coaching	is	and	how	it	is	done.
For	several	years	I	have	been	intending	to	write	such	a	book	but	not	now.	Keith
Webb	has	done	the	job	very	well	and	produced	a	basic	primer	on	coaching	for
ministry	leaders,	students	and	for	anyone	else	who	wants	to	know	what	coaching
is	and	how	it	can	be	applied	in	our	work.
This	book	brings	a	fresh	perspective,	beginning	with	helpful	discussions	about

coaching	mindsets,	attitudes	and	values	and	ending	with	guidelines	for	stepping
out	 and	 applying	 coaching	 to	 ourselves	 and	 to	 others.	 In	 between,	 the	 book	 is
filled	with	 practical	 examples	 and	 concise	 descriptions	 of	 coaching	 skills.	The
content	is	summarized	concisely	in	the	book’s	full	title:	The	COACH	Model	for
Christian	Leaders:	Powerful	Leadership	Skills	 for	Solving	Problems,	Reaching
Goals,	 and	 Developing	 Others.	 Keith	 delivers	 admirably	 on	 the	 book	 title’s
promise.
Unlike	others	who	have	written	about	coaching,	Keith	draws	from	his	coach

training	 seminars	 around	 the	world.	He	has	 applied	 the	principles	described	 in
his	book,	 learned	 from	experience	how	 to	 teach	 them	 to	others,	 and	honed	his
skills	and	teaching	through	his	work	cross-culturally.
Unlike	 many	 others,	 including	 Christian	 coaches	 and	 trainers,	 Keith	Webb

does	 not	 buy	 into	 the	 humanistic	 foundations	 of	 the	 contemporary	 coaching
movement.	 He	 makes	 frequent	 references	 to	 the	 role	 of	 the	 Holy	 Spirit	 in
coaching	and	ties	this	in	to	his	knowledge	of	scripture.	In	doing	this,	he	does	not
give	 any	 watered-down	 version	 of	 coaching.	 In	 contrast	 he	 presents	 the	 core
foundations	 and	 established	 principles	 of	 coaching	 and	 provides	 an	 overview
that	is	very	consistent	with	established	coaching	principles.	Throughout	the	book
he	 shows	 that	 “coaching	 is	 not	 about	 providing	 answers	 but	 about	 asking
thoughtful	questions.”
Unlike	 the	 days	 when	 I	 was	 writing	my	 book,	 coaching	 has	 become	 better



known	 and	 more	 acceptable.	 The	 value	 of	 coaching	 is	 being	 demonstrated,
experienced	 and	 taught	 by	 pastors,	 missionaries,	 counselors,	 seminar	 leaders,
and	 professors	 in	 colleges	 and	 seminaries.	New	 training	 programs	 are	making
their	appearance	and	books	continue	to	be	published,	many	of	which	say	almost
the	 same	 thing.	 Keith	Webb’s	 book	 is	 different.	 I	 know	 it	 will	 appear	 on	 the
required	reading	list	in	the	coaching	courses	that	I	teach.
I	am	glad	to	give	my	enthusiastic	recommendation	to	The	COACH	Model	for

Christian	Leaders	whether	you	are	curious	about	coaching,	a	seasoned	coach	or
just	getting	started.

Gary	R.	Collins,	PhD
Author	of	Christian	Coaching:	Helping	Others	Turn	Potential	into	Reality
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Most	 examples	 in	 this	 book	 are	 based	 on	 actual	 coaching	 conversations.
Names,	 locations,	 and	 details	 are	 changed	 and	 are	 composites	 of	 different
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persons,	living	or	dead,	is	purely	coincidental.



Coaching	Mindsets

“The	illiterate	of	the	21st	century	will	not	be	those	who	cannot	read	and	write,
but	those	who	cannot	learn,	unlearn,	and	relearn.”
—Alvin	Toffler

I	 have	 a	 serious	 illness.	 It	 afflicts	 many	 without	 regard	 to	 education,
economics	or	ethnicity.	PhDs	as	well	as	factory	workers	suffer	from	it.	It	evenly
afflicts	those	of	every	region—Africa,	Asia,	Europe,	Middle	East,	and	North	&
South	America.	People	of	faith	are	not	immune.	In	fact,	they	may	have	a	slightly
higher	 rate	of	 infection,	but	not	by	much.	Sometimes	 those	with	no	faith	at	all
can	exhibit	 the	strongest	 symptoms	of	 the	 illness.	There	are	 those	who	say	 the
illness	doesn’t	exist—or	if	it	does,	it	only	exists	in	others.
It’s	called	know-it-all-ism.
Know-it-all-ism	 affects	 the	 ability	 of	 the	 mind	 to	 take	 in	 information	 and

process	 it	without	prejudice.	The	 illness	causes	 those	afflicted	 to	be	blinded	 to
opinions,	answers,	and	solutions	other	than	their	own.
There	 are	 two	 strains	 of	 this	 infection:	 aggressive	 and	 passive.	Both	 strains

cause	 the	 infected	person	 to	believe	 their	 ideas	are	better	 than	others’	and	 that
they	are	 correct.	The	difference	between	 the	 strains	of	 infection	 is	 in	how	 this
belief	is	expressed.

The	symptoms	of	aggressive	know-it-all-ism	are:
•	Quick	to	speak
•	Listens	until	the	other	person	takes	a	breath
•	Has	an	answer	for	everything
•	Wins	arguments,	but	loses	respect

The	symptoms	of	passive	know-it-all-ism	are:
•	An	appearance	of	listening
•	Maintains	a	smug	facial	expression
•	Asks	questions	that	subtly	point	out	why	the	speaker	is	wrong
•	Internally	mocks	or	criticizes	the	speaker

Do	these	descriptions	bring	a	couple	of	people	to	mind?	People	afflicted	with
know-it-all-ism	are	all	around	us.	However,	the	ability	to	spot	know-it-all-ism	in
others	may	be	a	sign	that	you	yourself	suffer	from	this	illness.	As	you	continue,
try	to	read	for	your	own	benefit	rather	than	for	the	purpose	of	fixing	others.



Know-It-All-Ism	Diagnosed
In	the	early	1990s,	the	organization	I	worked	with	at	the	time	appointed	me	as

the	Director	of	Church	Multiplication	in	Japan.	I	was	28	years	old	and	more	than
ready	to	go.	I	supervised	seven	American	families	that	were	tasked	with	planting
new	 churches.	 Due	 to	 my	 illness	 of	 know-it-all-ism,	 my	 communication	 style
relied	heavily	on	 advising.	 I	 regularly	handed	out	 advice	 in	 the	 form	of	 ideas,
suggestions,	hints,	speeches,	teaching,	and	even	prayer	requests.
As	I	offered	strategies	regarding	the	ministries	of	the	other	families,	I	quickly

discovered	 that	 my	 suggestions	 and	 help	 were	 not	 always	 welcomed	 or
appreciated.	Like	me,	they	had	their	own	ideas.	I	was	taken	aside	and	talked	to
several	 times	 over	 those	 first	 few	years	 about	 “pushing	my	 agenda,”	 “running
over	 the	 feelings	 of	 others,”	 and	 “not	 listening.”	 “We	 have	 ideas	 too,”	 they
informed	me.
It	wasn’t	 just	 that	 I	was	afflicted	with	know-it-all-ism,	as	a	supervisor	 I	also

felt	responsible	for	my	teammates.	I	thought	that	if	I	knew	something	that	would
be	 helpful,	 it	 was	 my	 duty	 to	 tell	 them.	 To	 not	 say	 something	 would	 be
irresponsible.
I	was	puzzled	that	my	efforts	to	help	were	perceived	as	arrogant	or	dictatorial,

and	I	was	frustrated	that	even	after	I	realized	this	was	happening,	I	didn’t	have
other	communication	tools	with	which	to	help	our	group	accomplish	its	goals.

“To	improve	is	to	change;
to	be	perfect	is	to	change	often.”

—Winston	Churchill

Changes	in	My	Thinking
Three	 things	 happened	 that	 changed	 not	 only	my	 communication	 skills,	 but

also	my	way	of	thinking	in	regards	to	leading	other	people.
First	of	 all,	 I	heard	about	 a	 set	of	non-directive	communication	 skills	 called

coaching	 that	help	people	find	solutions	and	grow.	Coaching	involves	listening
to	others,	asking	questions	to	deepen	thinking,	allowing	others	to	find	their	own
solutions,	 and	 doing	 it	 all	 in	 a	 way	 that	 makes	 people	 feel	 empowered	 and
responsible	enough	to	take	action.
The	 problem	was	 I	was	 terrible	 at	 listening	 and	 asking	 questions.	 I	 already

knew	 what	 people	 should	 do,	 or	 so	 I	 thought.	 Why	 did	 I	 need	 to	 ask	 them
questions	about	things	when	I	already	knew	the	answer?
I	was	convinced	that	coaching	skills	were	the	key	to	getting	people	to	accept



my	 ideas	 and	 solutions,	 so	 I	 was	 motivated	 to	 learn.	 However,	 it	 didn’t	 feel
genuine.	 I	 found	 that	 bringing	 others	 around	 to	 my	 conclusions	 by	 using
questions	 was	 much	 more	 difficult	 than	 I	 imagined.	 (Obviously,	 I	 didn’t
understand	coaching.)	Some	of	those	I	worked	with	may	have	felt	manipulated,
and	rightly	so.	I	quickly	went	back	to	telling	people	what	I	thought	they	should
do.	But	being	a	good	learner,	I	renamed	my	old	practice	“coaching.”	[2]

The	Holy	Spirit
The	second	thing	that	helped	me	change	my	way	of	thinking	happened	when	I

read	a	verse	in	the	Gospel	of	John	in	which	Jesus	says	this	to	his	disciples,

“But	 the	 Counselor,	 the	 Holy	 Spirit,	 whom	 the	 Father	 will	 send	 in	 my
name,	will	 teach	you	all	 things	 and	will	 remind	you	of	 everything	 I	 have
said	to	you”	(14:26).

I	was	struck	by	the	phrases	“will	teach”	and	“will	remind.”	I	thought	that	as	a
leader	it	was	my	job	to	teach	and	remind.	Authority	figures	in	my	life	had	taught
and	reminded	me—parents,	 teachers,	mentors,	and	supervisors.	My	church	had
taught	me	to	teach	the	truth	and	to	confront	error	wherever	I	encountered	it.
What	did	 it	mean	 to	 take	Jesus’	 instruction	 literally?	How	can	 I,	as	a	 leader

who	is	responsible	for	others,	not	teach	or	remind?
A	short	time	later,	while	finishing	my	Master’s	degree,	I	took	a	class	with	C.

Peter	 Wagner.	 The	 class	 was	 about	 church	 multiplication,	 and	 one	 day	 Dr.
Wagner	 told	 the	 class	 about	 the	 tremendous	 growth	 of	 African	 independent
churches	 throughout	 central	 Africa	 during	 the	 1980s.	 He	 showed	 graphs	 that
illustrated	 the	dramatic	 increase	 in	church	attendance	during	 that	period.	Some
of	 the	 largest	 churches	 in	 the	 world	 at	 that	 time	 were	 to	 be	 found	 in	 central
Africa,	 and	were	 led	 by	African	 leaders.	 These	 churches	were	 not	 a	 part	 of	 a
foreign	denomination.	Instead	they	were	indigenous.
Someone	 in	 the	 back	 of	 the	 room	 raised	 his	 hand,	 stood	 up,	 and	 with	 an

emotion-filled	voice	said,	“But	Dr.	Wagner,	these	churches	are	largely	heretical!
Many	 of	 those	 African	 pastors	 are	 corrupt	 and	 extremely	 authoritarian.	 Their
theology	 is	a	mix	of	animistic	practices	and	Christianity.	One	of	 the	 largest	of
these	independent	churches	doesn’t	even	believe	in	the	deity	of	Jesus.	How	can
you	hold	them	up	as	an	example	of	church	growth?”
Dr.	Wagner	smiled	and	gave	a	 little	chuckle,	 then,	stroking	his	pointy	white

goatee,	 he	 explained	 that	 it	 wasn’t	 until	 325	 AD	 that	 the	 Council	 of	 Nicaea
agreed	on	the	deity	of	Jesus,	and	another	75	years	before	they	could	describe	the



Trinity.	 It	 wasn’t	 until	 the	 Synod	 of	 Hippo	 in	 393	 AD	 that	 the	 Canon	 of
Scripture	as	we	have	it	now	was	settled.
“So,”	he	concluded,	“if	we	can	give	the	Holy	Spirit	a	couple	hundred	years	to

work	those	things	out	with	the	early	Church	leaders,	I	think	we	can	give	Him	a
couple	decades	to	work	out	any	issues	with	our	African	brothers	and	sisters.”
Wow.	I	was	shocked.	One	side	of	me	bristled	and	thought	that	this	was	one	of

the	most	irresponsible	statements	I	had	ever	heard.	After	all,	as	ministers,	what	is
our	job	if	it	isn’t	to	make	sure	the	Bible	is	taught	and	applied	correctly?	We	have
the	Scriptures,	our	final	authority	of	faith	and	action,	and	if	a	fellow	believer	is
clearly	believing	or	behaving	in	non-Biblical	ways,	shouldn’t	we	confront	them
with	 their	 error?	 I	 realized	my	high	 view	of	Scripture	was	 not	wrong,	 but	my
understanding	and	reliance	on	the	Holy	Spirit	was	weak.
I	felt	convicted.	If	 I	was	honest,	 I	 realized	I	didn’t	 trust	 the	Holy	Spirit,	and

the	 Holy	 Spirit	 alone,	 to	 correct	 any	 problems	 in	 the	 African	 church.	 I
incorrectly	thought	that	my	help	or	the	help	of	other	Christians	was	needed.	This
is	surely	the	height	of	ministry	arrogance.	Dr.	Wagner,	on	the	other	hand,	trusted
the	 Holy	 Spirit	 to	 do	 whatever	 God	 wanted	 without	 assistance	 from	 himself,
Fuller	Seminary,	or	the	American	church.
I	learned	two	things	about	leadership	responsibility:

1)	It	is	not	my	responsibility	to	change	others.	The	Holy	Spirit	can	and	will	do
it	on	His	own—maybe	with	me	but	often	without	me.
2)	It	 is	not	my	responsibility	to	correct	everything	that	I	 think	is	out	of	sync

with	Scripture,	company	policy,	or	best	practices.	The	Spirit	may	choose	to	use
me	in	this	regard,	or	He	may	have	other	means	or	different	timing	in	mind.

To	someone	afflicted	with	know-it-all-ism	these	realizations	are	nothing	short
of	revolutionary.

The	Cost	of	Advice
The	 final	 lesson	 that	 solidified	 my	 change	 of	 mindset	 happened	 after	 my

family	moved	to	Indonesia,	the	largest	Muslim	country	in	the	world.	Once	there,
I	 worked	 with	 indigenous	 Christian	 organizations	 serving	 in	 remote	 people
groups	 of	 Indonesia.	 These	 groups	 were	 Muslim.	 As	 you	 can	 imagine,	 the
radicals	 in	 these	 areas	 did	 not	 value	 a	 free-flow	 of	 ideas	 regarding	 belief	 in
Jesus,	 instead	they	sought	to	keep	out	anything	they	viewed	as	competing	with
Islamic	dominance.	During	my	years	 in	 Indonesia	 radicals	detonated	bombs	 in
Bali	 and	 Jakarta,	 attacked	 Christian	 churches,	 and	 constantly	 threatened



foreigners.
Against	 this	 backdrop,	 I	 began	 working	 with	 young	 Indonesian	 Christians

who	were	eager	 to	help	alleviate	poverty,	 teach	children	 the	national	 language,
and	 to	 share	 the	 good	 news	 about	 Isa	 al	Masih	 (Jesus	 the	Messiah)	with	 their
countrymen.	Most	of	 these	 Indonesian	believers	were	18-	 to	21-year-olds	with
just	a	high	school	education,	and	three	months	of	Bible	training.
They	were	 eager	 to	 learn	 from	me.	 They	 appreciated	my	 ideas	 and	wanted

more.	Even	better,	I	found	that	they	would	go	and	do	what	I	advised	them	to	do.
I	 thought,	 “Ah,	 finally	 someone	 who	 will	 listen	 to	 me!”	 I	 felt	 validated,
important,	and	appreciated.
Even	 though,	 in	 my	 mind	 at	 least,	 I	 was	 careful	 to	 allow	 my	 Indonesian

friends	to	make	their	own	decisions,	I	gave	a	lot	of	advice.	They	would	go	and
implement	a	plan	based	on	my	recommendation	and	then	come	back	to	ask	for
the	next	steps.	I	would	tell	 them	that	they	needed	to	figure	it	out	on	their	own,
but	somehow	(without	too	much	difficulty)	they	would	get	me	to	give	them	my
advice	on	their	situation.	Then	they	would	go	do	as	I	had	advised.
Here’s	where	my	 next	 insight	 came	 from.	 I	 found	 that	 younger	Americans,

Australians	 or	 Europeans,	 being	 from	 egalitarian	 societies,	would	 listen	 to	me
and	 take	whatever	 part	 of	my	 advice	 they	 found	 helpful	 and	 discard	 the	 rest.
Indonesia,	however,	 is	 a	 socially	hierarchical	 society,	where	one	 listens	 to	and
follows	the	advice	of	someone	of	a	higher	status	or	position.	So	even	though	I
told	them	they	needed	to	do	it	their	own	way,	my	Indonesian	friends	would	take
my	 advice	 quite	 literally.	They	believed	 a	 good	 follower	 does	what	 his	 or	 her
teacher	tells	them	to	do—to	not	do	so	would	be	disrespectful.
One	day	 as	 I	 reflected	on	 this	 situation,	 I	 realized	 that	my	 advice	 could	get

these	young	people	killed,	beaten,	or	run	out	of	the	villages	where	they	served.
Suddenly	advice-giving	had	a	huge	price	tag.	Who	was	I	to	make	life-and-death
decisions	for	these	people?
It	wasn’t	my	place	to	make	these	decisions.	Each	person	and	team	needed	to

hear	 from	 the	 Holy	 Spirit	 regarding	 his	 or	 her	 next	 steps.	 If	 the	 Holy	 Spirit
directed	them	to	go	somewhere	or	to	do	something	that	resulted	in	persecution,
then	that	was	God’s	will.	It	was	critical	that	they	heard	from	God,	not	me.
Yet,	 as	 a	 person	 suffering	 from	 know-it-all-ism	 I	 wasn’t	 equipped	 with	 the

communication	 skills	necessary	 to	cultivate	 their	 ability	 to	hear	 from	 the	Holy
Spirit.	 I	 didn’t	 know	how	 to	 draw	out	 from	 them	what	 they	were	 hearing	 and
experiencing	and	help	them	process	all	that	information	into	steps	that	genuinely
came	from	the	Spirit.
What	was	I	to	do?	Then	I	remembered	the	non-directive	coaching	that	I	heard

about	years	earlier.	Out	of	desperation,	I	began	to	practice	how	to	shift	my	role



from	 advisor	 to	 coach.	 I	 focused	 on	 listening.	 I	 resisted	making	 statements.	 I
bought	a	couple	books	and	wrote	down	some	key	questions	 that	I	could	ask	in
Indonesian.	 It	 was	 a	 really	 difficult	 process.	 Little	 by	 little,	 however,	 I	 made
progress.
I	write	 as	 a	 fellow	 learner,	 someone	not	 naturally	gifted	 in	 listening,	 asking

questions,	 drawing	 out,	 or	 empowering.	 I’ve	 learned	 valuable	 coaching	 skills
that	have	 transformed	my	 interactions	with	other	people.	 Ideas	and	advice	still
come	to	my	mind,	but	I’ve	learned	how	to	control	the	urge	to	tell	people	what	to
do	and	instead,	I	now	can	use	questions	to	draw	out	their	thoughts	and	ideas.
In	 some	ways	 I’m	 the	 last	guy	 that	 should	be	writing	about	 coaching	 skills,

because	 I’m	 so	 unnatural	 at	 it—and	 still	 to	 this	 day	 I	 am	predisposed	 to	 offer
advice.	However,	because	I’m	not	natural	in	these	skills,	I’ve	had	to	find	ways	to
learn	 them.	 As	 my	 colleagues	 and	 I	 have	 taught	 these	 skills,	 we’ve	 seen
thousands	of	people	 learn	 to	 improve	 their	ability	 to	 lead	 in	empowering,	non-
directive	ways	by	listening,	asking	questions,	and	helping	people	form	their	own
answers	rather	than	providing	them.
This	process	has	been	a	long	but	incredibly	rewarding	journey.	I	hope	you’ll

join	me	as	we	take	a	more	in-depth	look	at	what	it	means	to	coach	others.



Learning	Without	Being	Taught

“I	am	always	ready	to	learn	although	I	do	not	always	like	being	taught.”
—Winston	Churchill

The	Quest
Growing	 up,	 I	 loved	 movies	 and	 television	 shows	 featuring	 exotic	 places,

adventure,	and	mystery.	I	loved	cartoons	like	Jonny	Quest,	Scooby	Doo,	and	The
Jetsons.	On	television	I	liked	to	watch	series	like	Mission	Impossible,	Star	Trek,
and	Animal	Kingdom.	Some	of	my	favorite	movies	were	Casablanca,	To	Catch
a	Thief,	and	the	Tarzan,	James	Bond,	and	Indiana	Jones	franchises.	Today	I	still
love	them,	and	have	added	mystery	and	spy	novels	to	my	leisure	interests.
What	 I	 love	 about	 all	 of	 these	 adventures	 is	 their	 sense	 of	 the	 unknown:

discovering	new	 things,	 cultures,	 romance,	 and	 treasure.	 I’m	sure	 it	 influenced
my	 predisposition	 to	 live	 overseas	 and	 my	 fascination	 with	 cross-cultural
behavior.	 I	 sometimes	 feel	 like	 Indiana	 Jones—navigating	 cultures	 and
discovering	new	things—minus	the	bullwhip	and	hat.
Coaching	is	like	a	quest.	It	is	a	journey	to	discover	the	unknown,	and	it’s	the

unknown	that	makes	it	an	adventure.	In	coaching	we	embark	on	a	quest	by	using
questions	in	conversations.	It	is	as	if	the	asker	is	on	a	journey	to	the	unknown.	It
takes	risk	 to	go	on	a	quest,	because	the	unknown	plays	on	our	fears	as	well	as
our	 imagination.	 In	asking	questions,	you	never	know	where	 the	answer	might
take	you,	because	you	don’t	know	how	the	other	person	will	respond.
Not	only	is	the	asker	on	a	quest,	the	recipient	of	the	question	can	also	embark

on	 a	 journey	 through	 reflecting	 on	 the	 question.	 They	 discover	 new	 things	 as
well.	Questions	cause	us	 to	 think	in	new	ways	and	from	new	perspectives.	We
combine	several	things	we	“already	knew”	and	end	up	in	a	new	place.
Noble	quests	are	for	the	sake	of	someone	else.	Answers	should	come	from	the

recipient	 of	 the	 question,	 not	 the	 asker.	 If	 the	 asker	 uses	 questions	 to	 lead	 the
person	 somewhere,	 it	 is	 not	 a	 true	quest.	We	ask	questions	 so	 that	 both	 coach
and	coachee	can	journey	into	the	unknown.

Coaching	Defined
How	 you	 define	 coaching	 reveals	 much	 about	 the	 values,	 mindset,	 and



approach	 you	 bring	 to	working	with	 other	 people.	You	will	 act	 in	 accordance
with	your	beliefs.	In	this	book	I	define	coaching	this	way:

Coaching	 is	 an	ongoing	 intentional	 conversation	 that	 empowers	a	person
or	group	to	fully	live	out	God’s	calling.

Let’s	separate	and	take	a	look	at	each	concept	in	this	definition.

Ongoing:	 Coaching	 can	 be	 a	 one-time	 event,	 like	 a	 short	 spontaneous
conversation.	 However,	 coaching	 is	 most	 successful	 over	 a	 period	 of	 time,
through	 regular	 interactions.	Many	coaches	 choose	 to	 coach	 for	 an	hour	 every
two	 weeks	 over	 a	 period	 of	 several	 months,	 or	 on-the-job	 through	 short
conversations	throughout	the	week.
Intentional	 Conversation:	 “Intentional”	 does	 not	 describe	 a	 pre-determined

outcome,	but	rather	expected	outcomes	and	a	methodology.	Every	conversation
is	 expected	 to	 produce	 Spirit-led	 discoveries,	 insights,	 and	 action	 steps.	 A
coaching	methodology	utilizes	processes	and	communication	skills	designed	 to
keep	the	coachee	in	the	driver’s	seat	reflecting	on	ideas,	making	decisions,	and
taking	action.
Empowers:	 The	 overall	 result	 of	 a	 coaching	 relationship	 is	 that	 the	 coachee

feels	empowered.	She	has	grown.	She	feels	more	equipped	to	think	through	and
handle	situations	on	her	own.	Throughout	the	coaching	relationship,	she	has	set
the	 agenda	 for	 each	 conversation,	 created	 her	 own	 action	 steps,	 and	made	 her
own	decisions.	There	is	no	manipulation	or	dependency	on	the	coach.
A	Person	or	Group:	Coaching	focuses	on	an	 individual’s	 reflection,	growth,

and	 forward	 action.	Groups	 can	 also	 be	 coached.	A	 group	 of	 people	with	 the
same	coaching	issue	can	be	coached	simultaneously.	Each	person	will	learn	from
the	 coaching	 interaction	 of	 the	 others.	 Teams	 can	 also	 be	 coached	 around	 the
team’s	 goals	 and	 each	 person’s	 contribution	 toward	 the	 team’s	 goal.	 The
personal	 growth	 needs	 of	 each	 team	 member	 are	 another	 matter,	 and	 would
require	individual	coaching.
Fully	live	out:	Coaching	helps	people	to	thrive,	excel	and	live	to	out	their	full

potential,	 rather	 than	 just	 making	 do.	 The	 process	 of	 coaching	 encourages
greater	obedience	to	God	and	alignment	with	His	desires.
God’s	Calling:	Here	is	where	my	definition	diverges	from	many	others—both

secular	 and	 Christian.	 I	 believe	 that	 a	 coach’s	 job	 involves	 more	 than	 just
helping	 another	 person	 to	 achieve	 whatever	 he	 or	 she	 wants.	 The	 coach	 and
coachee	must	also	pay	attention	to	God’s	larger	purposes.	Coaches	help	people
to	 become	what	God	would	 have	 them	 become	 (Ephesians	 1:4,	 5),	 and	 to	 do
what	God	would	have	them	do	(Ephesians	2:10).



Coaching	 supports	 and	 encourages	 the	 calling,	 gifting,	 and	 unique	 potential
that	 God	 has	 given	 each	 person.	 Calling	 is	 discovered	 and	 clarified	 by	 many
different	means	throughout	a	person’s	life.	A	coach	is	only	one	of	many	people
who	 is	 able	 to	 help	 discern	 God’s	 call	 on	 a	 person’s	 life.	 Throughout	 the
coaching	process,	the	coach	seeks	to	help	the	coachee	clarify	what	God	is	saying
to	him	or	her,	and	assist	them	in	discerning	what	it	means	to	live	that	out.

The	Holy	Spirit,	The	Body	of	Christ,	And	Coaching
Christians,	like	many	other	people,	love	to	teach,	advise,	and	correct.	I	believe

we	overuse	these	activities.	This	habit	comes	from	an	incomplete	understanding
of	the	roles	of	the	Holy	Spirit	and	the	Body	of	Christ,	and	a	lack	of	non-directive
communication	skills.
In	the	first	chapter	I	shared	with	you	my	understanding	of	the	Holy	Spirit	and

His	 perfect	 ability	 to	 teach	 and	 remind	 both	 the	 coach	 and	 the	 coachee.	 Let’s
take	a	deeper	look.
All	 Christians	 have	 the	 Holy	 Spirit	 inside	 them.	 Jesus	 sent	 believers	 a

Counselor	(John	14:15-18)	to	teach	and	remind	(John	14:26).	Christian	coaches
are	 not	 a	 substitute	 for	 the	 Holy	 Spirit.	 In	 our	 efforts	 to	 help,	 this	 is	 easy	 to
forget.	 Our	 knowledge,	 experience,	 intuition,	 and	 spiritual	 discernment	 can
tempt	us	to	move	to	conclusions	and	lead	us	to	believe	we	know	what	the	other
person	needs.	More	 important	 than	 the	coach’s	perspective	 is	 the	Holy	Spirit’s
perspective,	and	how	He	is	leading	the	other	person.
A	basic	and	Biblical	assumption	is	 that	God	is	already	at	work	in	 the	 life	of

the	person	we	are	coaching.

“Jesus	said	to	them,	‘My	Father	is	always	at	his	work	to	this	very	day,	and
I,	too,	am	working.’	‘I	tell	you	the	truth,	the	Son	can	do	nothing	by	himself;
he	can	do	only	what	he	sees	his	Father	doing…’”	(John	5:17,	19b).

If	 Jesus	 could	 do	 nothing	 by	 Himself,	 then	 how	 much	 more	 should	 we
abandon	our	agendas,	strategies,	and	plans	for	the	other	person	and,	instead,	join
the	Father	in	His	work	in	and	through	him	or	her?	He	will	continue	to	work	in
the	coachee,	with	or	without	us.	As	Paul	wrote,	“…He	who	began	a	good	work
in	you	will	carry	it	on	to	completion	until	the	day	of	Christ	Jesus”	(Philippians
1:6).	One	key	to	effective	coaching	is	for	 the	coachee	and	coach	to	understand
what	God	is	doing	and	join	His	work.	[3]
Coaching	integrates	a	discernment	process.	All	believers	have	the	Holy	Spirit,

but	not	all	believers	listen	to	His	voice	and	know	how	to	respond	well.	Learning



to	listen	to	the	Holy	Spirit	is	essential	to	understanding	God’s	will.	The	coach’s
job	 is	 to	 encourage	 the	 other	 person	 to	 reflect,	 to	 seek	 the	Holy	Spirit,	 and	 to
hear	 His	 voice.	 In	 this	 task,	 a	 coach	 is	 similar	 to	 a	 good	 spiritual	 director.
Richard	 Foster	 writes,	 “What	 is	 the	 purpose	 of	 a	 spiritual	 director?	 …	 His
direction	is	simply	and	clearly	to	lead	us	to	our	real	director.	He	is	the	means	of
God	to	open	the	path	to	the	inward	teaching	of	the	Holy	Spirit.”	[4]
Every	 believer	 has	 the	 Holy	 Spirit	 and	 thus	 a	 direct	 link	 to	 God	without	 a

human	priest	mediator	(Hebrews	10:19-20).	Spiritual	discernment,	however,	is	a
social,	 not	 individualistic	 process.	God	 created	 the	Body	 of	 Christ	 as	 a	 social
setting	where	His	will	 is	made	 known,	 interpreted,	 and	 applied	 (1	Corinthians
12:12-30).	A	 person	 outside	 an	 active	 role	 in	 the	Body	 of	Christ	 cannot	 fully
understand	and	apply	God’s	will	in	his	or	her	own	life.	We	mature	through	our
interaction	within	the	Body	of	Christ	(Ephesians	4:11-16).
Coaching	can	play	an	important	role	in	helping	people	think	through	how	they

process	 their	spiritual	discernment	and	how	they	might	 involve	 the	appropriate
members	of	the	Body	of	Christ	in	that	process.	Consider	the	relational	nature	of
humans,	“Persona	in	Latin	comes	from	the	Greek	word	prosopon,	which	can	be
translated	‘face	to	face.’	Each	human	is	a	person	as	he	or	she	stands	face	to	face,
turned	toward	another	person,	engaged	in	dialogue,	involved	in	relationship.	We
discover	 our	 personhood	 in	 community,	 in	 relationship.”	 [5]	 In	 coaching,	 we
acknowledge	that	the	coachee	has	many	other	people	that	are	involved	in	his	or
her	life.	These	people	are	a	rich	resource	that	we	need	to	encourage	the	coachee
to	draw	from.	The	coach	should	never	view	himself	or	herself	as	anyone’s	sole
source	of	help.

Process	Versus	Content
To	coach	well,	 it	 is	helpful	 to	distinguish	between	Process	and	Content.	The

Content	of	a	coaching	conversation	includes	the	topic	of	the	conversation,	facts,
information,	 ideas,	and	commitments.	The	Process	 includes	how	the	coach	and
coachee	go	about	discussing	and	working	with	the	Content.
The	responsibility	for	Process	and	Content	is	not	equally	divided	in	coaching.

This	lack	of	balance	is	not	typical	of	other	types	conversations—and	this	is	what
makes	coaching	so	powerful.	In	a	friendship	conversation	Content	is	provided	by
each	 individual	 in	 a	 fairly	 balanced	 manner—each	 person	 shares	 his	 or	 her
stories,	ideas,	suggestions,	and	advice.	If	you	are	in	a	teaching	role,	you	may	be
responsible	for	both	the	Process	and	Content.
The	 coach	 does	 not	 provide	 Content:	 the	 information,	 ideas,	 or



recommendations.	In	coaching,	the	coach	focuses	almost	entirely	on	the	Process,
drawing	out	nearly	all	the	Content	from	within	the	coachee.

In	 Table	 1,	 notice	 the	 verbs	 at	 the	 beginning	 of	 each	 Process	 statement.
Process	 is	mostly	 about	 atmosphere	 and	 conversation	 dynamics.	 The	 coach	 is
largely	responsible	for	the	Process.	All	of	the	Process	is	directed	toward	helping
the	 coachee	 make	 discoveries,	 find	 solutions,	 and	 move	 forward	 in	 terms	 of
understanding	and	action.	As	a	coach	focuses	on	Process	 the	coachee	will	 find
his	or	her	own	answers.

Share	Questions,	Not	Content
My	schools,	university,	and	seminary	have	trained	me	to	teach,	propose	ideas,

and	find	solutions.	All	Content.	So	when	someone	brings	a	problem	to	me,	my
first	 impulse	 is	 to	 share	my	 ideas	on	how	 to	 solve	 it.	 I	was	 trained	 to	provide
answers	(Content),	not	to	help	people	find	their	own	solutions	(Process).
In	later	chapters	I	will	go	into	more	detail	on	how	to	ask	powerful	questions.

For	 right	 now,	 let	 me	 say	 that	 asking	 questions	 is	 an	 excellent	 method	 for
helping	 the	 other	 person	 listen	 to	 the	 Holy	 Spirit.	 Questions	 naturally	 draw
Content	 from	the	coachee.	Questions	cause	 the	person	 to	 look	within,	 look	up,
and	look	around	for	the	answers.
The	examples	below	illustrate	different	things	that	come	up	in	conversations.

The	first	sentence	demonstrates	how	we	might	be	tempted	to	share	content,	and



the	 second	 sentence	 gives	 an	 example	 of	 a	 process	 question	 that’s	 directed
towards	drawing	content	from	the	other	person.

Re:	Topic
Content	Statement:	Today	we	are	going	to	work	on	your	character.
Process	Question:	What	result	would	you	like	from	our	conversation?

Re:	Stories
Content	Statement:	Here’s	how	I	handled	that	situation.
Process	Question:	How	have	you	handled	this	type	of	situation	in	the	past?

Re:	Facts
Content	Statement:	There	are	three	things	you	need	to	know	about	this.
Process	Question:	What	is	important	for	you	to	know	about	this?

Re:	Information
Content	Statement:	I	can	give	you	a	good	book	on	that	topic.
Process	Question:	Where	could	you	find	the	information	you	need?

Re:	Ideas
Content	Statement:	How	about	a	huge	poster	in	the	shape	of	a	monkey?
Process	Question:	What	ideas	do	you	have?

Re:	Suggestions
Content	 Statement:	 If	 I	 were	 you,	 I	 would	 sit	 him	 down	 and	 tell	 him
everything.
Process	Question:	What	options	do	you	see?

Re:	Insights
Content	 Statement:	 I	 think	 you	 are	 realizing	 that	 more	 self-discipline	 is
needed	here.
Process	Question:	What	insights	occur	to	you?

Re:	Action	Steps
Content	Statement:	Here’s	what	I	want	you	to	do	before	next	week.
Process	Question:	What	will	you	do	to	move	forward?

Re:	Decisions
Content	Statement:	You	should	do	that.
Process	Question:	What	decisions	do	you	need	to	make?

The	power	of	coaching	is	in	the	Process.	A	coach	empowers	others	by	helping



them	to	self-discover,	gain	clarity	and	awareness,	as	well	as	by	drawing	Content
from	them.	A	good	coach	helps	draw	out	what	the	Holy	Spirit	has	put	in.

Learning	Without	Teaching
Does	 coaching	 really	work?	Can	 you	 actually	 help	 someone	without	 giving

them	ideas,	suggestions,	or	advice	based	on	your	own	experience?	Yes!	And	this
is	why	coaching	is	so	exciting.	You	don’t	have	to	have	answers	for	other	people,
you	simply	assist	them	in	thinking	about	their	situation	and	allow	the	Holy	Spirit
to	work	through	your	questions	and	their	answers.
Here’s	an	example	of	a	conversation	that	illustrates	how	a	coach	used	Process

to	help	a	coachee	discover	the	Content	he	needed	to	move	forward.	Notice	how
the	coach	doesn’t	give	advice,	but	simply	asks	meaningful	questions	to	help	the
coachee	learn	something	new.
Nick	asked	 to	be	coached	on	how	 to	 restore	his	 relationship	with	his	Czech

ministry	partner.	Nick	had	lived	in	the	Czech	Republic	for	seven	years,	and	he
was	 partnering	 with	 Jiri,	 a	 young	 Czech	 pastor.	 He	 and	 Jiri	 had	 known	 each
other	 since	Nick	 first	moved	 to	 the	 country,	 and	when	 both	men	were	 single.
Two	years	later	Jiri	married	and	was	appointed	pastor	of	a	small	church	outside
Prague.	Jiri	asked	if	Nick	would	join	the	youth	outreach	ministry	there.
The	 first	 year	 of	 ministry	 together	 went	 well.	 In	 the	 second	 year,	 tensions

steadily	increased	between	the	two	men.	Nick	complained	that	Jiri	was	making
decisions	 by	 himself	 and	 ignored	 his	 input.	 The	 church	 hadn’t	 grown	 as	 they
anticipated,	and	instead	of	trying	the	many	ideas	Nick	suggested,	Jiri	seemed	to
give	up,	spending	more	and	more	time	in	sermon	preparations.
The	coach	asked	how	Nick	had	approached	this	situation	with	Jiri.	On	several

occasions,	Nick	had	spoken	directly	with	Jiri	about	the	tensions,	apologized	for
his	part,	and	gently	gave	Jiri	feedback	on	his	own	behavior.	Jiri	suggested	that	if
Nick	 didn’t	 like	 how	 things	 were	 going,	 he	 should	 consider	 moving	 back	 to
Prague	and	rejoining	his	mission	organization’s	efforts	there.	Nick	was	shocked
and	hurt.
Having	heard	about	Nick’s	 efforts	 to	 resolve	 the	conflict,	 the	coach	asked	a

question	that	he	himself	did	not	know	the	answer	to.	He	asked,	“How	do	Czech’s
resolve	conflict?”	Nick	started	to	answer,	and	then	thought	for	a	moment,	“I’m
not	sure,	actually.”
“Would	that	be	something	worth	finding	out?”	his	coach	asked.
“Sure,	but	I	have	no	idea	how.”	Nick	responded.
The	coach	asked,	“Where	could	you	find	that	information?”



“I’ve	 got	 a	 couple	 books	 on	 Czech	 culture,	 but	 I	 don’t	 think	 there’s	 much
there	on	conflict	resolution.”
“How	else	could	you	find	out?”
He	 thought	 for	 a	moment,	 “I	 suppose	 I	 could	 talk	with	Pastor	Horsky.	He’s

got	to	be	70	years	old	and	is	the	Czech	version	of	Billy	Graham.	I	interviewed
him	for	a	 research	project	 I	did	 two	years	ago	for	my	Master’s	degree,	he	was
very	helpful.”
“Excellent.	Who	else	might	be	helpful?”
“Our	mission’s	 field	 director	 has	 been	 here	 since	 the	 fall	 of	 communism.	 I

could	call	him.”
“Alright.	Anyone	else?”
“I	 know	 a	 sociology	 professor	 from	 the	 University.	 He	 attended	 English

classes	here	at	the	church	last	year.	I	could	meet	him	for	coffee.”	With	that,	Nick
had	his	plan	for	researching	Czech	conflict	resolution.
Two	weeks	later,	Nick	came	back	with	a	three-page	summary	of	not	only	how

Czechs	 resolve	conflict,	 but	 also	how	 leader-subordinate	 relationships	 function
in	Czech	culture.	Nick	realized	that	his	approaches	to	resolving	the	conflict	had
actually	made	things	worse,	pushing	Jiri	to	become	more	defensive	and	distant.
Armed	 with	 his	 learning	 on	 Czech	 conflict	 resolution,	 Nick	 patiently	 applied
these	new	concepts	as	he	worked	on	his	relationship	with	Jiri	over	the	next	four
months.	They	turned	a	corner,	and	the	two	men	continued	to	work	well	together
for	the	next	three	years.
Questions	are	powerful	tools	for	helping	people	gain	new	awareness	and	shift

perspective.	During	coaching,	 the	question,	“How	do	Czechs	resolve	conflict?”
raised	 Nick’s	 awareness.	 The	 coach	 didn’t	 know	 the	 answer,	 and	 neither	 did
Nick.	 The	 question	 was	 purely	 serendipitous.	 It	 shifted	 the	 discussion	 from
Nick’s	 efforts	 and	 Jiri’s	 resistance,	 which	 were	 symptoms	 of	 the	 problem,	 to
deeper	underlying	cultural	differences.	The	question	sent	Nick	on	a	quest,	which
resulted	in	deep	learning.	The	experience	also	equipped	Nick	in	how	he	can	learn
new	things	on	his	own	from	the	resources	(people	and	information)	around	him
in	the	Czech	Republic.

Action-Reflection	Cycle
Everyday	we	have	dozens	of	experiences	that	are	new	or	are,	in	some	big	or

small	way,	different	 than	 those	we	have	previously	encountered.	However,	we
often	do	not	stop	and	reflect	on	these	experiences,	so	we	miss	out	on	the	benefits
that	they	provide.	We	fail	to	learn	from	them.	Some	experiences	provide	models



that	we	want	to	continue	following	and	others	provide	warnings	to	avoid	in	the
future.
Coaching	is	an	application	of	the	Action-Reflection	Cycle.	At	a	human-level,

the	world	operates	through	a	complex	chain	of	cause	and	effect.	Many	times	we
lose	track	of	the	effects	of	our	actions	as	they	through	the	cause	and	effect	chain
further	and	further	away	from	us.	If	we	can,	however,	understand	the	effects	of
our	 actions	 (or	 inaction),	we	 can	 use	 that	 greater	 clarity	 and	 understanding	 to
further	 adjust	 our	 thinking	 and	behavior	 and	produce	 further	 improvements.	 If
we	 fail	 to	 learn	 from	our	 experiences,	we	 can	 end	 up	 repeating	 avoidable	 and
costly	mistakes.

Acting,	then	reflecting	on	the	effect,	then	adjusting	the	action	is	called	single-
loop	 learning.	 [6]	 It	 is	 the	 simplest	 form	of	 the	Action-Reflection	Cycle.	This
kind	 of	 learning	 is	 based	 on	 performing	 a	 number	 of	 similar,	 yet	 improved,
actions.	Even	though	some	additional	improvement	can	be	achieved,	this	level	of
reflection	doesn’t	often	result	in	innovative	breakthroughs.	Without	someone	or
something	else	to	stimulate	our	thinking,	we	tend	to	remain	in	the	“more	of	the
same”	 type	 reflection.	 It’s	 easy	 to	 get	 stuck	 in	 a	 fixed	 pattern.	 This	 is	 when
coaching	can	help.

“If	we	want	things	to	stay	as	they	are,
things	will	have	to	change.”

—Giuseppe	di	Lampedusa	The	Leopard

Coaching	 enhances	 the	Action-Reflection	Cycle	 by	 encouraging	 a	 person	 to
reflect	 beyond	 incremental	 improvements	 to	 the	 current	 actions.	 Coaching
around	 the	 coachee’s	 assumptions,	 goals,	 and	 meaning	 can	 provide	 a	 new
perspective	and	lead	to	a	breakthrough.	This	is	called	double-loop	learning.	The
coachee	 acts	 and	 observes	 the	 results.	 Then	 rather	 than	 simply	 adjusting	 the
original	 action	 to	 improve	 it,	 he	 steps	 back	 and	 reflects	 on	 the	 broader
assumptions	 that	 led	 him	 to	 that	 action	 in	 the	 first	 place.	 Changes	 at	 the



assumption	 level	 can	 produce	 significant	 differences	 and	 will	 automatically
produce	ideas	for	new	actions,	producing	different	and	hopefully	better	results.
These	results	can	then	be	used	to	review	and	perfect	the	strategy,	or	reexamine
the	assumptions	further.
Throughout	this	book	you	will	find	different	techniques	and	processes	to	help

others	 to	 examine	 their	 assumptions	 and	 beliefs	 so	 that	 they	 can	 see	 their
situation	 from	 different	 perspectives.	 As	 coachees	 intentionally	 engage	 in	 the
Action-Reflection	 Cycle	 they	 can	 make	 life-changing	 progress	 toward	 their
goals.

The	COACH	Model™
I’ve	shared	with	you	the	theory	behind	coaching.	Now	let	me	introduce	you	to

the	practice	through	the	acronym	C.O.A.C.H.
The	COACH	Model	follows	a	pattern	that	has	proven	to	produce	successful,

holistic,	 and	 empowering	 conversations.	 It	 harnesses	 the	 power	 of	 the	Action-
Reflection	 Cycle	 and	 creates	 a	 flexible	 conversation	 guide	 that	 allows	 the
coachee	 to	 reach	 significant	 milestones	 that	 produce	 insight,	 learning,	 and
responsible	forward	movement.
Why	do	we	need	a	model	 for	 a	 conversation?	Let	me	 share	 two	 stories	 that

illustrate	 how	 people	 bring	 different	 strengths	 to	 conversations.	 But	 those
strengths	also	have	weaknesses	associated	with	them.
Wendy	 shared	 with	 me	 about	 her	 conversations	 with	 a	 neighbor	 who	 was

involved	 in	a	difficult	marriage.	She	 listened	well	and	was	very	empathic.	The
neighbor	 felt	heard	and	cared	for,	but	didn’t	seem	to	change	or	move	forward.
Week	 after	 week	 the	 neighbor	 brought	 the	 same	 problems.	Wendy	 wondered
how	she	could	 adjust	 the	 conversation	 to	help	her	neighbor	 take	 some	kind	of
action	toward	a	more	satisfying	marriage.
A	 man	 I	 know	 was	 notorious,	 according	 to	 his	 wife	 and	 co-workers,	 for

offering	solutions	immediately	upon	hearing	a	problem.	In	his	mind,	if	a	person
chose	to	share	a	problem	with	him,	then	obviously	they	expected	him	to	suggest
a	 solution.	 He	 thought	 he	 was	 being	 helpful.	 Others	 felt	 the	 opposite.	 They
thought	he	didn’t	listen,	wasn’t	empathetic,	and	didn’t	care	about	them.
These	 two	people	were	strong	 in	different	parts	of	 the	conversation	process.

Wendy	 was	 an	 excellent	 empathic	 listener	 and	 needed	 to	 learn	 how	 to	 help
people	move	toward	action.	My	other	friend	jumped	straight	to	action	steps	and
needed	to	learn	to	listen,	explore,	and	help	people	find	their	own	solutions.	The
COACH	Model	helps	both	of	these	types	of	people	to	grow	in	the	areas	in	which



they	are	not	naturally	gifted.
The	 COACH	 Model	 is	 pure	 Process.	 The	 Content,	 the	 destination	 and

discoveries	 along	 the	 way	 are	 determined	 completely	 by	 the	 person	 being
coached.	Many	people	find	that	 this	model	gives	 them	the	confidence	to	coach
anyone	 through	 whatever	 it	 is	 that	 they	 want	 to	 work	 on.	 It’s	 important	 to
remember	 that	 coaching	 isn’t	 about	 providing	 answers,	 it’s	 about	 asking
thoughtful	questions.

The	COACH	Model	is	powered	by	questions.	In	the	following	chapters	each
step	of	the	COACH	Model	is	paired	with	questions-asking	techniques	designed
to	equip	you	to	ask	powerful	and	helpful	questions.
The	five	steps	of	the	model	spell	out	the	word	“coach.”

1.	C	is	for	connect:	Connect	has	two	parts.	First,	connecting	with	the	person
you	are	talking	with	to	build	rapport	and	trust;	and	second,	following-up	on
action	steps	from	your	previous	coaching	conversation.

2.	O	is	for	outcome:	Outcome	is	the	intended	result	the	coachee	would	like
to	achieve	during	the	conversation.	Knowing	the	outcome	at	the	beginning
helps	focus	the	conversation	on	that	which	is	important	to	the	coachee.

3.	 A	 is	 for	 awareness:	 Awareness	 is	 a	 reflective	 dialogue	 intended	 to
produce	 discoveries,	 insights,	 and	 increased	 perspective	 for	 the	 coachee.
The	more	perspective	the	coachee	has,	the	more	holistically,	and	therefore
creatively	he	or	she	will	view	his	or	her	situation.	The	coachee	will	 see	a
greater	number	of	options	and,	in	the	end,	will	make	better	decisions.

4.	C	 is	 for	course:	Course	puts	 feet	 to	 insights	and	discoveries	by	helping



the	 coachee	 create	 action	 steps.	 Helping	 people	 move	 into	 action	 is	 an
essential	part	of	the	coaching	experience.

5.	 H	 is	 for	 highlights:	 Highlights	 focus	 on	 reviewing	 the	 parts	 of	 the
conversation	 that	 the	 coachee	 found	 most	 meaningful.	 As	 the	 coachee
reviews	 the	 conversation,	 he	 reinforces	 his	 insights	 and	 important	 points
thus	strengthening	his	learning.	Highlights	also	reveal	to	the	coach	how	the
coachee	benefited	from	the	conversation.

The	 remainder	 of	 this	 book	 explains	 each	 step	 of	 the	 COACH	Model	 and
inserts	appropriate	listening,	questioning,	and	processing	skills	along	the	way.



Connect

“The	 way	 to	 gain	 a	 good	 reputation	 is	 to	 endeavor	 to	 be	 what	 you	 desire	 to
appear.”
—Socrates

The	first	step	of	the	COACH	Model	is	to	Connect.	The	purpose	of	connecting
is	to	begin	the	coaching	conversation	on	an	informal	and	personal	note	that	helps
to	re-establish	rapport	since	the	previous	conversation.
A	 bit	 of	 chit-chat	 at	 the	 beginning	 of	 the	 conversation	 helps	 you	 and	 the

person	you	are	coaching	to	connect	and	engage.	Most	people	will	naturally	begin
conversations	 this	 way.	 However,	 once	 a	 coaching	 relationship	 is	 established,
it’s	 not	 uncommon	 to	 jump	 immediately	 to	 the	 topic	 at	 hand	 and	 forget	 the
“small	talk.”	Small	it	may	be,	but	it	is	talk	with	a	purpose.

Trust	is	Felt
One	 time	when	 I	 was	 in	 Tokyo,	 I	 stopped	 a	man	 to	 ask	 for	 directions.	 He

thought	 and	 looked	 around,	 hesitated,	 and	 finally	 gave	me	directions,	 pointing
me	up	the	street	to	the	left.	His	response	did	not	give	me	much	confidence	in	his
information.	 Shortly	 afterward,	 I	 spotted	 an	 information	 counter	 just	 inside	 a
department	store.	I	asked	the	young	woman	for	directions	to	the	same	location.
She	confidently	 told	me	 to	go	back	 the	way	 I	had	come,	past	 the	 train	station,
and	after	a	couple	of	blocks,	I	would	arrive	at	my	destination.	I	did	not	have	a
relationship	with	either	person,	but	after	a	brief	interaction	with	each	of	them,	I
trusted	the	young	woman’s	directions.	Trust	develops	out	of	the	rapport	that	we
sense	with	others.
Trust	 in	 the	 other	 person	 also	 governs	 our	 conversations.	 Think	 of	 a	 time

when	you	had	a	conversation	with	someone	whom	you	knew	and	trusted.	Now,
contrast	that	experience	with	a	time	when	you	conversed	with	someone	you	did
not	 trust.	While	 the	content	of	 the	conversation	could	be	exactly	 the	same,	our
view	of	the	other	person	affects	the	results.

How	Much	Trust	Is	Needed?
The	way	 in	which	we	 interact	with	 people	 requires	 differing	 levels	 of	 trust.



Consider	 two	 people	 who	 want	 to	 help	 you	 using	 different	 approaches.	 One
person	 gives	 you	 guidance	 and	 advice	 on	 your	 problem.	 He	 shares	 from	 his
knowledge	 and	 experience	 and	 tells	 you	what	 he	 knows	 on	 the	 subject.	Now,
imagine	a	second	person	that	helps	you	by	listening	and	asking	good	questions.
She	does	not	share	advice,	instead	she	draws	out	your	ideas	and	then	helps	you
sharpen	and	improve	them.
Here’s	the	question:	which	helper	do	you	need	to	trust	more	in	order	to	utilize

their	help?
Most	people	answer	 that	 they	need	 to	 trust	 the	first	person.	The	reason	 is,	 if

we	 cannot	 trust	 the	 person,	 we	 cannot	 trust	 their	 guidance	 and	 advice.	 The
person	 helping	 is	 seen	 as	 an	 expert	 who	 must	 be	 “qualified”	 through	 their
background	and	 their	 relationship	 to	us.	Yet,	does	having	a	strong,	 trustworthy
relationship	with	 the	 person	 actually	make	 the	 advice	 any	 better	 than	 if	 there
wasn’t	a	strong	relationship?	No,	but	it	makes	the	advice	easier	to	accept.
Think	of	the	second	approach,	where	the	person	helping	primarily	listens	and

asks	questions.	Trust	 is	 important	and	so	is	relationship,	however,	 the	levels	of
trust	and	relationship	can	be	quite	different	if	all	the	ideas	and	solutions	are	your
own,	 instead	 of	 the	 helper’s.	 It	 takes	 far	 less	 relational	 history	 to	 accept	 help
from	someone	who	asks	questions	and	listens.

How	Coaching	Builds	Trust
The	 nature	 of	 the	 conversation	 and	 the	 technique	 the	 coach	 uses	 helps

facilitate	trust.	Let’s	look	at	what	builds	trust	and	rapport,	and	shows	respect.
A	coaching	approach	builds	trust	by:

•	Supporting	rather	than	controlling
•	Encouraging	ideas	rather	than	sharing	them
•	Yielding	responsibility	rather	than	taking	it
•	Processing	decisions	rather	than	making	them
•	Believing	in	the	person	rather	than	trying	to	fix	them
•	Keeping	appointments	and	honoring	confidentiality

When	a	conversation	is	coming	from	a	place	of	trust	and	respect,	people	are
more	engaged	and	ready	to	explore,	learn	and	grow.	These	attitudes	and	actions
hold	 true	 throughout	 the	 coaching	 relationship.	 The	 Connect	 stage	 gives	 an
intentional	 pause	 at	 the	 beginning	 of	 a	 conversation	 to	 allow	 the	 coach	 and
coachee	to	engage	together	relationally	before	diving	into	the	goals	or	problems
they	wish	to	work	on.



The	Power	of	Small	Talk
Let	me	explain	how	 the	Connect	 step	developed.	After	 just	 a	 few	meetings,

coaching	conversations	begin	to	develop	a	rhythm.	Both	parties	know	that	they
are	 working	 together	 through	 conversations	 every	 couple	 of	 weeks	 over	 the
period	of	several	months	 to	solve	problems	and	achieve	larger	goals.	With	this
sort	 of	 rhythm,	 even	 after	 two	 weeks,	 it’s	 easy	 to	 jump	 back	 in	 where	 the
conversation	left	off	at	the	last	appointment.
Tim	and	his	 coach	had	been	 coaching	 together	 for	 several	months,	working

mainly	on	how	to	transform	Tim’s	team	into	a	cohesive	group	for	the	purpose	of
achieving	some	pretty	aggressive	goals.
Tim	and	his	coach	met	at	their	normal	hour.	“Hey	coach,”	Tim	said.
The	coach	jumped	right	in,	“Hi	Tim.	Are	you	ready	to	start?”
“Sure,”	he	replied.
“What	progress	did	you	make	on	your	action	steps?”	the	coach	asked.
Tim	explained	what	he	had	done	and	they	talked	about	what	he	learned	from

it.	 The	 coach	 then	 asked	 Tim,	 “We’ve	 been	 working	 on	 bringing	 your	 team
together	 around	 three	 big	 goals,	 what	 would	 you	 see	 as	 the	 next	 step	 in
accomplishing	this?”
Tim	 shared	 his	 thoughts,	 they	 identified	 the	 specific	 topic	 to	 guide	 their

conversation	 and	went	 on	 to	 coach	 around	 that	 topic	 for	 the	 next	 45	minutes.
When	 it	 came	 time	 to	create	action	steps,	Tim	was	unusually	 reluctant.	So	 the
coach	asked	him	about	it,	and	Tim	replied,	“Yeah,	I’m	just	not	sure	if	I’ll	have
time	to	do	anything	over	the	next	two	weeks.”
This	was	surprising.	Action	steps	are	key	to	coaching,	and	Tim	had	been	very

enthusiastic	in	the	past.	“What’s	taking	up	your	time?”	his	coach	asked.
Quietly	Tim	replied,	“My	wife	was	diagnosed	with	breast	cancer	two	days	ago

and	she’s	checking	into	the	hospital	tomorrow	for	a	series	of	tests.	I’m	just	not
sure	I	can	work	on	team	goals	this	week.”
The	 coach’s	 jaw	 dropped	 in	 disbelief.	 Questions	 ran	 through	 his	 mind:

Cancer?	 How	 could	 something	 so	 big	 in	 Tim’s	 life	 not	 come	 up	 in	 the	 past
hour’s	conversation?	What	kind	of	caring	coach	was	he?
Replaying	the	previous	hour	in	his	mind,	the	coach	realized	that	they	had	just

jumped	right	in	where	they	had	left	off	from	the	last	coaching	conversation	and
had	 continued	 to	 work	 on	 improving	 Tim’s	 team	 dynamics.	 That	 was	 their
pattern	and	their	purpose	for	meeting	together.
The	 coach	 felt	 sick	 to	 his	 stomach.	 He	 was	 shocked	 that	 their	 so-called

personalized	coaching	hadn’t	immediately	surfaced	something	as	important	and
personal	as	Tim’s	wife’s	cancer	diagnosis.



On	 reflection,	 one	 question	 could	 have	 given	 Tim	 the	 opportunity	 to	 share
about	his	wife’s	cancer.	“How	are	you?”
Maybe	 he	 would	 have	 chosen	 not	 to	 talk	 about	 it.	 Maybe	 he	 would	 have

wanted	to	continue	working	on	his	team	and	forget	about	the	cancer	for	an	hour.
But	he	was	not	given	 that	choice.	The	coach	 jumped	straight	 in	 to	working	on
Tim’s	team	and	Tim	had	gone	along	out	of	habit.

How	Are	You?
The	 purpose	 of	 engaging	 is	 to	 reestablish	 rapport,	 catch	 up	 a	 bit,	 and	 leave

space	for	the	person	being	coached	to	share	whatever	is	on	his	or	her	mind.	We
don’t	want	to	be	mechanical	in	our	conversation,	but	rather	we	want	to	be	open,
caring,	and	holistic.	When	provided	with	an	opportunity	to	go	“off	task”	and	talk
about	 whatever	 they	 want,	 people	 will	 share	 about	 all	 sorts	 of	 things,	 often
bringing	closure	 to	 things	 that	have	been	on	their	minds,	and	allowing	them	to
fully	focus	on	the	rest	of	the	coaching	appointment.
Begin	the	conversation	with	the	simple	question,	“How	are	you?”	Nine	times

out	of	ten	you’ll	hear	the	standard	answer,	“Fine	thank	you,	and	you?”	But	the
question	also	opens	the	possibility	of	sharing	any	variety	of	things.
Since	beginning	coaching	conversations	with	this	question,	I’ve	learned	a	lot

about	my	coachees.	Some	of	the	things	I’ve	heard:

•	“Great,	my	daughter	won	her	basketball	tournament	last	night.”
•	 “Terrible,	 my	 visa	 was	 denied	 by	 immigration	 and	 I’m	 not	 sure	 what
we’re	going	to	do.”
•	“On	the	way	to	the	office	on	my	motorcycle,	a	guy	almost	ran	into	me.	I
laid	the	bike	down.	I’m	fine,	but	my	knees	are	still	shaking.”
•	“I’ve	got	a	bit	of	a	cold.”

But	most	 the	 time,	 I	 hear,	 “I’m	 fine.	 How	 are	 you?”	One	 question	 is	 all	 it
takes	to	find	out.

Connect	Example	1:
This	 dialogue	 gives	 an	 example	 of	 a	 coachee	 sharing	 a	 brief	 update.	 The

update	does	not	have	anything	to	do	with	her	coaching	goals,	but	it	is	something
she	is	excited	about	and	wants	to	share	with	her	coach.

Coach:	Hi	Susan,	how	are	you?
Coachee:	Great.
Coach:	What’s	been	happening	with	you?



Coachee:	 My	 son	 was	 just	 accepted	 at	 UCLA	 and	 received	 a	 partial
scholarship.
Coach:	That	is	good	news!
Coachee:	 Yeah,	we	were	 getting	worried	 since	we	 hadn’t	 heard	 anything
from	the	University,	then	on	the	same	day	we	received	the	enrollment	letter
and	a	scholarship	offer.	We’re	all	pretty	excited.
Coach:	I	can	imagine.	Congratulations.
Coachee:	Thanks.
Coach:	[Pause]	Well,	are	you	ready	to	continue	working	on	your	coaching
goals?
Coachee:	Sure.
Coach:	Okay.	What	progress	did	you	make	on	your	action	steps?
…

By	 simply	 acknowledging	 Susan’s	 good	 news	 she	 is	 satisfied	 and	 ready	 to
move	ahead.	The	coach	directs	the	conversation	towards	reviewing	action	steps
and	then	continues	with	that	day’s	coaching	topic.

Connect	Example	2
It’s	 easy	 to	 get	 caught	 up	 in	 a	 story	 about	 a	 problem,	 and	 jump	 in	 to	 offer

coaching	help,	only	to	realize	at	the	end	of	the	appointment	that	the	coachee	was
too	polite	 to	 stop	 the	 conversation	 and	 tell	 you	 that	 he	didn’t	 really	 need	help
with	that	particular	issue.

Coach:	Hi	Dennis,	how	are	you?
Coachee:	I’m	fine.	A	bit	busy,	but	what	else	is	new.
Coach:	How	was	your	vacation?
Coachee:	Oh,	we	had	a	good	time.	It	was	relaxing	to	just	sit	around	for	a
week.	Now	that	I’m	back	at	work,	I’m	paying	for	it	though.
Coach:	How’s	that?
Coachee:	 My	 appointments	 have	 been	 stacked	 up	 all	 week	 and	 I’ve	 got
something	like	a	thousand	emails	to	sort	through.
Coach:	That’s	rough…

This	dialogue	illustrates	how	a	coachee	may	relate	a	problem	or	challenge	in
his	life.	Some	coaches	immediately	jump	in	and	begin	coaching	when	they	hear
a	 clear	 problem.	 In	 this	 case,	 the	 problem	 is	 a	 busy	 schedule	 and	 a	 thousand
emails.
It	 is	 important	 to	clarify	whether	or	not	 the	story	(the	problem)	is	simply	on

the	person’s	mind,	or	if	he	actually	wants	help	working	on	it	during	the	coaching



conversation.	The	simplest	way	is	to	ask:

(Continued	from	above)…
Coach:	 That’s	 rough…	 [Pause]	 As	 we	move	 forward	 today,	 what	 would
you	like	to	work	on?
Coachee:	 I’d	 like	 to…[coachee	 shares	 his	 desired	 outcome	 for	 the
conversation]
Coach:	Okay,	great.	Before	we	dive	into	that	can	we	take	moment	to	look
back	at	your	action	steps?
Coachee:	Sure.
Coach:	What	progress	did	you	make?

The	coach	did	not	assume	that	 the	story	Dennis	 told	was	the	day’s	coaching
topic,	instead	the	coach	asked	an	opened-ended	question	to	discover	his	agenda
for	the	coaching	conversation.	The	coach	then	went	back	to	review	progress	and
generate	learning	from	the	previous	action	steps.

Follow-Up	Action	Steps
The	Connect	stage	of	the	COACH	Model	has	two	parts.	First,	engaging	with

the	person	you	are	talking	with	to	build	rapport;	and	secondly,	following-up	on
action	steps	from	the	previous	coaching	conversation.	During	the	first	coaching
conversation	 there	 won’t	 be	 any	 action	 steps	 to	 follow-up	 on.	 However,	 each
appointment	 thereafter	 will	 build	 on	 them.	 For	 the	 purposes	 of	 teaching	 the
COACH	 Model	 to	 those	 not	 familiar	 with	 it,	 there	 is	 a	 separate	 chapter	 for
Follow-Up	near	the	end	of	the	book.

After	Connect	comes	Outcome
After	this	short	relational	connection	and	follow-up	of	action	steps,	it	is	time

to	move	 into	 the	 current	 conversation	 and	 find	 out	what	 the	 coachee	wants	 to
work	 on	 and	 what	 result	 they	 would	 like	 to	 achieve	 by	 the	 end	 of	 the
conversation.	 By	 beginning	 with	 the	 end	 in	 mind,	 both	 the	 coach	 and	 the
coachee	can	move	forward	with	confidence	and	focus.



Outcome

“The	formulation	of	the	problem	is	often	more	essential	than	its	solution...”
—Albert	Einstein

Coaching	 is	 an	 intentional	 conversation.	 It	 is	 a	 journey	 that	 will	 result	 in
something	meaningful	for	 the	person	being	coached.	Rather	 than	a	meandering
walk	without	a	destination,	a	coaching	conversation	usually	begins	by	clarifying
where	the	coachee	wants	to	end	up.	“Begin	with	the	end	in	mind,”	[7]	as	Steven
Covey	 wrote.	 A	 clear	 destination,	 or	 Outcome,	 is	 one	 of	 the	 distinguishing
features	of	coaching	and	one	that	makes	the	conversation	intentional.
A	 clear	 understanding	 of	 the	 desired	 outcome	 near	 the	 beginning	 of	 the

conversation	 helps	 in	 several	 ways.	 First,	 clarifying	 the	 outcome	 of	 the
conversation	allows	the	coachee	and	coach	to	be	clear	on	the	intended	result	of
the	 conversation.	 The	 coach	 understands	 what	 the	 coachee	 wants	 from	 the
conversation	and	can	partner	with	the	coachee	to	work	toward	it.
Second,	a	clear	outcome	helps	guide	the	conversation	and	keep	it	focused	on

what	 the	 coachee	 wants	 to	 achieve	 or	 explore.	 A	 conversation	 without	 an
intended	outcome	can	be	directionless—unsure	of	where	it	is	going	and	how	it	is
going	to	get	there.	Those	conversations,	more	often	than	not,	meander	and	stray
here	 and	 there,	 often	 ending	with	 little	more	 clarity	 than	when	 they	 began.	A
clear	 outcome,	 on	 the	 other	 hand,	 gives	 both	 coach	 and	 coachee	 something
specific	 to	 work	 towards,	 decreasing	 the	 chances	 that	 the	 conversation	 will
wander	down	unneeded	rabbit	trails.
Third,	 the	 results	 of	 the	 conversation	 can	 be	measured	 against	 the	 intended

outcome.	 As	 the	 conversation	 progresses,	 it’s	 helpful	 to	 check	 in	 midway
through	 the	conversation	and	ask	 the	coachee	 if	he	or	 she	 is	 satisfied	with	 the
progress	so	far,	and	whether	or	not	the	conversation	needs	to	be	adjusted	in	order
to	achieve	more	meaningful	 results.	At	 the	end	of	 the	conversation	 it’s	easy	 to
know	 if	 the	 conversation	 has	 accomplished	 its	 purpose	 by	 simply	 comparing
what	actually	happened	against	the	intended	outcome.
Sometimes	 the	 value	 of	 a	 coaching	 conversation	 is	 simply	 to	 clarify	 the

coachee’s	 problem	 or	 goal.	Many	 people	 feel	 overwhelmed,	 and	 therefore	 are
unable	 to	 begin	 moving	 forward.	 The	 process	 of	 clarifying	 what	 the	 coachee
wants	 releases	 feelings	 of	 overwhelm	 and	 frees	 the	 coachee	 to	move	 forward
towards	discovery	and	action.
Clarity	 is	 often	 accompanied	 by	 hope,	 which	 is	 a	 powerful	 motivator.



Napoleon	Bonaparte	 defined	 a	 leader	 as	 “a	 dealer	 in	 hope.”	By	 clarifying	 the
outcome	 of	 coaching	 conversations,	 a	 coach	 helps	 instill	 a	 sense	 of	 hope	 and
confidence	in	the	coachee.

Who	Decides	the	Outcome?
A	 coachee-driven	 agenda	 for	 the	 coaching	 conversation	 is	 an	 important

feature	in	the	philosophy	of	coaching.	Adult	learning	theory	tells	us	that	people
are	more	engaged	in	learning	if	they	have	a	choice	in	the	topic	and	can	apply	it
right	away.	[8]	Coaching	taps	into	both	these	motivations	by	asking	the	coachee
to	choose	a	topic	that	is	relevant	and	immediately	applicable.
In	other	helping	roles,	the	helper	often	assumes	the	driver’s	seat	in	an	effort	to

provide	what	the	other	person	needs.	In	coaching,	coachees	are	considered	to	be
the	 experts	 on	 their	 lives,	 and	 are	 trusted	 to	 think,	 decide,	 and	 act.	 Christian
coaches	acknowledge	the	working	of	the	Holy	Spirit	and	trust	Him	to	be	guiding
and	leading	the	coachee	through	many	different	means.	Rather	than	prescribing,
advising,	 or	 teaching	 the	 other	 person,	 coaches	 skillfully	 help	 the	 coachee	 to
reflect	more	deeply,	and	draw	out	how	God	is	guiding	them.
The	freedom	to	set	one’s	own	agenda	for	the	conversation	is	a	breath	of	fresh

air	 for	 many	 people	 working	 in	 ministry	 or	 service	 roles.	 A	 pastor	 wrote	 me
emphasizing	this	very	point.	Here’s	what	he	had	to	say:

“What	I	appreciate	most	about	the	coaching	I	received	was	that	I	got	to	set
the	 agenda.	 It	 was	 very	 much	 of	 a	 ‘me’	 centered	 discussion.	 That	 may
sound	 somewhat	 selfish,	 however	 in	 a	ministry	 role	where	 one	 is	 always
giving,	 this	 kind	 of	 weekly	 dialogue	 was	 much	 appreciated.	 For	 me,
coaching	was	 a	 relationship	where	 I	 got	 to	 set	 the	 agenda	 and	 determine
what	issues	needed	to	be	talked	about.”

What	Do	You	Want?
In	 the	Gospels,	 there	are	 three	separate	 incidents	 in	which	Jesus	specifically

asks	people	what	they	want.	Amazing.	He	has	so	much	to	offer,	so	much	insight
into	their	real	needs,	yet	He	allowed	these	people	to	voice	their	agenda	according
to	how	they	perceived	their	own	needs	and	interests.	Let’s	look	at	each	example.
Two	blind	men	cried	out	and…	“Jesus	stopped	and	called	them,	‘What	do	you

want	me	to	do	for	you?’	he	asked.	‘Lord,’	 they	answered,	‘we	want	our	sight.’
Jesus	 had	 compassion	 on	 them	 and	 touched	 their	 eyes.	 Immediately	 they



received	 their	 sight	 and	 followed	 him”	 (Matthew	 20:32-34).	 The	 blind	 men’s
request	and	Jesus’	response	are	what	we	might	expect.
In	 the	 next	 case,	 Andrew	 and	 another	 disciple	made	 a	 simple	 and	 possibly

unimportant	 request.	 “…	 Jesus	 saw	 them	 following	 and	 asked,	 ‘what	 do	 you
want?’	 They	 said,	 ‘Rabbi’	 (which	 means	 Teacher),	 ‘where	 are	 you	 staying?’
‘Come,’	 he	 replied,	 ‘and	 you	 will	 see.’	 So	 they	 went	 and	 saw	 where	 he	 was
staying,	and	spent	that	day	with	him”	(John	1:38-39).	It	is	tempting	to	think	we
know	what’s	best	for	people	and	to	give	them	something	“better”	than	what	they
ask	for.	We	might	think,	“No,	what	you	really	need	to	work	on	is	this…”	Jesus
didn’t	brush	aside	Andrew	and	Peter’s	simple	request.	Instead,	he	honored	it	and
them	by	treating	as	important	what	they	felt	was	important.
Jesus	was	always	willing	to	listen	to	people’s	requests	and	desires.	But	if	what

they	asked	for	was	inappropriate,	He	did	not	feel	obligated	to	provide	it.	James
and	John’s	mother’s	request	provides	a	good	example	of	this.	“Then	the	mother
of	Zebedee’s	sons	came	to	Jesus	with	her	sons	and,	kneeling	down,	asked	a	favor
of	him.	‘What	is	it	you	want?’	he	asked.	She	said,	‘Grant	that	one	of	these	two
sons	of	mine	may	sit	at	your	right	and	the	other	at	your	left	 in	your	kingdom.’
‘You	don’t	know	what	you	are	asking,’	Jesus	said	to	them”	(Matthew	20:20-22).
We	 follow	 Jesus’	 example	 by	 asking	 people	 what	 they	 want,	 and	 allowing

them	to	voice	to	their	own	concerns	and	wishes.

Getting	on	the	Same	Page
There’s	a	European	television	commercial	that	I	love.	[9]	The	scene	is	a	city

street	 lined	with	 snow-covered	 cars.	A	middle-aged	businessman	 in	 a	 suit	 and
overcoat	steps	out	of	a	building	and	begins	clearing	the	snow	off	of	his	car.	He
scraps	and	rubs	and	bangs	his	hands	together	to	keep	warm.	Finally,	after	a	lot	of
hard	work,	the	car	is	cleared	of	snow.	He	steps	back	with	a	pleased	look	on	his
face	 and	 pushes	 the	 door	 unlock	 button	 on	 his	 remote	 keychain.	 Nothing
happens	to	his	car.	Instead,	the	car	next	to	the	one	he	just	cleared	of	snow	beeps
and	 its	 taillights	 flash	as	 its	doors	unlock.	Slowly	 it	dawns	on	him	 that	he	has
cleared	snow	off	of	the	wrong	car.
More	 times	 than	 I’d	 like	 to	 admit,	 something	 similar	 has	 happened	 during

coaching	conversations.	As	we	began	 the	conversation,	 the	coachee	mentioned
something	 that	 sounded	 like	 a	 good	 coaching	 topic	 to	 me.	 I	 began	 diligently
scraping	 away	 at	 the	 problem	 to	 reveal	 solutions,	 like	 the	man	 clearing	 snow,
only	at	 the	end	to	have	the	coachee	say,	“Thanks	for	 that.	Um,	but	what	I	was
hoping	 we	 could	 have	 worked	 on	 today	 was	 my	 preparation	 for	 our	 annual



meeting…	but	we’re	out	of	time.”	I	coached	him	well,	but	on	the	wrong	topic!

“What	seems	obvious	is	not
always	well	understood.”

—Paulo	Freire

It’s	 critical	 to	 find	 out	 what	 the	 coachee	 considers	 to	 be	 the	most	 valuable
topic	 for	 that	 particular	 coaching	 conversation.	 The	 coach	 doesn’t	 decide	 this.
Nor	does	the	coach	assume	that	the	coaching	topic	will	be	a	continuation	of	the
previous	 conversation.	 The	 topic	 may	 be	 the	 next	 step	 in	 a	 continuing
conversation,	or	it	may	be	something	entirely	new.
It’s	 the	coach’s	 job	 to	draw	 the	 topic	out	of	 the	coachee	and	 then	clarify	 it.

Through	 dialogue,	 the	 coach	 and	 coachee	 determine	 how	 to	 best	 use	 the
coaching	appointment.

Determining	the	Conversation	Outcome
The	 way	 you	 ask	 the	 person	 for	 his	 intended	 outcome	 communicates

something	about	the	conversation	you’re	about	to	have.	For	example,	if	you	ask,
“What	 would	 you	 like	 to	 talk	 about?”	 this	 question	 emphasizes	 that	 you	 are
going	to	talk	about	something.	Coaching	is	talking,	but	it’s	not	all	about	talking.
Friends	 talk,	 but	 forward	movement	 is	 not	 always	 an	 important	 outcome	 of	 a
friendship	conversation.
Contrast	that	question	with	this	one:	“What	result	would	you	like	to	take	away

from	our	conversation?”	What	do	you	see	emphasized	 in	 this	question?	That’s
right—a	 result.	We’re	 not	 going	 to	 just	 talk	 about	 something,	we	 are	 actually
going	 to	 achieve	 a	helpful	 result	 right	 now.	We	are	beginning	with	 the	 end	 in
mind.	 We	 are	 creating	 a	 destination	 and	 purpose	 for	 our	 conversation,	 all
according	to	what	the	coachee	finds	valuable.

Example	Outcome	Questions:

What	result	would	you	like	to	take	away	from	our	conversation?

What	would	you	like	to	work	on?

What	would	make	today’s	conversation	meaningful	for	you?

Each	of	the	previous	questions	accomplish	several	things	that	are	critical	to	a
coaching	conversation:



•	They	put	the	coachee	in	the	driver’s	seat	in	determining	the	conversation’s
outcome.
•	They	assume	that	there	will	be	a	result	of	some	kind.
•	They	are	motivational.

The	words	“result,”	“work	on,”	and	“meaningful,”	suggest	 that	 there	will	be
progress,	which	contrasts	with	the	lack	of	hope	that	the	coachee	may	have	been
feeling	prior	to	the	conversation.
So,	the	best	way	to	determine	the	outcome	of	the	conversation	is	to	simply	ask

the	other	person	one	of	these	outcome	questions.

Sharpen	the	Outcome
Asking	for	the	conversation	outcome	is	only	the	first	step	in	determining	the

end	result	of	the	conversation.	Next	you	need	to	help	the	coachee	think	through
what	 he	 wants	 to	 work	 on,	 and	 determine	 the	 outcome	 for	 the	 conversation.
Through	dialogue,	the	coach	and	coachee	shape	the	outcome	into	something	that
is	both	useful	for	the	coachee	and	achievable	during	the	coaching	conversation.
Look	at	the	example	below	to	see	how	the	coachee’s	outcome	is	brought	into

sharper	focus	with	a	few	additional	questions.

Coach:	“What	would	you	like	to	work	on?”
Coachee:	“I	want	to	grow	in	my	relationship	with	my	wife.”
Coach:	“That’s	a	big	topic!	What	part	of	this	would	you	like	to	talk	about	to
move	you	forward	this	week?
Coachee:	“I	want	the	relationship	we	had	when	we	were	first	married.”
Coach:	 “Could	 you	 give	 me	 a	 specific	 example	 of	 that	 kind	 of
relationship?”
Coachee:	“Sure.	Everything	was	new	and	fresh.	We	had	time	for	each	other
and	it	was	exciting	just	to	be	together.	It	just	doesn’t	feel	like	that	anymore.
It	seems	like	everything	we	do	is	focused	on	the	kids	or	doing	work	around
the	house.”
Coach:	 “So,	 what	 result	 would	 you	 like	 to	 take	 away	 from	 our
conversation?”
Coachee:	“I	want	time	together	with	my	wife	that’s	focused	on	just	us.”
Coach:	“And	what	makes	this	topic	meaningful	for	you?”
Coachee:	“I	feel	like	we’re	drifting	apart,	and	don’t	like	it.”
Coach:	“What	does	moving	together	rather	than	drifting	apart	look	like?”
Coachee:	“We	would	be	together.	Not	just	physically,	but	mentally	present.



We’d	 be	 growing	more	 internally	 connected,	 at	 a	 heart	 level.	 Right	 now
we’re	just	dividing	up	the	tasks	of	running	our	family.
Coach:	“So,	in	a	nutshell,	what	do	you	want?”
Coachee:	“I	would	like	to	create	a	plan	to	help	me	and	regularly	connect	in
heart	and	mind	with	my	wife.”
Coach:	“All	right.”

In	this	example	the	coachee	gives	two	general	answers:	“I	want	to	grow	in	my
relationship	with	my	wife”	and	“I	want	 the	relationship	we	had	when	we	were
first	 married.”	 It	 took	 a	 few	 questions	 to	 reveal	 the	 coachee’s	 actual	 goal	 of
connecting	at	a	deeper	level	with	his	wife.	Most	likely	the	coachee	wasn’t	fully
aware	 that	 connecting	 with	 his	 wife	 in	 heart	 and	 mind	 was	 his	 real	 need.
Already,	the	coaching	process	produced	additional	clarity	for	the	coachee.	If	the
coach	had	not	continued	digging	for	the	desired	outcome,	the	conversation	may
have	moved	to	any	number	of	other	aspects	of	his	marriage	rather	than	the	result
the	coachee	actually	desired.
Use	questions	 to	explore,	clarify,	and	focus	 the	coachee’s	 topic,	problem,	or

goal.	As	the	coachee	defines	his	intended	results	through	a	dialogue,	he	increases
his	 own	 awareness	 and	 gains	 clarity	 on	 the	 issue	 even	 before	 thoroughly
discussing	 the	 topic.	 Just	defining	an	outcome	 is	often	a	welcome	relief	 for	an
overwhelmed	coachee.

Exploring	Questions
Exploring	questions	examine	 the	 topic	 that	 the	coachee	wants	 to	work	on	 in

order	to	understand	it	more	fully.	Don’t	be	afraid	to	dig	below	the	surface.
Many	 times	 coachees	 give	 a	 “how-to”	 topic,	 like	 time-management,

controlling	email,	or	some	other	task.	While	this	issue	may	be	real	and	pressing,
it	may	 be	more	 helpful	 to	move	 quickly	 from	 the	 surface	 “how-to”	 issue	 to	 a
deeper	“being”	discussion.	Explore	the	topic	with	questions	like,

•	If	you	could	accomplish	that,	what	would	it	do	for	you?
•	What’s	going	on	in	you	that	is	keeping	you	from	doing	this?

Once	 the	coachee	can	sort	out	what’s	happening	 inside	 them,	 they	often	can
quickly	address	the	“how-to”	part	of	the	solution.
It’s	 also	 not	 uncommon	 for	 a	 coachee	 to	 suggest	 a	 topic	 that	 is	 actually	 a

solution	to	a	larger	problem	or	goal.	By	understanding	what’s	behind	the	specific
topic,	 the	 coach	 can	 understand	 the	 coachee’s	 motivations,	 reasoning,	 and



assumptions.	 All	 three	 of	 these	 points	 are	 worth	 exploring.	 Sometimes	 when
looking	beyond	the	narrow	topic,	coaches	are	able	 to	help	the	coachee	identify
other	ways	 to	achieve	 their	ultimate	aim.	Discovering	and	working	directly	on
the	coachee’s	ultimate	goal	saves	the	coachee	time	and	effort.
Look	at	the	following	example:

Coach:	What	result	would	you	like	to	take	away	from	our	conversation?
Coachee:	I	need	a	plan	to	save	$50,000.
Coach:	If	you	don’t	mind	me	asking,	what	is	the	$50,000	for?
Coachee:	To	pay	for	an	MBA	program	I	want	to	join.
Coach:	Oh,	you	want	 to	 join	an	MBA	program?	What	would	an	MBA	do
for	you?
Coachee:	I’d	be	able	to	quit	my	current	job	and	make	more	money.
Coach:	So,	ultimately	your	goal	is	to	change	jobs	and	make	more	money.
Coachee:	Yes,	that’s	right.	I	feel	like	I’m	going	nowhere	in	my	current	job
and	want	to	get	out.
Coach:	An	MBA	might	help	you	find	a	better	job,	it	also	requires	a	lot	of
time	and	money.	Would	you	be	open	 to	 exploring	other	options	 to	 find	a
new	job?
Coachee:	Sure.

With	 a	 few	 questions,	 the	 coach	 uncovered	 the	 coachee’s	 reasoning,
motivations,	 and	 ultimate	 goal	 for	 needing	 $50,000.	 It’s	 possible	 that	 the	 best
way	for	 the	coachee	 to	change	 jobs	and	make	more	money	 is	 indeed	 to	get	an
MBA.	At	the	same	time,	there	are	many	other	approaches	to	this	goal	that	do	not
require	$50,000	and	two	years	of	study.	Either	way,	by	exploring	what’s	behind
the	topic	of	saving	$50,000,	both	the	coach	and	coachee	were	able	to	clarify	the
real	purposes,	and	thus	can	approach	the	topic	in	a	more	holistic	way.

Example	Exploring	Questions:

Let’s	 back	 up	 a	 minute,	 what	 are	 some	 of	 the	 issues	 behind	 this
situation?

What’s	the	big	picture	here,	what	do	you	want	to	achieve?

What	would	achieving	this	do	for	you?

The	question	“What	would	achieving	this	do	for	you?”	is	especially	helpful	in
uncovering	and	understanding	a	person’s	motivations	 for	doing	something.	All
goals	 have	 a	 number	 of	motivations	 behind	 them.	 People	 tend	 to	 reveal	what



they	want,	not	what	motivates	 them	to	want	 it,	which	 is	often	what	 they	really
desire	 in	 the	 first	 place.	 Clarifying	 motivations	 often	 reveal	 the	 coachee’s
ultimate	 goal	 and	 is	 a	 powerful	 tool	 to	 use	 in	 helping	 the	 coachee	 to	 move
forward.

Clarifying	Questions
We	all	make	assumptions	about	the	meaning	of	words	or	phrases.	Sometime

our	assumptions	are	correct	and	other	times	they	are	not.	It’s	best	to	ask.	After
asking,	you	may	find	out	that	you	both	held	the	same	understanding	for	the	word
or	phrase.	Still,	 you	could	ask	about	 the	motivations	behind	 it.	Such	as	 in	 this
dialogue:

Coach:	What	result	would	you	like	to	take	away	from	our	conversation?
Coachee:	I’d	like	to	figure	out	how	our	team	can	become	a	real	team.
Coach:	What	would	a	“real	team”	look	like?
Coachee:	We	would	have	a	common	goal	with	each	of	us	playing	a	role	in
accomplishing	it,	and	we’d	get	something	done.
Coach:	What	would	becoming	a	real	team	do	for	you?
Coachee:	 I	want	 to	 achieve	 something	bigger	 than	 just	what	 I	 personally
can	do	on	my	own.	And	I	want	to	work	together	with	others.	Right	now	we
call	ourselves	a	team,	but	we’re	each	working	on	our	own	thing.
Coach:	 So,	 you’re	 looking	 for	 a	 big,	 common	 goal	 and	 teamwork	 in
accomplishing	it?
Coachee:	Yes,	that’s	right.
Coach:	What	part	of	this	would	you	like	to	work	on	today?

[The	 dialogue	 continues	 to	 further	 explore	 the	 topic	 and	 create	 a	 specific
outcome	for	the	conversation.]

Clarifying	 questions	 allow	 you	 to	 explore	 what	 the	 coachee	 means	 by	 the
words	 they	are	using.	Clarifying	questions	are	not	 just	 for	your	understanding,
but	also	to	promote	greater	clarity	in	the	coachee.	Clarification	usually	produces
a	 more	 straightforward	 and	 clear	 explanation.	 Pick	 up	 on	 vague	 or	 possibly
meaningful	words	or	phrases	the	coachee	uses	and	ask	for	clarification.

Example	Clarifying	Questions:

What	do	you	mean	by	“act	like	a	team”?



Could	you	give	an	example	of	“community”?

What	would	being	“successful”	look	like	to	you?

Focusing	Questions
Focusing	questions	help	to	narrow	the	coaching	topic	to	something	that	is	both

manageable	 to	 achieve	during	 the	 length	of	 the	 conversation,	 and	 immediately
helpful	to	the	coachee.	It’s	not	unusual	for	coachees	to	suggest	a	broad	or	vague
topic.
Don’t	 worry.	 There	 are	 simple	 ways	 to	 narrow	 the	 topic	 to	 something

manageable.	Look	at	how	this	example	works:

Coach:	What	result	would	you	like	to	take	away	from	our	conversation?
Coachee:	I’d	like	to	achieve	world	peace.
Coach:	That’s	an	important	topic.	What	part	of	that	would	you	like	to	work
on	today?
Coachee:	I’d	like	to	see	Christians	and	Muslims	get	along	better.
Coach:	Great.	And	what	aspect	of	 this	 relationship	would	be	 immediately
helpful	to	you	this	week?
Coachee:	There’s	a	new	Muslim	center	opening	a	few	blocks	away	from	my
home	 and	 I’m	 embarrassed	 by	my	 neighbor’s	 reactions.	 I’d	 like	 to	 think
through	some	positive	responses.

[The	conversation	may	continue	to	further	clarify	the	topic.]

Of	course	this	is	a	wild	example,	but	it	serves	to	illustrate	a	few	points.	First,
the	coach	didn’t	panic.	She	affirmed	the	topic	as	important,	and	asked	a	question
to	 narrow	 it	 further.	 Second,	 the	 coach	 didn’t	 assume	 that	 she	 understood	 the
topic.	World	peace	is	a	huge	topic	that	includes	many,	many	things.	Any	guess
by	 the	 coach	 would	 likely	 be	 wrong.	 Asking	 the	 coachee	 to	 explain	 what	 he
means	is	the	only	way	to	ensure	that	you	have	a	complete	understanding	of	his
thought	 process.	 Third,	 the	 coach	 didn’t	 dismiss	 the	 topic.	 Some	 might	 have
responded	 to	 the	 coachee’s	 desire	 for	world	 peace	 by	 asking,	 “How	 about	we
work	 on	 something	 more	 practical?”	 but	 she	 engaged	 the	 coachee’s	 topic.
Fourth,	 the	 coach	 didn’t	 narrow	 the	 topic	 herself.	 Broad,	 vague	 topics	 can	 be
intimidating.	 For	 many,	 a	 natural	 response	 would	 be	 to	 gain	 control	 of	 the
conversation	 by	 being	 directive,	 and	 offering	 the	 coachee	 a	 couple	 of	 topics
related	to	world	peace	to	discuss.	It’s	much	better	to	ask	the	coachee.



Example	Focusing	Questions:

That’s	a	big	topic,	what	part	of	that	would	you	like	to	focus	on	today?

What	aspect	of	that	problem	would	you	like	to	work	on	right	now?

What	part	of	 this	 topic	would	be	most	helpful	 for	you	to	address	 this
week?

Again,	don’t	be	 tempted	 to	 assume	you	understand	what	 the	 coachee	would
like	to	work	on,	or	to	narrow	the	topic	for	the	coachee.	Instead,	use	questions	to
help	 the	 coachee	 separate	 the	 broad	 topic	 into	 smaller	 topics,	 and	 to	 prioritize
what	today’s	conversation	will	be	about.

Confirm	the	Outcome
As	the	outcome	becomes	more	specific	and	clear,	test	your	understanding	by

asking	 the	 coachee	 to	 restate	 his	 or	 her	 outcome.	 Or	 you	 can	 summarize	 the
outcome	 yourself.	 Be	 careful	 not	 to	 go	 beyond	what	 the	 coachee	 has	 said	 by
adding	meaning	or	specifics	the	coachee	didn’t	mention.

Just	so	we’re	clear,	would	you	please	restate	what	you’d	like	to	achieve
today?

So,	is	that	what	you’d	like	to	focus	our	conversation	on	today?

Just	 to	 check	my	understanding,	 today	you’d	 like	 to	 leave	with	X,	Y,
and	Z.	Is	that	correct?

Checking	Progress	During	the	Conversation
Asking	the	coachee	for	his	or	her	desired	outcome	and	then	using	exploring,

clarifying,	and	focusing	questions	 to	sharpen	 the	 topic	will	ensure	 that	you	are
working	on	what	is	most	important	and	meaningful	for	the	coachee.
With	a	clear	outcome,	the	conversation	can	move	toward	exploring	the	topic

in	 order	 to	 raise	 awareness	 and	 additional	 perspective.	During	 this	 exploration
you	might	travel	down	several	different	paths.	Having	a	clear	outcome	in	place
allows	 both	 you	 and	 the	 coachee	 to	 more	 easily	 determine	 whether	 the
conversation	is	moving	in	the	right	direction.	At	anytime	during	the	conversation
you	 can	 check	 on	 your	 progress	 by	 referring	 back	 to	 the	 outcome.	 Ask



something	 like	 this,	 “Are	 we	 making	 the	 progress	 you	 hoped	 for	 in	 our
conversation?”



Awareness

“You	 cannot	 teach	 a	man	 anything.	 You	 can	 only	 help	 him	 discover	 it	 within
himself.”
—Galileo	Galilei

Discoveries—insights	 both	 large	 and	 small—are	 a	 fundamental	 part	 of	 the
coaching	experience,	and	are	the	ultimate	goal	of	the	Awareness	step.	Coachees
make	discoveries	about	themselves,	their	situation,	their	potential,	their	actions,
their	inaction,	their	assumptions,	their	values—the	list	goes	on	and	on.	The	thrill
of	discovery	produces	new	thoughts,	emotions,	perspectives,	and	determination.
Coaches	 facilitate	 these	 discoveries	 and	 help	 coachees	 take	 action	 based	 on

their	 insights.	As	 their	perspective	expands	and	 their	current	situation	becomes
clearer,	 coachees	 see	 more	 options	 for	 action	 and	 change.	 The	 greater	 the
discovery,	 the	more	 readily	 options	 for	 action	will	 present	 themselves.	 In	 this
chapter	you	will	learn	the	skill	of	creating	powerful	questions	that	enable	others
to	reflect	more	deeply	than	they	might	on	their	own.	You	will	learn	how	to	ask
questions	 that	will	 raise	 awareness	 from	many	 different	 perspectives,	 and	 you
will	learn	how	to	stimulate	insights	by	generating	feedback	rather	than	giving	it.

New	Roads,	New	Perspective
Not	long	ago	while	I	was	traveling	in	France	for	a	speaking	engagement,	I	set

my	GPS	 for	 a	 small	 city	 in	 the	 south,	 half	 the	 country	 away	 from	my	 starting
point	just	outside	of	Paris.	The	GPS	directed	me	along	a	small	two-lane	road	that
took	me	through	fields	and	cute	country	villages.
As	beautiful	as	it	was,	the	journey	was	taking	longer	than	I	expected.	Every	15

minutes	or	so	I	became	stuck	behind	a	slow-moving	tractor.	I	tried	everything	I
could	to	improve	my	speed	on	this	road.	I	passed	the	tractors	and	anything	else
that	 was	 in	 front	 of	me.	 On	 straight	 sections	 of	 road	 I	 increased	my	 speed.	 I
didn’t	stop	for	anything.	This	continued	for	two	hours.	According	to	my	GPS,	it
would	still	take	three	more	hours	to	reach	my	destination.	I	was	going	to	be	very
late.	But	what	could	I	do?
Since	I	was	going	to	be	late	anyway	and	still	had	a	long	way	to	go,	I	decided

to	stop	for	an	espresso	and	a	croissant.	After	this	heavenly	refreshment,	I	turned
on	the	car	again	and	the	GPS	reset	itself.	Only	then	did	I	realize	that	the	GPS	had
been	 previously	 set	 to	 “avoid	 toll	 roads.”	After	 I	 changed	 the	GPS	 settings	 to



include	toll	roads,	it	mapped	out	a	new	route	and	gave	me	a	fresh	arrival	time	of
only	58	minutes.	That’s	two	hours	faster	than	the	route	I	had	been	using.

“Do	you	have	eyes	but	fail	to	see,
and	ears	but	fail	to	hear?”

—Jesus,	Mark	8:18

Our	thinking	is	like	a	road	we	travel	on.	We	explore,	reflect,	take	action,	and
adjust	our	actions—all	along	our	line	of	thinking.	After	we’ve	explored	all	that
we	can,	if	we	get	stuck,	we	find	someone	to	help	us.	We	explain	the	situation	to
them,	 using	 our	 line	 of	 thinking.	More	 often	 than	 not,	 the	 person	 helping	will
also	 follow	 our	 line	 of	 thinking—the	 road	 we	 present	 to	 them.	 They	 help	 us
explore	it	further,	but	it’s	already	tapped	out.	Their	help	may	produce	one	or	two
further	steps	of	incremental	progress,	but	we’re	still	traveling	along	the	same	old
road.
Breakthrough	 comes	 when	 we	 find	 new	 roads	 altogether,	 and	 are	 not	 just

traveling	more	quickly	and	overcoming	obstacles	on	old	ones.	The	struggles	of
the	old	road	often	become	irrelevant	when	we	discover	a	new	road.	Just	as	on	the
toll	 roads	 in	 France,	 I	 had	 no	 further	 need	 to	 find	 solutions	 to	 slow-moving
tractors	and	small	villages.
How	do	we	 find	new	roads?	Usually	not	 in	 the	places	we’ve	been	 taught	 to

look.

Information	≠	Answers
It	is	commonly	believed	that	the	key	to	finding	answers	and	getting	unstuck	is

through	 more	 information	 or	 knowledge.	 So	 we	 seek	 experts	 through	 books,
seminars,	podcasts,	and	blogs,	hoping	 they	will	give	us	 that	new	little	 tidbit	of
knowledge—the	key	to	solving	our	problem.
Breakthrough,	 however,	 rarely	 comes	 through	 new	 knowledge,	 because

looking	at	additional	information	from	the	same	perspective	just	keeps	us	on	the
same	road.
Coaching	takes	a	different	approach.	The	focus	is	not	on	new	information	or

knowledge,	but	rather	on	a	new	perspective.	A	shift	in	perspective—seeing	what
we	already	“know”	with	new	eyes—can	lead	 to	 the	discovery	of	new	roads.	A
narrow	 perspective	 tends	 to	 limit	 thinking.	 The	 more	 perspective,	 the	 more
accurately	a	person	will	see	his	or	her	situation.
We	find	new	roads	by	increasing	our	perspective—seeing	the	same	world	in



new	ways,	through	new	eyes.	With	a	new	perspective	we	make	discoveries	about
our	situation	and	ourselves.	 Insights	come	 through	pursuing	 these	new	lines	of
thinking.	As	a	result,	we	are	immediately	presented	with	new	options	for	action
that	 are	 significantly	 different	 than	 before.	 We	 move	 from	 being	 stuck	 and
“having	 tried	 everything,”	 to	 seeing	 many	 new	 possibilities	 and	 feeling	 hope
once	again	for	success.

“The	real	voyage	of	discovery	consists	not	in	seeking	new	landscapes
but	in	having	new	eyes.”

—Marcel	Proust

Once	we	see	with	new	eyes	and	gain	increased	perspective	we’re	more	likely
to	discover	breakthrough	solutions.

Why	Knowledge	is	a	Thing	of	the	Past
As	leaders,	we	often	view	ourselves	as	knowledge	providers.	So	we	teach,	tell,

or	 advise	 and,	 in	 this	 way,	 pass	 on	 our	 knowledge	 to	 someone	 else.	 The
instruction	process	requires	the	other	person	to	listen	as	we	share	our	knowledge.
The	assumption	is	that	what	we	have	to	say	will	be	the	key	to	solving	the	other
person’s	problem,	or	will	help	them	achieve	their	goal.
This	 is	 sometimes	 helpful,	 but	 knowledge,	 even	 the	 knowledge	 that	worked

for	us	in	the	past,	isn’t	as	powerful	as	generating	insight	in	the	other	person.	We
own	what	we	discover.
Don’t	get	me	wrong,	I	love	studying	what’s	already	been	said	and	done	on	a

topic.	That	information	is	invaluable.	However,	it	is	only	one	type	of	learning.	I
believe	 there	 is	deeper	 learning	 that	goes	beyond	existing	knowledge	and	how
others	have	applied	 it.	Deeper	 learning	actually	creates	new	ideas,	applications
and	actions	that	neither	the	coach	nor	the	coachee	were	aware	of	before.
Creating	 something	 new	 requires	 engaged	 and	 reflective	 thinking.	 This	 is

where	 powerful	 questions	 come	 in.	 Asking	 the	 right	 questions	 promotes
reflection	 more	 effectively	 than	 merely	 providing	 knowledge.	 Coaches	 use
questions	 as	 a	 primary	 tool	 in	 working	 with	 others.	 Questions	 help	 stimulate
thinking,	broaden	perspective,	and	generate	new	options	for	actions.
Let’s	look	at	the	difference	between	knowledge	and	questions:

Knowledge	is	past;
Questions	are	future.



Knowledge	is	static;
Questions	are	dynamic.

Knowledge	is	rigid;
Questions	are	flexible.

Knowledge	limits	options;
Questions	create	possibilities.

Knowledge	requires	adaptation;
Questions	call	for	innovation.

Knowledge	is	a	location;
Questions	are	a	journey.

Knowledge	can	be	superior;
Questions	require	humility.

Knowledge	knows;
Questions	learn.

Powerful	Questions	for	Perspective
Powerful	questions	are	the	tools	that	help	coachees	to	discover	new	roads	and

to	 find	 answers.	 Many	 people	 are	 not	 naturally	 reflective,	 and	 we	 all	 have	 a
limited	perspective.	Coaches	stimulate	or	even	provoke	reflection	with	questions
that	cause	coachees	to	think	more	deeply	than	they	could	on	their	own.
But	why	ask	questions?	Isn’t	it	faster	to	just	tell	people	your	ideas	and	share

your	experience?	Why	not	just	give	people	the	answer?
Lyle	Schaller	 is	a	name	you	may	not	be	familiar	with,	yet	he	did	for	church

and	denominational	consulting	what	Peter	Drucker	did	for	corporations.	In	fact,
the	two	men	were	friends.	Schaller	focused	on	bringing	change	to	organizations
and	believed	 in	 the	power	of	questions.	He	wrote,	 “The	most	 effective	way	 to
influence	 both	 individual	 and	 institutional	 behavior	 is	 to	 ask	 questions.”	 [10]
This	powerful	statement	goes	against	the	grain	of	common	leadership	practices.
Many	 of	 us	 act	 as	 if	 instructing,	 reminding,	 inspiring,	 preaching,	 convincing,
commanding,	or	announcing	will	change	the	behavior	of	others.	Schaller’s	years
of	 consulting	 experience	 in	 more	 than	 60	 denominations	 provided	 him	 with
ample	 opportunity	 to	 try	 all	 these	 “telling”	 approaches,	 but	 he	 settled	 on
questions	as	 the	most	effective	method.	“Change	 is	 the	name	of	 the	game,”	he



wrote,	“and	questions	are	the	heart	of	that	game!”	[11]
How	do	questions	promote	change?	According	 to	adult	educator	Jane	Vella,

“Open	 questions	 are	 the	 single	 sure	 practice	 that	 invites	 critical	 thinking	 and
effective	 learning.”	 [12]	 Adults	 learn	 best	 through	 dialogue,	 and	 questions
promote	 dialogue.	 Critical	 or	 analytical	 thinking	 is	 an	 open,	 non-defensive
examination	of	a	topic.	As	Vella	found,	reflection	is	best	accomplished	through
dialogue.	 To	 dialogue	 is	 to	 hold	 a	 topic	 in	 front	 of	 you	 and	 examine	 it	 from
different	 sides.	 Open	 questions	 allow	 the	 topic	 to	 be	 viewed	 in	 new	 ways,
producing	new	discoveries	and	thus,	learning.

How	To	Ask	Powerful	Questions
One	of	the	most	frequent	questions	asked	at	our	coaching	workshops	is,	“How

do	I	ask	powerful	questions?”	It	would	be	nice	if	there	were	a	list	of	pre-formed,
set	questions	that	were	guaranteed	to	unlock	perspective	and	insights	in	others.
Unfortunately,	there	are	few	“magic”	questions.	Powerful	questions	are	not	that
easy	to	come	by!

“The	purposes	of	a	man’s	heart	are	deep	waters,	but	a	man	of
understanding	draws	them	out.”	Proverbs	20:5

Powerful	 questions	 come	 from	 profound	 listening	 and	 engagement	 with	 a
person.	What	makes	a	question	powerful	is	its	ability	to	provoke	reflection	in	the
other	 person.	Many	of	 us	 are	 used	 to	 telling	 people	 about	 our	 own	 reflections
rather	 than	 drawing	 out	 theirs.	To	 ask	 powerful	 questions,	 it’s	 helpful	 to	 keep
three	principles	in	mind.

1.	Coachee	or	Me?
Is	this	question	for	my	benefit	or	the	coachee’s?

2.	Forward	or	Backward?
Is	this	question	focused	on	the	past	or	moving	forward?

3.	Building	or	Correcting?
Does	this	question	try	to	correct	the	coachee	or	help	them	build?

Coachee	or	Me?
Powerful	 questions	 are	 for	 the	 benefit	 of	 the	 other	 person.	 Not	 the	 asker.



Questions	are	based	on	the	other	person’s	agenda,	not	the	coach’s.	We	saw	in	the
last	chapter	 that	 the	Outcome	of	 the	conversation	will	come	from	 the	coachee,
but	 it’s	 possible	 that	 the	 coach	 can	 hijack	 the	 agenda	 during	 the	 Awareness
stage.
One	way	 a	 coach	might	 do	 this	 is	 by	 asking	 questions	 for	 his	 own	 benefit,

instead	of	 the	coachee’s.	This	problem	stems	from	the	mindset	of	 the	coach.	If
the	coach	views	himself	as	a	solution	provider,	than	he	must	know	all	the	details
of	the	situation	in	order	to	give	a	helpful	solution.
For	example,	if	the	topic	is	a	conflict,	a	solution-provider	coach	will	need	to

hear	all	the	details	in	order	to	offer	advice	on	how	the	coachee	might	solve	the
conflict.	 Who	 knows	 those	 details?	 The	 coachee.	 Who	 doesn’t?	 The	 coach.
However,	if	the	coach	views	himself	as	someone	who	helps	the	coachee	reflect
to	 find	 their	 own	 solutions,	 the	 coach	 needs	 to	 know	 very	 few	 details	 of	 the
conflict.	 The	 coach	 focuses	 on	 the	 Process	 of	 solving	 the	 conflict	 by	 asking
powerful	questions.

Coach-focused	question:	Tell	me	about	the	conflict.	(The	coachee	knows
about	the	conflict,	thus	the	question	is	for	the	coach.)

Coachee-focused	 question:	 What	 would	 excellent	 resolution	 of	 this
conflict	look	like?

Forward	or	Backward?
Powerful	questions	are	forward-moving	not	backward-looking.	This	principle

builds	on	the	first,	if	the	coach	isn’t	providing	solutions,	then	she	needs	to	know
very	 little	 of	 the	 background.	 The	 coachee	 already	 knows	 the	 background
information.	 Other	 helping	 styles	 may	 spend	 the	 bulk	 of	 the	 conversation
discussing	 all	 the	 details	 and	 background	 information.	 That	 history	 may	 be
interesting,	but	this	practice	often	does	little	to	further	the	goal	of	new	insights
and	perspectives.
One	of	the	key	differences	between	therapy	and	coaching	is	that	a	counselor

or	therapist	seeks	to	discover	issues	in	a	person’s	past	that	are	preventing	them
from	 moving	 forward	 in	 their	 life.	 Special	 techniques	 and	 tools	 are	 used	 to
understand	 these	 issues	 in	 order	 to	 bring	 healing	 or	 closure.	 While	 both
counselors	 and	 coaches	 use	 many	 of	 the	 same	 dialogue	 techniques,	 coaching
begins	 in	 the	 present	 and	 is	 future	 oriented.	 Coachees	 are	 basically
psychologically	and	emotionally	healthy	and	want	to	move	ahead.	If	you	suspect
a	 coachee	 has	 a	 psychological	 disorder	 such	 as	 depression,	 addictions,	 eating



disorders,	 or	 suicidal	 tendencies,	 you	 must	 refer	 the	 coachee	 to	 a	 qualified
counselor	or	therapist	so	he	or	she	can	get	the	help	they	need.
This	 is	 not	 to	 say	 that	 a	 coach	 never	 asks	 questions	 regarding	 the	 past.

Sometimes	 helping	 a	 coachee	 link	 their	 previous	 experience	 to	 their	 current
situation	produces	insight.	The	point	is,	you	need	to	know	far	fewer	details	of	the
coachee’s	 situation	 than	you	might	 think	you	do,	 so	 focus	on	asking	questions
that	are	forward-looking.

Backward-looking	 question:	Why	 did	 you	 organize	 it	 that	way?	 (The
coach	wants	the	history,	but	it	may	not	be	needed.)

Forward-looking	question:	What	approach	is	your	intuition	telling	you
to	take?

Building	or	Correcting?
Powerful	 questions	 stimulate	 discovery	 toward	 action	 and	 do	 not	 subtly

attempt	to	correct	the	coachee.	No	matter	how	impartial	you	try	to	be,	you	will
still	make	mental	judgments	about	the	coachee’s	situation.	These	judgments	can
leak	through	in	the	form	of	questions	that	you	hope	will	help	the	coachee	realize
his	errors.	These	kinds	of	questions	are	intended	to	“raise	awareness”	and	correct
the	coachee.
There	are	a	couple	of	problems	with	this	approach.	We	can	easily	break	trust

with	the	coachee	if	they	sense	that	we	are	judging	them.	The	coachee’s	natural
reaction	is	to	close	up,	become	defensive,	and	justify	their	actions.	The	coachee
can	also	feel	manipulated.	They	view	your	questions	as	an	attempt	to	“fix”	them
rather	than	as	honest	inquiry.	Also,	some	coachees	may	believe	that	you	actually
have	the	answer	for	them	and	that	you	are	holding	back.	This	does	not	promote
trust	or	self-discovery.
Don’t	focus	your	questions	on	correcting	the	coachee,	but	rather	on	ways	that

will	allow	the	coachee	to	build.	Throughout	a	coaching	conversation	the	coachee
builds	understanding,	perspective,	options,	solutions,	and	actions.

Correcting	question:	Why	haven’t	you	delegated	this	to	someone	else?
(Coach	is	thinking,	“You	should	have	delegated	this	a	long	time	ago.”)

Building	 question:	What	 help	 do	 you	 need	 from	here?	 (Just	 using	 the
word	 “delegation”	will	 provide	 a	 suggestion,	 if	 not	 a	 judgment.	 Leave	 it
open	with	“help”	and	see	what	the	coachee	thinks	of.)



Moving	From	Your	Ideas	to	Theirs
We	 all	 have	 ideas.	 There’s	 a	 saying,	 “Ideas	 are	 like	 small	 children.	 Other

people’s	 are	 nice,	 but	we	 always	 like	 our	 own	 the	 best.”	This	 holds	 true	with
coaches	too.	We	like	our	ideas.	They	make	sense	to	us,	and	we	think	they	will	be
helpful	to	the	coachee.
So,	what	do	we	do	with	the	ideas	that	pop	into	our	head	during	the	coaching

conversation?	Let’s	look	at	how	ideas	are	often	shared.

•	If	I	were	you	I’d	ask	Susan	to	help.
•	You	should	ask	Susan	to	help	you.
•	If	you	were	smart,	you’d	ask	Susan	to	help	you.
•	Susan	is	quite	capable,	how	about	asking	her	to	help	you?

These	 examples	 of	 sharing	 an	 idea	 have	 plenty	 of	 downsides	 to	 them.	 “If	 I
were	 you…”,	 the	 coachee	 may	 be	 thinking,	 “well,	 you	 are	 not	 me.”	 “You
should…”	 or	 “ought	 to”	 or	 “if	 you	 were	 smart	 you	 would…”	 these	 are	 all
commands	 and	 place	 judgment	 on	 the	 other	 person	 if	 they	 don’t	 respond
positively	to	our	idea.	The	last	of	the	four	examples	above	offers	at	least	a	bit	of
reasoning	 and	 considers	 the	 coachee’s	 opinion.	However,	 the	 biggest	 problem
with	these	suggestions	is	that	they	are	the	coach’s	ideas,	and	do	not	draw	from
the	coachee’s	own	resources.

“Transformation	comes	more	from	pursuing	profound	questions	than
seeking	practical	answers.”

—Peter	Block	[13]

In	some	helping	roles,	sharing	your	ideas	with	the	other	person	is	considered	a
normal	 function.	 However,	 a	 coaching	 approach	 draws	 out	 ideas	 from	 the
coachee	and	his	or	her	surrounding	resources,	helping	him	or	her	reflect	on	the
merits	 and	 application	 of	 these	 ideas.	The	 generation	 of	 ideas	 from	within	 the
coachee	is	a	key	approach.
The	purpose	of	providing	an	idea	is	to	help	the	coachee	find	a	solution.	When

we	 provide	 a	 solution	 we	 short-circuit	 the	 reflective	 process	 that	 equips	 the
coachee	to	find	his	or	her	own	solutions.	According	to	the	old	parable,	we	give
them	a	fish	rather	than	teaching	them	to	fish.

My-Idea	Questions
Even	as	we	use	questions,	we	may	still	be	sharing	our	 ideas.	Take	a	 look	at



these	questions:

•	Are	you	planning	to	borrow	money	to	do	that?
•	Could	Susan	help	you?
•	How	about	asking	for	a	new	computer?
•	Do	you	learn	from	reading	books	or	talking	with	people?

I	call	this	type	of	question	a	my-idea	question.	My-idea	questions	are	a	vehicle
for	 our	 own	 ideas	 or	 suggestions.	 This	 type	 of	 question	 is	 the	 easiest	 to	 ask
because	it	is	basically	giving	advice	in	the	form	of	a	question.	My-idea	questions
flow	 directly	 from	 our	 own	 perspective	 toward	 the	 solutions	 or	 the	 next	 steps
that	we	see.
My-idea	 questions	 limit	 the	 coachee’s	 reflection	 because	 the	 coachee	 must

answer	yes	or	no	to	the	coach’s	idea.	In	the	case	of	“or”	questions,	there	are	two
ideas	 the	 coachee	 can	 choose	 from—but	 both	 are	 from	 the	 coach.	 Powerful
questions	 are	 those	 that	 provoke	 reflection	 in	 the	 other	 person.	 My-idea
questions	do	not	generate	this	type	of	creative,	deep	reflection.
An	alternative	is	to	ask	open	questions.	The	response	to	an	open	question	can

go	in	a	hundred	different	directions.	Asking	open	questions	requires	the	coach	to
give	up	control	of	 the	conversation	and	be	willing	 to	go	where	 the	Holy	Spirit
and	the	coachee	leads.	That	lack	of	control	can	be	scary	for	a	coach.

Opening	Up	Questions
Your	 ideas	 are	 not	 going	 to	go	 away,	 so	use	 them.	 Instead	of	 forming	your

ideas	 into	my-idea	 questions,	 use	 them	 to	 create	 open	 questions.	Asking	 open
questions	will	help	you	move	from	being	an	idea-giver	to	an	idea-explorer.
The	 technique	 of	 creating	 open	 questions	 involves	 taking	 your	 idea	 and

broadening	it	to	its	root	topic	or	category.	By	asking	about	the	broader	category,
you	encourage	the	coachee	to	reflect	and	find	their	own	answer.	Here’s	how	you
can	do	this.
For	most	 people	 a	 specific	 idea,	 suggestion	 or	 direction	will	 pop	 into	 their

head.	 If	 you	 directly	 create	 a	 question	 with	 your	 idea	 it	 will	 be	 a	 my-idea
question.	Here’s	an	example.	During	a	conversation	about	purchasing	some	land
for	a	ministry	the	coach	asks,	“Are	you	planning	to	borrow	money	to	do	that?”
How	 many	 options	 are	 there?	 One.	 Whose	 idea	 is	 it	 to	 borrow	 money?	 The
coach’s.	The	coach	 is	using	a	my-idea	question	 to	give	an	 idea,	 suggestion,	or
basically	an	answer	disguised	as	a	question.	“Borrow	money”	is	too	specific	an
idea	to	provoke	reflection	in	the	coachee.



Instead,	take	your	idea	and	broaden	it	to	the	wider	category	or	topic	that	it	is	a
part	of	and	ask	about	 that.	 In	 this	example	 the	 idea	 is	 to	“borrow	money.”	So,
back	the	idea	up	and	broaden	it	to	the	category	or	topic	that	it	is	a	part	of.	The
category	or	topic	behind	the	idea	of	“borrow	money”	is	really	how	to	finance	it,
so	 you	might	 ask,	 “What	 are	 your	 plans	 to	 finance	 that?”	How	many	 options
does	this	question	present?	Many.	Who	provides	the	options?	The	coachee.	This
is	an	open	question.
Let’s	try	another	example.	Rather	than	asking,	“Could	Susan	help	you?”	Ask,

“Who	 could	 help	 you?”	 Immediately	 the	 coachee	 goes	 from	 one	 possibility
(Susan)	to	a	multitude	of	possibilities	(anyone).	Here	are	more	examples.

My-idea	 question:	 I	 have	 a	 helpful	 book	 on	managing	 teams,	would	 you
like	to	read	it?
Open	question:	How	could	you	learn	more	about	managing	teams?

My-idea	question:	Have	you	thought	about	firing	him?
Open	question:	What	options	do	you	see	in	working	with	him?

My-idea	question:	Is	casting	vision	the	next	step	for	the	team?
Open	question:	What	are	possible	next	steps	for	the	team?

My-idea	question:	Could	someone	on	your	team	help?
Open	question:	Who	might	be	able	to	help?

My-idea	question:	Do	you	learn	from	reading	books	or	talking	with	people?
Open	question:	How	do	you	prefer	to	learn	new	things?

Both	my-idea	questions	and	open	questions	 follow	a	pattern.	Typically,	my-
idea	questions	begin	with	the	words	would,	could,	are,	is,	and	does,	while	open
questions	begin	with	what	or	how.	Table	2	 lists	 typical	starting	words	for	both
types	of	questions.



Asking	Questions	from	Different	Angles
One	sure	way	 to	help	people	discover	new	roads	and	 increase	perspective	 is

by	 asking	 questions	 from	 different	 angles.	Angles	 are	 the	 perspectives,	 or	 the
roads	our	thinking	travels	along.	If	our	thinking	stays	on	the	same	road,	solutions
will	be	limited	to	those	that	are	available	on	that	road.	However,	there	are	many
roads—many	ways	to	think	about	something—and	just	as	many	perspectives.
When	the	coachee	presents	their	situation	to	us	it’s	natural	that	we	will	see	it

immediately	from	two	perspectives,	our	own	and	the	coachee’s.	It’s	easy	to	get
stuck	 on	 either	 road—either	 perspective.	 Instead,	 the	 coach	 can	 ask	 questions
from	 different	 perspectives,	 or	 what	 we	 call	 angles.	 Angles	 are	 similar	 to	 the
topic	or	categories	we	used	above	in	open	questions.	Common	angles	to	explore
are:	relational,	financial,	motivational,	organizational,	spiritual,	etc.
Here’s	 an	 example.	 Fred	 was	 country	 director	 for	 a	 large	 humanitarian

organization.	He	shared	with	me	about	a	conflict	with	another	 field	 leader.	He
described	 the	conflict	as	a	personal	attack	by	 the	other	 leader.	He	 told	me	 that
he’d	never	gotten	along	with	the	other	leader	and	found	him	to	be	arrogant	and
self-serving.	 As	 we	 explored	 the	 coachee’s	 perspective,	 we	 couldn’t	 find	 any
leverage	for	action.	He	was	stuck	and	unable	to	move	forward.
Then	we	looked	at	the	conflict	from	the	angle	of	organizational	culture.
I	asked,	“How	might	organizational	culture	be	affecting	your	relationship?”
“I	 don’t	 see	 any	 link	 because	 our	 organization	 is	 empowering,	 very

decentralized	and	flat	in	its	structure,”	he	said.
“How	does	an	empowered,	decentralized	leader	behave?”	I	probed.
“Independently.”	He	answered.
“And	how	is	your	colleague	behaving?”	I	continued.
“Independently…	we	all	do.	But	 I’m	 trying	 to	work	 together	and	he	said	he

wanted	to	as	well.	This	is	one	thing	that	is	so	tough	in	my	organization—nobody
works	together.”
“So,	you’re	saying	it’s	rare	that	leaders	in	your	organization	partner	between

fields?”
“Yes.”
“So,	 how	 might	 that	 aspect	 of	 your	 corporate	 culture	 be	 adding	 to	 your

conflict	with	this	field	leader?”
“Actually,	 he’s	 not	 behaving	 much	 differently	 than	 everyone	 else,	 I	 just

expected	that	we’d	be	able	to	partner	together,	and	he	indicated	that	he’d	like	to
partner	as	well.	But	our	organization	doesn’t	have	a	good	history	of	that	kind	of
partnership.”
“Keep	going.”



“Well,	I’m	seeing	that	it’s	more	than	just	him	and	me	here.	We	are	trying	to
swim	 upstream	 in	 our	 organizational	 culture.	 I	 had	 high	 expectations,	 maybe
unrealistic,	and	possibly	he	did	as	well.”
“With	 the	 corporate	 culture	 in	mind,	 how	might	 you	 think	differently	 about

this	field	leader	and	your	expectations	of	partnership?”
“I	 still	 expect	 him	 to	 keep	 his	 word.	 But	 I	 also	 realize	 that	 we	 have	 our

organizational	 history	 going	 against	 us.	 I	 shouldn’t	 take	 his	 lack	 of	 action	 so
personally.	Actions	that	I	see	as	self-serving	and	arrogant	could	be	interpreted	as
him	 just	 doing	 his	 own	 thing,	 like	 everyone	 does.	 There’s	 a	 big	 difference
between	 a	 good	 idea	 or	 something	 we	 ‘should’	 do	 and	 something	 strategic
enough	for	us	to	overcome	our	personal	habits	and	organizational	culture.”
“Those	are	helpful	insights.”
Changing	angles	again,	I	asked,	“If	you	think	about	his	personality	and	yours,

how	might	personality	differences	be	affecting	your	partnership?”
Asking	questions	from	different	angles	allows	the	coachee	to	reflect	on	their

situation	 from	 different	 perspectives.	 I	 use	 angle	 questions	 quite	 freely.
Sometimes	 I	 have	 a	 hunch	 that	 there	 might	 be	 something	 to	 be	 gained	 from
exploring	a	certain	angle.	Other	times,	I	simply	ask	an	angle	question	to	see	what
new	reflection	 it	may	provoke.	The	goal	 is	 to	 raise	awareness	and	 increase	 the
perspective	of	the	coachee.
If	 you	 ask	 an	 angle	 questions	 that	 falls	 flat,	 that	 is,	 the	 coachee	 sees	 no

relevance,	then	just	move	on.	The	key	is	to	get	the	coachee	off	of	the	road	they
have	been	traveling	on—their	own	perspective—and	help	them	explore	different
roads.	 Some	 roads	 are	 dead-ends—you	 will	 need	 to	 turn	 around	 and	 head	 in
another	 direction.	Other	 roads	 are	 like	 expressway	 on-ramps	 that	 quickly	 take
the	coachee’s	thinking	to	new	places.

25	Angles
Angles	are	different	perspectives	from	which	to	discuss	a	situation.

1.	Relational:	What	are	the	relational	dynamics?
2.	Background:	Step	back	for	a	moment,	what	are	the	underlying	issues?
3.	Spiritual:	From	a	spiritual	perspective	what	do	you	see?
4.	Culture:	How	might	culture	play	a	part	in	this	situation?
5.	Personality:	How	might	personality	(yours	or	others’)	be	influencing	things?
6.	Financial:	If	money	weren’t	an	issue,	how	would	that	change	things?



7.	Emotion:	What	role	are	emotions	playing	in	this	situation?
8.	Intuition:	What	is	your	gut	telling	you?
9.	Information:	What	additional	information	do	you	need?
10.	People:	Who	might	be	able	to	give	you	a	different	perspective?
11.	 Organizational:	 How	 might	 your	 organizational	 structure	 be	 influencing
things?
12.	Environment:	What	things	around	you	are	holding	you	back?
13.	Community:	In	what	ways	is	your	community	impacting	you?
14.	Values:	Which	of	your	values	are	you	trying	to	honor	in	this	situation?
15.	Calling:	What	parts	of	this	connects	to	your	calling?
16.	Spouse:	What	does	your	spouse	think	about	this?
17.	Family:	How	is	your	family	being	affected	in	this	situation?
18.	Employer:	Where	does	your	boss	fit	in?
19.	Experience:	How	have	you	handled	this	in	the	past?
20.	Priority:	How	important	is	this	to	you?
21.	Motivation:	What	would	overcoming	this	situation	do	for	you	personally?
22.	Loss:	What	do	you	have	to	give	up	to	move	forward?
23.	Time:	What	difference	would	it	make	if	you	had	3	days/months/years?
24.	Energy:	Which	parts	of	this	give	you	energy?
25.	Jesus:	What	would	Jesus	do?	[14]

Awareness	Through	Feedback
Another	way	to	raise	awareness	is	to	give	the	coachee	feedback.	The	goal	of

feedback	 is	 to	 provide	 useful	 information	 that	 helps	 a	 person	 improve	 and
develop.	 This	 information	 can	 reinforce	 positive	 behaviors,	 or	 point	 out	 blind
spots.	Feedback	is	both	reinforcing	and	corrective	in	nature.
However,	 all	 feedback	 is	 not	 received	 the	 same	 way.	 There’s	 a	 world	 of

difference	 between	 positive	 feedback—acknowledgment	 and	 encouragement—
and	corrective	feedback.	Let’s	face	it	nobody	likes	to	hear	critical	feedback.
The	 biggest	 obstacle	 in	 giving	 corrective	 feedback	 is	 breaking	 through	 the

person’s	 defenses	 so	 that	 they	 will	 be	 able	 to	 somewhat	 objectively	 evaluate
what	is	shared	with	them.
We	 often	 use	 tricks	 to	 make	 feedback	 more	 palatable,	 like	 the	 “feedback



sandwich”	 in	 which	 you	 give	 a	 critical	 feedback	 sandwiched	 between	 two
affirming	comments.	Or	the	3	+	1	feedback	where	you	give	three	positive	points
first	 to	warm	them	up	 to	 the	one	corrective	feedback.	 I	have	a	friend	who	told
me	about	his	experience	on	the	receiving	end	of	this	approach.	The	conversation
went	like	this:
“Becky,	nice	job	keeping	the	group	discussion	on	track	today,”	her	colleague

Paul	started.
“Thanks.”	she	replied,	feeling	genuinely	affirmed.
“And	 I	 noticed	 how	 you	 drew	 out	 the	 quiet	 people”	 Paul	 continued.	 In

Becky’s	 mind	 the	 alarm	 bells	 start	 humming	 softly.	 “He	 just	 gave	 me	 two
complements	in	a	row,”	she	thought,	“If	there’s	a	third	I’m	in	trouble.”
Paul	went	on,	“Also,	I	appreciate	how	you	pushed	us	to	action	steps.”	Three.

She	 knew	 it!	 Something	 negative	 is	 coming	 next.	 She	 could	 feel	 her	 heart
beating	faster,	heat	 in	her	 face,	and	 in	her	mind	she	already	began	discounting
what	 he	might	 say—even	 before	 she	 heard	 it.	 “Funny,”	 she	 thought,	 “I	 didn’t
feel	defensive	at	all	after	the	first	complement.”
He	continued,	“I	wonder	if	I	could	give	you	some	feedback…”
“Sure.”	We	have	to	say	this,	don’t	we?
“It’s	been	nearly	a	year	now,	and	you	still	lead	every	section	of	the	meeting.

Others,	like	Jeremy,	are	quite	capable	and	would	feel	empowered	if	you	were	to
call	on	them	to	lead	different	sections.”
“Jeremy?”	 Becky	 thought,	 “Why	 are	 you	 always	 promoting	 Jeremy?	 And

anyway,	meetings	used	to	be	a	waste	of	time	until	I	took	over	and	started	leading
them.	 Now	we	 get	 things	 done.	 I’m	 not	 willing	 to	 sacrifice	 that	 just	 so	 your
buddy	Jeremy	can	have	his	moment	in	the	spotlight.”
But	she	said,	“Thanks,	I’ll	consider	that.”

Just	about	everyone	feels	defensive	when	faced	with	critical	feedback—some
are	just	better	at	hiding	it!	So,	how	can	we	give	feedback	that	people	will	hear?
The	answer	is	simple.	Don’t	give	it.

Raise	Awareness	by	Not	Giving	Feedback
Sir	John	Whitmore,	a	former	race-car	driver	who	now	coaches	executives	and

professional	athletes,	takes	a	different	view	on	where	feedback	should	originate.
He	writes,	 “Generating	 high-quality	 relevant	 feedback,	 as	 far	 as	 possible	 from
within	 rather	 than	 from	 experts,	 is	 essential	 for	 continuous	 improvement,	 at
work,	in	sport	and	in	all	aspects	of	life.”	[15]
“Generating”	is	not	the	term	we	usually	use	to	describe	the	feedback	process.



We	“give”	feedback,	which	often	triggers	defensiveness.	Whitmore	suggests	we
generate	 feedback	 from	 within	 the	 coachee	 rather	 than	 from	 experts—you	 or
anyone	else.	How	do	we	generate	 feedback	from	within	 the	coachee?	Through
questions!
You	can	generate	feedback	from	within	the	coachee	using	a	simple	three-step

process.

1.	What	did	you	do	well?
Ask	 about	 what	 the	 coachee	 did	 well.	 Explore	 these	 behaviors	 and	 the
results.	Reinforce	these	positive	behaviors.

2.	What	could	you	improve?
Ask	 the	 coachee	 in	what	way	 they	 think	 they	 could	 improve.	 Talk	 about
what	that	improvement	might	be	and	what	results	they	would	expect	to	see.

3.	How	would	you	do	it	differently	next	time?
Generate	some	possible	future	alternatives.	Coach	through	how	the	coachee
will	do	it	next	time.

Let’s	 consider	 how	 things	 might	 have	 been	 different	 if	 Paul	 had	 generated
feedback	 in	 Becky,	 rather	 than	 giving	 it.	 Using	 the	 three	 steps	 process	 for
generating	feedback,	 let’s	 imagine	how	Paul	might	have	guided	Becky	through
self-reflection	 on	 how	 she	 led	 the	meeting	 and	 how	 she	 could	 improve	 in	 the
future.

“Becky,	good	meeting	today.”	Paul	started.
“Thanks.”	Becky	replied.
“Would	it	be	helpful	to	debrief	it	for	a	minute?”	Paul	offered.
“Sure.”
“What	do	you	think	you	did	well?”
“I	kept	the	group	discussion	on	track.”
“I	noticed	that	too.	Good	job.	What	else?”
“We	got	to	action	steps	today,	which	is	an	improvement.”
“How	did	you	do	that?”
“I	 kept	 pushing	 for	 people	 to	 be	 specific	 and	 to	 commit	 to	what,	who,	 and

when.”
“Yes,	those	gentle	encouragements,	and	not	continuing	the	discussion	without

action	steps	made	a	big	difference.”
“Thanks.”
“Is	there	anything	you’d	like	to	improve	on?”



“My	goal	this	last	meeting	was	to	make	sure	action	steps	got	nailed	down…”
“You	did	that	well.”
“I	was	thinking	that	I’d	like	to	involve	others	in	running	the	meetings.”
“What	do	you	mean?”
“Well,	right	now	I	do	all	the	planning	and	upfront	facilitation.	I’d	like	to	see

others	do	part	of	that.”
“How	might	you	do	that?”
“Maybe	Darlene	could	 facilitate	 the	discussion	 in	some	creative	way.	She	 is

good	at	that.	There	are	two	topics	we	need	to	work	on	next	week.	I	could	outline
the	topics	and	Darlene	could	lead	a	discussion	to	generate	some	options.”
“Sounds	good.	Will	you	do	that	next	week?”
“Yes,	I’ll	talk	with	Darlene	later	today	about	it.”
“Okay.	Well,	once	again,	nice	work	on	how	you	led	the	meeting.”

Finding	New	Roads
We	began	 this	 chapter	by	exploring	how	our	 line	of	 thinking	 is	 like	 a	 road.

Not	every	road	will	get	us	to	where	we	want	to	go.	All	too	often	we	stay	on	our
comfortable	 roads.	Through	 coaching	 conversations,	 you	 can	 help	 people	 gain
perspective,	find	new	roads,	make	discoveries,	and	find	their	own	ideas.
Asking	 open	 questions,	 rather	 than	 my-idea	 questions	 gives	 the	 coachee

freedom	to	explore	without	the	limitations	of	the	coach’s	ideas.	Questions	from
different	angles	take	exploration	in	new	directions.	Each	angle	is	like	a	new	road
lined	with	discoveries	and	perspective.	Finally,	by	generating	rather	than	giving
feedback	we	can	help	a	person	 to	reflect	more	deeply	on	 their	actions,	without
the	defensiveness	that	often	accompanies	outside	feedback.
With	new	roads,	discoveries	and	increased	perspective	come	new	options	for

action.	Gone	is	the	slow	progress	of	the	old	road.	In	its	place	are	new	roads	with
all	sorts	of	possibilities	for	action	and	application.	And	action	and	application	is
the	direction	that	the	coaching	conversation	moves	to	next.



Course

“It	is	not	difficult	to	know	a	thing;	what	is	difficult	is	to	know	how	to	use	what
you	know.”
—Han	Fei	Tzu	[16]

“Plans	 fail	 for	 lack	 of	 counsel,	 …”	 wrote	 the	 wise	 man	 (Proverbs	 15:22).
What	was	 true	3,000	years	 ago	 is	 still	 true	 today.	Yet	 there	 are	many	ways	 to
counsel.	Coaches	help	people	to	generate	multiple	options	and	understand	more
clearly	the	possible	outcome	and	consequences	of	each	option	available	to	them.
This	process	helps	move	the	coachee	to	action.
Reflection	and	discussion	are	not	ends	 in	 themselves.	Reflection	must	move

beyond	warm	thoughts	and	clever	insights	to	application.	Action	steps	put	feet	to
insights	and	discoveries,	and	helping	people	move	into	action	is	one	of	the	key
roles	 of	 a	 coach.	Without	 action	 steps,	 discoveries	 and	 insights	 are	 just	 good
ideas.
Coaching	action	steps	is	relatively	easy	if	the	Awareness	stage	was	done	well.

Ideas	 for	 action	naturally	 flow	 from	new	perspectives	and	awareness.	Coaches
help	people	create	action	steps	using	the	conversational	skills	of	active	listening
and	powerful	questions.	The	coach	 is	 responsible	 for	 the	process	of	generating
action	steps,	but	not	for	giving	action	steps	or	“homework”	to	the	coachee.
Coaching	helps	coachees	 to	create	action	steps	 that	will	move	 them	forward

toward	their	goal.	While	each	action	step	is	100%	up	to	the	coachee	to	decide,
through	dialogue,	the	coach	asks	clarifying	questions	regarding	what	the	action
step	 will	 look	 like,	 how	 it	 will	 be	 done,	 and	 realistic	 timing.	 Good	 coaching
balances	 ambition	 (or	 lack	 of	 it)	 and	 practical	 planning,	 resulting	 in	 greater
forward	movement.

After	the	Reflection…
If	you	boil	a	pot	of	seawater	until	 the	water	completely	evaporates,	you	will

be	left	with	salt.	 If	we	boil	 the	practice	of	coaching	down	to	 its	core	elements,
we	 find	 reflection	 and	 application.	 Reflection	 will	 guide	 the	 coachee	 to
important	 insights,	 and	 these	 insights	 will	 lead	 to	 application	 in	 the	 form	 of
action	steps.	These	core	elements	follow	the	Action-Reflection	Cycle.
Coaches	 use	 active	 listening	 and	 powerful	 questions	 to	 help	 people	 explore

their	 own	 hearts	 and	 reflect	 on	 their	 situations.	 This	 process	 produces	 insight,



expanded	 perspective,	 and	 new	 “ah-ha”	 or	 “oh-no”	moments.	 These	moments
are	thrilling	as	clouds	of	confusion	lift	and	relief	streams	in	like	the	sun,	giving
the	coachee	new	hope.	For	that	hope	to	be	realized,	the	person	must	take	his	or
her	insights	and	put	them	into	practice—and	that	can	be	hard	work.
Remaining	in	the	intangible	world	of	theory	and	ideas	is	safe.	It	can	feel	cozy

to	wrap	ourselves	 in	 the	 spiritual	mystery	of	 reflection	and	 insights.	To	act	on
insights	requires	that	we	come	down	from	the	mountaintop	of	reflection	and	risk
using	our	insights	and	ideas	in	the	real	world.
It’s	easy	to	stop	and	be	satisfied	with	a	new	insight	or	change	in	perspective.

Good	thoughts	followed	by	a	lack	of	action	are	nothing	new.	The	Lord	criticized
Israel	 for	 the	same	 thing,	“My	people	come	 to	you,	as	 they	usually	do,	and	sit
before	 you	 to	 listen	 to	 your	 words,	 but	 they	 do	 not	 put	 them	 into	 practice”
(Ezekiel	33:31).	It	is	easier	to	just	keep	doing	what	we	have	been	doing,	rather
than	doing	the	things	necessary	to	change.
The	tension	between	reflection	and	action	is	an	age-old	problem,	to	which	the

Bible	 also	 speaks.	 The	 book	 of	 James	 portrays	 faith—our	 beliefs,	 ideals,	 and
values—as	being	at	odds	with	acting	on	our	faith.	James	argues	the	case	for	faith
in	action	in	James	2:14-26:

•	“...	faith	by	itself,	if	it	is	not	accompanied	by	action	is	dead.”
•	“...	I	will	show	you	my	faith	by	what	I	do.”
•	“You	see	that	his	faith	and	his	actions	were	working	together	and	his	faith
was	made	complete	by	what	he	did.”

Faith	and	action—insights	and	action	steps—are	not	mutually	exclusive.	The
relationship	 is	 symbiotic.	 Insights	 produce	 actions.	 Actions	 complete	 insights.
Faith	not	acted	upon	is	only	potential	faith,	which,	according	to	James,	is	dead.

“We	don’t	think	ourselves	into	a	new	way	of	acting,	we	act	ourselves
into	a	new	way	of	thinking.”

—Bossidy,	Charan	&	Burck	in	Execution.

Jesus	encouraged	application	of	His	teaching;	“Therefore,	everyone	who	hears
these	words	of	mine	and	puts	them	into	practice	is	like	a	wise	man	who	built	his
house	 on	 the	 rock”	 (Matthew	 7:24).	 So	 did	 the	 Apostle	 Paul	 when	 he	 wrote,
“Whatever	you	have	learned	or	received	or	heard	from	me,	or	seen	in	me—put	it
into	practice”	(Philippians	4:9).



The	Source	of	Actions	Steps
Few	 Christians	 question	 the	 role	 of	 the	 Holy	 Spirit	 in	 providing	 insights

through	the	reflection	process.	The	same	Holy	Spirit	is	also	the	source	of	action
steps.	Look	at	Philippians	2:13,	“...for	it	is	God	who	works	in	you	to	will	and	to
act	 according	 to	 his	 good	 purpose.”	God	will	 give	 people	 the	will	 (desire	 and
motivation)	and	the	ability	to	act.	He	is	the	source	of	action	steps—those	actions
that	complete	the	insights	He	provided	during	reflection.
Action	steps	are	a	powerful	way	in	which	people	live	out	their	calling.	We	use

the	 same	 spiritual	 discovery	 process	 as	 in	 the	 Awareness	 Stage	 to	 generate
Spirit-willed	 action	 steps	 for	 the	 purpose	 of	 living	 out	 those	 insights.	 Insights
without	action	steps	are	only	half	formed.	God’s	purposes	and	desire	for	us	is	to
complete	insights	by	putting	them	into	action.

The	Anatomy	Of	An	Action	Step
Action	 steps	 are	 the	 transitions	 from	 thoughts	 and	 insights	 to	 action	 and

application.	 In	 the	 remainder	 of	 this	 chapter	 I	 will	 show	 you	 how	 to	 help
coachees	create	action	steps	that	will	give	them	the	best	chance	of	success.
Not	all	action	steps	are	created	equal.	Some	actions	steps	are	doomed	to	fail

from	 the	beginning.	The	action	step	may	be	 too	big,	 irrelevant,	or	 the	coachee
may	have	no	idea	how	to	actually	accomplish	it,	etc.
Action	steps	are	not	always	physical	actions.	Sometimes	actions	 steps	entail

further	reflection	on	the	topic	at	hand.	Consulting	with	someone	and	asking	their
opinion	is	an	action	step.	Researching	a	topic	is	an	action	step.	Reflecting	quietly
is	 an	 action	 step.	 Other	 times,	 an	 appropriate	 action	 step	might	 be	 to	make	 a
decision.	Or,	 an	 action	 step	may	be	 to	 implement	 a	plan	developed	during	 the
coaching	conversation.
There	 are	 three	 elements	 that,	 if	 included	 in	 the	 action	 step,	 will	 help	 the

coachee	be	more	successful	in	accomplishing	them.

•	Simple	enough	to	complete,	yet	significant	enough	to	build	momentum
•	Moves	the	coachee	toward	their	goal
•	Doable	before	the	next	coaching	conversation.

Before	moving	on,	 let’s	 look	 a	 little	more	 closely	 at	 the	 three	 elements	 that
define	 an	 action	 step.	 First,	 an	 action	 step	 should	 be	 described	 as	 a	 single,
identifiable	action	 that	 is	 small	 and	 simple	enough	 to	complete,	yet	 significant
enough	to	build	momentum.



Some	action	steps	cannot	be	completed	in	a	week	or	two.	If	an	action	step	is
too	large,	the	coachee	may	become	lost	in	the	complexity	or	discouraged	by	an
unexpected	turn	of	events	as	they	try	to	implement	the	action.	Instead,	divide	an
overwhelmingly-large	action	step	 into	different	parts	or	smaller	action	steps.	A
step-by-step	 approach,	 using	 small	 relevant	 action	 steps,	 better	 supports	 a
coachee	as	she	tries	to	reach	her	goals.	Later	in	this	chapter,	I’ll	show	you	how
to	help	the	coachee	divide	a	large	action	step	into	several	smaller	ones.
Second,	 many	 people	 want	 to	 reach	 a	 coaching	 goal	 in	 one	 big	 step.	 Our

standard	 for	 action	 steps	 is	 that	 they	 produce	movement	 toward	 the	 coachee’s
goal,	 not	 that	 she	 reaches	 her	 goal	 immediately.	 Forward	movement	 removes
pressure	 on	 the	 coachee	 to	 “do	 it	 all”	 right	 now.	 Instead,	 it	 promotes	 an
incremental	 approach,	 acknowledging	 that	 accomplishing	 the	 goal	 is	 a	 process
that	takes	time.	Each	step	forward	is	a	small	win,	encouraging	the	coachee	on	to
the	 next	 small	win.	 So	 don’t	 ask,	 “What	will	 you	 do	 this	week	 to	 accomplish
your	goal?”	This	question	may	set	an	unrealistic	expectation	that	the	coachee’s
entire	coaching	goal	can	be	reached	this	week	with	just	a	few	action	steps.	Most
significant	 goals	 that	 require	 coaching	 are	 not	 that	 simple.	Achieving	 large	 or
complex	goals	requires	time	and	effort.	A	better	question	is,	“What	will	you	do
this	week	to	move	forward?”
Finally,	 it’s	 best	 if	 each	 action	 step	 is	 completed	 before	 the	 next	 coaching

conversation.	 The	 ongoing	 nature	 of	 coaching	 mimics	 the	 Action-Reflection
Cycle.	The	coachee	 reflects	 and	creates	new	action	 steps	 and	 then	 implements
them.	During	the	next	coaching	conversation,	the	coachee	reviews	the	previous
action	 steps	 and	 creates	 a	 new	 plan	 of	 action.	 The	Action-Reflection	Cycle	 is
built	 into	 the	 coaching	 process.	 It	 is	 important	 that	 the	 coachee	 takes	 action
between	 coaching	 conversations.	Doing	 so	 ensures	 that	 the	 coachee	will	 learn
from	that	action	and	reflect	further.

Generate	Multiple	Options
As	 the	 coaching	 conversation	 progresses	 through	 the	 Awareness	 stage	 and

into	the	Course	stage,	it	is	the	coach’s	job	to	help	the	coachee	discover	multiple
options	that	will	move	her	toward	her	larger	coaching	goal.	Often	as	a	coachee
gets	some	new	insight	on	her	situation,	she	also	has	an	idea	for	what	to	do	next.
It’s	easy	to	fixate	on	just	one	idea.	Or	sometimes	the	opposite	happens,	and	the
coachee	 keeps	 looking	 for	 the	 magic	 “right	 answer”	 that	 will	 solve	 all	 her
problems.
Consider	Pastor	Jerry’s	story.	He	had	recently	become	the	Senior	Pastor	of	a



medium-sized	 church.	 During	 the	 first	 six	months	 problems	 began	 to	 surface:
relational	 conflict,	 sin,	 and	 a	 history	 of	 poor	 financial	 decisions.	 He	 came	 to
understand	that	 the	church	was	 in	a	much	worse	financial	position	than	he	had
been	led	to	believe.	Also,	he	discovered	that	there	was	a	large	group	of	long-time
members	 that	 were	 ready	 to	 split	 off	 and	 form	 a	 new	 church.	 Jerry	 needed	 a
solution	to	this	complex	situation.
As	he	laid	out	all	 the	factors	and	explored	different	perspectives	and	options

in	the	Awareness	Stage,	his	clarity	increased,	but	so	did	his	understanding	of	the
complexity	 of	 the	 situation.	 This	 clarity	 increased	 his	 frustration	 rather	 than
relieving	it.	What	Jerry	wanted	was	“the	answer”	that	would	fix	everything.	He
wanted	something	he	could	do	now	to	get	the	church	under	control	and	moving
forward	 in	a	manageable	way.	Yet,	 the	complexity	of	 the	situation	presented	a
number	 of	 possible	 solutions,	 each	 with	 strengths	 and	 weaknesses,	 and	 all	 of
which	would	take	time	and	a	 lot	work.	Jerry	kept	asking	himself,	“What	 is	 the
right	answer?”
In	our	world	of	 increasing	complexity	 and	 rapid	 change,	 it’s	 tempting	 to	be

simplistic	in	our	thinking.	When	there	is	a	problem	we	look	for	the	right	answer.
Who	 wouldn’t	 want	 the	 right	 answer?	 The	 difficulty	 with	 “right”	 answer
thinking	 is	 that	 it	 is	 all	 or	 nothing.	One	 answer	 is	 right.	All	 other	 answers	 are
wrong.	 Most	 of	 life	 does	 not	 work	 this	 way.	 More	 often	 “it	 depends”	 is	 the
answer	to	many	of	life’s	problems.

“Nothing	is	more	dangerous	than	an	idea	when	it	is	the	only	one	you
have.”

—Emilè	Chartier,	French	philosopher

There	 is	 usually	more	 than	 one	 right	 answer	 to	 life’s	 challenges.	The	many
variables	 involved	 produce	 different,	 and	 sometimes	 conflicting,	 answers.	 The
coach’s	role	is	to	increase	the	coachee’s	perspective	so	that	they	recognize	more
of	the	variables,	notice	more	roads	to	travel	on,	and	see	more	options.
While	there	is	rarely	one	right	answer,	there	may	be	many	right	answers.	[17]

Note	the	“s”	at	the	end	of	“answers.”	In	our	search	for	the	right	answer,	we	may
miss	answers	 that	view	 things	 from	different	perspectives,	answers	 that	weight
the	 variables	 differently,	 and	 answers	 that	 fit	 different	 personalities	 and
strengths.
Generating	 multiple	 options	 will	 provide	 the	 clearest	 way	 forward.	 The

second	or	third	option	might	be	the	best	or	“right”	one.	Multiple	options	can	be
compared	 and	 evaluated	 against	 one	 another.	 They	 can	 be	 combined	 to	 create
more	 holistic	 solutions,	 and	 they	 can	 be	 adapted	 to	 reduce	 risk	 and	 mitigate



against	potential	consequences.
To	generate	multiple	options,	use	plural	forms	when	asking.	Ask	for	options

instead	of	an	option,	answers	instead	of	an	answer,	and	ideas	instead	of	an	idea.

What	ideas	do	you	have?

How	else	might	you	approach	this	problem?

What	 are	 a	 couple	 unrealistic	 or	 crazy	 ideas	 that	 have	 crossed	 your
mind?

What	are	three	diverse	approaches	to	this	problem?

Options,	are	just	that—options.	Don’t	confuse	options	with	a	commitment	to
action.	There’s	a	big	difference	between	“I	could	do	X,	Y,	or	Z”	and	“I	will	do
X.”	Discussing	options	uses	language	like:	could,	might,	probably	will,	maybe,
etc.	Move	from	generating	options	to	making	a	firm	commitment	to	one	or	more
of	these	options	by	asking,

Which	of	these	options	will	you	choose	to	pursue?

What	will	you	commit	to	doing	before	our	next	coaching	conversation?

The	Power	of	Small	Wins
You	know	the	old	joke:	How	do	you	eat	an	elephant?	One	bite	at	a	time.	As

obvious	as	it	is	to	eat	an	elephant	in	many	small	bites,	we	still	look	for	ways	to
accomplish	our	big	goals	in	just	a	couple	of	big	bites.	A	“big	bite”	strategy	often
does	not	work	well.	Instead,	create	small,	forward-moving	action	steps	that	build
on	one	another.	This	method	usually	gets	us	to	our	goals	faster.
Let’s	look	at	why	working	in	small	steps	is	helpful,	and	then	I	will	show	you

how	to	divide	any	action	step	into	several	smaller,	easy-to-accomplish	steps.
Every	completed	action	step	is	a	win,	no	matter	how	small.	The	results	of	each

small	 win	 build	 on	 each	 other	 and	 compound	 into	 greater	 results,	 ultimately
leading	the	coachee	to	accomplish	their	goal.	John	Kotter	 in	his	book,	Leading
Change,	 [18]	writes	 that	 small	wins	 are	 critical	 for	 successful	 completion	of	 a
larger	goal.	He	lists	several	positive	benefits	that	make	small	wins	advantageous.
Kotter	writes	that	small	wins:

•	Provide	evidence	that	sacrifices	are	worth	it:	Wins	greatly	help	justify	the



short-term	costs	involved.
•	Reward	 the	 coachee	 with	 a	 pat	 on	 the	 back:	 After	 a	 lot	 of	 hard	work,
positive	feedback	builds	morale	and	motivation.
•	Help	fine-tune	vision	and	strategy:	Small	wins	give	the	coachee	concrete
data	on	the	viability	of	their	ideas.
•	Keep	others	on	board:	Provides	others	with	evidence	 that	 the	goal	 is	on
track.
•	Build	momentum:	Progress	 toward	 the	goal	 is	established	and	others	are
motivated	to	help.

Every	Action	Step	Can	Be	Divided
A	 common	 mistake	 in	 forming	 action	 steps	 is	 to	 make	 them	 too	 large	 or

complex.	To	take	advantage	of	the	power	of	small	wins,	multiple	smaller	action
steps	are	a	better	way	to	go.	It	is	the	coach’s	job	to	help	the	coachee	break	larger
action	steps	into	smaller,	more	manageable	steps.	This	way	the	coachee	can	tap
into	 the	 motivational	 power	 of	 small	 wins	 as	 they	 work	 through	 their	 action
steps.	Let’s	look	at	how	to	effectively	divide	up	action	steps.
Every	action	step	is	actually	made	up	of	a	number	of	smaller	actions	steps—

thoughts,	decisions,	and	actions.	Allow	me	to	illustrate	with	a	mundane	example.
Imagine	 my	 action	 step	 is:	 “Go	 outside	 within	 10	 minutes.”	 Simple	 enough.
Most	people	would	consider	going	outside	within	10	minutes	as	a	single	action
step.	Yet,	this	task	is	actually	a	series	of	smaller	steps.	As	I	write,	I	am	sitting	at
a	desk	on	the	11th	floor	of	the	Singapore	National	Library,	[19]	so	“to	go	outside
within	10	minutes,”	means	I	must:

1.	Push	back	my	chair
2.	Stand	up
3.	Pack	up	my	computer
4.	Walk	through	the	library
5.	Take	several	turns	through	the	stacks	of	books
6.	Open	the	first	set	of	doors
7.	Have	my	bag	inspected	by	security
8.	Go	to	the	elevator
9.	Push	the	down	button
10.	Wait	for	elevator
11.	Board	the	elevator
12.	Push	the	button	for	the	ground	floor
13.	Exit	the	elevator



14.	Walk	through	the	lobby
15.	Open	the	door
16.	Exit	the	building

For	most	people,	“to	go	outside	within	10	minutes”	is	one	manageable	action
step.	However,	it	is	actually	made	up	of	16	smaller	action	steps.
The	 point	 is	 to	 make	 action	 steps	 doable	 before	 the	 next	 coaching

conversation.	 Any	 action	 step	 can	 be	 divided	 as	 needed	 into	 several	 smaller
steps.

Divide	and	Conquer
If	we	consider	more	everyday	action	steps,	you’ll	see	why	dividing	an	action

step	into	several	smaller	action	steps	might	be	helpful.	For	example,	let’s	look	at
these	action	steps:

1.	Publish	this	month’s	newsletter.
2.	Hire	a	new	web	designer.
3.	Prepare	to	preach	on	Sunday.

Let’s	say	the	coachee	leaves	the	coaching	conversation	with	these	three	action
steps.	We	make	the	assumption	that	the	coachee	is	able	to	organize	and	do	these
three	 tasks	 on	 his	 own.	 However,	 if	 he	 needed	 coaching	 about	 the	 topic	 that
produced	these	action	steps,	he	may	find	that	as	he	gets	to	work	on	these	action
steps,	he	is	not	clear	on	how	to	accomplish	them.	This	lack	of	clarity	could	result
in	 the	coachee	not	moving	 forward	or	becoming	discouraged	 in	 the	process	of
trying.
Each	of	these	action	steps	is	made	of	several	smaller	action	steps.	Depending

on	 the	 coachee’s	 motivation,	 ability,	 and	 available	 time,	 it	 may	 be	 better	 to
represent	each	action	step	as	multiple	smaller	steps	rather	than	fewer	large	ones.
Once	 divided,	 it	 may	 become	 clear	 that	 the	 coachee	 cannot	 accomplish	 it	 all
before	the	next	coaching	conversation.	Instead,	spread	the	work	out.
How	do	you	know	if	an	action	step	is	too	large?	Ask	the	coachee	how	he	will

accomplish	 the	action	step.	 If	he	hesitates	or	says	he	doesn’t	know,	coach	him
through	how	he	will	implement	each	one.	The	coachee	will	finish	with	a	detailed
plan	 to	move	 forward	with	 three	or	 four	mini	action	steps	 for	each	 larger	one.
The	accomplishment	of	each	mini	action	step	will	motivate	the	coachee	to	keep
going.	This	is	the	power	of	small	wins.

1.	Publish	this	month’s	newsletter.



a.	Write	the	text
b.	Gather	the	photos
c.	Layout	the	design
d.	Print	and	mail

2.	Hire	a	new	web	designer.
a.	Write	up	our	design	needs
b.	Clarify	budget
c.	Identify	potential	web	designers
d.	Interview	candidates
e.	Decide	on	one

3.	Prepare	to	teach	on	Sunday.
a.	Decide	on	topic	or	Scripture	passage
b.	Research
c.	Pray
d.	Write
e.	Practice	delivery

Combine	 the	power	of	small	wins	and	a	divide-and-conquer	strategy	 to	give
your	 coachee	 the	 best	 chance	 of	 moving	 forward.	 Both	 strategies	 use	 natural
forces	to	propel	the	coachee	forward	toward	their	goal.

Coaching	Action	Steps
The	process	of	coaching	action	steps	uses	many	of	the	same	question-asking

techniques	as	in	the	Awareness	Stage.	Ask	clarifying	questions	and	explore	how
the	 coachee	will	 accomplish	 the	 action	 step.	 If	 you’re	 not	 sure	 the	 coachee	 is
clear	on	how	he	will	do	it,	then	ask	him	to	walk	you	through	exactly	what	he	will
do	 to	complete	 the	action	 step.	Coach	him	 through	specifics	along	 the	way	by
connecting	ideas	or	insights	that	came	up	earlier	in	the	conversation.

“Do	or	do	not.	There	is	no	try.”
—Yoda

After	 a	 conversation	 regarding	 Bob’s	 overwhelming	 amounts	 of	 email,	 he
committed	himself	to	this	action	step:	“I	will	try	to	get	my	email	under	control.”
The	 vagueness	 of	 this	 action	 step	 pretty	much	 sets	Bob	 up	 for	 failure.	 If	Bob
were	 to	 leave	with	 the	action	step	 in	 this	 form,	chances	are	he	would	return	 to
the	next	coaching	conversation	having	made	little	progress	 in	getting	his	email



under	control.	Further	dialogue	could	help	Bob	sharpen	up	his	action	step	 into
something	that	is	attainable.

Coach:	So,	what	would	you	like	to	do	this	week	to	move	forward?
Bob:	I	will	try	to	get	my	email	under	control.
Coach:	What	do	you	mean	by	“under	control”?
Bob:	I	won’t	be	answering	emails	all	day	 long.	 I	could	do	my	other	work
without	constantly	being	distracted	by	emails.
Coach:	How	could	you	do	this?
Bob:	I	could	turn	off	the	automatic	check	email.	That	would	keep	them	from
“pinging”	into	my	inbox	and	distracting	me.
Coach:	Yes.	What	else?
Bob:	I’m	not	sure.
Coach:	Earlier	[during	the	Awareness	stage]	you	had	an	idea	about	setting
specific	times	to	answer	emails.
Bob:	That’s	right.	I’d	like	to	try	that.
Coach:	What	would	that	look	like?
Bob:	I	could	check	email	 first	 thing	in	the	morning,	right	after	lunch,	and
just	before	I	leave	each	day.
Coach:	Picture	in	your	mind	limiting	yourself	to	just	these	three	times	each
day	with	the	email	automatic	check	off.	What	do	you	see?
Bob:	 I	 see	 people	 calling	me	 around	 11	 o’clock	 because	 I	 didn’t	 answer
their	email	within	ten	minutes!
Coach:	(laughs)	So,	you	go	from	the	email	pinging	to	the	phone	ringing…
Bob:	 Yeah.	Maybe	 I	 could	 let	 people	 know	what	 times	 I’ll	 be	 answering
emails.
Coach:	Good	idea.	So,	what	action	steps	will	you	commit	in	regards	to	your
email?
Bob:	I	will	turn	off	the	automatic	check	email,	answer	emails	only	at	9	a.m.,
1	p.m.	and	4	p.m.,	and	I’ll	let	people	know	that’s	when	I’m	checking	emails.
Coach:	How	“doable”	does	this	feel	to	you?
Bob:	Very!	And	I	think	it	will	really	help.

Get	SMART
The	dialogue	between	Bob	and	his	coach	illustrates	how	to	create	clear	action

steps.	 A	 good	 action	 step	 is	 like	 a	 mini	 vision	 statement	 that	 describes	 the
preferred	 future.	 Properly	 formed	 action	 steps	may	motivate	 the	 coachee,	 and
will	form	the	basis	on	which	to	evaluate	learning,	growth,	and	performance.	In



creating	action	steps,	it	is	helpful	to	make	them	SMART:	[20]

Specific	–	It	is	clear	and	unambiguous.
Measurable	–	You	can	observe	or	measure	its	completion.

Attainable,	yet	a	Stretch	–	It	is	challenging,	yet	possible	to	complete.

Relevant	–	It	is	meaningful	to	the	coachee.

Time	Limited	–	It	will	be	completed	by	a	set	date.

Below	are	examples	of	questions	that	can	be	used	to	coach	a	person	to	make
their	action	steps	SMARTer.

Specific
Action	steps	are	best	written	in	a	clear,	unambiguous	ways.	The	action	step	is

a	 description	 of	 the	 desired	 result.	Move	 from	 ideas	 to	 specific	 actions,	 from
general	and	conceptual	 ideas	 to	detailed	and	concrete	plans.	This	process	often
requires	 dialogue	 and	 a	 number	 of	 questions	 until	 an	 action	 step	 becomes
specific.

Concretely,	what	does	that	look	like?

Describe	the	outcome	of	this	action	step	as	if	it’s	already	happened.

Measurable
Action	 steps	 are	 measurable	 or	 observable.	 Concrete	 action	 steps	 make	 it

easier	for	the	coachee	to	know	what	she	needs	to	do,	and	to	be	able	to	recognize
when	she	has	completed	the	task.	Measurable	action	steps	are	helpful	to	evaluate
progress	more	objectively.

How	will	you	know	when	you’ve	accomplished	this	action	step?

How	can	you	measure	or	observe	that?

Attainable,	yet	a	Stretch
Some	 coachees	 try	 for	 too	much,	 and	 some	 for	 too	 little.	Help	 the	 coachee

create	 doable	 action	 steps	 that	 stretch	 them	 at	 the	 same	 time.	 Challenge
appropriately	 to	 help	 the	 coachee	 step	 out	 of	 his	 current	 skills	 and	 to	 try	 new
ways	of	thinking	and	acting.

How	challenging	will	this	action	step	be	for	you?



What	action	step	would	move	you	not	just	a	couple	of	steps	ahead,	but
put	you	on	a	different	level	altogether?

Relevant
Action	 steps	 can	 be	 specific,	 measurable	 and	 attainable,	 but	 have	 little

relevance	to	the	coachee’s	goals.	Relevance	means	creating	action	steps	that	are
meaningful	 to	 the	coachee	and	will	move	her	 toward	her	goal.	Relevant	action
steps	tap	the	inner	motivation	of	the	coachee.

How	important	or	meaningful	is	this	action	step	to	you?

How	does	this	action	step	relate	to	your	goal?

Time-limited
Action	 steps	 need	 a	 deadline.	A	 time	 limit	 increases	 the	 likelihood	 that	 the

coachee	will	accomplish	 the	action	step.	Time	 limits	 should	also	be	attainable,
yet	a	stretch.	A	stretch	might	be	a	shorter	time	frame,	which	forces	the	coachee
to	think	in	new	ways	to	meet	the	deadline.	Remember	that	the	coaching	process
itself	 provides	 one	 level	 of	 time	 limit,	 as	most	 action	 steps	will	 be	 completed
before	the	next	coaching	conversation.

What’s	your	deadline	for	accomplishing	this?

Why	then,	and	not	two	weeks	earlier?

Making	Intangible	Action	Steps	Tangible
Some	action	steps	are	difficult	 to	make	specific	or	measurable.	Action	steps

regarding	 feelings,	 attitudes,	 emotions,	 character,	 temperament,	 and	 spirituality
can	be	very	difficult	to	make	tangible.	It’s	difficult	to	see,	touch,	taste,	smell	or
hear	a	new	emotion	or	character	quality.
The	 process	 of	making	 intangible	 action	 steps	 tangible	 involves	 identifying

the	 tangible	 things	 behind	 the	 intangible	 goal	 and	 making	 those	 things	 into
action	steps.
Sometimes	we	intuitively	sense	change.	For	example,	a	woman	may	feel	her

husband	does	not	love	her	as	much	as	before.	Her	perception	may	be	based	on	a
number	 of	 tangible	 things	 that,	 individually,	 do	 not	 look	 like	 much—how
attentive	 he	 is	 when	 they	 are	 together,	 his	 tone	 of	 voice,	 the	 number	 of
unplanned	calls,	gifts,	or	“I	love	you’s”	he	says.	Together	these	small	actions	or
inactions	lead	her	to	the	conclusion	that	her	husband	feels	differently	toward	her.



Tangible	actions	are	often	the	source	of	intangible	feelings.
Linking	an	intangible	action	step	to	tangible	behaviors	makes	the	action	step

more	 specific	 and	 measurable—it	 can	 be	 observed—and	 thus	 is	 more
achievable.	 Ask	 for	 the	 attitudes	 and	 behaviors	 behind	 the	 changes.	 Ask	 how
these	changes	could	be	observed	if	achieved.	Ask	what	the	changes	would	look
like.	Compare	these:

Example	#1
Intangible	Action	Step:	To	be	more	loving	toward	my	wife.
Coaching	Questions:

How	would	“more	loving”	show	up	in	your	behavior?

What	would	“more	loving”	look	like?

What	would	be	happening	inside	you	if	you	were	“more	loving”?
Tangible	Action	Step:	Give	my	wife	my	full	attention	the	hour	after	the	kids	are
in	bed,	and	plan	and	go	out	on	a	weekly	“date.”

Example	#2
Intangible	Action	Step:	I	want	to	be	more	spiritual.
Coaching	Questions:

What	would	the	specific	results	look	like	if	you	were	“more	spiritual”?

What	would	be	different	about	you	if	you	were	“more	spiritual”?

Practically	 speaking,	 what	 would	 becoming	 “more	 spiritual”	 do	 for
you?

Tangible	Action	Step:	I	will	memorize	Philippians	4:8	and	think	of	it	whenever
I’m	tempted	to	click	through	to	an	inappropriate	Internet	site.

To	illustrate	further,	let’s	look	at	a	coaching	conversation	just	as	it	enters	the
Course	stage.	“I’ll	pray	about	it”	is	a	common	but	intangible	action	step	to	which
many	 Christians	 want	 to	 commit.	 Let’s	 look	 at	 how	 to	 coach	 this	 intangible
action	step	into	something	more	tangible.

Coach:	What	would	you	like	to	do	to	move	forward?
Sue:	I’m	going	to	pray	about	it.
Coach:	Okay.	And	what	would	 that	 look	 like—praying	 every	morning,	 a



special	time,	or	what?
Sue:	Oh,	I	want	to	take	a	half-day	to	really	listen	to	the	Lord.
Coach:	Where	would	you	do	this?
Sue:	In	the	past,	I’ve	gone	to	a	retreat	center	near	my	home,	usually	for	a
morning.	My	friend	works	there	and	lets	me	use	a	room	for	free.
Coach:	Great.	And	when	you’re	there	what	will	you	do?
Sue:	I	usually	spend	some	time	reading	Psalms	to	get	my	mind	focused	on
the	Lord.	After	this,	I	take	time	to	simply	be	quiet—sometimes	for	an	hour.
Then	a	conversation	seems	to	begin	and	I	“talk	through”	the	issue	with	the
Lord,	often	journaling	about	it.
Coach:	That	sounds	helpful.	So,	is	this	what	you’d	like	to	do?
Sue:	Yes.

It’s	tempting	to	stop	the	conversation	here	now	that	the	action	step	is	specific
and	 measurable.	 Yet,	 read	 how	 the	 conversation	 continued	 to	 see	 how	 the
SMART	step	of	limiting	time	might	show	up	in	a	conversation.

Coach:	When	will	you	do	this?
Sue:	That’s	the	question…	(Pulling	out	her	calendar)	The	next	two	weeks	I
am	swamped!
Coach:	(waits)
Sue:	Well,	I	could	do	it	three	weeks	from	now.
Coach:	Would	that	meet	your	needs?
Sue:	No.	(sighs…)	I	hate	having	to	schedule	prayer!
Coach:	So,	what	options	do	you	see?
Sue:	I	suppose	I	could	forget	about	using	a	whole	morning	for	prayer.	But
it	takes	a	while	for	me	just	to	get	focused,	so	I	don’t	want	to	give	up	on	that
idea.
Coach:	 I	 acknowledge	 your	 effort	 to	 stick	 with	 the	 process	 that	 has
provided	you	perspective	in	the	past.	Looking	at	your	schedule,	what	could
possibly	be	rearranged	in	the	next	week	so	you	could	do	this?
Sue:	 The	 best	 time	 would	 be	 Tuesday,	 if	 I	 changed	 a	 couple	 of
appointments.
Coach:	How	doable	is	that?
Sue:	Easy.	I	just	hate	rescheduling	appointments.
Coach:	What	would	you	like	to	do?
Sue:	I’ll	change	them.	This	is	too	important.
Coach:	So,	what	action	steps	will	you	take?
Sue:	I’ll	change	my	appointments.	And	on	Tuesday	morning	I	will	go	to	the



retreat	center	to	pray	and	journal	about	this	issue.
Coach:	What	support	do	you	need	to	do	this?
Sue:	None,	I’ll	be	able	to	manage	it.
Coach:	Okay.	I	look	forward	to	hearing	the	results.

Creating	Action	Steps	From	Different	Angles

In	 normal	 practice	 the	 coachee	 will	 leave	 every	 coaching	 session	 having
identified	action	steps.	Ask	for	two	or	three	action	steps	for	each	coaching	topic.
If	 one	 action	 step	 cannot	 be	 completed	 or	 does	 not	 help,	 perhaps	 one	 of	 the
others	will	meet	the	need.
Use	questions	from	different	angles—relational,	spiritual,	and	organizational,

etc.—to	help	 the	coachee	create	a	holistic	plan	of	action.	Often	 the	angles	you
explored	together	in	the	Awareness	stage	will	produce	ideas	for	action	steps	that
take	into	account	those	perspectives.	Use	the	same	process	as	in	the	Awareness
stage	but	ask	about	actions.

How	might	you	work	on	this	from	a	relational	perspective?

You	 mentioned	 earlier	 the	 organizational	 dimensions	 to	 this	 issue.
What	could	you	do	from	that	perspective?

Examples	of	Action	Steps
The	 following	 sets	 of	 action	 steps	 are	 the	 product	 of	 different	 coaching

conversations.	It	is	expected	that	each	action	step	will	be	completed	prior	to	the
next	coaching	conversation,	so	they	do	not	have	times	fixed	to	them.
Notice	how	each	action	 step	 approaches	 the	 coaching	 topic	 from	a	different

angle.	In	the	first	example,	the	action	steps	are	from	intellectual,	relational,	and
spiritual	angles.	Different	approaches	will	produce	different	types	of	results,	so
angles	are	important.
Each	action	step	is	not	absolutely	SMART.	There’s	an	art	to	helping	make	an

action	 step	 SMART	 enough	 that	 the	 coachee	 will	 know	 how	 to	 complete	 it,
without	becoming	patronizing	or	irritating.	Help	SMARTen	up	action	steps	until
the	coachee	feels	confident	of	their	plan	of	action.	You	will	both	find	out	if	they
were	 SMART	 enough	 when	 you	 follow	 up	 on	 the	 action	 steps	 at	 the	 next
coaching	conversation.

Example	1



Today’s	 Coaching	 Conversation	 Outcome:	 Make	 a	 plan	 to	 assess	 where	 our
team	is	right	now.

Action	steps	from	today’s	coaching	conversation:
•	I	will	read	John	Kotter’s	book	Leading	Change.
•	I	will	meet	individually	with	Peter	and	Su-Jin	and	ask	their	opinion	of	our
current	team	dynamics.
•	I	will	take	Tuesday	morning	to	pray	and	journal	regarding	next	steps	for
our	team.

Example	2
Today’s	Coaching	Conversation	Outcome:	Do	I	need	an	MBA?
Action	steps	from	today’s	coaching	conversation:

•	I	will	fine-tune	my	list	of	reasons	for	pursuing	an	MBA.
•	 I	 will	 use	 the	 Internet	 to	 research	 nearby	 graduate	 schools	 with	 MBA
programs.
•	 I	will	 email	 the	HR	department	 to	understand	policies	 concerning	using
company	time	and	money	to	complete	an	MBA	program.

Example	3
Today’s	Coaching	Conversation	Outcome:	Feel	fit	and	energetic.

Action	steps	from	today’s	coaching	conversation:
•	I	will	work	out	at	the	gym	for	90	minutes	next	Monday,	Wednesday,	and
Friday	mornings.
•	I	will	eat	a	salad	every	workday	for	lunch.
•	 I	will	 review	my	“stress	 list”	 [21]	every	morning,	and	pray	 through	 low
score	areas.

Coaching	Action	Steps
The	 various	 techniques	 for	 coaching	 action	 steps	 can	 be	 combined	 into	 a

three-step	 dialogue.	 By	 coaching	 action	 steps,	 we	 help	 the	 coachee	 to	 think
through	what	actions	would	be	relevant,	what	they	will	do,	how	they	will	do	it,
and	by	when.	Planning	 these	 things	prior	 to	attempting	action	steps	provides	a
much	greater	chance	of	a	positive	result.

1.	Ask	for	Action	Steps
Depending	on	the	flow	of	the	conversation	you	may	first	ask	for	options,	or	go
straight	to	commitment	to	action	steps.



What	action	will	you	take	to	move	forward?

What	else	would	you	like	to	do?

Prompt	from	different	angles.	For	example,

Who	could	help	you?

Earlier	you	mentioned	X,	is	this	something	you’d	like	to	do?

What	could	you	do	from	a	spiritual	perspective?

2.	SMARTen	Up	the	Action	Steps
Coach	towards	SMART	action	steps.	This	includes	dividing	any	too-large	action
steps	into	several	smaller	steps	to	tap	into	the	power	of	small	wins.

3.	Confirm	the	Action	Steps
Confirm	 the	 action	 steps	 and	make	 sure	 that	 you	 and	 the	 coachee	 have	 them
written	down.	This	step	makes	following-up	on	action	steps	much	easier.

How	 do	 you	 feel	 about	 these	 action	 steps?	 [Coach	 around	 any
hesitations.]

Just	to	make	sure	we’re	on	the	same	page,	what	are	your	action	steps?

Conclusion
The	 purpose	 of	 action	 steps	 is	 to	 help	 the	 coachee	 successfully	 apply	 their

insights	 and	 discoveries	 from	 the	 coaching	 conversation.	 Insights	 paired	 with
action	steps	will	produce	the	progress	coachees	hope	to	see.
Action	 steps	 should	 be	 simple,	 they	 should	move	 the	 coachee	 toward	 their

goal,	 and	be	doable	before	 the	next	 coaching	conversation.	To	begin	 coaching
action	 steps,	 ask	 for	multiple	 options.	Help	 the	 coachee	 generate	 a	 number	 of
ideas,	then	have	him	narrow	them	down	to	and	commit	to	taking	action.	Divide
any	large	or	complex	action	steps	into	small	steps	to	tap	into	the	power	of	small
wins.	Use	SMART	to	help	the	coachee	make	plans	that	will	better	prepare	him
to	 succeed.	 Turn	 intangible	 action	 steps	 into	 tangible	 ones	 by	 examining
behaviors.	For	a	balanced	approach,	look	for	multiple	action	steps	from	different
angles.
The	 coaching	 conversation	wraps	 up	with	 one	more	 short	 step—Highlights.

Read	on	to	learn	how	to	create	a	powerful	conclusion.



Highlights

“Twice	 and	 thrice	 over,	 as	 they	 say,	 good	 is	 it	 to	 repeat	 and	 review	 what	 is
good.”
—Plato

The	coaching	conversation	is	now	at	 the	final	stage.	Take	a	few	moments	at
the	end	of	your	conversation	 to	give	 the	coachee	an	opportunity	 to	 summarize
what	he	or	she	has	learned	and	state	it	succinctly.	This	will	cement	the	learning
in	the	coachee’s	mind	and	give	the	coach	valuable	feedback	at	the	same	time.

Make	it	Memorable
Pastor	Arty	was	on	the	edge	of	burnout.	The	church	that	he	started	three	years

earlier	had	grown	to	a	hundred	regularly	participating	members,	including	many
people	who	came	to	faith	through	the	ministry.	Pastor	Arty	struggled	to	keep	up
with	 the	 discipleship,	 counseling,	 and	 leadership	 needs	 of	 this	 group	 of	 new
Christians.	He	worked	at	 training	older	believers	 to	care	for	 the	others,	only	 to
find	that	 these	believers	had	as	many	emotional	and	spiritual	 issues	as	the	new
believers.	He	was	overwhelmed.
Pastor	Arty	 and	 his	 coach	 talked	 through	 the	 situation	 from	many	 different

perspectives	and	came	up	with	a	number	of	options	 for	moving	forward.	After
Arty	settled	on	two	action	steps,	the	coach	concluded	with	the	question,	“What
do	you	want	to	remember	from	this	conversation?”
Pastor	Arty	looked	up	and	thoughtfully	replied,	“I	want	to	remember	that	I’m

not	 Superman.	 I’m	 not	 responsible	 for	 the	world	 and	 cannot	meet	 everyone’s
needs.”
This	 was	 one	 of	 those	 cool	 coaching	 moments.	 Superman	 had	 not	 been

mentioned	during	the	coaching	conversation.	Pastor	Arty	created	this	metaphor
as	he	summarized	the	coaching	conversation.	It	became	quite	memorable.
A	few	days	later,	Pastor	Arty	posted	a	photo	of	himself	on	Facebook	wearing

a	 tee	 shirt	 with	 a	 Superman	 symbol	 on	 the	 front	 with	 a	 big	X	 through	 it.	 As
Pastor	Arty	continued	to	work	through	his	challenges	over	the	next	nine	months,
his	 “No	 Superman”	 metaphor	 continued	 to	 surface	 during	 coaching
conversations.



Finish	Strong
No	one	 likes	a	conversation	with	an	awkward	conclusion	or	unclear	ending.

Sometimes	it’s	difficult	to	know	how	long	is	long	enough.	Highlights	provide	a
clear	 closure	 to	 the	 coaching	 conversation.	 A	 summary	 of	 the	 conversation
completes	it	like	tying	a	ribbon	on	a	gift.
Highlights	 have	 tremendous	 learning	 value	 as	 well.	 Highlights	 give	 the

coachee	a	chance	to	simplify	the	complexity	of	an	hour-long	conversation	into	a
few	 short	 statements.	 It	 cements	 the	 coachee’s	 learning,	 and	 also	 provides	 the
coach	with	valuable	 feedback	about	what	 the	coachee	 found	significant	during
the	conversation.

Simplify	The	Complexity
Asking	 the	 coachee	 for	 Highlights	 encourages	 her	 to	 review	 an	 hour-long

discussion	and	summarize	the	valuable	points	and	lessons	in	a	few	of	sentences.
In	summarizing,	the	coachee	must	simplify	the	complexity	of	all	the	twists	and
turns	of	 the	conversation,	and	sort	out	what	was	most	 important	or	meaningful
for	her.
Before	 I	 started	wrapping	 up	my	 coaching	 conversations	with	Highlights,	 I

overheard	 someone	 I	 had	 just	 coached	 trying	 to	 tell	 his	 colleague	 about	 our
coaching	 conversation.	 The	 coachee	 answered	 enthusiastically,	 “It	 was	 really
helpful!”	His	colleague	asked	what	was	helpful.	The	coachee	stammered,	“Uh,
lots	of	things.	We	talked	through	all	kinds	of	things.	I’m	really	encouraged!”
The	 coachee	 was	 encouraged	 by	 our	 coaching	 conversation,	 but	 couldn’t

repeat	the	main	points	of	his	learning.	After	hearing	that	vague	summary	of	our
coaching	 conversation	 I	 realized	 that	 he	 might	 have	 become	 lost	 in	 the
complexity	of	our	conversation.	To	summarize	 requires	a	 fairly	high	degree	of
clarity.	 As	 Albert	 Einstein	 said,	 “If	 you	 can’t	 explain	 it	 simply,	 you	 don’t
understand	it	well	enough.”	Educationally,	I	knew	this	meant	he	was	not	clear	on
what	we	had	accomplished	during	our	conversation,	and	had	not	internalized	his
learning.	As	a	coach,	this	meant	that	I	wasn’t	doing	my	job	well	enough.

Summarize	to	Build	Your	Brain
Learning	 is	 reinforced	 through	 a	 succinct	 summary.	 Which	 is	 easier	 to

remember:	 three	 paragraphs	 of	 text	 or	 three	 bullet	 points?	 A	 bullet	 point	 is	 a
concise	 summary	 of	 something	 that	 is	 described	 more	 fully	 elsewhere.	 A
summary	of	a	coaching	conversation	is	easier	to	remember,	and	therefore	easier



to	share	with	others.	And	sharing	with	others	is	important,	because	repeating	it
further	reinforces	the	learning.
Here’s	how	it	works.	Our	brain	continues	to	develop	into	adulthood,	and	has

the	capacity	to	grow	and	rewire	itself	throughout	our	lives.	This	ability	is	called
“neuroplasticity.”	 [22]	 Each	 time	 you	 think,	 do,	 or	 say	 something,	 your	 brain
sends	 a	 signal	 along	 a	 neural	 pathway.	 The	 more	 signals	 that	 travel	 along	 a
particular	pathway,	 the	 stronger	 that	pathway	becomes.	Literally,	we	build	our
brains	by	repeating	things.	This	is	the	science	behind	the	saying	that	to	create	a
new	habit	you	must	do	something	16	times.
The	trouble	is	that	new	neural	pathways	are	weak,	and	what’s	worse,	our	brain

tends	to	default	to	older,	stronger	pathways	that	we	might	not	want	it	to	use.	It
takes	some	mental	effort	to	force	our	brains	to	use	the	new	pathway.	As	a	neural
pathway	 is	 strengthened,	 it	 is	 easier	 to	 remember	 our	 new	 learning	 and	 live	 it
out.	Summarizing	learning	and	then	sharing	it	with	others	cements	the	learning,
rewiring	our	brains	in	the	process.

Learn	What	The	Coachee	Values
Highlights	serve	as	a	mini	feedback	mechanism	for	the	coach.	As	the	coachee

expresses	what	they	found	valuable	during	the	coaching	conversation,	the	coach
receives	valuable	feedback.
At	 the	end	of	our	 second	coaching	session,	 I	asked	Alison,	a	 team	 leader	 in

South	 East	 Asia,	 what	 was	 most	 meaningful	 for	 her	 from	 our	 coaching
conversation.	I	thought	she	would	mention	the	plan	that	we	had	outlined	for	her
team.	At	the	beginning	of	our	conversation	she	was	confused.	She	felt	like	there
were	too	many	options,	not	enough	money,	and	she	saw	no	solution.	By	the	end
of	the	conversation,	she	had	outlined	major	points	of	a	plan	to	move	her	ministry
team	forward	over	the	next	12	months.	She	seemed	excited	and	relieved	to	have
some	clarity,	but	 that’s	not	what	she	mentioned	when	I	asked	what	part	of	our
conversation	was	most	meaningful	 to	her.	She	replied,	“I’m	just	happy	to	have
someone	who	will	listen	to	me.	No	one	listens	to	me.”
This	 little	 piece	 of	 information	 spoke	 volumes	 about	Alison’s	 needs.	 I	 took

note	and,	in	subsequent	coaching	conversations,	made	doubly	sure	that	I	allowed
her	plenty	of	time	to	fully	express	her	thoughts,	ideas,	and	dreams.	A	Highlights
question	revealed	her	need	to	be	listened	to.

Ask	It,	Don’t	Say	It



I’ve	heard	some	new	coaches	summarize	the	coachee’s	learning	at	the	end	of
the	coaching	conversation.	Besides	being	presumptuous,	this	misses	the	point	of
Highlights.	Highlights	are	for	the	coachee	to	summarize,	not	the	coach.
I	 can	 understand	 why	 a	 coach	 might	 do	 this.	 We	 run	 a	 risk	 in	 asking	 for

Highlights.	What	 if	 the	 coachee	 says	 he	 had	 no	 new	 insights,	 inspirations,	 or
anything	memorable?	That	might	be	awkward.	It	is	less	risky	to	tell	the	coachee
what,	in	your	view,	are	the	learning	points.	But,	coaching	is	about	drawing	out,
not	 putting	 in.	 It	 is	 our	 job	 to	 draw	 out	 what	 the	 coachee	 learned	 and	 found
valuable,	not	what	we	think	was	valuable.

Highlights	Questions
There	 are	 many	 ways	 to	 ask	 for	 Highlights.	 Each	 question	 may	 draw	 out

something	slightly	different.	Each	will	stimulate	thinking	and	get	to	the	point	of
summarizing	what	was	helpful	or	important	to	the	coachee.	Try	mixing	them	up
a	 bit	 by	 using	 different	 Highlights	 questions	 throughout	 the	 coaching
relationship.

What	do	you	want	to	remember	from	today’s	conversation?

What	awareness	do	you	have	now	that	you	didn’t	before?

What	was	most	useful	to	you	from	our	conversation?

What	are	your	take-aways	from	this	conversation?

What	was	meaningful	to	you	from	our	conversation?

The	coachee’s	thoughts	must	be	clear	to	be	easily	remembered.	It	may	take	a
little	exploration	 to	help	 the	coachee	organize	 their	 thoughts	and	put	 them	into
sentences.	 A	 short	 dialogue	 using	 clarifying	 questions	 will	 help	 the	 coachee
process	their	Highlights.

Coach:	What	was	meaningful	to	you	from	our	conversation?
Coachee:	The	discussion	of	my	priorities.
Coach:	How	was	that	meaningful?
Coachee:	I	realized	that	what	I	say	I	want	to	do	and	how	I	actually	spend
my	time	are	quite	different.
Coach:	Keep	going.
Coachee:	Well,	 it’s	 not	 really	 a	 time-management	 issue	 as	much	 as	 it	 is
clarifying	what	I	really	want	and	keeping	it	in	front	of	me.	I’m	hopeful	I	can



make	some	progress	this	week.
Coach:	I	am	too!

Get	the	Next	Appointment	into	the	Calendar
Some	coaches	and	coachees	have	a	consistent	enough	schedule	to	set	regular

days	 and	 times	 for	 their	 coaching	 conversations,	 every	Tuesday	 at	 10	 a.m.	 for
example.	My	coachees	and	I	do	not.	Travel,	meetings,	kid’s	sports,	etc.,	make	it
difficult	 to	predict	a	 regular	schedule	a	month	or	 two	in	advance.	No	problem.
Set	the	time	and	date	for	the	next	coaching	appointment	before	you	finish	each
conversation.	Doing	this	in-person	is	much	easier	than	exchanging	emails	later.

[Continued	from	above.]
Coach:	Thank	you	for	your	openness	today.
Coachee:	Thank	you	for	your	time.	I	appreciate	it.
Coach:	How	about	we	set	our	next	appointment?
Coachee:	Sure.
Coach:	Are	you	available	2	p.m.	on	Tuesday	the	10th?
Coachee:	That	works	for	me.
Coach:	Okay,	I’ll	see	you	then.
Coachee:	Okay,	take	care.
Coach:	Goodbye.

This	brings	us	to	the	end	of	the	coaching	conversation.	From	here	the	coachee
will	 go	 and	 work	 on	 their	 action	 steps.	 A	 week	 or	 two	 later	 the	 coach	 and
coachee	will	meet	again	for	another	coaching	conversation.



Follow-Up

“Experience	is	not	always	the	kindest	of	teachers,	but	it	is	surely	the	best.”
—Spanish	Proverb

At	the	conclusion	of	most	coaching	conversations,	 the	coachee	commits	to	a
number	 of	 action	 steps	 which	 are	 to	 be	 completed	 before	 the	 next	 coaching
session.	Ideally,	 the	coachee	will	have	two	or	 three	action	steps	 that	help	 them
move	toward	their	goal	from	different	angles.	You	can	read	more	about	creating
action	steps	in	the	chapter	on	Course.
It	 is	 best	 to	 follow	 up	 on	 action	 steps	 during	 the	Connect	 stage	 of	 the	 next

coaching	 conversation.	 Following-up	 on	 action	 steps	 is	 critical	 to	 the	 overall
learning	process.	 It	 is	at	 this	point	 that	 the	Action-Reflection	Cycle	comes	 full
circle,	 and	 each	 subsequent	 coaching	 conversation	 repeats	 the	 cycle	 again.
Figure	3	 illustrates	how	after	 a	 coaching	conversation	 the	 coachee	does	 action
steps,	then	at	the	next	conversation	those	action	steps	are	followed	up,	and	so	on.
The	purpose	of	following-up	is	to	debrief	the	coachee	on	actions	taken.	This

process	 helps	 to	 reinforce	 forward-moving	 thoughts	 and	 behaviors,	 generates
learning	 and	 insight,	 and	 allows	 the	 coach	 and	 coachee	 to	 troubleshoot
difficulties	while	creating	next	steps.
As	 you	 make	 a	 habit	 of	 following-up	 on	 action	 steps,	 you	 embed	 subtle

accountability	 into	 the	 process.	 A	 coachee’s	motivation	 for	 completing	 action
steps	is	naturally	increased	just	by	knowing	that	the	coach	will	be	following-up
on	them.

Safe	Follow-Up
Following-up	on	action	 steps	provides	 space	 for	 the	coachee	 to	 review	 their

actions,	and	the	results	of	those	actions,	all	in	a	safe	environment.	By	safe,	I	am



referring	to	the	emotional	safety	that	is	a	product	of	the	coach’s	non-judgmental
presence.	People	are	very	savvy	when	it	comes	to	picking	up	on	the	judgment	of
others.	 If	 we	 perceive	 we	 are	 being	 judged	 negatively,	 we	 often	 become
defensive	and	decline	to	share	further.
Even	 positive	 judgments	 need	 to	 be	 tempered.	While	 coaching,	we	want	 to

keep	the	focus	on	the	coachee—his	agenda,	his	efforts,	his	accomplishments—
and	 not	 on	 how	 we	 evaluate	 his	 progress.	 We	 do	 not	 want	 to	 inadvertently
communicate	to	the	coachee	that	they	are	to	try	and	please	us	by	accomplishing
their	 action	 steps.	 The	 coachee	 should	 be	 taking	 action	 steps	 for	 their	 own
benefit,	not	for	the	benefit	of	the	coach.
All	 forward	 movement	 needs	 to	 be	 reinforced	 so	 that	 the	 coachee	 feels

encouraged	 to	 continue	 with	 these	 positive	 actions.	 Be	 generous	 with	 your
acknowledgement.	 The	 words	 you	 use	 to	 acknowledge	 a	 coachee’s	 progress
make	 a	 difference	 in	 how	 effectively	 it	 reinforces	 the	 coachee’s	 behavior.
Phrases	like,	“Great	job!”	“I	like	it,”	and	“Brilliant!”	are	more	like	pep	phrases	if
they	 are	 not	 tied	 to	 any	 specific	 attitude	 or	 behavior.	 Instead	 use	 phrases	 like
these,	which	focus	on	the	coachee’s	actions:

I	recognize	the	tremendous	amount	of	effort	you	put	into	that.

You	did	it!	You	accomplished	exactly	as	you	set	out	to	do.

I	acknowledge	how	much	courage	it	took	for	you	to	do	this.

The	 coachee	 is	 fully	 responsible	 for	 their	 action	 steps.	 Following-up	 with
them	 in	 an	 empowering	 way	 will	 further	 promote	 that	 responsibility	 and
motivate	them	to	achieve	more.

The	First	Following-up	Question
Compare	 the	 three	 questions	 below.	What	 characterizes	 them	 in	 your	 view?

Which	do	you	like	better?	Why?

Did	you	do	your	action	steps?

How	did	it	go	with	your	action	steps?

What	progress	did	you	make	on	your	action	steps?

Did	you	do	your	action	steps?
This	 question	 reminds	 me	 of	 the	 question,	 “Did	 you	 do	 your	 homework?”



Who	asks	that?	Your	mother	or	a	teacher—an	authority	figure.	Coaches	are	not
authority	figures.	Our	purpose	in	following-up	is	not	to	check	up	on	the	coachee,
it’s	to	support	them	in	learning	and	moving	forward.
“Did	 you	 do	 your	 action	 steps?”	 is	 a	 closed	 question.	 Possible	 responses

include	 “Yes,”	 “No,”	 and	 “Not	 completely.”	None	 of	 these	 answers	move	 the
coachee	towards	greater	reflection.
If	action	steps	were	not	completed	entirely,	this	question	may	raise	feelings	of

guilt	or	shame,	or	the	coachee	may	become	defensive	and	make	excuses.	These
responses	 decreases	 the	 coachee’s	 ability	 to	 reflect	 clearly	 and	 learn	 from	 the
incomplete	action	step.

How	did	it	go	with	your	actions	steps?
This	 question	 is	 usually	 interpreted	 as	 an	 evaluation,	 i.e.,	 “How	would	 you

evaluate	the	results?”	Often	the	answer	is	a	simplistic,	single-word	assessment	of
a	 possibly	 complex	 result.	 The	 coachee	 may	 answer,	 “Fine”	 or	 “Great!”	 or
“Terrible.”	These	responses	do	not	indicate	much	reflection.
In	 East	 Asia,	 where	 I	 lived	 for	 20	 years,	 if	 you	 ask,	 “How	 did	 it	 go?”	 the

average	person	will	 list	 the	problems	and	improvements	needed.	Their	focus	is
generally	 on	 self-critiquing	 rather	 than	 on	 the	 “build	 on	 strengths”	 approach
common	in	the	United	States.	[23]	Some	personalities	in	the	United	States	will
give	 the	 same	 self-critiquing	 response.	 Following-up	 on	 action	 steps	 involves
more	than	correcting	the	execution	of	action	steps.
The	biggest	disadvantage	to	beginning	with	this	question	is	that	it	provides	no

reinforcement	 for	what	worked.	 In	 Indonesia,	 I	worked	with	a	 leader	who	was
quick	 to	 self-evaluate	 and	 find	 places	 he	 needed	 to	 improve.	 He	 worked
diligently	on	those	areas,	but	I	soon	began	to	notice	that	he	was	doing	poorly	in
areas	where	he	had	previously	done	well.	 I	 realized	 that	by	not	 reinforcing	his
effective	behavior,	he	began	to	see	those	behaviors	as	unimportant	and	therefore
did	 not	 continue	 them.	Reinforcing	 all	 forward	movement	 is	 important	 so	 that
the	coachee	will	continue	with	those	positive	behaviors.
I	 find	 it	 more	 helpful	 to	 evaluate	 the	 effectiveness	 of	 the	 coachee’s	 efforts

after	 he	 has	 described	 his	 actions	 and	 their	 results,	 as	 illustrated	 in	 this	 next
question.

What	progress	did	you	make	on	your	action	steps?
This	question,	 like	an	onion,	has	many	 layers	 to	 it.	On	 the	surface	 it’s	quite

positive.	Progress	is	assumed,	and	that	projects	a	positive	belief	in	the	coachee’s
ability	to	act.	It	says,	“I	believe	in	you.”
The	word	“progress”	 is	not	an	all	or	nothing	proposition	as	 in,	“Did	you	do



your	 action	 steps?”	 Instead,	 “progress”	 includes	 and	 welcomes	 partially
completed	action	steps.
“Progress”	sets	the	conversation	off	in	a	positive	direction.	It	focuses	on	what

went	 well,	 what	 worked,	 and	 on	 the	 coachee’s	 forward	 movement.	 It	 creates
space	 for	 the	 coachee	 to	 review	 and	 reinforce	 forward-moving	 behaviors	 and
thinking,	and	 to	cement	 them	into	his	or	her	 life.	This	 term	doesn’t	 restrict	 the
conversation	to	include	only	the	positive	results,	but	rather	paints	any	result	in	a
positive	 and	 constructive	 light.	 More	 importantly,	 the	 question	 doesn’t	 raise
defensiveness,	and	most	people	appreciate	its	constructive	positivism.
I	 used	 to	 feel	 awkward	when	 following-up	 on	 action	 steps.	 I	worried	 about

appearing	 too	 authoritarian.	 I	worried	 that	 the	 other	 person	had	not	 completed
his	action	steps.	I	worried	about	embarrassing	him,	or	offering	ineffective	help	if
the	action	steps	didn’t	go	well.	Since	using	the	question,	“What	progress	did	you
make	on	your	action	step?”,	my	worries	have	disappeared.

What?	So	What?	Now	What?
Now	that	we	have	the	first	question	ready,	let’s	look	at	how	to	follow-up	in	an

empowering	way	that	will	focus	on	learning,	and	motivate	the	coachee	towards
further	action.
A	 simple	model	 for	 following-up	 on	 action	 steps	 is:	What?	 So	What?	Now

What?	 [24]	 This	 model	 allows	 you	 to	 naturally	 explore	 to	 find	 out	 what	 the
coachee	did,	didn’t	do,	and	the	result	(What?).	From	there,	the	model	encourages
deeper	 reflection	 for	 the	purpose	of	discovering	 the	 lessons	 to	be	 learned	from
those	 actions	 and	 results	 (So	What?).	And	 finishes	 by	 extending	 that	 learning
into	other	areas	of	the	coachee’s	life	(Now	What?).	Plus,	it’s	easy	to	remember,
and	that	counts	for	a	lot	when	you	are	in	the	moment	with	someone.

What?
Questions	 help	 the	 coachee	 review	 and	 reflect	 on	 what	 she	 did	 and	 didn’t

accomplish	in	regards	to	her	action	steps.	The	What?	step	is	designed	to	raise	the
coachee’s	 awareness	 and	 make	 her	 conscious	 of	 her	 thoughts,	 emotions,	 and
behaviors	 before	 and	 during	 the	 action	 step.	 This	 requires	 the	 coachee	 to	 dig
below	the	surface	to	identify	many	aspects	of	what	happened.	For	example:	what
she	 did,	 what	 she	 choose	 not	 to	 do,	 what	 her	 thought	 process	 was,	 and	 what
emotions	were	evoked	as	she	did	all	of	this.
Surprisingly,	some	people	do	not	 recognize	what	 they	have	accomplished	or



its	 significance.	 The	 coachee	 may	 not	 be	 aware	 of	 the	 thought	 process	 that
brought	them	to	complete	the	action	step.
Of	course,	not	all	action	steps	require	this	depth	of	reflection.	Following-up	on

some	action	steps	 is	simply	a	matter	of	asking	about	 them	and	hearing	a	quick
summary.	Other	actions	steps	require	more	exploration	to	discover	 the	wisdom
behind	them.	Action	steps	 that	were	something	new,	a	challenge,	or	key	 to	 the
coachee	reaching	their	goal,	need	more	time	to	process.
Through	the	coach’s	questions	the	coachee	is	able	to	be	more	fully	aware	of

what	 actually	 happened—their	 actions,	 internal	 conversations,	 emotions—and
the	 results.	Reflecting	with	 this	much	detail	makes	 it	 easier	 for	 the	 coachee	 to
discover	new	learning.
For	example,	Martin	worked	for	a	large	relief	organization	and	needed	to	give

a	presentation	to	a	large	group	of	managers.	During	his	previous	presentation,	in
his	nervousness	and	desire	not	to	miss	anything,	he	did	a	“data	dump,”	droning
on	and	on	with	charts	and	statistics	 that	put	everyone	 to	 sleep.	After	 that	poor
presentation	 and	more	 than	 a	 little	 bit	 of	 teasing	 from	his	 co-workers,	 he	was
even	more	nervous	about	an	upcoming	presentation.	We	coached	about	how	to
do	things	differently.	He	created	several	action	steps	and	did	the	presentation.
At	our	next	 coaching	 session	 I	 followed-up	on	his	progress.	 In	 the	dialogue

below,	notice	how	I	probed	for	what	he	did,	how	he	felt,	and	what	happened	as	a
result	of	doing	the	action	steps.

Coach:	What	progress	did	you	make	on	your	action	steps?
Martin:	I	did	the	presentation,	and	it	went	well.
Coach:	 Great!	 I	 realize	 you	 put	 a	 lot	 of	 work	 into	 overcoming	 your
difficulties	in	presenting.	What	did	you	do	differently	this	time?
Martin:	I	was	better	prepared.
Coach:	How	did	you	prepare	differently?
Martin:	I	was	much	clearer	on	the	purpose	of	 the	 talk,	so	my	points	were
more	focused.	I	also	got	rid	of	most	the	text	on	the	PowerPoint	slides	and
illustrated	each	point	with	photos	instead.	The	other	managers	really	liked
that.
Coach:	 Okay,	 so	 you	 decided	 on	 a	 clear	 purpose	 for	 the	 presentation,
focused	your	main	points,	and	created	an	interesting	PowerPoint.	Nice	job.
So,	how	did	you	feel	as	you	actually	did	the	presentation?
Martin:	I	was	still	nervous,	but	I	knew	exactly	what	I	was	going	to	say,	and
I	knew	that	I	wouldn’t	ramble	on	and	on	like	last	time.
Coach:	Besides	nervousness,	what	emotions	did	you	feel?
Martin:	Well,	I	was	excited…	also	much	more	confident.	And	I	anticipated



good	results.
Coach:	 Just	 so	 we	 don’t	 skip	 over	 it,	 since	 your	 goal	 was	 to	 feel	 more
comfortable	 presenting	 to	 large	 groups,	 what	 caused	 that	 feeling	 of
excitement,	confidence,	and	anticipation?
Martin:	Having	 clear	 purpose	 and	 points.	 I	wasn’t	 overwhelmed	with	 all
the	 data	 or	worried	 about	 trying	 to	 cram	 10	 points	 into	 the	 presentation
time.

[This	conversation	is	continued	below	under	So	What?]

The	 What?	 Stage	 explores	 what	 the	 coachee	 did	 or	 didn’t	 do,	 what	 they
thought	 about,	 what	 they	 felt,	 and	 the	 effects	 of	 it	 all.	 Below	 are	 some	 key
questions:

Do:	What	did	you	do?	Or	not	do?

Think:	What	did	you	think	about	as	you	did	it?

Feel:	What	feelings	did	you	have	during	the	experience?

Effect:	What	were	the	effects	of	having	taken	these	actions?

So	What?
Helpful	reflection	goes	beyond	simply	what	happened	to	the	meaning	behind

the	experience.
Ask	about	the	implications	of	taking	this	action	step,	looking	for	both	effects

and	process.	Look	 for	 logical	 connections	between	 thoughts,	 emotions,	 actions
and	their	effects.	The	effects	are	the	immediate	results	related	to	the	action	step
itself,	 and	 process	 includes	 the	 new	 thoughts,	 behaviors,	 and	 experiences
involved	in	accomplishing	it.
Ask	what	 conclusions	 the	 coachee	 can	draw	 from	all	 of	 this.	Encourage	 the

coachee	 to	 summarize	 his	 or	 her	 observations,	 insights	 or	 learning	 for	 the
purpose	 of	 reinforcing	 it	 and	 making	 it	 easier	 to	 remember.	 Insights	 and
discoveries	more	often	come	from	the	process,	yet	coachees	often	overlook	this
area.
Let’s	go	back	to	Martin	and	his	presentation.

[Continued	from	above…]
Coach:	 So,	 what	 do	 you	 observe	 in	 regards	 to	 giving	 a	 successful
presentation	and	the	way	you	prepare?



Martin:	 They	 are	 totally	 linked.	Once	 I	was	 clear	 on	my	 purpose	 for	 the
talk,	it	became	easier	to	decide	which	points	to	focus	on.	I	could	also	keep
it	more	concise	and	stop	doing	the	“data	dump”	that	I	used	to	do.
Coach:	How	will	you	prepare	in	the	future?
Martin:	 Well,	 first	 I’ll	 determine	 the	 purpose,	 then	 sort	 through	 the
information	to	find	my	focus	points.	And	I’ll	stick	to	that,	rather	than	trying
to	say	all	there	is	to	say	about	the	topic.
Coach:	And	how	does	even	thinking	about	preparing	in	this	way	make	you
feel	about	doing	your	next	presentation?
Martin:	Much	more	confident.	I’m	not	dreading	it.

Below	are	some	key	questions:

What	did	you	learn?	Relearn?

What	benefits	did	you	receive	from	this	experience?

How	do	you	feel	about	yourself?

What	are	the	implications	of	doing	this	action?

Now	What?
At	this	point,	the	coachee	has	a	clear	picture	of	what	he	did	and	the	results	of

doing	it.	He	has	also	generated	insights	and	learning	from	the	experience.	Now
we	want	to	reinforce	that	learning	by	extending	it	into	other	areas	of	his	life.	The
simplest	way	is	 to	do	 this	 is	 to	help	 the	coachee	find	other	applications	for	his
insights	and	learning.

[Continued	from	above…]
Coach:	Let’s	take	it	a	step	further,	if	that’s	okay.	How	could	you	use	your
insights	to	prepare	a	clear	purpose	and	focused	points	in	other	areas	of	your
job?
Martin:	Our	staff	meetings	could	use	a	lot	more	focus.	I’m	too	scattered	in
what	we	talk	about,	and	we	end	up	leaving	the	meeting	feeling	like	we	ran
through	a	checklist	of	unrelated	things.
Coach:	How	might	you	prepare	differently	for	your	meetings?
Martin:	Well,	the	same	way	as	the	presentation,	I	suppose.	I	need	to	decide
on	a	purpose	for	 those	meetings.	Do	I	want	 to	 inform?	Inspire?	Equip?	A
little	of	all	three?	That’s	the	first	step	anyway.



Coach:	Would	you	like	to	commit	that	to	an	action	step?
Martin:	Sure,	 I’ll	 think	 through	 the	purpose	or	purposes	of	our	next	 staff
meeting	and	make	it	clear.
Coach:	 Sounds	 helpful.	 [Pause]	 Is	 it	 okay	 if	we	move	 on	 to	 review	 your
other	action	steps?	[Or,	if	that	was	the	last	or	only	action	step	to	follow-up
on,	set	the	Outcome	for	the	rest	of	the	session.]	Looking	toward	the	rest	of
our	time	together	today,	what	would	you	like	to	work	on?

Below	are	some	key	questions:

How	can	you	extend	the	learning?

Where	else	could	you	apply	what	you’ve	learned?

How	do	you	want	to	do	things	differently	in	the	future?

Martin’s	 story	 is	 a	 good	 example	 of	 following-up	 on	 action	 steps	 that	were
completed	and	went	well.	Next	we	will	look	at	how	to	follow-up	when	the	action
steps	were	not	completed	or	worse,	failed.

Why	We	All	Need	A	Little	Failure	Now	and	Then
Failure	 is	 an	 emotionally	 charged	 word.	 Its	 constant	 companion	 is

discouragement.	The	word	failure	has	a	note	of	finality	or	completeness.	Black
or	white.	Bad	or	good.	Many	people	fear	 failure,	but	some	kinds	of	 failure	are
actually	good	for	us.	Here	are	two	reasons	why	a	little	failure	now	and	then	will
make	us	stronger.
Failure	leads	to	living	out	our	potential.	Some	people	go	to	great	lengths	not

to	fail.	On	the	surface,	that’s	understandable.	However,	by	aiming	for	only	what
is	attainable,	you	risk	staying	firmly	 in	 the	grasp	of	mediocrity.	A	pole	vaulter
only	knows	her	upper	limit	by	consistently	not	clearing	the	bar.	In	sports,	as	well
as	work,	you	can	only	reach	your	potential	by	pushing	your	limits.	Goals	must
be	challenging,	and	that	means	we	must	risk	failure.
Failure	 can	 also	 lead	 to	 learning.	 The	 greatest	 learning	 (or	 at	 least	 most

memorable	 learning)	 often	 comes	 from	 failure.	 I’m	 from	 Seattle,	 where
throughout	the	past	20	years,	Venture	Capitalists	(VCs)	have	sought	out	software
entrepreneurs	 to	fund	their	start	up	companies.	One	factor	 that	VCs	look	for	 is
failure.	 Has	 the	 entrepreneur	 failed?	 If	 they	 haven’t	 failed,	 some	 VCs	 do	 not
want	to	fund	them.	Venture	Capitalists	know	that	all	entrepreneurs	will	fail,	and
that	 they	will	gain	a	 lot	of	valuable	 learning	from	that	failure—but	 they	would



rather	that	they	fail	first	with	somebody	else’s	money!	[25]

“Success	consists	of	going	from	failure	to	failure	without	loss	of
enthusiasm.”	—Winston	Churchill

Failure	 occurs	 all	 the	 time	 in	 both	 big	 and	 small	ways.	A	 failed	 action	 step
should	be	viewed	as	a	valuable	learning	experience.	If	nothing	has	been	learned,
the	person	 is	 likely	 to	 repeat	 their	error,	often	with	more	severe	consequences.
Following-up	 can	 help	 people	 learn	 from	 what	 went	 wrong,	 and	 find	 and
reinforce	all	that	went	right.

How	to	Follow-up	on	Failed	or	Incomplete	Action	Steps
Coachees	 will	 not	 fully	 complete	 every	 action	 step	 every	 time,	 and	 that’s

okay.	Sometimes	the	action	step	wasn’t	specific	enough,	or	the	coach	may	have
imposed	 their	 idea	 as	 an	 action	 step.	 There	 may	 have	 been	 changes	 in	 the
coachee’s	 circumstances,	 a	 crisis,	 or	 other	 demands	 of	 life	 that	 distracted	 the
coachee.	Or	it’s	possible	that	the	coachee	just	fell	flat.
Progress	 in	coaching	 is	measured	by	what	 the	coachee	accomplishes	and	by

what	the	coachee	learns.	Following-up	on	incomplete	action	steps	is	a	chance	for
the	 coachee	 to	 increase	 self-awareness	 and	 learning,	 as	 well	 as	 to	 make
corrections	leading	to	successful	completion	of	their	goals.
The	process	of	following-up	on	failed	or	incomplete	action	steps	is	similar	to

the	 pattern	 of	 What?	 So	 What?	 Now	 What?	 The	 key	 to	 following-up	 on
incomplete	 action	 steps	 is	 not	 to	 move	 too	 quickly	 towards	 correcting	 what
didn’t	 work,	 but	 rather,	 taking	 time	 to	 review	 any	 forward	 progress.	 It’s
important	 to	 find	 and	 reinforce	 all	 forward	 movement	 before	 diagnosing	 and
fixing	what	didn’t	work.
Of	 course,	 you	 must	 first	 give	 an	 empathetic	 ear	 to	 what	 may	 be	 a

disappointing	 and	 discouraging	 result	 for	 the	 coachee—then	 focus	 on	 helping
them	see	the	progress	they	made.
The	steps	below	outline	how	to	effectively	help	a	coachee	process	a	failed	or

incomplete	 action	 step.	 This	 kind	 of	 detail	 won’t	 be	 necessary	 for	 every
situation,	but	it	works	well	for	those	important	action	steps	that	didn’t	work	out
as	a	coachee	had	intended.

1.	Dissect	 the	 action	 steps	 to	 identify	 the	 parts	 that	worked	 and	 the	 parts
that	didn’t	work.	Look	for	what	the	coachee	did	well.



2.	 Acknowledge	 all	 the	 forward-moving	 thoughts,	 decisions,	 and	 actions.
Don’t	 let	 discouragement	 cause	 the	person	 to	miss	 the	parts	 that	 they	did
well.

3.	 Capture	 the	 learning	 in	 the	 same	 way	 that	 was	 described	 in	 the	 “So
What”	step	above.

4.	Have	the	coachee	identify	what	didn’t	work	and	reflect	on	the	causes,	as
well	 as	 on	 alternatives.	 Focus	 on	what	 the	 coachee	 did	 or	 didn’t	 do,	 and
look	at	factors	that	may	have	been	outside	the	coachee’s	control.

5.	Find	out	if	the	action	step	is	still	relevant	and	needs	to	be	completed.

6.	Make	a	revised	plan	of	action.

Dissect	the	Action	Step
Every	 action	 step	 is	 actually	made	 up	 of	 a	 large	 number	 of	 smaller	 actions

steps—thoughts,	decisions,	 and	actions.	Let’s	 revisit	 the	example	of	 the	action
step	from	the	chapter	on	Course:	“Go	outside	within	10	minutes.”	Most	people
would	consider	“going	outside	within	10	minutes”	as	a	single	action	step.	Yet,	as
we	saw,	this	action	step	actually	required	a	series	of	16	smaller	steps	for	me	to
go	outside	from	the	11th	floor	of	the	Singapore	National	Library.	Here	they	are:

1.	Push	back	my	chair
2.	Stand	up
3.	Pack	up	my	computer
4.	Walk	through	the	library
5.	Take	several	turns	through	the	stacks	of	books
6.	Open	the	first	set	of	doors
7.	Have	my	bag	inspected	by	security
8.	Go	to	the	elevator
9.	Push	the	down	button
10.	Wait	for	elevator
11.	Board	the	elevator
12.	Push	the	button	for	the	ground	floor
13.	Exit	the	elevator
14.	Walk	through	the	lobby
15.	Open	the	door
16.	Exit	the	building



This	 action	 step	 actually	 requires	 16	 smaller	 steps,	 just	 to	 go	 outside.	Now
imagine	that	on	the	way	down	the	elevator	stops	midway.	I’m	stuck	and	time	is
up.	I	failed	to	achieve	the	action	step.	If	we	measure	action	steps	as	pass	or	fail,
all	or	nothing,	then	the	entire	attempt	at	this	action	step	is	a	failure.	However,	if
we	measure	 action	 steps	 according	 to	any	 forward	movement	 toward	 the	goal,
then	 I	 achieved	 quite	 a	 lot—12	 out	 of	 16	mini-steps.	While	 the	 overall	 result
may	not	have	been	what	I	hoped	for,	many	of	the	individual	actions	moved	me
toward	my	goal.
Reinforcing	 these	mini-actions	creates	powerful	momentum	for	 the	coachee.

Otherwise,	in	their	disappointment	over	not	achieving	their	full	goal,	the	coachee
may	 “throw	 the	 baby	 out	 with	 the	 bath	 water”	 by	 disregarding	 their	 forward
movement.	 When	 following-up	 on	 action	 steps,	 don’t	 overlook	 successful,
forward-moving	thoughts,	decisions,	and	actions.	Reinforce	all	forward-moving
behaviors	and	generate	learning	from	the	parts	that	that	did	and	didn’t	work.
Let’s	look	at	the	process	of	dissecting	an	action	step.
The	following	dialogue	illustrates	how	a	coach	followed-up	with	Daniel,	who

was	searching	for	a	new	job	and	came	to	the	coaching	appointment	discouraged
because	 he	 felt	 he	 hadn’t	 accomplished	 anything	 that	 week.	 Notice	 how	 the
coach	 probes	 for	 the	 mini-steps	 and	 then	 literally	 points	 out	 progress	 to	 his
discouraged	coachee.

Coach:	What	progress	did	you	make	on	your	action	steps?
Daniel:	I	didn’t	do	anything	this	week?
Coach:	Nothing?
Daniel:	Nothing.
Coach:	You	were	going	to	send	out	your	résumé.	How	far	did	you	get	on
that?
Daniel:	Well,	 I	 sent	 it	 to	 two	people,	but	when	I	called	 them	they	weren’t
able	to	meet	with	me	until	this	week.
Coach:	So,	wait	a	minute.	You	did	send	your	résumé	to	two	people	and	you
phoned	them	for	appointments.	That’s	big!	You’ve	been	so	nervous	about
phoning	to	follow-up.	Great	job.
Daniel:	Yeah,	I	guess	I	did	do	something.
Coach:	Yes	you	did!	What	else?
Daniel:	I	spent	a	couple	hours	looking	at	online	job-search	forums.	And	I
checked	 in	 with	 my	 friend	 who’s	 a	 manager	 at	Microsoft,	 but	 there	 was
nothing	available	in	her	department.
Coach:	I	want	to	acknowledge	your	effort,	especially	when	you	were	faced
with	some	discouraging	results.



Daniel:	Thanks.
Coach:	 You’ve	 been	 job-hunting	 for	 a	 couple	 of	 months	 now.	 What
observations	can	you	make	about	the	process	of	finding	your	new	job?
Daniel:	I	see	that	personally	following-up	by	phone	is	essential.	I	wouldn’t
even	get	called	back	if	all	I	did	was	send	in	my	résumé.	Also,	I	don’t	think
it’s	enough	for	me	to	stick	to	the	places	I’ve	been	looking.	I	need	to	cast	my
net	wider.
Coach:	 Those	 are	 helpful	 observations:	 always	 contact	 the	 employer
personally,	and	widen	the	scope	of	your	search.	[Pause]	So,	how	would	you
like	to	use	the	remainder	of	our	conversation?

[From	here	the	coach	and	coachee	would	begin	to	set	the	Outcome	for	the
rest	of	the	coaching	conversation.]

The	coach	uncovered	 the	actions	Daniel	had	 taken	and	acknowledged	 them.
Daniel	 hadn’t	 yet	 attained	 the	 result	 he	 wanted,	 but	 the	 steps	 he	 did	 take
eventually	 allowed	 him	 to	 find	 the	 job	 he	was	 searching	 for.	Below	 are	 some
examples	 of	 how	 to	 genuinely	 acknowledge	 a	 person’s	 effort,	 even	 if	 they
haven’t	achieved	the	result	for	which	they	hoped.

You	obviously	put	tremendous	thought	into	that.

I	acknowledge	your	willingness	to	try.	I	know	it	wasn’t	easy	for	you.

I	 recognize	 this	was	 quite	 a	 stretch	 for	 you,	 but	 you	 showed	 courage
and	went	for	it.	I	respect	that.

In	the	example	above,	you	can	also	find	the	“So	What”	step	of	following-up.
Here	the	coach	used	it	as	a	review	of	the	coachee’s	efforts	to	date.	Those	insights
may	inform	the	coaching	conversation	and	future	action	steps.

What	did	you	learn	from	what	you	did?

Looking	at	what	you	did	do,	what	do	want	to	make	sure	you	do	again?

Revise	the	Action	Step
Create	a	new	revised	action	step	that	takes	into	account	past	difficulties.	Use

insights	from	the	coachee’s	recent	experience	to	plan	a	way	forward.	It’s	a	two-
step	process.	First,	assess	the	coachee’s	commitment	to	complete	the	action	step,
and	second,	reform	the	action	step	in	light	of	the	coachee’s	learning.



Assess	the	Coachee’s	Commitment	to	the	Action	Step
Before	charging	ahead	and	assuming	the	coachee	will	complete	the	action	step

in	the	upcoming	weeks,	stop	and	ask	if	the	action	step	is	still	relevant.
There	 are	 a	 number	 of	 reasons	 an	 action	 step	 may	 no	 longer	 be	 needed.

Circumstances	 change,	 the	 completion	 of	 other	 action	 steps	 may	 have
accomplished	the	original	intention,	or	new	insights	may	have	given	the	coachee
a	different	 approach	 to	 the	problem.	Occasionally	a	 coachee	will	decide	on	an
action	step,	and	later	realize	it’s	not	a	priority.
The	simplest	way	to	assess	the	coachee’s	continued	commitment	to	the	action

step	is	by	asking	him.	Try	one	of	these	questions:

How	important	is	it	to	you	to	complete	this	action	step?

How	relevant	is	this	action	step	to	you	now?

In	what	ways	will	completing	this	action	move	you	toward	your	goal?

Assessing	 commitment	 to	 the	 action	 step	 gives	 the	 coachee	 a	 chance	 to
connect	to	their	original	motivations	for	creating	the	action	step	in	the	first	place.
It’s	not	uncommon	to	hear	answers	such	as,	“I’ve	got	to	complete	it!”	or	“I	don’t
have	 any	 choice,	 really.	 It’s	 essential	 to	 the	 project.”	 Most	 of	 the	 time	 the
coachee	will	want	to	continue	with	the	action	step.
There	will	be	times	when	the	coachee	decides	that	completing	the	action	step

is	necessary.	Although	there’s	room	for	variation,	the	three	main	reasons	for	not
continuing	with	 an	 action	 step	 are	 as	 follows:	 one	or	more	of	 the	other	 action
steps	met	the	intentions	of	the	uncompleted	action	step,	circumstances	changed
making	it	irrelevant,	or	the	coachee	wasn’t	clear	or	committed	to	the	action	step
from	the	beginning.
If	 the	 coachee	 does	 not	 want	 to	 continue	 with	 the	 action	 step,	 move	 on	 to

debriefing	the	other	action	steps	and	then	transition	to	determining	the	Outcome
of	the	remainder	of	that	day’s	coaching	conversation.
If	 the	 coachee	 is	 committed	 to	 accomplishing	 the	 action	 step,	 continue	 and

have	a	brief	conversation	about	how	to	 reform	the	action	step	 to	make	 it	more
relevant.

Reform	the	Action	Step
During	the	previous	coaching	conversation	the	coachee	created	an	action	step.

The	 coachee	 attempted	 to	 accomplish	 the	 action	 step	 and	 then	 debriefed	 that



attempt	with	you.	Based	on	the	coachee’s	experience	and	insights,	and	because
of	the	coachee’s	continued	commitment	to	accomplish	it,	coach	him	to	create	a
plan	for	successful	completion	of	the	action	step.	Often	this	involves	modifying
the	action	step	in	some	way.
Ask	this	key	question:

In	what	ways	does	the	action	step	need	to	be	changed?

From	 this	 point,	 the	 conversation	 is	 similar	 to	 the	 process	 of	 setting	 new
action	 steps.	 Is	 it	 SMART	enough?	Troubleshoot	 the	 action	 step	 based	 on	 the
information	 and	 learning	 that	 emerged	 earlier	 from	 discussing	What?	 and	 So
What?	Here	are	some	other	helpful	questions:

Too	big:

Would	it	be	helpful	to	break	the	action	step	down	into	smaller	steps?

Too	Small:

How	could	you	change	the	action	step	in	such	a	way	that	you	have	to
stretch	yourself	to	achieve	it?

Not	in	the	Coachee’s	Control:

What	part	do	you	have	 the	ability	 to	 complete?	Where	could	you	get
help	for	the	rest?

“Life”	Got	in	the	Way:

What	do	you	need	to	do	in	order	to	work	this	action	step	into	your	busy
schedule?

Would	 it	 be	 helpful	 for	 you	 to	 have	 a	 conversation	 around	 the
pressures	you’re	experiencing	in	your	schedule?

With	 the	 action	 step	debriefed	 and	 revised,	 the	 coachee	 is	more	prepared	 to
accomplish	 it.	 Your	 attention	 to	 the	 follow-up	 process	 will	 ensure	 a	 greater
chance	 of	 success	 for	 the	 coachee.	 The	 purpose	 of	 coaching	 is	 to	 help	 people
succeed	in	the	tasks	and	areas	of	responsibility	to	which	God	has	called	them.

Move	to	the	Conversation	Outcome



During	an	intentional	coaching	conversation,	connecting	by	chit-chatting	and
following-up	on	action	steps	usually	lasts	only	a	few	minutes.	It	can	be	tempting
at	times	to	continue	either,	as	so	many	interesting	topics	may	emerge.
Up	to	this	point	in	the	conversation,	you	have	been	reviewing	the	past,	finding

out	how	the	coachee	 is	doing,	and	following-up	on	action	steps.	Now	it’s	 time
change	the	focus	to	the	future	by	asking	the	coachee	an	Outcome	question.	This
approach	gives	you	both	the	ability	to	shift	the	conversation	to	what	the	coachee
would	like	to	work	on	that	day.
After	 following-up	 on	 action	 steps,	 pause	 and	 summarize,	 and	 then	 ask	 an

Outcome	question.

You’ve	 made	 great	 progress	 on	 your	 actions	 steps!	 As	 we	 move
forward,	 what	 result	 would	 you	 like	 to	 take	 away	 from	 our
conversation?

It’s	very	cool	how	you	were	able	to	and	.	[pause]	How	would	you	like	to
use	the	remainder	of	our	time	together	today?

We	could	continue	talking	about	this	if	you	would	like,	but	let’s	pause
for	a	moment	and	clarify	what	you	would	like	to	work	on	today.

Each	example	shows	how	to	transition	from	reviewing	the	past	action	steps,	to
moving	 the	 conversation	 into	 the	 future.	 From	 this	 point,	 use	 the	 process
described	in	the	chapter	on	Outcome	to	determine	the	coachee’s	priorities	for	the
conversation.

Conclusion
If	done	well,	Follow-Up	is	one	of	 the	most	productive	parts	of	 the	coaching

conversation.	Many	people	learn	by	doing.	Asking	them	to	reflect	on	what	they
did	 and	 what	 they	 learned	 from	 it	 can	 produce	more	 insights	 and	 discoveries
than	they	experience	in	the	Awareness	stage	of	the	conversation.
Following-up	on	action	steps	provides	a	natural	accountability	that	motivates

people	 to	 push	 harder	 than	 they	 might	 have	 on	 their	 own.	 Starting	 with	 the
question	“What	progress	did	you	make	on	your	action	steps?”	is	a	positive	way
to	 begin.	 The	 coachee	 can	 celebrate	 accomplishment,	 as	 well	 as	 receive	 an
empathetic	ear.
Looking	for	 learning	in	 the	coachee’s	experience,	whether	 things	went	as	he

or	 she	 expected	 or	 not,	 moves	 the	 experience	 from	 doing,	 to	 learning	 and
reflection.	Incomplete	or	failed	action	steps	are	an	opportunity	for	the	coach	to



acknowledge	 any	 forward	 progress	 and	 for	 the	 coachee	 to	 learn	 from	 their
experience.	Asking	the	coachee	how	important	it	is	to	complete	the	action	steps
provides	an	indicator	of	the	coachee’s	commitment	to	moving	forward	with	that
particular	step.	Revise	the	action	steps	as	needed.
Once	you’ve	followed-up	on	action	steps,	 transition	 to	Outcome	and	ask	 the

coachee	how	they	would	like	to	use	the	remainder	of	the	conversation.



Coaching	Others

“One	 of	 the	 most	 important	 action	 steps	 a	 coach	 can	 take	 is	 to	 simply	 keep
people	in	action,	even	if	they	are	not	successful	at	first.”
—	Robert	Hargrove

Don’t	Be	a	Coach,	Just	Coach
The	word	“coach”	is	both	a	noun	and	a	verb.	To	be	a	coach	(noun)	is	to	have

the	position,	 role,	 or	 title	of	 coach.	Some	people	 seek	qualifications	 and	 titles,
thinking	 that	once	 they’ve	acquired	 these	 things	 they	will	be	ready	and	able	 to
coach	 others.	 Professional	 level	 coaching	 training	 will	 provide	 tremendous
benefit,	 but	 coaching	 is	 not	 about	 the	 certificates—it’s	 about	 being	 helpful	 to
others.
Just	 coach	 (verb)	 people!	 In	 normal	 conversations,	 listen	 well.	 Be	 curious,

even	 if	 you	 think	 you	 already	 “know.”	 Ask	 questions.	 Ask	 about	 the	 other
person’s	 ideas	 before	 jumping	 in	 to	 share	 your	 own.	 Finish	 conversations	 or
meetings	by	asking,	“What	could	you	do	to	move	forward	with	this?”
Meeting	 regularly	will	 help	 people,	 regardless	 of	 how	 proficient	 you	 are	 in

your	 new	coaching	 skills.	Don’t	worry	 about	 using	 the	whole	COACH	Model
for	 each	 conversation.	 Use	 whatever	 part	 is	 helpful	 to	 that	 person	 and	 that
conversation.

Offer	to	Coach
The	 best	 place	 to	 start	 coaching	 is	 wherever	 you	 have	 conversations.	 Just

coach.	You	don’t	need	a	formal	relationship	to	be	helpful.
The	 next	 place	 you	 might	 use	 your	 coaching	 skills	 is	 in	 those	 one-on-one

relationships	 you	 already	 have.	 If	 you	 are	 already	 meeting	 regularly	 in	 a
discipleship	or	mentoring	relationship,	reframe	how	you	work	together	using	the
coaching	tools	you’ve	learned.	Listen	and	ask	more	questions	to	help	the	person
reflect	more	deeply.	Hold	back	your	own	stories	and	advice	and	draw	out	theirs.
Ask	the	person	you	are	meeting	with	to	create	a	couple	of	action	steps.	Make	it
natural.	 You	 don’t	 necessarily	 have	 to	 tell	 them	 what	 you	 are	 doing.
Experiencing	a	coaching	conversation	is	much	better	than	hearing	an	explanation
about	one.



Offer	 to	coach	people.	Some	people,	knowing	that	I	coach	others,	ask	me	to
coach	them.	But	most	of	the	people	I	work	with,	I	offered	to	coach.
If	you	don’t	offer	to	coach	others,	people	may	assume	that	you	are	too	busy	to

coach	 them.	Or	 perhaps	 they	 don’t	 know	what	 coaching	 is,	 or	 are	 unaware	 of
how	helpful	it	might	be	in	their	situation.	If	you	are	willing,	then	offer!
Here’s	 how	 I	might	 offer	 to	 coach	 someone	with	whom	 I’ve	 been	having	 a

casual	conversation.	After	hearing	Jeff	share	a	difficulty,	I	said,	“What	you	are
talking	 about	 sounds	 challenging.	 I	 wonder	 if	 you	 could	 use	 some	 additional
help	with	it?”
“What	kind	of	help?”
“I	 often	 meet	 with	 people	 for	 an	 hour	 every	 week	 or	 so	 for	 what	 I	 call

‘coaching	 conversations.’	 I	 help	 them	 understand	 their	 situation	more	 clearly,
and	create	action	steps	to	move	forward.”
Jeff	replied,	“I’m	not	sure	what	to	do	with	this	problem.”
“I’m	happy	 to	help.	Would	you	 like	 to	get	 together	one	morning	 this	week?

We	could	meet,	and	if	you’d	like	to	continue,	we	can.	It’s	up	to	you.”
“What	does	this	cost?”	Jeff	asked.
“Buy	me	a	cup	of	coffee,	and	it’s	my	pleasure	to	help	out.”
Offering	 to	 coach	others	 is	 as	 easy	 as	 letting	 them	know	you	 are	willing	 to

have	a	conversation	with	them.	Once	you’ve	successfully	coached	a	few	people,
word	will	begin	to	get	around	and	others	might	come	to	you.	But	don’t	wait	for
someone	to	ask,	offer.

When	the	Coach	Has	Authority
Given	 the	 non-directive	 nature	 of	 coaching,	 it	 can	 be	 challenging	 to	 apply

these	 mindsets	 and	 skills	 when	 we	 hold	 a	 position	 of	 authority,	 such	 as	 a
supervisor	or	parent.
A	large	part	of	the	problem	in	using	coaching	skills	in	an	authority	role	is	our

misconception	 that	 authority	 necessitates	 or	 gives	 us	 the	 right	 to	 be	 directive.
Despite	 all	 our	 talk	 of	 being	 empowering	 servant	 leaders,	 our	 society	 still
defaults	to	command	and	control	when	it	comes	to	leadership.	Hand	someone	a
title	with	 a	 bit	 of	 authority	 and	 they	will	 often	 shift	 their	 leadership	 style	 to	 a
command-and-control	approach.	The	old	saying,	“power	corrupts,”	seems	to	be
mirrored	in	our	everyday	attempts	to	coach	in	situations	where	we	feel	we	have
authority.	It	doesn’t	have	to	be	this	way.
To	 truly	grow	an	organization,	we	must	 reach	organizational	 objectives	and

develop	the	capacity	of	the	people	in	our	organization.	Supervisors	who	micro-



manage	employees	may	achieve	the	first	goal,	but	not	the	second.	An	effective
supervisor	 seeks	 to	 accomplish	 the	 two	 goals	 simultaneously,	 reaching
organizational	 objectives	 while	 developing	 employees.	 The	 same	 goes	 for
parents.	We	want	 to	 see	 our	 children	 get	 good	 grades,	while	 developing	 their
character,	discipline,	and	study	habits.	It’s	not	one	or	the	other.	It’s	both.
In	 an	 authority	 relationship,	 freedom	 of	 self-management	 is	 negotiated	 and

earned.	 It	 is	 within	 this	 area	 of	 freedom	 that	 we	 can	 have	 coaching
conversations.	A	supervisor	who	wishes	to	use	a	coaching	approach	more	often
in	her	leadership	style	needs	to	keep	this	scope	of	freedom	in	mind.
As	 I	 think	 back	 to	 the	 supervisors	 I	 most	 appreciate,	 each	 one	 set	 clear

expectations	 and	 used	 a	 coaching	 approach	 with	 me.	 Their	 expectations
narrowed	the	field	so	that	I	understood	what	areas	of	the	project	were	open	for
my	ideas,	changes,	and	innovations,	and	when	I	just	needed	to	follow	directions.
When	coaching	 those	you	have	 authority	over,	 it’s	 important	 to	 clarify	how

much	freedom	the	subordinate	(employee	or	child)	has	 to	decide,	plan,	and	act
on	 his	 own.	 A	 coaching	 approach	 usually	 takes	 place	 within	 these	 areas	 of
freedom.	Having	and	agreeing	on	clear	expectations	is	the	first	step.
As	 the	 person	 is	 able	 and	willing,	 expand	 the	 areas	 of	 freedom	 to	 give	 him

greater	input	and	to	draw	out	his	creativity	and	ownership	of	the	work.
To	further	 illustrate	how	this	dynamic	works,	 let’s	divide	a	project	 into	 four

generic	parts:

1.	Objectives—the	project’s	purpose,	goals,	and	outcomes.
2.	Strategies—the	larger	plans	to	reach	objectives.
3.	Methods—the	specific	ways	that	strategies	will	be	carried	out.
4.	Tasks—the	day-to-day	working.

Which	of	these	four	parts	are	open	for	the	subordinate	to	decide	and	act	on?
For	 example,	 imagine	 a	mission	 organization	 that	 is	 seeking	 funding	 for	 their
staff	 members.	 The	 objective	 is	 that	 every	 staff	 member	 is	 fully	 funded.	 The
strategy	is	 that	each	staff	member	is	responsible	to	raise	their	financial	support
through	their	own	network	of	friends	and	churches.	The	methods	and	the	tasks
might	be	 left	up	 to	 the	 individuals	 to	decide.	 In	 this	case,	 a	 series	of	coaching
conversations	 might	 center	 on	 the	 methods	 and	 day-to-day	 tasks	 the	 staff
member	will	use	to	raise	their	ongoing	financial	support.
What	 if	 the	 staff	member	questions	 the	 strategy?	Perhaps	 this	person	would

like	to	start	a	business	as	part	of	his	funding	strategy.	Is	that	acceptable?	If	the
supervisor	or	organization	is	open	to	discussing	this	strategy,	then	this	could	be	a
coaching	topic.	If	not,	then	that	fact	should	be	clearly	communicated	to	the	staff



member,	so	as	to	not	build	false	hope.	Coaching	would	then	be	limited	to	how	to
achieve	the	approved	strategy,	that	is,	raising	financial	support.
The	 same	 holds	 true	 in	 a	 parenting	 situation.	 That	 a	 15-year-old	will	 go	 to

school	 is	 not	 up	 for	 discussion,	 however,	 how	 the	 teenager	 gets	 there—bus,
walking,	 a	 ride	with	 a	 friend,	 etc.—might	 be.	Clarify	 the	 boundaries	 and	 then
coach	within	those	boundaries.	Outside	the	boundaries,	you	may	need	to	be	more
directive.
One	 other	 difference	 in	 coaching	 those	 you	 have	 authority	 over	 is	 that	 the

coaching	topics	will	be	more	limited.	If	you	are	in	a	work	relationship,	coaching
conversations	will	naturally	form	about	work	topics.	Don’t	expect	an	employee
to	open	up	about	their	marriage,	children,	and	lifelong	dreams.	Because	of	your
authority	 relationship	 with	 him,	 he	may	 not	 feel	 comfortable	 discussing	 these
things	with	you.	Other	people	in	his	life	might	be	more	appropriate	to	coach	on
these	topics.

Coaching	In	the	Moment
Everyday	conversations	 are	 a	natural	way	 to	use	 coaching	 skills.	People	 are

constantly	 looking	 for	 help	 with	 their	 problems	 or	 goals,	 and	 will	 talk	 about
them	in	casual	conversations.	You	can	engage	them	in	an	“undercover”	coaching
conversation	 to	help	 them	 reflect	 and	possibly	 create	 some	action	 steps.	Don’t
worry	 about	 using	 the	whole	COACH	Model.	Be	 helpful	 and	 go	 as	 far	 as	 the
person	wants	to	go	in	the	conversation.
Let	 me	 give	 an	 example	 of	 how	 one	 mother	 used	 coaching	 skills	 with	 her

teenage	son.

Teen:	I’m	so	stressed!
Mom:	What’s	up?
Teen:	There’s	a	history	paper	due	Friday.	(Today	is	Wednesday.)
Mom:	What	 are	you	writing	about?	 (Rather	 than	 trying	 to	 correct	him	by
asking	when	 the	assignment	was	originally	given	and	why	he	hasn’t	been
working	on	it	up	till	now.)
Teen:	 I’m	 thinking	 about	 how	 the	U.S.	Constitution	was	 both	 unique	 and
built	on	other	documents	when	it	was	written.
Mom:	How	is	that	going?
Teen:	I	haven’t	done	much	on	it	yet.
Mom:	What’s	your	plan	to	complete	it?	(Yet	again,	resisting	temptation	to
lecture	about	not	starting	earlier.)
Teen:	I’ve	got	most	of	the	research	completed,	but	can’t	get	started	writing.



Mom:	What’s	holding	you	back?
Teen:	I’m	not	sure	where	to	start.
Mom:	If	you	think	of	your	paper	as	a	movie,	how	would	you	tell	the	story
of	the	Constitution?
Teen:	Well,	I’d	start	with	the	situation	before	the	Constitution	was	written,
highlighting	the	freedoms	and	lack	of	freedoms	of	the	Colonists.	I	suppose	I
could	 try	 and	 match	 the	 freedoms	 to	 existing	 documents	 like	 the	 Magna
Carta.
Mom:	Great!	What	happens	next?
Teen:	 I	 could	 finish	 with	 the	 unique	 points	 of	 the	 Constitution	 and	 give
examples	of	what	these	points	have	meant	to	people	in	the	United	States.
Mom:	That	sounds	like	an	outline	for	an	excellent	history	paper!
Teen:	Yeah,	I	better	write	that	down.
Mom:	I’m	around	tonight	if	I	can	help	in	any	way.
Teen:	Thanks	mom.

Imagine	how	different	 this	 conversation	would	have	been	 if	 the	mother	 had
lectured	her	son	about	waiting	until	the	last	minute,	and	not	starting	on	this	paper
earlier.	It	would	have	erupted	into	a	fight	with	the	teenager	stomping	off	to	his
room,	angry,	and	further	than	ever	from	finishing	his	history	paper.
Instead,	 as	 the	 conversation	 progressed,	 his	mom	 found	out	 that	 he	 actually

had	done	quite	a	bit	of	research.	She	also	identified	where	in	the	process	he	was
stuck,	and	helped	him	come	up	with	a	solution	based	on	his	own	ideas.
Did	she	begin	with	the	Outcome	question,	“What	result	would	you	like	to	take

away	from	our	conversation?”	No.	The	result	her	son	wanted	was	clear	enough.
She	helped	him	to	troubleshoot	the	problem	and	come	up	with	the	next	step.	If
he	becomes	stuck	again,	he	is	more	likely	to	go	to	her	because	she	empowered
him	 to	 move	 forward.	 That	 is	 the	 result	 we	 want	 to	 see,	 empowered	 people
maintaining	responsibility	and	moving	forward.

Coaching	Beyond	Borders
It	 might	 surprise	 you	 to	 hear	 that	 coaching	 works	 well,	 some	 claim	 even

better,	 by	 phone	 rather	 than	 in	 person.	 According	 to	 one	 study,	 47%	 of
professional	 coaches	worldwide	coach	primarily	over	 the	 telephone	or	 Internet
voice-to-voice	services	such	as	Skype.	[26]	This	means	that	anyone	in	the	world
can	 get	 coaching	 help,	 and	 if	 you	 have	 a	 telephone	 or	 Skype	 you	 can	 coach
someone	regardless	of	where	they	live.
One	 local	church	pastor	 tested	 this	assertion	by	coaching	 long	distance	with



great	success.	Here’s	his	story.
Every	 year,	 First	 Baptist	 Church	 sends	 two	 interns	 to	 serve	 with	 a	 partner

ministry	 in	 India	 for	 six	 months.	 The	 two	 ministries	 have	 a	 long	 history
partnering	together.	 In	preparation	for	 their	moving	to	India	 the	 interns	receive
extensive	 training.	“Despite	 this	 training,”	 says	Paul	Santiago,	a	pastor	at	First
Baptist,	“we	had	a	hit	and	miss	record	with	interns.	Some	did	well.	Others	were
overwhelmed	with	needs	and	unable	to	deal	with	culture	shock	on	their	own.	As
a	missions	pastor,	I	wanted	to	help,	but	felt	limited	because	of	geography.	I	am
6,000	miles	away.	I	called	occasionally	to	encourage	them.	But	it	didn’t	seem	to
make	much	difference.”
“Things	changed	after	I	learned	to	coach,”	Pastor	Paul	continued.	He	began	to

have	coaching	conversations	weekly	with	 the	 interns,	using	 the	 free	computer-
to-computer	 Skype	 service.	 “This	 past	 year	 I’ve	 had	 coaching	 conversations
regularly	with	the	interns.	I	found	that	small	issues	never	grew	into	larger	ones.
Overall,	 the	 interns’	 experience	 was	 much	more	 fruitful.	 I	 was	 fully	 engaged
with	 them	 during	 their	 internship,	 even	 from	 6,000	 miles	 away.	 When	 they
returned	 home	 to	 First	 Baptist,	 I	 knew	 many	 of	 the	 details	 of	 their	 rich
experience.	I’ve	continued	coaching	some	of	the	interns	even	after	their	return.”
Who	do	you	know	that	could	use	some	coaching	help?	Forget	about	distance

and	 national	 borders.	 Using	 the	 phone	 or	 your	 computer	 you	 could	 coach	 a
student	away	at	college,	a	relative	in	another	city,	a	co-worker	in	another	office,
or	someone	in	your	town,	when	you’re	otherwise	too	busy	to	meet.



Next	Steps

“Nothing	changes	without	personal	transformation.”
—	W.	Edwards	Deming

Now	 that	 you	 have	 a	 coaching	model	 and	 a	 number	 of	 skills,	 how	 can	 you
grow	from	here?
Coaching	 as	 a	 skill	 set	 has	 moved	 from	 its	 infancy	 to	 become	 a	 well-

developed	 helping	 process	 with	 mindsets,	 skills,	 expectations,	 and	 outcomes.
Those	 wishing	 to	 grow	 in	 their	 coaching	 ability	 now	 have	 many	 resources
available	to	them.	Here	are	a	few.

Learning	From	Books
When	I	became	serious	about	learning	to	coach,	I	 turned	to	books.	For	three

years,	I	read	books	and	practiced	what	I	learned.	I	focused	on	becoming	a	better
listener,	and	then	began	to	ask	open	rather	than	yes-no	questions.	I	used	a	simple
model	for	conversations	that	helped	me	focus	longer	on	reflection	and	discovery
before	moving	on	 to	 action	 steps.	Eventually,	 I	 developed	 the	COACH	Model
and	used	that.
My	 progress	 was	 slow,	 but	 I	 saw	 fruit	 from	 my	 efforts.	 The	 young

Indonesians	 I	 worked	 with	 gained	 greater	 awareness	 regarding	 their	 character
and	ministry	 focus.	 I	 was	 amazed	 as	 they	 put	 these	 insights	 into	 action	 using
ideas	that	had	never	occurred	to	me.
Not	everything	was	rosy.	By	habit,	I	was	still	too	quick	to	share	my	ideas	and

advise.	 But	 as	 I	 disciplined	 myself	 to	 listen,	 ask	 questions,	 and	 allow	 my
Indonesian	colleagues	 to	make	 their	own	decisions,	 I	 saw	 their	confidence	and
judgment	skills	increase.	They	were	developing	as	leaders.	I	did	it	by	not	telling
or	 teaching,	 but	 drawing	 them	 out	 using	 powerful	 questions	 and	 allowing	 the
Holy	Spirit	to	lead	instead	of	me.
After	a	few	years	of	practicing	coaching	in	this	way,	my	wife	and	I	received	a

large	financial	gift	and	used	it	to	attend	a	professional	coaching	training	with	a
marketplace	organization.	We	learned	a	lot,	and	also	confirmed	what	we	already
were	practicing.
All	this	to	say,	don’t	discount	what	you	can	accomplish	after	reading	a	book

like	this.	Go	back	and	create	your	own	action	plans	using	the	instructions	in	this
book.	Put	into	practice	what	you’ve	read,	and	you	will	see	results.



Develop	Your	Mindset
The	ability	to	coach	begins	with	the	coach’s	mindset.	How	do	you	want	to	be

as	you	coach?	Here	are	some	helpful	mindsets	to	pay	attention	to	and	consider.

•	Look	for	the	Holy	Spirit	to	teach	and	remind.
•	Move	from	problem-solver	to	solution-discover.
•	Value	the	coachee’s	ideas	and	solutions	over	your	own.

As	you	 engage	 in	 coaching	 conversations	be	 aware	of	what	 is	 happening	 in
you.	Right	 after	 a	 conversation,	 take	a	 few	minutes	 to	 reflect	on	 the	 following
questions.	During	the	coaching	conversation:

•	What	thoughts	did	you	have?
•	What	emotions	were	you	feeling?
•	When	were	you	distracted	or	not	fully	present	in	the	conversation?	What
caused	this?
•	What	would	you	do	differently	next	time?

It	 is	even	better	 to	have	someone	else	coach	you	 through	 these	questions.	 It
will	help	to	meet	with	someone	else	who	wants	to	improve	their	coaching	skills
and	is	willing	to	discuss	these	questions.

Additional	Training
Many	in	ministry	call	themselves	a	“coach”	or	describe	their	ministry	function

as	“coaching.”	More	and	more,	the	people	we	minister	to	are	going	to	read	and
hear	 about	 coaching	 and	 will	 ask	 us,	 “Where	 did	 you	 get	 your	 coaching
training?”	 Coaching	 has	 grown	 into	 a	 defined	 skill	 set	 and	 taken	 on	 unique
characteristics	 that	 produce	 effective	 results.	 Coach	 training	 that	 follows
professional	 coaching	 standards	 can	 be	 a	 huge	 benefit	 to	 those	 in	 positions	 of
leadership.
To	 excel	 in	 coaching,	 like	 anything	 in	 life,	 requires	 study	 and	 practice.

Learning	 to	 coach	well	 requires	 getting	 together	with	 an	 experienced	 coach	 to
learn	and	practice	 the	 art	 and	 skills	of	 coaching.	Specialized	coaching	 training
has	emerged	to	meet	this	need.	This	training	should	consist	of	at	least	four	broad
components:

1.	Specific	training	on	core	coaching	skills.
2.	Adult	learning	and	other	empowering	mindsets.



3.	Experience	being	coached.
4.	Coaching	others	and	receiving	feedback.

There	 are	 numerous	 workshops	 that	 refer	 to	 coaching.	 Many	 do	 not	 use
coaching	in	the	same	sense	that	this	book	uses	it.	Some	workshops	use	the	term
“coach”	quite	broadly,	and	consider	it	any	type	of	one-on-one	helping.	Often	the
workshop	 is	 focused	 specifically	 on	 who	 will	 be	 coached,	 like	 students,	 new
believers,	church	planters,	or	pastors.	The	training	prepares	participants	to	help
these	types	of	people.	Often	this	help	is	in	the	form	of	teaching	or	training,	rather
than	coaching.
Other	types	of	training	focus	on	using	a	specific	tool,	process,	or	assessment.

In	these	cases,	the	focus	is	on	interpreting	or	processing	the	tool	or	assessment,
like	Strengths	Finder	or	DiSC,	for	example.	They	call	the	approach	“coaching,”
but	what	you	 learn	 at	 the	workshop	 is	 how	 to	 interpret	 the	 assessment	 results.
Once	you	know	how	 to	 coach	well,	 using	 these	 specialty	 tools	 or	 assessments
can	be	a	benefit	to	those	you	coach.
Coach-specific	 training	 is	 specifically	 focused	 on	 non-directive	 coaching

mindsets	 and	 skills.	Many	 organizations	 offer	 this	 type	 of	 training,	 each	with
their	 own	 perspective,	 but	 with	 similar	 basic	 coaching	 skills.	 I	 developed
coaching	training	from	a	Christian	worldview	and	with	ministry	settings	in	mind
for	application.	Other	Christian	organizations	prepare	people	 to	 start	 their	own
Christian	 Life	 Coaching	 business,	 while	 marketplace	 organizations	 teach
coaching	from	secular,	psychological,	self-help,	or	even	New	Age	perspectives.
It’s	 important	 to	 understand	 the	 organization’s	 worldview	 perspective	 and	 the
intended	setting	in	which	you	will	coach	others.
My	 organization	 has	 trained	 thousands	 of	 people	 to	 coach	 in	 their	ministry

settings.	 In	 our	 experience,	 short	 coaching	workshops	 of	 three	 days	 or	 longer
give	potential	coaches	 the	 instruction	or	guided	practice	 they	need	to	reach	the
effectiveness	 they	 desire	 as	 coaches.	 The	 CORE	 Coaching	 Skills	 Certificate
Program	[27]	is	our	most	popular	program	for	Christian	leaders.	Taught	from	a
Christian	 perspective	 using	 the	 principles	 in	 this	 book,	 the	 program	 equips
Christian	leaders	at	the	highest	professional	coaching	standards.
Unlike	 some	 marketplace	 settings,	 coaching	 topics	 of	 faith	 or	 ministry	 are

welcome	in	our	workshops.	No	need	to	hide	or	gloss-over	the	deepest	aspects	of
life.	 We	 encourage	 participants	 to	 integrate	 on	 all	 levels:	 spiritual,	 character,
family,	 profession,	 culture,	 community,	 etc.	Of	 course,	 the	 coaching	 skills	we
teach	 are	 completely	 compatible	with	 and	 non-offensive	 to	 those	who	 are	 not
Christian.



Ready,	Set,	Go
“I	can’t	do	it.”	That’s	often	the	response	I	hear	from	people	attending	a	one-

day	coaching	training.
“I	don’t	ask	good	questions.”	That’s	the	response	I	hear	from	people	attending

a	three-day	coaching	training.
“Who	would	want	me	to	coach	them?”	That’s	the	response	I	hear	from	people

attending	a	seven-day	coaching	training.
Are	you	catching	 the	pattern	here?	 It	doesn’t	matter	how	much	 training	you

have	 received,	 when	 you	 are	 doing	 something	 new,	 you	 rarely	 feel	 ready,
confident,	or	qualified.
Moses	felt	the	same	way.	He	spent	40	years	tending	sheep	in	the	desert	when

God	asked	him	to	lead	Israel	out	of	captivity	in	Egypt.	Read	their	conversation:

“Moses	said	to	the	Lord,	‘O	Lord,	I	have	never	been	eloquent,	neither	in	the
past	nor	 since	you	have	 spoken	 to	your	 servant.	 I	 am	slow	of	 speech	and
tongue.’	The	Lord	said	to	him,	‘Who	gave	man	his	mouth?	Who	makes	him
deaf	 or	mute?	Who	 gives	 him	 sights	 or	makes	 him	blind?	 Is	 it	 not	 I,	 the
Lord?	Now	go,	I	will	help	you	speak	and	will	teach	you	what	to	say.’”	[28]

Going	 back	 to	 John	 14:21,	 the	Holy	 Spirit	will	 teach	 and	 remind	 you.	You
must	 do	 your	 part	 in	 disciplining	 yourself	 to	 use	 the	 skills	 you	 are	 learning.
There	 are	 many	 ways	 to	 get	 started	 in	 coaching	 others.	 All	 of	 them	 involve
stepping	outside	your	comfort	zone	and	doing	it.	This	takes	faith.
Don’t	expect	 that	you’ll	be	a	master	coach	right	from	the	start.	 It	 takes	 time

and	a	 lot	of	hard	work.	You	will	 be	helpful	 to	people,	however,	perhaps	more
helpful	than	you	are	now,	and	that	will	produce	a	fruitful	impact	in	the	lives	of
those	with	whom	you	interact.
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