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Coaching is one of many pathways for empowering individuals, teams, and congregations to live into
God'’s preferred future. It’s an interactive, spiritual process that involves walking alongside pastors and
lay leaders who wonder, “What is God up to in their lives and their ministries?” If done well, it results in
developing followers of Christ who bring out the best in others, are able to become unstuck from their
dilemmas, and learn how to transfer their ideas and insights into tangible results. Coaching has the
capacity to help people paint a picture of their preferred future and then gather the tools, knowledge,
and skills they need to turn their dreams into reality. Drawing upon the eight core competencies
embraced by the International Coaching Federation, coaches help facilitate change as they bring out
God’s best in individuals, teams, and churches.

While Vibrant Faith enthusiastically adheres to the ICF’s coaching approach and practices, we also
understand that relationships are as important as tasks, that stories are as important as strategies, that
people are as important as organizations, and that building on strengths is as important as working
around weaknesses. Coaching is a continuous process of discovery, implementation, evaluation, and re-
imagination rather than a single event or an occasional conversation.

Vibrant Faith’s Coaching School is designed to help the new and experienced coaches understand,
embrace, and trust the process outlined in the core competencies. We equip coaches to follow the
client's lead, and through the use of powerful questioning, guide their clients toward their intended
outcomes. Through active listening and powerful questions, a coach can help reveal a client’s most
pressing issues or uncover emerging possibilities in one’s life. You’ll find questions woven throughout the
Coaching Manual and at the end of every chapter to help you focus on what matters most.

“The essence of executive coaching is helping leaders get unstuck from their dilemmas
and assisting them to transfer their learning into results for the organization”

This quote from Mary Beth O’Neil describes our wish for every coach and Coaching School participant.
Our goal is to help coaches help clients become unstuck and unshackled from what’s preventing them
from living their best lives. As you read through this book, may you discover and “try on” new approaches
and practices that move clients beyond "what is" in their lives to "what might be?"

Be well and best wishes!

JIM LADOUX
VIBRANT FAITH MINISTRIES
DIRECTOR OF COAGHING AND COACHING SCHOOLS
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— CHAPTER 1 —
What is coaching?

The International Coach Federation (www.coachfederation.org) defines coaching as “partnering with
clients in a thought-provoking and creative process that inspires them to maximize their personal and
professional potential.” | often describe coaching as framing conversations through powerful questions to
help clients achieve their desired outcomes.

Whether you use the International Coach Federation definition of coaching, or one of your own, you'll
notice that there are some common threads that are woven into these definitions. Typically, there are five
elements that “show up” in just about every coaching situation and relationship:

1. Coaching is a partnership. Coaches often talk about walking alongside their clients. They serve as
dialogue partners who bring out God'’s best in the people they coach as they evoke new possibilities
and new ways of thinking, being, and doing. This is done in a safe, sacred environment.

2. Coaching is an accelerant for bringing about transformation. Coaches have a mindset of curiosity
and wonder as they help clients tap into their passions and preferred futures. Through deep listening
and powerful questions, the coach helps the other person gain greater clarity about what they really
want and what goals and strategy they need to employ to get there.

3. Coaches maximize potential as they move from what is to what might be. Coaches look for and
develop the strengths and giftedness of the person being coached. They guide people toward
developing plans to move forward, learn from their results, and make course corrections as needed.

4. Coaching focuses on the end result as well as short-term wins and shifts in attitudes, assumptions,
words, and actions. These shifts often include trying on new habits and ways of being, or helping
people recognize limiting beliefs that may be holding them back from experiencing a better, brighter
future. There’s a heavy emphasis on what clients will do NEXT so that intentions become reality.

5. Coaching envisions people as full of potential, insights, and wisdom. Effective coaching draws
out the strengths and wisdom of the client. Coaches help clients identify where they can find the
resources they need to move forward.

According to Tim Roehl and Steve Ogne, authors of TransforMissional Coaching: Empowering Leadersin a
Changing Ministry Word, a coach:

C—Comes alongside

O — Observes carefully.

A — Asks questions wisely.

C - Communicates options and resources.

H —Holds accountable (and cares for the heart).

How is Coaching Different from Therapy, Consulting, and Mentoring?

Therapists, consultants, and mentors contribute to the ongoing success of those we coach. Our clients
also use the services of therapists, consultants, and mentors. As a coach, | often help clients identify
mentors and consultants that can accelerate their progress toward their preferred futures.
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Coaching Versus Therapy

Coaching assumes an overall level of health and well-being and therefore is focused discovery rather
than recovery. The coaching process happens in an environment of curiosity and wonder as we seek peak
performance and new possibilities in those we coach. Coaching is future-oriented and forward-thinking.
Unless there is forward progress, or signs of forward progress, it’s probably not coaching.

Coaching Versus Consulting

My coach and mentor, Dr. Felix Villanueva, frequently reminds me that the difference between a coach
and a consultant (a role | often play) boils down to how you respond to the following two questions:

¢ Who is the recognized expert?

e Who is responsible for the outcome?

In consulting, the recognized expert is the consultant. Most people work with a consultant because

they believe that the consultant’s expertise will benefit them or their organization. The consultant helps
diagnose problems and may prescribe a set of solutions. In coaching, the recognized expert is the person
or team being coached. Coaching recognizes that the client is capable of generating their own solutions.
Coaches make the greatest contributions to the empowerment of others when they repeat three simple
words: “l don’t know.” By admitting “I don't know,” the coach helps the client to launch into new solutions,
as they tap into their own wisdom and web of resources. Coaches demonstrate their expertise through
the way they craft powerful questions that frame conversations in new, thought-provoking ways.

Coaching Versus Mentoring

Mentoring is a learning relationship, generally focused on long term career development. The primary
purpose is to drive personal growth; building skills, knowledge and understanding. A mentor shares his or
her own experiences and learnings, often accelerating the learning curve of the one being mentored.

There are times when it may seem logical for the coach to play the role of a mentor. If a client seems stuck,
sometimes | will ask, “Would you be interested in what other individual organizations have done in similar
situations?”I do this very infrequently so that | avoid disempowering clients them from finding their own
solutions.

What Does a Typical Coaching Session Look Like?

The easiest way to begin to understand the process of coaching is to envision or actually experience
a coaching conversation. You'll find that almost every coaching session will include a series of five
sequential steps:

1. What would you like to talk about? This question identifies the general theme or topic for
conversation. It narrows the scope of what will be discussed during the session and reminds the
client that they are in charge.

2. What would you like to “take away” from today’s session? The goal is not just to have a great
conversation, but also to have one that moves people forward in tangible ways. | refer to these as the
“deliverables” that help reveal that coaching makes a difference.

3. Are we still talking about what’s most important to you? It’s easy to get sidetracked and enter into
conversations that have little or nothing to do with what the client originally wanted to talk about.
Mindful that the client is in charge, coaches periodically check to see if they’re still addressing the
client’s most important issues.
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4. What will you say or do this week to act on your intentions? Experienced coaches help clients take
action within a certain time period. Without specific timelines, action items turn into nice-sounding
intentions.

5. Who can support you or hold you accountable? Coaches build accountability into the process. They
help clients envision who else might be a resource or source of wisdom.

To wrap up a coaching session, a coach may ask the client to share what was most helpful from the
conversation or to summarize action items that come out of the conversation. If the coaching relationship
is ongoing, a coach will confirm when the next session will be held.

Seven Commonly-Used Coaching Strategies

Building on the five key questions to ask during a coaching conversation, consider sprinkling these
statements when appropriate:

1. Ask the leader to say more. A good place to begin is to simply invite the person to “say more” or
suggest “what else could you .. .” These short yet powerful statements are effective tools when
you’re not sure what to say next.

2. Mirror back what you are hearing and observing. 1t's often helpful for the client to hear what they
are saying and see how they are framing the conversation. You can also invite the client to summarize
what they just said.

3. Ask the client to rate a situation. Ask questions similar to these: “On a scale of 1-10, how important
is this project to you right now?” In a similar vein, ask: “On a scale of 1-10, how passionate or
invested are you in this project?” Ask follow-up questions such as: “How invested are your team
members in this project?”

4. Place the person in another role. Ask questions such as: “If you were the leader of this team, what
would you do differently?” Or: “If you were how do you think you would have responded?”

5. Invite the leader to describe the end result or a picture of their preferred future. When | coach
individuals or organizations over an extended period of time, | often ask, “What do you hope to
be celebrating by the time this coaching process is done?” | also ask, “What your dream for...” or
“What do you want to be different by the end of the year or coaching process? Most individuals
and groups move too quickly in naming strategies and action steps without clarifying the WHY and
the big WHATS. Coaches help clients name the WHAT, the SO WHAT, and the NOW WHAT in their
coaching conversations.

6. Ask about next steps. | often invite clients to think bifocals - keeping the end result in mind as well
as having clarity about their initial steps for moving forward. Help the client think about what they
could accomplish between now and the next coaching session, or the next week or month.

7. Ask about their support system. Who can help them with this? Who has done what they’re seeking
to do? What resources will you need to pull together to make this happen? Who might serve as a
dialogue partner or sounding board for you? These types of questions are needed if people are to
move forward, faster.

Quick Review of Intentions for This Chapter
¢ You will know ICF’s definition for coaching.
e You'll be able to articulate the difference between coaching, consulting, mentoring, and counseling.

e You'll begin using the basic coaching agreement (the 5 questions) to guide coaching conversations.
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ASSIGNMENTS

1| Memorize ICF’s definition of coaching (see below).

“Partnering with clients in a thought-provoking and creative process that inspires them to maximize
their personal and professional potential.”

2 | Memorize the 5 questions that make up the basic coaching agreement (see below)

What would you like to talk about?

What would you like to take away from our session?

Are we still talking about what matters most to you?

What will you say or do (this week) to act on your intentions?

Who can support you in your next steps? Who will hold you accountable?

A W e

3| Complete the sentence: “Three ways that clients benefit from coaching include..."

4| Replyto: “In what ways is a coach different from a dialogue partner?”
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— CHAPTER 2 —

The 8 Core Competencies

The eight core competencies highlighted by the International Coach Federation’s Core Competency Model
reflect the most current thinking about the essential skills a coach needs to facilitate transformational
coaching sessions. The updated model places particular emphasis on ethical behavior and confidentiality,
the importance of a coaching mindset and ongoing reflective practice, the various levels of coaching
agreements, and the partnership between coach and client. Listed below is a summary of how each core
competency is defined and how a coach would demonstrate the use of each competency.

A. Foundation

1| Demonstrates Ethical Practice

Definition: Understands and consistently applies coaching ethics and standards of coaching
1. Demonstrates personal integrity and honesty in interactions with clients, sponsors, and relevant
stakeholders.
Is sensitive to clients’ identity, environment, experiences, values, and beliefs.
Uses language appropriate and respectful to clients, sponsors, and relevant stakeholders.
Abides by the ICF Code of Ethics and upholds the Core Values.
Maintains confidentiality with client information per stakeholder agreements and pertinent laws.

S A T

Maintains the distinctions between coaching, consulting, psychotherapy, and other support
professions.

7. Refers clients to other support professionals, as appropriate.
Demonstrating ethical practices is all about setting appropriate boundaries in the coaching relationship
that allow it to flourish. A boundary is the space you provide between yourself and others—physically,
emotionally, and mentally. They set parameters for the coaching services that you will provide and define
what you need from others. Specifically, they:

e Provide parameters for what you will and will not do.

¢ Protect the coaching relationship between you and the client.

e Foster mutual respect and accountability.

* Reduce confusion and stress.
The best time to set boundaries is “proactively” before a boundary has been violated. Boundaries are
often violated when they are assumed rather than explicitly stated. Make a list of what you need from the
client to do your best work and invite the client to list what they need as well. During the Coaching School

you'll to review lists of expectations, norms and boundaries and determine which ones are appropriate for
your setting.
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2 | Embodies a Coaching Mindset

Definition: Develops and maintains a mindset that is open, curious, flexible, and client-centered

Acknowledges that clients are responsible for their own choices.

Engages in ongoing learning and development as a coach.

Develops an ongoing reflective practice to enhance one’s coaching.

Remains aware of and open to the influence of context and culture on self and others.
Uses awareness of self and one’s intuition to benefit clients.

Develops and maintains the ability to regulate one’s emotions.

Mentally and emotionally prepares for sessions.

© N o Uk WwWwN R

Seeks help from outside sources when necessary.

Coaches are naturally curious about their clients and how they can best serve their interests. They find
ways to encourage and draw out clients without enabling them. They take time to prepare for coaching
sessions and then reflect on the sessions after they occur. They are self-aware while also paying attention
to their clients’ unique situations and ministry context. Committed coaches strive to be mentally and
emotionally ready to bring out God’s best in their clients, spark new awareness and possibilities in others,
and remain laser-focused on the client’s needs and desires.

B. Co-Creating the Relationship

3 | Establishes and Maintains Agreements

Definition: Partners with the client and relevant stakeholders to create clear agreements about the
coaching relationship, process, plans, and goals. Establishes agreements for the overall coaching
engagement as well as those for each coaching session.

1. Explains what coaching is and is not, and describes the process to the client and relevant
stakeholders.

2. Reaches agreement about what is and is not appropriate in the relationship, what is and is not being
offered, and the responsibilities of the client and relevant stakeholders.

3. Reaches agreement about the guidelines and specific parameters of the coaching relationship such
as logistics, fees, scheduling, duration, termination, confidentiality, and inclusion of others.

Partners with the client and relevant stakeholders to establish an overall coaching plan and goals.
Partners with the client to determine client-coach compatibility.

Partners with the client to identify or re-confirm what they want to accomplish in the session.

N o v s

Partners with the client to define what the client believes they need to address, or resolve to achieve
what they want to accomplish in the session.

8. Partners with the client to define or reconfirm measures of success for what the client wants to
accomplish in the coaching engagement or individual session.

9. Partners with the client to manage the time and focus of the session.
10. Continues coaching in the direction of the client’s desired outcome unless the client indicates otherwise.

11.Partners with the client to end the coaching relationship in a way that honors the experience.

12 | QO vibrantfaith.org | & 877-239-24 | ¥ hello@vibrantfaith.org



Creating and Reviewing the Coaching Agreements
The coaching agreement defines the parameters of the coaching relationship, aiding the coach’s desire to
follow the client’s lead rather than the other way around. Coaches understand the ongoing nature of the
three coaching agreements listed below:

e The overarching agreement.

e The ongoing agreement (the 5 questions listed in chapter one).

® The periodic review of the overarching agreement.

PART 1 | Co-create the overarching agreement with the client

e The terms of the coaching relationship in writing. It outlines fees, schedules, responsibilities, and
expectations of the coach and client. Whether you are coaching internal or external clients, it’s still
recommended that coaches create a coaching agreement that outlines expectations, and possible
desired outcomes.

e What coachingis and isn’t.
e Whether or not the coach and client appear to be a good match.

e The needs of the client and the purpose for working with a coach. Consider asking, “What do you
want to be able to say three months from now that you cannot say today?” This helps both the coach
and client gain clarity about the desired outcome.

PART 2 | Use the ongoing agreement to guide all coaching conversations
e What do you want to talk about?
e What do you wish to take away from the session?
¢ Are we still addressing what you wish to discuss?
e What will you do next to act on your intentions?

e Who will hold you responsible for your next steps?

PART 3 | Schedule periodic reviews of the overarching agreement
Determine when you’ll review the overarching agreement with your client to determine if the original
overarching agreement needs to be updated. Questions frequently addressed during reviews include:
e Based on our original agreement, what’s still working? What should we both keep doing?
¢ |s there anything one or both of us need to stop doing?
e |s there anything one or both of us need to start doing?
e Are the goals and intentions we established for this coaching relationship still valid?

e Are there any additional items we should discuss at this time?
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When creating the original overarching agreement, consider raising some of the items below with your client.

¢ Tell me more about what you want and expect from a coach, and what you hope will be different at
the end of a coaching relationship. Because people are so busy, they rarely have time to think and talk.
It’s extremely beneficial to intentionally provide space for people to say more. Time and time again
we hear clients extol the benefits of “getting things out.” Many clients need to verbalize their thoughts
and intentions before acting upon them.

e What do | need to know about you, your background, your strengths, and your challenges, to be an
effective coach for you? This helps the clients be laser-focused and selective about sharing only what'’s
absolutely critical to their overall progress.

e What would be some important indicators that our coaching relationship is fruitful, and working
well? This question helps clients focus on the issues that contribute most to their overall success and
satisfaction.

Effective coaching requires building into the process ongoing feedback loops that allow both the coach
and the client to make course corrections in the relationship and the outcomes.

4 | Cultivates Trust and Safety

Definition: Partners with the client to create a safe, supportive environment that allows the client to share
freely. Maintains a relationship of mutual respect and trust.

1. Seeksto understand the client within their context, which may include their identity, environment,
experiences, values, and beliefs.

2. Demonstrates respect for the client’s identity, perceptions, style, and language—and adapts one’s
coaching to the client.

3. Acknowledges and respects the client’s unique talents, insights, and work in the coaching process
4. Shows support, empathy, and concern for the client.

5. Acknowledges and supports the client’s expression of feelings, perceptions, concerns, beliefs, and
suggestions.

6. Demonstrates openness and transparency as a way to display vulnerability and build trust with the client.

Trust is the foundation of all relationships. Clients must know that the coaching environment is a safe
place to share what’s really on their minds. For many clients, their coach is one of the few people in their
lives with whom they can be entirely vulnerable. Confidentiality is key, as is maintaining a neutral, non-
judgemental presence throughout the coaching relationship.

5| Maintains Presence

Definition: Is fully conscious and present with the client, employing a style that is open, flexible,
grounded, and confident.

Remains focused, observant, empathetic, and responsive to the client.

Demonstrates curiosity during the coaching process.

Manages one’s emotions to stay present with the client.

Demonstrates confidence in working with strong client emotions during the coaching process.

Is comfortable working in a space of not-knowing.

SN A T o

Creates or allows space for silence, pause, or reflection.
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C. Communicating Effectively.

This fundamental and powerful skill can make-or-break a coach/client relationship. The International
Coach Federation describes presence as the “ability to be fully conscious and create spontaneous
relationship with the client, employing a style that is open, flexible, and confident.”

Being present is about being in the moment with a laser focus on the client. Coaches strive to eliminate
potential distractions and filters, including their own preconceived thoughts and judgments. Being fully
present means listening to understand and asking open-ended questions that help your clients explore
issues, opportunities, and challenges more deeply. Listed below are five tips for increasing your coaching
presence.

TIP 1 | Remember, it's not about you, it's about the people you coach.

The coach is confident about not-knowing or identifying the solution. Their focus is on helping the client
shift perspectives and explore possibilities. The client is always in charge and the coach is a solid support
partner. Like being a dance partner, the coach follows the client’s lead.

TIP 2 | Silence is okay.

Coaches often we feel the need to fill in the gaps during a conversation. Being fully present may involve
periods of silence. The practice of allowing silence to linger often leads to clients sharing more of what'’s
on their mind.

TIP 3 | Seek to understand rather than to be understood.

This habit, highlighted in Stephen Covey’s book, 7 Habits of Highly Effective People is an essential element
in developing a coaching presence. Too often, people listen only enough to respond. Instead of really
hearing what the other person is saying, energy is spent preparing an answer or response. Effective
coaches practice active listening—listening with the expectation of hearing something new or surprising.
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TIP 4 | Share your truth through thoughtfully crafted questions.

Maintaining a coaching presence often shows up when the coach calls out what they are observing and
trusts their intuition to support the client in gaining clarity, increasing self-awareness, and finding the right
solutions. Try using phrases similar to the ones below:

e “I've noticed that and I’'m curious how you came to that conclusion.”

e “You've mentioned that you’ve been . I’'m wondering how that approach is working for you.”

TIP 5 | Be curious, present, and positive.

One of the most important things a coach can do in any coaching or personal relationship is to be fully
present and in the moment. Your coaching presence shines through when you show that you care and
that you’re listening to understand. Listen to truly understand the other person’s perspective—what
they are saying and feeling—without quickly forming a judgment or jumping to share your thoughts.
Through their words and actions, effective coaches create settings that lead to new insights, ideas, and
possibilities. Coaches also pay attention to how their tone and body language may shut down rather than
spark an atmosphere of openness and possibilities.

6 | Listens Actively

Definition: Focuses on what the client is and is not saying, to fully understand what is being
communicated in the context of the client systems and to support client self-expression

1. Considers the client’s context, identity, environment, experiences, values, and beliefs to enhance
understanding of what the client is communicating.

Reflects or summarizes what the client communicated to ensure clarity and understanding.
Recognizes and inquires when there is more to what the client is communicating

Notices, acknowledges, and explores the client’s emotions, energy shifts, non-verbal cues, or other
behaviors.

5. Integrates the client’s words, tone of voice, and body language to determine the full meaning of
what is being communicated.

6. Notices trends in the client’s behaviors and emotions across sessions to discern themes and patterns.
All coaching begins with active, engaged listening. The capacity of one’s listening skills has a direct bearing
on the quality of the coaching experience. We can’t draw out the best in others if we haven’t listened for
it. Effective listening involves:

¢ Being curious about the other person.

¢ Creating a safe space for someone to revisit past results and core assumptions.

e Exploring possibilities rather than giving answers.

e Reflecting back what you’ve heard or observed from the client.

Active listening is much more than hearing what a person says:
e Listeningis an intentional process.
e Listening involves all of the senses and the total being.

e Listening includes words, tone of voice, pace, body language, facial expressions, and all sensory inputs.
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Coaches are encouraged to listen 80% of the time and respond 20% of the time, as they:
e Listen to what the other person is saying, as well as what they are not saying.
e Listen without judgment, criticism, or agenda.
e Listen without thinking about what you will say next.
e Listen for values, frustrations, motivation, and needs.
e Listen for the greatness in the people being coached.
e Listen for limiting beliefs and false assumptions.
e Listen for shoulds, oughts, and musts that distort what people really want.
e Listen for what the other person is not seeing or not aware of.
e Listen for the tone, pace, volume, inflection, and frequently-used words.

e Listen for the larger context as well as the important details.

Sample Listening Exercises (recommended by Coaching4Clergy)

e Mute the TV. Guess what’s being communicated. Read people’s body language. Notice people’s facial
expressions and nonverbal cues.

e Mirror. Pair up with a partner and reflect back what you heard.

e Record a conversation. With the permission of the other person, record a conversation. Right after
the conversation, write down what you observed. Then, go back and listen to the recording of the
conversation. What more did you hear? What had you missed?

e Practice selective listening. Decide for the next week that you are going to be selective in your
listening and really listen for one specific element. such as one’s facial expressions, frequency of
smiles, pace of speaking, or tone of voice. Note your observations and interpret their meanings.

Great listeners hear with their ears, eyes, heart, and stomach.:
e Ears. They listen to the spoken words, as well as tone, pace, pitch, and inflection.
¢ Eyes. Notice the body language of the one speaking.
e Heart: Pay attention to yearnings, hopes, frustrations, and other emotions.

e Stomach: Ask, “What’s your gut telling you right. now?”

Pay attention to how language is being used.

Words matter. Think about your language through four angles of vision:

1. Our Actual Words. Ask yourself, “How are my words resonating with the other person?” Do my
words foster a safe, inviting environment that encourages people to go deeper and address core
issues? Do my words infuse assumptions, presuppositions, judgments, or suggestions into the
conversation? Coaches intentionally choose words that are neutral and free of agendas.

2. The Matching of Words and Language. Notice the words and phrases of the other person. When
appropriate, coaches will match their words and phrases with the person they are coaching and
introduce new words or phrases. Pay attention to the pace and tone of the client’s language. Strive
to mirror the other person’s words and language to convey a feeling of acceptance. On occasion, the
coach may change up the pace and pattern to get a client’s attention and emphasize key points.
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Distinctions. Distinctions means noticing two words or phrases that are close in meaning yet convey
subtle differences. Those subtle differences create a new awareness that is instrumental in propelling
the individual forward. Consider the how the following distinctions may shape or reframe how
conversations progress:

¢ Do we define life by its obstacles versus its opportunities?

¢ Do we focus on perfection or excellence?

¢ Are we adding more versus adding value?

¢ Do we live by default or live by design?

¢ Do we focus on working hard or producing results?

* Do we categorize options with an “either/or” mindset or a “both/and” perspective?
¢ Do you prioritize what’s on your schedule or schedule your priorities?

¢ Do you plan to prepare, or prepare to plan?

¢ Do you diagnose or develop?

¢ Do you do it or empower others to do it?

¢ Do you tell orinquire?

¢ Do you state or wonder?

¢ Do you move from mindlessness to mindfulness?

¢ Do you focus on excellence or effectiveness?

Acknowledgment. Acknowledgment creates an environment of acceptance and safety. In what ways

do you acknowledge a person’s insights? Strengths? Dreams? Accomplishments? Recent wins? New
learnings and new approaches?

Active listening is a skill—and when used consistently, enhances all our relationships. Practice active
listening with your friends, family members, and colleagues in addition to the people you coach.

7 | Evokes Awareness

Definition: Facilitates client insight and learning by using tools and techniques such as powerful
guestioning, silence, metaphor, or analogy. Coaches evoke awareness in clients when they:

L o N o U e WD R

Consider the client’s experience when deciding what might be most useful.

Challenge the client in way to evoke awareness, insights, and approaches.

Ask questions about the client, such as their way of thinking, values, needs, wants, and beliefs.

Ask questions that help clients explore elements beyond their current thinking.

Invite clients to share more about their experience in the moment.

Notice what is working or not working to enhance client progress.

Adjust their coaching approaches in response to the client’s needs.

Help clients identify factors that influence current and future patterns of behavior, thinking, or emotion.

Invite clients to generate ideas about how they can move forward and what they are willing or able
todo.

10.Support clients in reframing perspectives.

11.Share observations, insights, and feelings, without attachment, that have the potential to create new

learnings for the client
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New awareness is fostered when coaches:
e Ask clarifying questions.
e Encourage curiosity and new perspectives.
¢ Help clients articulate their values, beliefs, and assumptions.

¢ Help clients interpret data in different ways.

How does the coach facilitate new awareness?

e Contextual listening. The coach considers and explores the various contexts of the person being
coached (e.g., the bigger picture, the total person, previous experiences, and the values of the
person).

* Missing pieces. The coach helps individuals and groups see and say what they can’t quite see or say.
Because the coach is listening on multiple levels, the coach hears underlying values, motivation,
greatness, frustration, etc. Simply being a mirror and holding up for the other what we’re observing
creates new awareness.

e Drilling down. Similar to the layers of an onion, the coaching process peels away the layers and gets to
the core issues.

e Listening for clues. Clients always offer clues about themselves. If we fail to notice these clues, we
miss opportunities for helping clients call forth new possibilities in their lives.

Addressing Limiting Beliefs and False Assumptions
Coaches help clients identify and transform their limiting beliefs and false assumptions. Limiting beliefs
coaches often encounter include:

e | have little or no options.

e | have no power or control.

e It's my fault if people get upset.

e |t’s too much work to change the system.

¢ I'm not good enough.

e People don’t care what | think.
Limiting beliefs and false assumptions can be simple, yet very harmful. Coaches make the values, beliefs,
and assumptions of their clients transparent so that they can be examined, tested, and potentially
reimagined. New awareness is fostered when:

e Curiosity is encouraged.

e Clarifying questions are raised.

e Beliefs and assumptions are expressed.

e Clients explore alternative viewpoints.

e Clients interpret the same setting different than before.
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Sample questions that raise new awareness
e What kind of problems and crises do you keep attracting?
e What do you keep doing that limits your success?
e Who do | invite into my life and why?
e What’s keeping me up at night, and why?
e What would do in this situation?

e What is NOT the problem?

Powerful Questions and Powerful Questioning
Individuals, teams, and organizations change when they start asking different questions. Here are some
sample questions you might be asking now:

e What would happen if we went to the people we seek to serve rather than waiting for them to come

tous?

e What else could we try besides what we’ve always done in the past?

e What do people need to know or do before they’d be willing to embrace this proposal?

e Who else could help you with this project?

e Who else might have insights or be a source of wisdom related to this challenge?
Powerful questioning helps people re-frame the problem and potential solutions. They address limiting
beliefs or inaccurate assumptions. Powerful questions move people beyond a scarcity mindset toward
one of growth and abundance. List the questions you frequently ask during a coaching session. Are they
limiting or are they powerful? Do they leave room for contemplation and reflection? Do they spark new

possibilities and stimulate creativity? Do they help individuals and groups know and do what is right for
them?

Powerful questions are:

e Directly connected to deep listening, enabling the coach to craft the most effective questions.
Most powerful questions are created in the moment, which requires deep, engaged listening.

e Brief. They get right to the point, and one point only.
¢ Free of any hidden agenda. They are not leading or suggestive.

¢ Usually open-ended. Yes/no questions usually result in a yes/no response, which forces an end to the
conversation and enables either/or thinking. Powerful questions promote both/and thinking, opening
up clients to a fuller range of possibilities.

e Clarifying. They help clarify and slow down automatic responses and thinking.

* Perspective-shifting. Powerful questions invite us to view situations from a different angle or
perspective.

¢ Ones that draw out the client’s wisdom. Craft questions that help clients discover and develop their
own perspective and wisdom about the situation.
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Types of Powerful Questions

Questions that build on what's already present:
e How could you make better use of your personal strengths? Your team’s strengths?
e Who else could we invite that would be interested in this cause/event?
¢ What energizes you about your current role? How could you do more of what you enjoy?

e Who else could benefit from the services you provide?

Questions that help client’'s gain new perspectives and understanding:
e What's the truth about this situation?
e Who do you remind yourself of?
e What keeps you up at night?

e Which strengths of yours are being underutilized right now?

Questions that evoke discovery:
e What do you really, really want?
e What’s preventing you from having what you really want?
e What's perfect about this?
e What is the gift of this?
¢ What additional information do you need?
e How much is this costing you?

¢ Who can help you with this?

Questions that promote clarity and learning:
e What if things are as bad as you say they are?
e Where are you sabotaging yourself?

e What'’s the cost of not changing?

Questions that call for action:
e What'’s possible today?
e How soon can you resolve this?
e Who do you know that’s going through this?
e What does success look like?

e What's the first step? When will you take this step?
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Create a List of Your “Top 10” Questions (Jim's sample list below)

1.

L 00N O U e WwN

On a scale of 1to 10, how would you rate ...?

What are you tolerating in life or ministry? What'’s the payoff for not taking action?
What'’s working for you in this situation? What’s not?

What would you like to be celebrating a year from now?

What keeps getting in the way?

In what ways are you contributing to the problem?

What are viable solutions? What is the simplest solution?

Who can help you with this?

What can you do this week to act on your intentions?

10. Are you willing to make the necessary sacrifices to achieve what you really, really want?

Jump-Start Meetings With Powerful Questions

When building meeting agendas, encourage leaders to replace meeting topics with powerful questions
that promote constructive conversations. Listed below are a few samples:

e In place of a “hospitality” agenda item, ask, “What would a 'wow' experience look and feel like for a

first-time visitor?”

e In place of “stewardship” agenda item, ask, “How could we move more of our members toward giving

online?”

e In place of “pastor’s report” ask, “How can we help more members share in fulfilling God’s mission?”

e In place of “strategic plan report,” ask, “Where do we see our members discussing and acting on our

core values?”

D. Cultivating Learning and Growth

8|

Facilitates Client Growth

Definition: Partners with the client to transform learning and insight into action. Promotes client
autonomy in the coaching process.

1.
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Works with the client to integrate new awareness, insight, or learning into their worldview and
behaviors.

Partners with the client to design goals, actions, and accountability measures that integrate and
expand new learning.

Acknowledges and supports client autonomy in the design of goals, actions, and methods of
accountability.

Supports the client in identifying potential results or learning from identified action steps.

Invites the client to consider how to move forward, including resources, support, and potential barriers.
Partners with the client to summarize learning and insight within or between sessions

Celebrates the client’s progress and successes.

Partners with the client to close the session.
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The process of moving toward a preferred future usually involves brainstorming, designing the action, and
following through. Try using the three-step process to facilitate client growth:

STEP 1: Brainstorm. Brainstorming helps people see the same things differently. It helps people realize
that there’s more than one approach or pathway for moving ministry forward. Sometimes the most
fruitful brainstorming sessions involve “question-storming” where time is spent brainstorming a list of
questions that help leaders better understand the issues and problems related to a project before moving
on to finding solutions, new pathways, and possible action steps. Question-storming ensures that the
most pressing issues are addressed before locking in on a particular course of action.

STEP 2: Designing the Action. Within the context of brainstorming, a plan begins to emerge. The plan
includes SMART steps that are specific, measurable, achievable, relevant, and time-specific. The plan
indicates who is doing what, by when. Breaking the action steps into smaller steps can help leaders begin
taking action. Common approaches to designing actions often include:

* Acknowledging: Recognizing what has already been accomplished.

e Backward planning: Begin at the end (the goal) and then move backward and develop steps to get to
the goal.

e Creating structure: |dentifying what and who will keep the client focused on the task at hand.
* Recognizing road blocks: Considering what might derail progress and design action steps in advance.

e Anchoring: Regularly reminding the person or group of the importance of what they are doing and
where they are in the plan.

e Establishing Blitz Days: Helping them carve out solid blocks of time to tackle what needs to be done
to stay on task.

e |dentifying daily actions: Helping clients list and act to create daily “wins.”

Sometimes formulas can be helpful. Consider the G.R.0.W. Model:

¢ G: Goal (What’s the goal?)

¢ R: Current Reality (How are we doing?)

e O: Opportunities (What are our current opportunities?)

e W: What’s next (What's the next step?)
STEP 3: Follow Through. Coaching relationships foster continuous progress and course corrections.
Coaches help guide people toward a preferred future and regularly ask questions that help people see
where they’ve been, where they are now, and where they need to go next. Ask clarifying questions during
sessions similar to the ones below:

e What’s happened since the last time we met?

e What didn’t happen that you really intended to happen?

e What got in the way? What were the challenges?

e What will you report back to me the next time we meet, regarding this action?

¢ What do you want to focus on today?

Accountability is about helping clients take responsibility for their words and action, and being willing to
be held accountable for fulfilling one’s goals and intentions.
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Tending to and Tracking the Coaching Relationship

The coaching relationship is often viewed as a dance where the coach follows the client’s lead and where
coach anticipates and adjusts to the client’s needs and desires. Tending to the coaching relationship often
shows up through:

e Note-taking. Jot down what you’re noticing in the coaching session. Take notes in such as way it
enhances, rather than interferes with, your deep listening.

® Review your coaching. Make a recording of a coaching session and then review it. Then take it one
step further and ask your mentor-coach to review it and give you feedback, specifically about your
coaching presence.

e Quiet your mind. Intentionally quiet yourself before and after a coaching session. Show up with a
clean frame of reference and a quiet mind. Then spend time reflecting after the session on what
worked and what you might do differently the next time you coach.

e Listen with your head AND heart. Be intentional in shifting from intellect to intuition. Invite clients get
out of their head and listen from the heart. Ask them “What are you feeling in your body right now?
What might your body be trying to tell you?”

e Ask rather than assume. Check-in with your clients to make sure your helping them fulfill their goals
and addressing their issues and needs.

Maintaining a positive coaching relationship will increase your client’s likelihood of success. Since they
relate well to you, they are more likely to explore further and take bigger steps, plus they will stick with
their plan of action longer.

Quick Review of intentions for this chapter
¢ You gain insight on ICF’s 8 core competencies that coaches learn to demonstrate.
¢ You will begin to think about how these competencies show up in your current coaching relationships.

e You'll begin thinking about ways you’ll embed these competencies into your coaching conversations.
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ASSIGNMENTS

1| Listalimiting belief you have about yourself, and a limiting belief about your clients.
Describe ways your limiting beliefs impact you as well as your clients.

2 | Lista core competency you feel comes naturally to you. Describe how this strength shows up when
you coach clients.

3| List one competency you’re most interested in developing right now.
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— CHAPTER 3 —

Common Coaching Models

The basic coaching agreement discussed earlier always serves as the foundation for defining and
describing what a coaching conversation looks like. The three models highlighted in this chapter reflect
the basic agreement and also provide interesting twists on how the five questions that make up the basic
agreement might unfold during a session. Many students find the language used to describe the steps
listed in these models to be helpful. Consider how these models might help you guide a client toward their
desired outcomes.

The Five-Step Coaching Model

The following coaching model will provide a framework you can come back to over and over again as your
skills progress and you coach more diverse and interesting people and situations.

It’s a model | learned about in my training with Val Hastings and his organization, Coaching 4 Clergy.
You'll notice that it reflects the flow of the ongoing agreement that was highlighted in Chapter One.

Many students like this model because it’s based on the image of building a solid house that has a
foundation (Step 1: Listen and Step 2: Evoke), a supportive frame (Step 3: Clarify and Step 4: Brainstorm),
and a strong roof (Step 5: Support). Imagine that image as you review the five steps.

Step 1: Listen
The goal as a coach is to listen so closely to your client that the answers come out. The ideal ratio is that
you are listening 80% of the time and responding 20% of the time. It is absolutely critical that the client
feels fully understood. Listen deeply by using these suggestions:

e Listen not just with your ears, but with your eyes and your whole being.

e Listen to the tone, inflection, rate, and pitch.

e Listen not just to what’s said, but to what’s not said.

e Pay particular attention to the last thing that is said.

e Listen without judgment, criticism, or agenda.

e Listen without thinking about what you will be saying next.

Step 2: Evoke

Prompt the client to say more. Evoking is like opening the tap. You are attempting to get beyond the
surface and move to the source of the issue. Examples of evocative responses:

e Hmmmm. .. tell me more.
e What else do you want to say about this?

e Is there anything else you want me to know?
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Step 3: Clarify
Once the client has shared and has actively engaged with you, it’s important to respond and clarify what
is being said. This offers the client an opportunity to hear what they have just verbalized from a slightly
different perspective. It also ensures that you and the client are on the same page. Examples of clarifying
techniques:

e | heard you say... (mirroring)

e | sense that... (paraphrasing or reflecting back)

e Is this what you mean? (verifying)

e On ascale of 1to 10, how committed are you to this, with 1 being not important and 10 being
extremely important? (rating)

e Number these things based on which is most important to you, with 1 being not important and 10
being extremely important. (ranking)

Step 4: Brainstorm

Once there is clarity about the topic at hand, you and the client can now begin to go below the surface and
further discuss the issue. Questions are central to the coaching process.

A few examples of questions include:

e What are the options/opportunities here? Let’s list them all.
e What’s the simplest solution? What’s the craziest solution?
¢ What's the payoff of NOT dealing with this?

¢ What's stopping you?

e What do you want to be able to say about this situation three months from now that you can’t say
today?

¢ What do you really, want?

Step 5: Support
Action is central to the coaching experience. Supporting the client to design an action step helps move
the client forward, closing the gap between where they currently are and where they want to be. A typical
coaching conversation might end like this:

¢ What action would you like to take? And when will these actions be completed?

¢ What do you want to report back to me at our next coaching session?

e What will bring you closer to your goal? Who can help you with this?

e What will you need to be able to focus on this next week?

e What will getin the way?
In subsequent coaching sessions, you’ll follow up by asking questions such as:

¢ What did you accomplish?
e What didn’t you accomplish that you said you would? What are the loose ends?
e What got in the way?

e What's next?
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The 5Rs Coaching Model

This is a model | frequently use with cohort groups that are working toward mutually agreed-upon
outcomes. It emphasizes building trust and community among participants, forces people to reflect on
their result, and charts a path forward. It may also be used with individuals or when guiding project teams
and task forces. The model works best when you have 45-to-60-minute sessions and participants come
prepared to respond some of the questions. Coaches typically ask just one or two questions from each
step. Listed below are the steps and sample questions.

STEP 1 | RELATE STEP 4 | REFOCUS

e How are you doing? How is it with your soul? e What are your goals/next steps for the next

e What’s new since we last spoke? 30 days?

« What have you been practicing? Learning? e What would you like to be celebrating a month
Reading? from now?

e What’s come up that we need to discuss during * What are the possible ways to get there?
this session? ¢ How will you select your course of action?

e What faith practices have you been e What will you do (who, what, where, when,
incorporating into your life recently? how)?

e When have you experienced Sabbath moments e How will you measure your progress?

this past month? e Where do you anticipate you might get stuck

or experience resistance?
STEP 2 | REVIEW e What will you do in the next 48-72 hours?
e What progress have you made on your goals

ince last th? e What’s next in our coaching relationship?
since last month?

e What obstacles have you been facing, or are STEP 5 | RESOURCE & WRAP UP
you currently facing?

o e What did we accomplish today?
e What were the contributing factors that led to

your successes? Your challenges? ¢ What did each of us commit to between

now and our next meeting?

STEP 3 | REFLECT * What was the most helpful portion of the
meeting for you? What was least helpful?

i ?
¢ What have you been learning about yourself: How might we better utilize our time together

o)
Others? in the future?
. ? 7
. Whakt' segms to be working? What’s not e Are there any people or concerns that you'd
working?

like me to keep in my prayers?

. . . 5
e What might you do differently in the future- « When is our next meeting?

¢ What skills or resources were lacking? How
might you address this in the future?

¢ What might you do to increase your
effectiveness and influence in the future?

e On ascale of 1-10 (10= very willing), how
willing are you to make these changes?

e Are you modeling the change you desire
for others?
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The GROW Coaching Model

This model was mentioned briefly in an earlier chapter. You’ll find a more detailed version of the model
below. It provides a useful structure for coaches to help clients move forward in tangible ways in whatever
area of their life—work, relationships, personal growth—in which they wish to move forward. Developed
by John Whitmore, author of Coaching for Performance: The Principles and Practice of Coaching and
Leadership, he identifies four focus areas for moving forward in a positive direction. GROW serves as an
acronym for Goal, Reality, Options, and Will.

GOAL: Where are we headed?
e How can | be most helpful to you today?
e What do you need to get the most out of this conversation?
e What role do you need a listener or advisor to play?
¢ What topic should we concentrate on during this session?

e What is the one topic on which we could focus today that will have the most impact on moving you
forward in a meaningful direction?

e What are the issues that you face today?
e What's getting in the way of your intentions? What's holding you back?

REALITY: Where are we starting from?

¢ Tell me about your current situation. Describe it as honestly as you can, yet as objectively as possible.
What are the difficulties that you face?

e Name the obstacles and how each is impacting your attitude.

e How are you resourcing yourself around this issue?

¢ In what ways have you sought advice or expertise to work through this issue?
e What is your biggest area of discomfort about this issue?

¢ What is the one thing that is causing you the most stress and anxiety?

OPTIONS: How can we get there?
¢ Tell me what you think are some options for a solution.
e What else? Probe more deeply around all angles of the issue. What are you missing?
e What other options might present themselves as you take on other perspectives?
e If there were no obstacles (like money or people) what else would you consider?
e If all options were possible, what would be the best path forward?
e |s it possible to choose an option that you perceived as not an option?

WILL: What are you willing to do? What will it take to get there?
¢ What do you need to do this? What specific things you will need to make it happen?
e How will you prioritize your options? What needs to be done first? What can wait?
e What one thing can you accomplish this week that will move you in the right direction?

Quick Review of intentions for this chapter

¢ You've learned about other coaching models and how they build on the basic agreement.
¢ You consider how different coaching situation may require different approaches.
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ASSIGNMENTS

1| List which model described in this chapter most intrigues you, and why.

2 | Describe how coaching models help you remain focused on the client and their outcomes.

3 | How might you help your clients pay attention to and fulfill the intentions they set for themselves?
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— CHAPTER 4 —
Using Appreciative Inquiry When Coaching

A relatively new approach to coaching called Appreciative Inquiry Coaching (AIC) has its roots in
Appreciative Inquiry (Al). Al evolved in the 1980s as a revolutionary and positive philosophy towards
organizational change and is a process that focuses on leveraging an organization’s core strengths rather
than seeking to overcome or minimize its weaknesses. Appreciative Inquiry Coaching engages and
focuses clients on both the positive present and possible future, rather than on the problems of the

past and present. Al recognizes the best in people or the world around us. It affirms past and present
strengths, successes, and potentials. It focuses on health, vitality, excellence, and what’s already present
in a situation.

The AIC process is an act of exploration and discovery that, through the use of questions, invites clients

to be open to seeing new potentials and possibilities. Al is regarded as a positive, strengths-based
operational approach to change, learning, and development that blends well with other coaching
approaches and practices. Two essential components of Al are its five core principles and five (5-D) core
processes. These principles and processes are understood to have emerged from theoretical and research
foundations, and research on the power of imagery.

The five principles

1. Constructionist Principle (words create worlds). Reality, as we know it, is a subjective vs. objective
state and is socially created through language and conversations.

2. Simultaneity Principle (inquiry creates change). The moment we ask a question, we begin to create a
change. “The questions we ask are fateful.”

3. Poetic Principle (we can choose what we study). Teams and organizations, like open books, are
endless sources of study and learning. What we choose to study makes a difference. It describes—
even creates—the world as we know it.

4. Anticipatory Principle (images inspire action). Human systems move in the direction of their images
of the future. The more positive and hopeful the image of the future, the more positive the present-
day action.

5. Positive Principle (positive questions lead to positive change). Momentum for small or large-
scale change requires large amounts of positive affect and social bonding. This momentum is best
generated through positive questions that amplify the positive core.
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The 5-D Processes (often called steps or stages)

1.

Define — What is the topic of inquiry? It is important to define the overall focus of the inquiry (what
the system wants more of). Definition is used to clarify the area of work to be considered. In spite of
being the starting point of the cycle, it’s a recent addition—the 5Ds were originally the 4Ds, including
discover, dream, design, and destiny. Definition defines the project’s purpose, content, and what
needs to be achieved. In this phase, the guiding question is, “What generative topic do we want to
focus on together?”

Discover — Appreciating the best of “what is.” Discovery is based on a dialogue, as a way of finding
‘what works’. It rediscovers and remembers the organization or community’s successes, strengths,
and periods of excellence.

Dream —Imagining “what could be.” Imagining uses past achievements and successes identified in
the discovery phase to imagine new possibilities and envisage a preferred future. It allows people to
identify their dreams for a community or organization, having discovered “what is best.” They have
the chance to project it into their wishes, hopes, and aspirations for the future

Design — Determining “what should be.” Design brings together the stories from discovery with the
imagination and creativity from dream. We call it bringing the ‘best of what is’ together with ‘what
might be’, to create ‘what should be —the ideal’.

Deliver/Destiny/Do — Creating “what will be.” The fifth stage in the 5Ds process identifies how the
design is delivered, and how it’s embedded into groups, communities, and organizations. In early
appreciative inquiry development, it was called “delivery,” based on more traditional organizational
development practice. The term “destiny” is more prevalent now. Vibrant Faith frequently uses the
phrase “DO what matters every day” to describe this stage.

Replace standard questions with Al-oriented questions (samples below)

Instead of “Tell me what the problem is” ask, “What gives you energy?”

Instead of “Tell me what’s wrong” ask, “What do you most value about yourself?”
Instead of “What are you worried about?” ask, “What do you want more of?”

Instead of “What do you need help with?” ask, “What worked well for you before?”
Instead of “What’s bothering you?” ask, “What’s working well now?”

Instead of “What is and isn’t working?” ask, “What first attracted you to...?”

Instead of “What are you going to do about...?” ask, “What did you do to contribute?”

Instead of “How are you going to fix this?” ask, “What does it look like when you...?”

Sample DISCOVER Questions

34

Describe what you consider stress at work to be. Can you offer a definition, phrase or quote to
describe it and provide an example?

When recently have you displayed the ability to cope with stress at work? What was the situation
which required coping behavior?

What attitude(s) did you adopt at that time? What were you thinking?
Describe your emotions while you were coping with stress.
How did you react? What did you do?
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Sample DREAM Questions

¢ Imagine one night while you were asleep a miracle occurred, and when you woke up your coping
behavior was just as you’ve described, in all stressful situations. How would you know you were
handling stress well?

e What would be different?
e What would have changed in your habits?
e Who would be the first to notice these changes?

e What would they say or do, and how will you respond?

Sample DESIGN Questions
e How will you act differently to make the above work?
e How best can you develop your ability to handle stress?

¢ Are there “significant others” who you feel play a crucial role in the development of your ability to
handle stress?

¢ What do you think these individuals do to help? What do they not do?

¢ Are there any techniques or methods that you have experienced which you feel influence your ability
to handle stress?

¢ Think of someone you know who you would characterize as being able to handle stress. How do you
think they have developed their ability?

Sample DO Questions

¢ Reflecting on what you really want and where you are right now regarding coping with stress, what do
you see as the most significant changes you could make that would help you get what you want?

¢ What one small change could you make right now, no matter how small, that would improve your
ability to handle stress? The change does not have to be a physical action—it could be a shift in
thinking or attitude.

Sample LIFE COACHING Questions

Your History
e Describe your three greatest accomplishments to date.
e What made these accomplishments stand out for you?
e What have you incorporated into your current actions from your past accomplishments?

e How could you use what you’ve learned from these accomplishments to assist you in making future
changes?

e What major transitions have you had in the past two years? (For example, new assignment, new
residence, new relationship, etc.)

If you worked with a coach before or a similar one-on-one adult relationship (for example, tennis
coach, piano teacher, therapist) what worked well for you?

e If you have worked with a coach, and you are not currently, how did that relationship end?
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Your Life
e Who are or have been your major role models?
e What attributes of these role models do you admire and want to emulate?
¢ What are the five most positive things in your life?

e What are five things you would like to change in your life that would make it even more satisfying,
effective, and joyful? (Examples include relationships, information, environment, job.)

e Who are the key supportive people in your life, and what do they provide for you?
e On ascale of 1to 10 (1 being least effective and 10 being most effective), rate the quality of your life.

¢ By what criteria did you rate yourself? What percentage of the life you are leading is actually YOUR life?

Your Self Today
e List five adjectives that describe you at your best.
e What prevents you from being at your best?
¢ What energizes you? What saps your energy?

e What are you learning and accepting about yourself at present?

Your Potential
e What is your personal and/or professional vision?
e What would you like to contribute to the world?
e What are you most wanting to achieve in the next three years?
e What are you most wanting to achieve in the next six months?

e How ready are you to go forit?

Sample CAREER DEVELOPMENT questions
e When you look over your work history, what role did you enjoy the most, and why?
e What are your strengths at work—what are you good at?
e What gives you pleasure at work—what do you enjoy doing?
¢ What gives you meaning at work—what gives you a sense of purpose?
¢ What do you consider to be your ideal job?
e Where do you see yourself in a year/three to five years/10 years?
e What is it about this career goal that you’re interested in?
e How ready do you think you are for the next step in your career?
e What do you see as your next challenge?

e What do you think you’ll find the most challenging/rewarding aspect of your career goal?
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Sample TEAMWORK Questions
e What gives life to our team when it is at its best...?

e What are the qualities of our colleagues that most foster enthusiasm, information sharing, and
collaboration towards common goals?

e Describe the best teamwork that you have seen or been part of recently. What was it about that
teamwork that caused you to define it as ‘the best’?

e What were the conditions that allowed that winning teamwork to emerge?

e Think of other successful “teams” that also have winning teamwork, teamwork that you admire. What
makes that teamwork tick?

e What does that team do that we could try, or learn from, to do better?
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ASSIGNMENTS

1| Describe how often you hear Appreciative Inquiry (Al) questions used in current coaching situations

2 | List ways you could use Appreciative Inquiry (Al) questions more often during meetings.

3| Describe how your coaching would change if you used Appreciative Inquiry (Al) principles more often.
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— CHAPTER 5 —

Tips for Coaching Teams and Groups

What's the difference between teams and groups? Each is an assemblage of people, yet important
differences between the two exist. Complicating the issue is that each organization will have its own
definitions for the terms. That said, a number of general distinctions can be made, as follows:

Teams:

e Share a common vision, purpose, and values.

¢ Are often long-term in nature, depending on their purpose.

¢ Pull together in the same direction to achieve a common goal.

e Are composed of members who need each other to accomplish the common goal.
Athletic coaches serve as a helpful metaphor for the difference between coaching individuals versus
coaching a team. A tennis coach will, for example, help a single player to sharpen his or her game. A soccer
coach, in contrast, will focus on getting team members to work together, while leveraging the strengths of
individuals, mitigating weaknesses, and creating partnerships and systems within the team. A coach for

an individual will always put the best interest of that player ahead of anyone else; for the team coach, the
best interests of the group will come first.

A person coaching teams knows what is required to make the sum of the parts greater than the whole.

Groups:

e Come together for a specific purpose, such as to learn a new skill-set, to support each other during a
challenging time, or to give input on a specific topic.

¢ They can be short- or long-term arrangements.

e Are composed of members who do not necessarily need each other to achieve the common goal.

Certain coaching techniques can be applied successfully in both team and group settings.

Teams and groups both need to establish shared expectations and norms in order to do their best

work and accomplish their goals. Confidentiality is as critical to the success of team coaching as it is to
individual coaching. No good can come when a team coach betrays confidences, takes sides, or, worse,
“triangulates” between members. Certain individuals on the team will naturally try to influence the
coach. When this happens, the coach must direct these individuals to others on the team or to the team
as a whole, reminding them to use the agreed-on communication tools. Teams must clarify outcomes,
expectations, and norms if they are to thrive. Therefore, one of the first steps a team coach must take is
to gain consensus as to how everyone will deal with every possible scenario the team will face. Teams, at
their inception, should discuss:

e Purpose and goals
e Vision and values
e Norms

* Roles

e Purpose and Goals
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TEAM COACHING

The team leader may have a clear vision of what he or she wants the team to accomplish, but it is rare that
the vision is articulated in a clear and compelling way. When all members of the team work together to
craft a shared vision, the chances are greater of achieving universal buy-in for that vision.

Values, too, must be set and shared. These can be developed with help from the coach, who can solicit
from each team member his or her personal sense of what is most important when working with others.
For example, the coach may learn that some team members value timeliness and accurate record-
keeping. Others may value the idea that every voice be heard and everyone be treated equally. Ultimately,
the team can use majority rule to prioritize what will be most important. Admittedly, going through the
discussions about what is most important to arrive at shared values can be time-consuming and grueling;
however, sharing values can help the team avoid all kinds of trouble down the line. Unfortunately, too
often teams don’t start talking about shared values until after trouble and/or emotional upheaval have
occurred. Effective coaches ensure that conversations take place that address anticipated obstacles and
issues before they occur.

Norms

After the values have been prioritized, coaches can help a team clarify its code of conduct—which results
in its “norms.” The code of conduct should include clear consequences for failure to abide by the code.
For example, if timeliness is an agreed-upon value, then an aspect of the code of conduct might be

to schedule all meetings for 15 minutes past the hour so that everyone has time to get from previous
meetings. The norm becomes that meetings will start on time, with all members in attendance and no
excuses.

Finally, a well-functioning team will establish clear standards and agreements regarding
communications—voicemail, email, and memos. This will result in the norms of a clear, common language
and efficiency among team members.

Roles

Itis also key that teams identify who will play what role to avoid confusion and overlapping of
responsibilities. A coach can help untangle such problems by asking questions about possibly ill-informed
assumptions. A good exercise to help with this is to have all team members write down what they believe
their areas of responsibility to be, in order of importance, and then share them with their fellow team
members. Most will be surprised by their expectations and assumptions, many of them faulty.

When you consider purpose and goals, vision and values, norms and roles, which do you think the teams
in your organization need to give the most attention to? What steps will you take to guide the teams in this
direction?

Settings agendas for team coaching sessions.

When coaching individuals, we usually follow the basic agreement, asking the critical questions, “What
would you like to talk about?” and “What would you like to take away from today’s session?” When
coaching teams, a coach should know the answer to those questions BEFORE the start of a session. Those
who coach teams may carve out time at the end of a coaching session to build the agenda for the next
session while all parties are present. Some coaches will solicit feedback from members by text or email
before the next meeting to help frame the agenda. The key point is to have the focus of the team coaching
session decided before the meeting begins.
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GROUP COACHING

Like team coaching, group coaching also benefits from having clear outcomes, expectations, and norms
for when the group gathers. Where group coaching differentiates from team coaching shows up in two
distinct ways:

e Members usually are seeking to fulfill individual desired outcomes rather than having shared vision
that all members are contributing toward. Several of groups | coach share a common goal of creating
and implementing annual leadership development plans. All members follow a similar process for
creating their plans but each person’s plan looks significantly different.

¢ Because the desired outcomes for each member are unique, members are not as dependent on one
another for the achieving their desired outcomes. Members of these groups are formed to share a
similar experience, to learn and collaborate with each other, and often, to be held accountable for
living out their intentions.

Successful Group Coaching

Successful group coaching experiences share a number of characteristics, itemized in the following
subsections.

Shared Purpose

Every group has to have a reason to exist, and a clear and compelling reason to meet regularly. Group
coaching works well to support a group in using new behaviors or skills learned in a training program,
and to provide support and inspiration to individuals who are developing new habits or working to
achieve a goal.

Clearly Stated Individual Goals

These goals must include mileposts for check-in at each meeting. One way to create a sense of
urgency and interest in a coaching group is to assign each individual a goal that is broken down into
segments, whose progress can be reported on at each meeting. Following these reports, individuals
can either ask for help to brainstorm solutions to obstacles or to get recognition and celebrate success
with the group.

Adequate Preparation

Group coaching sessions should be structured enough so that participants can feel progress in
meeting their goals, yet loose enough to allow for natural emergence of valuable learning. To
accomplish this balancing act, the coach needs to stay present in the moment and maintain a strong
sense of where the group is headed. Less is more, in terms of structure.

Strong, Compelling Coach Presence

A group coach must be a strong leader, one who can command the group’s respect and direct its
focus. The coach’s communication style should be clear, concise, and to the point. In fact, he or she
should speak less than anyone else during the meeting, communicating mainly to greet individuals,
direct/ redirect attention, request clarity, and facilitate discussion. It is the members of the group who
should be adding the most value. The coach needs to listen for the question to be asked next.
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The coach must pay close attention to each individual in the group and may track his or her
comments. Participants should know in advance that they will be called on if they are not actively
participating. Conversely, the coach may need to “reel in” group members who are talking too much,
becoming repetitive, or no longer adding value to the conversation. In sum, it is the responsibility of
the coach to pay attention to the time arc of the meeting and make sure that everyone participates.
The coach can also solicit information or request that members of the group with specific expertise
share small bits of information that might help members achieve goals.

Finite Timeline

A successful group coaching experience will have a defined beginning, middle, and end. All
participants must be clear on the start date, must understand the dates and times of all meetings, and
must be working toward the conclusion, when successes will be celebrated.

Ground Rules for Communication for Teams and Groups

As with ateam, in a group all members should agree on norms at the beginning of their journey together.
The coach can point out any break in norms and request ideas from the group about how to address the
infraction. Effective communication is key to establishing positive group dynamics. Coaches may:

e Send out a brief email after each session, including content such as a list of the top three learning
points generated at the meeting, a reminder of any homework that the group agreed to, and a
reminder of the date, time, and location of the next meeting.

e Announcing via email, two to three days before the next meeting, the agenda of the upcoming
meeting, along with reminders about assignments.

e Send emails, text messages, or blog posts that introduce helpful resources, new ideas, inspiring
guotes, or updates about the group.
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ASSIGNMENTS

1| List 3 keys to successful group/team coaching.

2 | Describe how you would create shared outcomes, values, and norms for a group.

CHAPTERS | 45






— CHAPTER 6 —
Coaching Tips and Truths

Over the years, | find that | keep coming back to some of the essential coaching practices and approaches
that result in consistently good coaching conversations. These practices help surface the most pressing
issues, accelerate the client's progress, keep the primary focus on the client, and bring out God’s best in
them. Review the 15 tips found in this chapter and think about which tips are most relevant to increasing
your impact as a coach.

TIP1 1: Make getting the relationship right your first priority.

The better you get at developing a trusting, confidential relationship the right way, the more likely you'll
be an effective coach. Coaching is always about the client, and where he or she wishes to go, rather

than the needs or intentions of the coach. Coaching assumes a relational connection that’s built on
transparency, trust, and vulnerability. Effective coaches are able to present themselves exactly as they
are. They create safe and sacred space that allows clients to share their hopes, dreams, challenges, and
shortcomings. Coaching starts with connecting and is exemplified when coaches are naturally curious and
laser-focused on the wellbeing of their clients.

TIP 2: Follow the client's lead.

Coaching is a partnership where, like dancing, you follow the client’s lead. “What do you want to talk
about?” is a great opener and is the beginning of honoring the basic coaching agreement. Questions
coaches ask should help clarify the focus of the coaching relationship, the purpose of the coaching session,
and where clients want to end up as a result of coaching. Coaches allow clients to pick the topic, the
measurements, the depth, and even the pace of the conversations. If the client doesn’t say it, then the
subject is off the table. Coaches must avoid digging deeper into topics that clients haven’t commented-on
during the conversation.

TIP 3: Always make the client the hero in the story.

Donald Miller, the founder of the company Storybrand, states that the best marketing always makes the
client the hero in the story. Coaches help clients identify their preferred future, describe the gap between
their current situation and the preferred future along with the challenges they face, and then find ways
to overcome their challenges that prevent them from achieving their desired outcomes. In the process of
helping their clients shine, coaches help clients create a plan that moves them consistently toward their
brighter future. When coaches become the “hero” in the story, it’s usually because they’ve switched,
intentionally or otherwise, to playing the role of a counselor, mentor, or consultant.
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TIP 4: Tap into the client’s vision to accelerate transformation.

Vision-casting is powerful catalyst for sparking transformation. Coaches help their clients define their
dreams and better understand what motivates them. Coaches help clients connect what they do next
with the dreams they’re seeking to fulfill. Questions coaches often ask to tap into a client’s vision include:

e “What would you like to be different in your life or ministry a year from now?”

“If you could wave a magic wand, what would you change about your current setting?”

“What'’s the legacy you’d like to leave for your children or grandchildren?”

“What do you want this organization to remember you for?”

“How soon do you want this done?”

“What will finishing this do for you and your vision?”

Keep your client’s attention on how their vision will require them to change. Help them name the
measurable changes the transition process will require.

TIP 5: If nothing’s changing, you're not coaching.

Coaches go beyond walking alongside clients and serving as confidential dialogue partners. They help
clients name and act on their intentions. They nudge clients toward their preferred futures and invite
clients to set short-term wins and deadlines. Coaches invite their clients to pay attention to changes in
their attitudes, assumptions, approaches, and actions. They help clients take shuffle steps toward their
desired outcomes. After helping clients describe their dreams, coaches help them drill down on their
intentions and list what they need to do now, or next, to live into their preferred future.

TIP 6: Get your facts straight and focus on the right issues.

Perhaps the biggest challenge in a coaching conversation is figuring out the primary focus of the
conversation and the most pressing issues. It’s easy to rush this process and end up not addressing the
client’s most pressing or significant issues based on misleading information and false assumptions. Some
guestions | often raise to surface these issues include:

e Help me understand how you arrived at this conclusion.

* “On a scale of 1-10, how important is this issue to you personally?”

¢ “In addition to this problem, what else prevents you from moving forward?”

e “What are the three most pressing issues you’re currently facing? Which one is most important?
Most urgent?”

e “What leads you to believe that this is your biggest issue? What else, or who else, plays a contributing role”

TIP 7: Search for the right questions rather than the right answers.
If you tend to be a fixer or like being the expert, you may find it hard to not give advice or suggest ways to
move forward. Great coaches find ways to tap into the client’s wisdom through powerful question such as,
“I don’t know, what do you think?” | like to ask BOLD questions that:
e BUILD forward momentum.
e OPEN up possibilities and new pathways.
e LEAVE space for reflection and reimagination.

e DO something that helps the client dive into action.
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Bold questions have more than one answer. They create space for the client to explore something that is
unfamiliar or even daunting. They point the client toward something that wasn’t on their radar.

TIP 8: Ask shorter questions to get better answers.

Keep your questions short (6-8 words) and concrete. Allow space for the client to reflect and respond.
Record a few of your coaching sessions (with the express permission of the client). Create a transcript of
the coaching conversation. Notice how long your questions are. Pay attention to how much you’re talking
compared to your client. | find that the best coaches almost always speak less than 20% of the time. You
may discover that the power of your questions is inversely proportional to their length.

TIP 9: Avoid explaining your questions.

Leave out the details when asking questions. Allow the client to fill in the gaps as needed. When you seek
to set up or explain your questions, you increase the likelihood of injecting your assumptions and values
into the conversation. You may lead clients in directions they didn’t wish to go.

TIP 10: Create space between coaching sessions.

Leave at least 15 minutes between coaching sessions to clear your mind. | like to take a short walk or do
some stretching exercises. | like to pray for my clients and discern which core competency | want to pay
closer attention to during the session.

TIP 11: Smile while on the phone or via Zoom.

This may sound foolish, but it usually helps coaches be more present and playful during the coaching
conversations. Coaching can be fun AND impactful. Enjoy the clients you seek to serve. In similar fashion,
think about how you might draw out the gifts, strengths, and potential of your clients.

Tip 12: Share observations while avoiding interpretations.
Coaches listen actively, and do so with their eyes and ears. Share your observations using “l noticed”
statements such as (allow space for silent reflection):

¢ “| noticed some hesitation when you responded to that last question...”

¢ “| noticed that you seemed energized/animated when discussing...”

* “Your tone of voice changed when you began talking about...”

* “You broke into a big smile when mentioning...”

* “| sense some sadness in your recent remark about...”

¢ “| noticed that you didn’t mention what you did to help ensure that project’s success...”

Tip 13: Frame questions that stretch clients and inspire action.

Coaches facilitate change in clients by stretching their capacities, their awareness, and perceived
limitations. Coaches raise questions that help clients step back and learn from results, or step forward to a
new way of thinking, doing, and being. Great coaches strive to move people beyond a state of inertia and
toward a state of learning, experimentation, and action.
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Tip 14: Invite the client to do pre-work or post-work.

To accelerate a client’s learning and progress, ask the client if they’d be open to learning about, or
reflecting on, topics or projects that increase their awareness or capacities. This could include items like
making a list of resources (assets) to support their progress, listing 3-5 people who could help, mentor, or
hold them accountable, listing skills they need to develop, etc. Having clients tend to these types of action
steps often helps them move forward, faster.

Tip 15: Ask the client, “What did you find most helpful from our conversation today?”

This question helps you understand what is stirring in the mind of your clients and shows you what types
of shifts may be occurring in their assumptions, attitudes, actions, and approaches. Also, it gives you a
window into how your coaching is impacting other people. It may give you insights on what to raise in a
future session and help you refine your coaching approach and practices.
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ASSIGNMENTS

1| What are your takeaways after reading and reflecting on the 15 tips?

2| List 3 tips you need to pay closer attention to in the future.

3| Based on your own learnings as a coach, what tips would you add to this list?
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— CHAPTER 7 —

Develop Your Coaching Capacities

Coaching is a skill that, after learning the basic agreement process, you can use immediately. Coaching
is also a craft that you’ll continue to refine for the rest of your life. This course focuses primarily on
developing and demonstrating the eight core competencies. In addition to these competencies, we find
the that following traits listed below help contribute to a coach’s capacity to spark transformation in
people’s lives and ministries.

Self-Knowledge

For coaches to be effective to others, they must first be well-informed about their own values, needs,
interests, abilities, personality type, sensitivities, and hot buttons. Coaches should be keenly aware of
anything and everything about themselves that might affect how they come across to other people.

Ability to Be Present

The ability to be completely present in the moment is one of the most difficult competencies for
coaches—as it is for us all. Coaches must be able to put aside their personal worries and to-do lists, and
quiet their self-critical voices and all of the other “noise” that keeps them from paying full attention to
what’s happening with their clients. People being coached will know when the coach is distracted and
won’t feel they are being well served.

Ability to Connect
Highly skilled coaches need to be able to connect with those they coach. Traits coaches must exemplify
include:

e A deep respect for and willingness to value all people, regardless of their foibles and flaws.

e Adaptability to different thinking/learning styles and cultural norms.

¢ Ability to put aside personal preferences, especially when they differ from those of the person being
coached.

e Knowledge of one’s own personality traits and their potential impact on other personality types.

Ability to Build Trust and Respect

Building trust and respect is integrally related to the previous competency, ability to connect. Trust is
built out of the sum total of all the competencies. Respect is earned through a consistent display of
competence. Each person being coached will, of course, accord trust and respect based on his or her own
set of personal values, but there are a number of factors that go a long way toward ensuring coaches will
be trusted and respected by their clients. Coaches must exhibit:

e Professionalism.

e Basic knowledge of related subject matter.

e Ironclad confidentiality.
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Ability to Match Personal Style with Client Style

Whether a coach and client are matched by someone in the organization, or the coach is selected
personally by the individual, it is the coach’s responsibility to take note of and match as closely as possible
that person’s style preferences. And at advanced levels, a coach may be called on not only to match the
client’s style but also to influence the style of the person being coached, should the need arise. Style
issues include:

e Energy. Is the person a low-energy type? Is he or she anxious? Does he or she speak too loudly, or
quietly? The coach must notice all this and bring to the person’s attention any behavior that needs
adjustment.

¢ Thinking style and speed. If a coach responds to an analytical thinker with a conceptual response, it
will interrupt the process flow. Likewise, if the coach slows down a lightning-speed thinker with poorly
timed questions, or vice versa.

Ability to Listen
Coaches who are not good listeners do not stay employed as coaches for very long. A coach should:
e Hear what is being said, reflect back to check for accuracy, and show evidence of understanding what
was said.

¢ Pay attention to style, personality type, communication preferences, and sense of humor of the
person being coached.

e Listen for values, needs, and any other information that has bearing on the conversation.
¢ Discern what is not being said and to draw it out.

Coaches who listen actively not only hear what is not being said, they also can also pick up on what the
person being coached might not be aware he or she is really feeling.

Ability to Inquire

Closely linked to the ability to listen, an effective coach asks high-quality questions based on what he or
she has heard and observed. In addition to crafting appropriate and helpful questions, the coach should
constantly assess whether a given line of inquiry is the most useful one at the time, for the person being
coached. Good coaches rarely ask “filler questions” which lead to small talk and have no real value. Clients
will perceive this and most likely will be frustrated if they are not moving forward in a meaningful way.

Coaches inquire when they ask clarifying questions to ensure understanding about what is being
communicated and help fill in knowledge gaps. Clarifying questions help clients gain greater
understanding and may include questions such as:

e What do you really think?

e What does that mean?

¢ |Is there anything else you think | should know?

¢ Could you give me a little more detail about this so | understand it better?

Coaches inquire when they use focus questions such as:
¢ Of all the things we could delve into right now, which is going to be most helpful to you?
¢ You've mentioned three different things. Where would you like to start?
e How can | help you with this right now?

e What do you want from this conversation?
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Coaches inquire when they use discovery questions such as:

e If you could wave a magic wand and have this situation go exactly the way you want it to, what would
occur?

e If you were a risk-taker, what would you do?
e How do you think this will look to you a year from now?

e If you were to do this perfectly, what would need to happen?

Coaches inquire when they ask challenging questions that test their client’s assumptions,
perspectives, approaches, and norms. Typical questions include:

e What if you could do it? How would you start?
e What is the worst thing that could happen?

¢ How else might you look at this?

¢ What do you really want?

e What will cause the breakthrough here?

e What would happen if you raised your standards?

Capacity to Offer and Accept Feedback

Sometimes a coach is given feedback from others in the organization that he or she is expected to share
with the person being coached. Or the coach may have personal observations he or she wants to bring to
the attention of the person being coached. In a coaching relationship where trust and respect have been
established, feedback is often welcome; but in offering feedback, coaches must restrain the desire to tell
people what to do and try to change them. Feedback also must be timely and connected to something
important to the client. One effective way for coaches to approach feedback is to ask permission to share
the information. If the client agrees, then the coach should share the feedback in a way appropriate to the
person being coached. If the person declines, the coach should respect that decision—though the choice
not to hear the feedback might subsequently become a topic for coaching.

Conversely, coaches must be able to solicit feedback about themselves and about the quality of their
coaching, and then be willing to make appropriate changes, to demonstrate flexibility and adaptability.
In this way, coaches serve as role models, demonstrating how to respond graciously to feedback with
gratitude and thoughtfulness.

Ability to Rein-In the Desire to Give Advice

Many people moving into the coaching field because they are gifted at giving advice and helping people
figure out what to do. Unfortunately, giving advice is not coaching, and indulging the desire to do so can
be detrimental to a coaching relationship.

Willingness to Challenge

Knowing when and how to challenge is essential to effective coaching. Challenging a person being
coached can only be done successfully if the coach has first established trust and respect.

Several factors are involved in the ability to challenge appropriately:
e Timing: There are those who can be challenged in the first 10 minutes of the first coaching
conversation. Others need time to develop a strong working relationship before they can accept a

challenge. Coaches must evaluate the style of the person being coached and time their challenges
appropriately.
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® Permission: The coach must ask permission to challenge the person being coached. Gaining
permission to challenge is not optional, but methods vary according to the style of the person being
coached. For example, a coach might ask, “May | have permission to challenge you on the belief that’s
behind the statement you just made?”

e Content: The rule of thumb is to ask a little more of the person being coached than he or she thinks is
achievable.

e Language: Knowing how to ask for something is as important as knowing what to ask for. This requires
a coach’s attention to context, history, and use of language. For example, some people respond well
to sports metaphors; others prefer quotes from poets. People without children will probably not
respond to parenting parallels. Be sure to use language that resonate with the person being coached.

¢ Risk-taking: The coach should take occasional risks. Challenging a person being coached can
sometimes backfire, and the coach should be ready to deal with that possibility.

Ability to Share Multiple Perspectives

Good coaches are adept at seeing both the forest and the trees. Often, it makes sense to use inquiry to
help the person being coached acknowledge alternative, useful perspectives, so the coach should offer
other ways to look at something. Note, however, that a coach who is gifted at systems thinking, or is highly
creative, will have to rein-in the need to share everything he or she sees as a possibility, for doing so only
serves the coach’s ego, not the need of the person being coached. The key is to share other perspectives
only when they are most useful.

Ability to Remain Neutral

Coaches have to be hypervigilant not to reveal or impose their personal beliefs and agendas regarding
“hot topics” such as gender, race, politics, and religion.

Skilled at Different Thinking Styles

Coaches need to be able to adjust their thinking style to the person and the situation at hand. Coaches
often have to think:

e Strategically. A coach should be able to take a broad-scale, long-term view of the person being
coached and his or her situation, helping to assess options and the implication of choices. One of the
greatest services a coach can provide is to help the person being coached thoughtfully define his or
her best result. The coach can take a “mental helicopter ride,” to view the big picture, in order to help
the person being coached see other perspectives and make new discoveries that will enhance his or
her decision-making process.

e Conceptually. A coach collects data over time and needs to synthesize seemingly unrelated data
streams into new ideas or perspectives. An effective coach who is a conceptual thinker can help the
person being coached reach the goal most efficiently.

e Systematically. Coaches who are skilled at “systems thinking” are able to observe the environment
and the structures in it and determine how it all either helps or hinders the success of the client. The
coach helps clients to acknowledge the system and understand how they fit into it.

e Analytical thinking. Analytical thinking is often defined as critical thinking or critical reasoning.
Coaches who excel at this type of thinking process should guard against relying too heavily on the skill.
However, when working with people who are of the same type, and can reason an argument all the
way through, the coach should be able to follow the thought processes.

A coach also should be able to identify connections that are not obvious. It is helpful when a coach can
think several steps ahead of his or her clients, encouraging ideas for courses of action and anticipating
likely outcomes.
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Ability to Brainstorm Creatively

Brainstorming is helping the person being coached generate ideas; the more creative, the better. In the
right circumstances, a real brainstorming session can be extremely useful. If you choose to brainstorm
with your client, here are some guidelines you may find helpful:

e State the problem clearly.

¢ Allow no criticism, evaluation, judgment, or defense of ideas during the brainstorming session.

¢ Place no limits on ideas, no matter how outrageous or impractical they may seem. Every idea is to be
expressed.

e Encourage quantity over quality.

e Encourage “piggybacking,” or building on ideas.

e Record all ideas.
Although, traditionally, brainstorming involves more than two people, in the coaching relationship, two
are usually enough. The key is to be sure that the person being coached starts the brainstorming session.
This activity is an appropriate option when the person being coached seems stuck or limited in options.
The coach might suggest that they brainstorm, and then ask the person being coached to start. Often,
once the person being coached gets going, he or she will generate a number of options. If more good

ideas are needed, the person being coached may want to gather a group of colleagues to help with the
process. Just be sure the brainstorming rules apply with the group.

Ability to Remember

The ability to note and loop back to relevant threads in prior discussions is a critical skill for a coach.
People being coached are often amazed when the coach recalls a remark made months earlier.

Ability to Empathize

A person being coached needs to know that the coach understands the situation and has had personal
experience with frustration, fear, and unhappiness. The coach should be able to express understanding
and care and, at the same time, be able to keep the person being coached moving—not let the person
wallow. In rare cases, the coach may share personal information about a similar situation he or she has
experienced. When this is the case, the coach should first ask permission, and if given, be brief so the
conversation doesn’t become about the coach. Personal sharing should be used judiciously. A reliable
general rule is the more the coach is talking, the less effective they are being, so when sharing stories or
information, get to the point.

Commitment to Maintain Professional Standards

A coach must set and maintain the highest standards of professionalism. He or she must:

e Be on time.
¢ Send only appropriate, well-written communications.
e Keep commitments.
e Use correct language.
These days, a critical factor in being able to maintain professional standards is the need to stay up to date

technologically. The coach should have at least the same level of knowledge and technological capability
as his or her clients—although, ideally, the coach will be a little more advanced.
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Ability to Set and Maintain Boundaries

There is always the risk that coaches might become too friendly with their clients; certainly, close
friendships have grown from coaching relationships. But this is appropriate only after the coaching
relationship has been officially terminated. While the coaching is in progress, appropriate professional
boundaries must be set and observed. This can be tricky, however, because professional boundaries are
established on a case-by-case basis. That said, generally, it is recommended that a coach:

e Refrain from socializing with clients during the coaching process.
e Communicate with clients using only business contact numbers.

¢ Avoid communicating outside of business hours, unless it is to leave a message, and is absolutely
necessary.

e Never discuss personal issues in any detail, unless an experience has critical relevance to the client’s
situation.

Knowledge and Understanding of Client’s Business

Having some degree of knowledge and understanding of the client’s field of work is essential to the
coaching initiative. For example, a salesperson will need a coach who understands the selling process,
who has a strong grounding in sales process models, and has compassion for the difficulties inherent to
the sales profession.

Industry experience is a plus, though not absolutely crucial for a coach to be successful. However, coaches
who don’t have experience in their clients’ fields should be able to climb the learning curve quickly, to
understand the inner workings of their business—for example, how it generates revenue and tracks
profitability, how people are compensated and rewarded, what the “lingo” is, and so forth. The coach also
should learn how the client training base works, how the performance review system is set up, and what
models and systems are in use in the business.

Understanding of Management Basics

A coach should have a solid grounding in the basics of management skill-sets. Often, individuals being
coached will need a little just-in-time tune-up in basics, similar to the regular one-to-one weekly or
biweekly meetings between the manager and the employee, when they catch up, address questions,
review tasks and responsibilities, brainstorm, and solve problems. These basics include goal-setting,
performance planning, timely feedback, and appropriate direction and support.

Political Awareness

An effective organizational coach has a healthy grasp of the power dynamics common to all organizations
and is willing and able to share this insight with people being coached. The coach understands that power
is not always related to position, and so can help the person being coached to work on his or her personal
power base and leverage that to achieve goals.

Cross-Cultural Insight

With the global economy, coaches today often are called upon to work with individuals from all over the
world, from cultures very different from their own. Coaches should therefore become familiar with the
cultural implications of those they are working with. Having this awareness and sensitivity will help them
to gain greater professional credibility, enabling them to help the person being coached understand when
cultural differences might impact success.
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ASSIGNMENTS

1| List possible next steps in your ongoing development as a coach.

2 | List what you will do within the next 30 days to act on your intentions.

3| List who will support you and hold you accountable for your next steps.
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— CHAPTER 8 —

Marketing Your Coaching Business
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— APPENDIX A —

Commonly Used Coaching Terms

Having a common language to discuss coaching concepts and approaches is important. In this session,
we'll identify and address the most frequently used terms that “show up” in coaching relationships.
The terms, listed alphabetically, relate to the roles people play, the process for coaching and navigating
change, and steps toward fulfilling coaching outcomes.

Accountability: A phase that explores the level of obligation, responsibility, and commitment that an
individual has for their actions.

Action: The conscious act of doing/starting something in order to achieve the desired change/objective.

Action Learning: A learning technique performed in groups to enable an individual to learn by questioning
and involving others in coming up with proposed actions/solutions to a problem or issue.

Alignment: A state of agreement. In the context of people—reaching agreement over an issue, problem,
etc. In the context of getting things done—spending time doing the things that result in your achieving
what you want to achieve (alighment of the ‘want’ and ‘do’).

Assessment: A measurement process used to assess the level of current performance. This could be
prior to or after training has taken place when measured against learning outcomes, or could be used to
assess certain behaviors that would demonstrate a learning style preference, or a preference to approach
conflict, etc.

Behavior: The manner of conducting oneself or responding in a situation. In training we try to change
behavior directly connected to the overall learning objectives and outcomes. This would be observable
and measurable.

Buy-in: Signifies the commitment of interest and level of support to a decision or idea that is being
proposed.

Change Management: An approach by organizations to shift individuals, teams, and the organization from
its current state to a desired/planned future state. More often than not, it is supported in a number of
ways—e.g. workshops, training, conferences, etc.

Coaching Contract: An agreement that is reached at the outset of a coaching session to determine the
terms of business. This will include the duration of the coaching (the number of months or weeks the
coaching will take place over), number of sessions and length of sessions, the levels of commitment from
the coach and coaching partner, confirmation of confidentiality boundaries, and respective expectations
of suitable outcomes from the sessions.

Competence or Competency: The ability of an individual to undertake and successfully complete defined
tasks. Often this is described in the workplace as the behaviors required to complete a job or task. An
example of a management competency would be influencing. The shortfall of relevant competencies that
are required by an organization is often referred to as competency gaps.

Thomas-Kilmann Conflict Management Instrument: To deal with conflict, it is important to understand
what our choices are in any given conflict situation. According to the works of Thomas and Kilmann, there
are five conflict-handling modes: competing, collaborating, compromising, accommodating, and avoiding.
The Thomas-Kilmann Instrument allows us to measure the conflict-handling modes we are using too much
or too little, and as a result, adapt our style of handling the conflict dependent on each conflict situation.

Consulting: Providing expert knowledge to a third party for a fee. Consulting is most often used when a
company needs an outside expert opinion regarding a business decision.

APPENDIX A | 65



Core Competencies: The key behaviors demonstrated and measured in the workplace enabling the
organization (and individuals within it) to work within them. Competency is also underpinned by the skills
and knowledge of the individuals within the organization.

Counseling: To give professional psychological help and advice on how to cope and move forward from an
existing situation that is causing the person discomfort, stress, and unhappiness.

Culture Change: Making a conscious change to the culture of an organization from what it is currently to
something new. This may be done as a result of a merger or takeover, or a need to move the business on
so it’s equipped to deal with a different set of circumstances. It is likely to start, support, and maintain this
change that an organization will carry out a launch to the new culture, along with workshops and training
to deliver and embed the change.

De Bono—Six Hats: The Six Hats Thinking was designed by Edward de Bono to help contextualize ideas
in a more lateral way with our way of thinking. Each of the six different colored hats (White, Green,
Blue, Black, Yellow, and Red) represent different characteristics, by wearing one of the colored hats, you
can then look at any issue from a different perspective by taking on that role and characteristic. It is an
excellent creative thinking tool that works really well with a team and is effective in demonstrating the
importance of being able to consider an issue from a number of different ways.

Development: Training people to acquire new knowledge, skills, and behaviors that result in them being
able to complete their objectives and tasks more effectively and profitably.

DMAIC (pronounced “Duh-MAY-ick”): This is a structured problem-solving methodology used in Six Sigma
improvement (see Six Sigma) it has five phases, they are:

¢ Define — specifically the problem and the project goals.

e Measure —the current key processes and collect all relevant data.

e Analyze —the data to verify the cause and effect relationships, seek out the root causes of any defect
you choose to investigate. This could be done using Fishbone Thinking (see Fishbone Thinking).

e Improve —the current processes using an implementation plan to ensure all project goals identified
are included. In this phase, you may also use pilot runs to ensure actual capability.

e Control — ensure that any changes and deviations from the targets are corrected and that
opportunities for project lessons are applied and continuously monitored.

e EEF — Afeedback tool that structures the positive or negative feedback to focus on the facts, rather
than emotional feelings.

e Example —a tangible example on which you want to specifically give feedback.
e Effect —what effect is this having on the individual, Manager, Team, Organization, or Customer.

e Change —what you would like them to ‘change’ about their behavior or actions to improve the
situation. This can also include the option to continue what you would like them to ‘continue’ and do
more.

Facilitation: A technique used to enhance the learning experience and improve its success by drawing on
the knowledge of participants and building upon this to fill in any gaps in knowledge or skill.

Facilitator: A person who leads a training event by delivering the appropriate and required theory and
content by establishing, through questioning, what they already know, listening to their current level of
understanding, and providing suggestions, alternatives, resources, and solutions.

Feedback: Providing other people with feedback on their actions, attitude, and behavior in order for
them to continue doing more of what is good. This also includes helping them recognize and continue
doing what they should be doing and changing what they are not doing correctly/effectively. There are a
number of effective feedback models; a simple and highly effective one is EEC — Example, Effect, Change,
or Continue.
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Focus Group: A temporary group of people that are brought together to offer insight and opinion to a
topic or issue to give a wider perspective. It is often used if an organization is considering a form of change
or a new initiative to give a wider perspective of issues or questions they will need to provide answers to.

GROW Model: John Whitmore developed the GROW model. It is used by individuals and organizations as
a coaching method. GROW is an acronym for Goal, Reality, Options, and Will—they are seen by Whitmore
as the four key components of a coaching session. GROW is also sometimes seen as TGROW —this was an
adaptation by Miles Downey who introduced T, which stands for Topic.

e What do you want (goals)?

e What is happening now (reality)?

e What could you do (options)?

e What will you do (what’s next)?
Johari Window: A technique developed and used by Joseph Luft and Harry Ingham in California in 1955 to
help people improve self-awareness, mutual understanding, and relationships between themselves and
others. The model includes four ‘windows’ to represent the location of ideas and information available

within a group. This tool helps to develop a leader’s role through self-awareness—by increasing the Public
Window, you will deliver greater mutuality.

Public -

¢ Information that is KNOWN or SHARED by all parties.

e Clarity in what you want and what others want.
Hidden -

¢ Information YOU know but OTHERS DO NOT.

e Others cannot use information they do not have.
Blind Spot -

¢ Information OTHERS KNOW but YOU DO NOT.

¢ You cannot address what you do not know.
Unknown -

e Unknown opportunities.

e Everyone is in the dark.

Kaizen: Means ‘improvement’, or ‘change for the better’ in Japanese, and refers to philosophy or
practices that focus upon continuous improvement of processes in manufacturing, engineering, game
development, and business management (see Six Sigma). Embedding Kaizen into the workplace ensures
that the organization and all of its people will work toward continuously improving its processes to reduce
waste and cost (improving efficiency and productivity). The process of Kaizen is embedded into Toyota,
and it has for many years now been a role model example of the results it can enable an organization to
achieve.

Management: The overall function of a manager to organize, develop, and work with others to achieve
common goals and objectives

Outcome/Objective: Something a person focuses their efforts and actions on to achieve or accomplish,
for example a specific goal or target they wish to achieve through a series of goals and tasks.
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OODA Loop: This practical model outlines a four-point decision loop that supports quick, effective and
proactive decision making.

¢ Observe —collect current information,
e Orient —analyze the information you have and update your current reality,
e Decide —what will be your course of action,

e Act —follow through on your decision.

With this approach, the faster you can move through the phases, the better. And when you have acted,
you can repeat the loop by observing the results of your actions etc.

Performance Gap: The accomplishment of an objective or task, in accordance with a set standard of
completeness and accuracy. The demonstrable gap that exists between desired and actual performance.

Performance Improvement: A systematic process of discovering and analyzing human performance
improvement gaps, planning for future improvements in human performance, designing and developing
interventions to close performance gaps, implementing the interventions, and evaluating the financial
and non-financial results.

Performance Improvement Plan (PIP): A plan used to structure performance improvement objectives
where you are trying to avoid formal action. It gives the opportunity for the underperformer to improve
in areas that have been identified as a cause for concern and where there is a required improvement to
achieve the desired and acceptable level of performance.

Performance Measures: Actions that can be objectively observed and measured to determine if a person
has performed them to the required standard.

Personal Development Plan: The output of a Personal Development Review (see Personal Development
Review). It is a commitment to a series of development objectives that are driven from a number of
sources they are likely to place under Personal and Business. The Personal objectives will include those
that relate to competencies and behaviors, and Business ones are likely to relate to Strategic Aims and
objectives and the overall Business or department objectives.

Personal Development Review: An annual review meeting to appraise the year’s performance against
set criteria (e.g. competencies and behaviors). This could involve numerical scoring. The review meeting
will be proceeded by the reviewee and the reviewer collecting evidence to demonstrate their opinion on
the level of performance or lack of performance, in order for them to have a meaningful discussion. The
output of the review will be the creation of a Performance Development Plan.

Pilot: A Pilot will sometimes be run with a sample of the target participants to try out the training course,
program, or workshop. This provides the opportunity to measure its effectiveness, review, and change
exercises and timings to ensure a fit-for-purpose roll-out to the wider audience.

Practice: Repeated and systematic performance of a job or task to gain the required skills to perform
proficiently.

Seven Habits: In 1989 Stephen R. Covey published a book that described an approach to being effective in
attaining goals by aligning oneself to what he called “true north” principles of character. The book initially
introduces the concept of a paradigm shift and change in mindset and psychologically how two people can
see the same thing differently. Each chapter of the book is dedicated to one of the Habits, the first three
chapters encouraging the reader to move from dependence to independence. They are:

¢ Habit 1 —Be proactive

¢ Habit 2 — Begin with the End in mind

¢ Habit 3 —Put First Things First.
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The next three Habits relate to interdependence (working with others)

¢ Habit 4 — Think Win-Win,
e Habit 5 — Seek First to Understand, then be Understood,
e Habit 6 — Synergize.

The final Habit relates to self-rejuvenation
¢ Habit 7 —Sharpen the Saw.

Shadowing: A learning technique whereby a more experienced or knowledgeable individual allows
someone with less experience/knowledge to observe and/or participate in their daily tasks by following
and observing them in action and, as a result, developing individual skills and building confidence. Pairing
up an individual with a peer or colleague whose skill or knowledge is greater in an area they require
development. This allows real-time, on-the-job development.

Simulation: Any representation or imitation of reality. Often used to simulate a strategy or situation such
as problem-solving, participants are given scenario(s) that enables them to take on role(s) and tasks to
deliver a series of objectives. Actions and performance are observed and analyzed to give feedback on
performance. It provides a safe environment to use practical real-life skills and is especially valuable in
situations where an error or mistake could be dangerous or costly to an organization.

Skill: The ability to perform an activity that contributes to the effective performance of a task.

Skills Matrix: A method of analyzing team or departmental learning requirements by comparing business
requirements alongside the names of team members to illustrate competence against the range of
required technical and soft skills. As each member attains a suitable level of proficiency they can be
“ticked off” against each of the skills.

SWOT Assessment: A tool used for assessing a situation relating to a person, team, department or
organization. By asking and recording what the strengths, weaknesses, opportunities, and threats are
of the point in question, you will gain a wider view on the areas that require strengthening, removing,
changing, and building on. It is an excellent team activity for those participating to make a valuable
contribution. It also looks at a situation from different perspectives.

Task (Sprinter Tasks): An element of work that is completed to achieve a larger objective or goal. It has a
start and endpoint and it is ultimately what you do to change the outcome.

Tuckman’s Stages of Group/Team Development: In 1965 Bruce Tuckman first proposed that for a group/
team to face up to new challenges, tackle problems, and deliver results, they had to go through four
phases. They are:

e Forming — Initial stage, the group is only a collection of individuals at this stage. They are polite,
guarded, watchful, and impersonal, concerned about the structure and their place in it and
dependent on the leader.

e Storming — Confronting people, sub-grouping, conflicts, feeling stuck, noisy, rebellion, frustration
about goals and actions, dissatisfaction with dependence on authority, competing for power and/or
attention, feeling confused and incompetent.

e Norming — Clear roles emerge, skills developing, establishment of procedures, giving feedback,
confronting issues, open exchanges, more listening, a move to group cohesion. Increased satisfaction;
discrepancies resolved; greater harmony, self-esteem, confidence, support, and respect; greater
sharing of responsibility and control; team language developing.

e Performing — Resourceful, flexible, open, effective, close, supportive, collaborative, inter-dependent,
positive, feeling of team strength, shares leadership, high performance.
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— APPENDIX B —

Books Used in Our Coaching Courses

Links to the recommended books may be found on Coaching School website

Books highlighted during Vibrant Faith’s ACC- and PCC-level training courses

¢ 50 Top Tools for Coaching: A Complete Toolkit for Developing and Empowering People.

e Appreciative Coaching: A Positive Process for Change

e The Art of Coaching Clergy: A Handbook for Clergy, Church Leaders, and Coaches

e The Art of Coaching Teams

e Becoming an Exceptional Executive Coach

e Change Your Questions, Change Your Church: How to Lead with Powerful Questions

e Change Your Questions, Change Your Life: 12 Powerful Tools for Leadership, Coaching, and Life
e Co-Active Coaching, Fourth Edition:

e The COACH Model for Christian Leaders

e Coach the Person, Not the Problem: A Guide to Reflective Inquiry

¢ Coaching: Evoking Excellence in Others

¢ Coaching for Performance Fifth Edition: The Principles and Practice of Coaching and Leadership
e Effective Group Coaching

e Executive Coaching for Results

e Executive Coaching with Backbone and Heart

e The Heart of Coaching: Using Transformational Coaching to Create a High Performance Coaching
Culture

e The Heart of Laser-focused Coaching: A Revolutionary Approach to Masterful Coaching

e How Coaching Works: The Essential Guide to the History and Practice of Effective Coaching
e Humble Inquiry

e The HeART of Laser-focused Coaching

e Leadership Team Coaching

® The Practitioner’s Handbook of Team Coaching

¢ Professional Coaching Competencies: The Complete Guide

e Thriving in the Fire: Coaching the Conflicts of Change
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Additional Books to Add to
Your Coaching Library

¢ The 4 Greatest Coaching Conversations

e The 7 Laws of Coaching

e The Art of Executive Coaching: Secrets to Unlock Leadership Performance

e Ask Powerful Questions: Create Conversations that Matter

e Becoming an Exceptional Executive Coach

e The Book of Coaching for Extraordinary Coaches

e Coaching for Leadership

e Coaching Questions: A Coach’s Guide to Powerful Asking Skills

e The Coaching Habit: Say Less, Ask More and Change the Way You Lead Forever

e Coaching Hacks

e The Coaching Mindset: 8 Ways to Think Like a Coach

¢ The Coaching Questions Handbook: 150 Powerful Questions for Life Coaching and Personal Growth
e The Completely Revised Handbook of Coaching: A Developmental Approach

¢ Conversations Worth Having

e The Discomfort Zone: How Leaders Turn Difficult Conversations into Breakthroughs

e Effective Coaching

¢ Helping People Change

e How Coaching Works: The Essential Guide to the History and Practice of Effective Coaching
e The Language of Life and Business Coaching

e Leadership Coaching: The Disciplines, Skills, and Heart of a Christian Coach

e Leadership Team Coaching

e Leadership Team Coaching in Practice: Case Studies in Developing High-Performing Teams
¢ The Life Coaching Handbook: Everything You Need to Be an Effective Life Coach

e Masterful Coaching

e Ministry 3.0: How Today’s Church Leaders are Using Coaching to Transform Ministry

¢ On Becoming a Leadership Coach: A Holistic Approach to Leadership Excellence

¢ Professional Coaching: Principles and Practice

e Quantum Coaching Questions

e Transformissional Coaching

¢ Unlocking Potential: 7 Coaching Skills That Transform Individuals, Teams, and Organizations
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— APPENDIX C —

Ethical Guidelines/Professional Standards

Section 1: Professional Conduct at Large

As a coach, I:

1. Conduct myself in accordance with the ICF Code of Ethics in all interactions, including coach training,
coach mentoring, and coach supervisory activities.

2. Commit to take the appropriate action with the coach, trainer, or coach mentor and/or will contact
ICF to address any ethics violation or possible breach as soon as | become aware, whether it involves
me or others.

3. Communicate and create awareness in others, including organizations, employees, sponsors,
coaches, and others, who might need to be informed of the responsibilities established by this Code.

4. Refrain from unlawful discrimination in occupational activities, including age, race, gender
orientation, ethnicity, sexual orientation, religion, national origin, or disability.

5. Make verbal and written statements that are true and accurate about what | offer as a coach, the
coaching profession, or ICF.

6. Accurately identify my coaching qualifications, expertise, experience, training, certifications, and ICF
Credentials.

7. Recognize and honor the efforts and contributions of others and only claim ownership of my own
material. | understand that violating this standard may leave me subject to legal remedy by a third
party.

8. Strive at all times to recognize my personal issues that may impair, conflict with, or interfere with my
coaching performance or my professional coaching relationships. | will promptly seek the relevant
professional assistance and determine the action to be taken, including whether it is appropriate to
suspend or terminate my coaching relationship(s) whenever the facts and circumstances necessitate.

9. Recognize that the Code of Ethics applies to my relationship with coaching clients, coachees,

students, mentees, and supervisees.

10. Conduct and report research with competence, honesty, and within recognized scientific standards

and applicable subject guidelines. My research will be carried out with the necessary consent and
approval of those involved, and with an approach that will protect participants from any potential
harm. All research efforts will be performed in a manner that complies with all the applicable laws of

the country in which the research is conducted.

11. Maintain, store, and dispose of any records, including electronic files and communications, created

during my coaching engagements in a manner that promotes confidentiality, security, and privacy
and complies with any applicable laws and agreements.

12.Use ICF Member contact information (email addresses, telephone numbers, and so on) only in the

manner and to the extent authorized by the ICF.
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ICF is committed to maintaining and promoting excellence in coaching. Therefore, ICF expects all members
and credentialed coaches (coaches, coach mentors, coaching supervisors, coach trainers, or students),

to adhere to the elements and principles of ethical conduct: to be competent and integrate ICF Core
Competencies effectively in their work. In line with the ICF core values and ICF definition of coaching, the
Code of Ethics is designed to provide appropriate guidelines, accountability, and enforceable standards of
conduct for all ICF Members and ICF Credential-holders, who commit to abiding by the following ICF Code
of Ethics:

Part One: Definitions

Coaching

Coaching is partnering with clients in a thought-provoking and creative process that inspires them to
maximize their personal and professional potential.

ICF Coach

An ICF coach agrees to practice the ICF Core Competencies and pledges accountability to the ICF Code of
Ethics.

Professional Coaching Relationship

A professional coaching relationship exists when coaching includes an agreement (including contracts)
that defines the responsibilities of each party.

Roles in the Coaching Relationship

In order to clarify roles in the coaching relationship it is often necessary to distinguish between the client
and the sponsor. In most cases, the client and sponsor are the same person and are therefore jointly
referred to as the client. For purposes of identification, however, the ICF defines these roles as follows:

Client

The “Client/Coachee” is the person(s) being coached.

Sponsor

The “sponsor” is the entity (including its representatives) paying for and/or arranging for coaching
services to be provided. In all cases, coaching engagement agreements should clearly establish the rights,
roles, and responsibilities for both the client and sponsor if the client and sponsor are different people.

Student

The “student” is someone enrolled in a coach training program or working with a coaching supervisor or
coach mentor in order to learn the coaching process or enhance and develop their coaching skills.

Conflict of Interest

A situation in which a coach has a private or personal interest sufficient to appear to influence the
objective exercise of his or her official duties as a coach and a professional.
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Section 2: Conflict of Interest

As a coach, I:

13.Seek to be conscious of any conflict or potential conflict of interest, openly disclose any such conflict,
and offer to remove myself when a conflict arises.

14. Clarify roles for internal coaches, set boundaries, and review with stakeholders conflicts of interest
that may emerge between coaching and other role functions.

15. Disclose to my client and the sponsor(s) all anticipated compensation from third parties that | may
receive for referrals of clients or pay to receive clients.

16.Honor an equitable coach/client relationship, regardless of the form of compensation.

Section 3: Professional Conduct with Clients

As a coach, I:

17.Ethically speak what | know to be true to clients, prospective clients, or sponsors about the potential
value of the coaching process or of me as a coach.

18. Carefully explain and strive to ensure that, prior to or at the initial meeting, my coaching client and
sponsor(s) understand the nature of coaching, the nature and limits of confidentiality, financial
arrangements, and any other terms of the coaching agreement.

19.Have a clear coaching service agreement with my clients and sponsor(s) before beginning
the coaching relationship and honor this agreement. The agreement shall include the roles,
responsibilities, and rights of all parties involved.

20.Hold responsibility for being aware of and setting clear, appropriate, and culturally sensitive
boundaries that govern interactions, physical or otherwise, | may have with my clients or sponsor(s).

21. Avoid any sexual or romantic relationship with current clients or sponsor(s) or students, mentees,
or supervisees. Further, | will be alert to the possibility of any potential sexual intimacy among the
parties including my support staff and/or assistants and will take the appropriate action to address
the issue or cancel the engagement in order to provide a safe environment overall.

22.Respect the client’s right to terminate the coaching relationship at any point during the process,
subject to the provisions of the agreement. | shall remain alert to indications that there is a shift in
the value received from the coaching relationship.

23.Encourage the client or sponsor to make a change if | believe the client or sponsor would be better
served by another coach or by another resource and suggest my client seek the services of other
professionals when deemed necessary or appropriate.
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Section 4: Confidentiality/Privacy

As a coach, I:

24.Maintain the strictest levels of confidentiality with all client and sponsor information unless release is
required by law.

25.Have a clear agreement about how coaching information will be exchanged among coach, client, and
sponsor.

26.Have a clear agreement when acting as a coach, coach mentor, coaching supervisor, or trainer,
with both client and sponsor, student, mentee, or supervisee about the conditions under which
confidentiality may not be maintained (e.g., illegal activity, pursuant to valid court order or
subpoena, imminent or likely risk of danger to self or to others, etc) and make sure both client and
sponsor, student, mentee, or supervisee voluntarily and knowingly agree in writing to that limit of
confidentiality. Where | reasonably believe that one of the above circumstances is applicable, | may
need to inform appropriate authorities.

27.Require all those who work with me in support of my clients to adhere to the ICF Code of Ethics,
Number 26, Section 4, Confidentiality and Privacy Standards, and any other sections of the Code of
Ethics that might be applicable.

Section 5: Continuing Development

As a coach, I:

28.Commit to the need for continued and ongoing development of my professional skills.

Part Three: The ICF Pledge of Ethics

As an ICF coach, | acknowledge and agree to honor my ethical and legal obligations to my coaching clients
and sponsors, colleagues, and to the public at large. | pledge to comply with the ICF Code of Ethics and to
practice these standards with those whom | coach, teach, mentor, or supervise.

If | breach this Pledge of Ethics or any part of the ICF Code of Ethics, | agree that the ICF in its sole
discretion may hold me accountable for so doing. | further agree that my accountability to the ICF for any
breach may include sanctions, such as loss of my ICF Membership and/or my ICF Credentials.

Name Date
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— APPENDIX D —

100 Powerful Questions

How to use this RESOURCE?

New coaches usually ask me for questions they can keep in their pocket to use during sessions. Although
every coaching session is different, it is helpful to have a resource we can utilize to stimulate our thought
process. The more questions we can create, the more powerful our questions can become. This book
offers some examples of powerful questions. Before using them, take time to familiarize yourself with their
structure and content. The questions are not exhaustive, but might offer fodder for creating your own.

This resource is divided into five different types of questions: Spiritual or Faith-based, Goal-Oriented,
Current Reality, Options, and What’s Next? | suggest you keep this book handy and refer to it, especially
in those moments when you are not sure what question to ask. | hope this book augments your powerful
questions toolkit.— Dr. Felix C. Villanueva, MCC

"If  had only an hour to solve a problem. | would spend 55 minutes trying to ask the right question. Because
once | know the right question, it would take me less than five minutes to solve the problem."
—Albert Einstein

Spiritual or Faith-based Questions
1. Inwhat ways has God been generous to you?
How have you experienced God's abundant love today?
What's the most wonderful thing about God?
What is God inviting you to be a part of today?
Where is God in all of this?
What is God’s dream for your life?
What would life be like without anger?
Who can you forgive today?
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When was God most real to you today?
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. When are you most aware of God’s amazing love for you?
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. What keeps you from experiencing God’s amazing love for you?
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. What is God’s deepest desire for you?
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w

. What part of God's responsibility are you feeling responsible for?
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. What are the signs that your church is headed in the wrong direction?

[
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. What's God already doing that you can join?
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. What would the heroes of our faith say to us about our big picture?

[
~

. What is God's invitation to you, right now, today?

[y
o]

. What are you learning about God on this journey?
. What's the leap of faith you need to take?
. What are the best ways for you to experience the sacred each day?

N =
o
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Goal-oriented Questions

What do you want to achieve from this coaching session?
What goal do you want to achieve?

What would you like to happen with...?

What do you really want?

What would you like to accomplish?

What result are you trying to achieve?

What outcome would be ideal?

What do you want to change?
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Why are you hoping to achieve this goal?

[y
o

. What would the benefits be if you achieved this goal?
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. If you had a magic wand and could make things happen, what would you like to see?
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. Whatis your dream?
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. What would happen if you could achieve your dream?
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. What would your life look like if you accomplished your goal?
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. What is your superpower?

[
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. What is your kryptonite?
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. What is your big picture?
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. What is it that you don’t know you don’t know?
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. What'’s really possible?

N
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. How well do you deal with uncertainty?

Current Reality Questions

What is happening now (what. who, when, and how often)?
What is the effect or result of this?

Have you already taken any steps towards your goal?

How would you describe what you did?

Where are you now in relation to your goal?

On ascale of one to 10, where are you?

What has contributed to your success so far?

What progress have you made so far?
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What is working well right now?
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. What is required of you?
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. Why haven't you reached that goal already?

[
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. What's your definition of the big picture?
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. In what ways are you playing too small right now?
. What's possible?
. What are you not seeing, and who can help you see bigger?

[
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. What needs more attention, right now, today?

[
~

. What needs less attention, right now, today?

[y
o]

. What is most important for you to tackle today?

[Eny
o]

. What are you pretending not to know?

N
o

. When has worrying paid off for you?
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Options Questions

W o N v A WP

[ S T T o e e
o W 0o N o Ll B W N P O

What are your options?
What do you think you need to do next?
What could be your first step?

What do you think you need to do to get a better result (or closer to your goal)?

What else could you do?

Who else might be able to help?

What would happen if you did nothing?

What has worked for you already? How could you do more of that?
What would happen if you did that?

. What is the hardest/most challenging part of that for you?

. What advice would you give to a friend about that?

. What would you gain/lose by doing/saying that?

. If someone did/said that to you what do you think would happen?
. What's the best/worst thing about that option?

. Which option do you feel ready to act on?

. How have you tacked this/a similar situation before?

. What could you do differently?

. Who do you know who has encountered a similar situation?
. If anything was possible, what would you do?

. Say more...

What's Next Questions
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How are going to go about it?

What do you think you need to do right now?

Tell me how you're going to do that.

How will you know when you have done it?

Is there anything else you can do?

On ascale of one to 10, what is the likelihood of your plan succeeding?
What would it take to make it a 10?

What obstacles are getting in the way of success?

What roadblocks do you expect or require planning?

. What resources can help you?

. What is missing?

. What will one small step you take now?

. When are you going to start?

. How will you know you have been successful?

. What support do you need to get that done?

. What will happen (or, what is the cost) of you NOT doing this?

. What do you need from me/others to help you achieve this?

. What are three actions you can take that would make sense this week?
. On ascale of one to 10, how committed/motivated are you to doing it?
. What would it take to make it a 10?
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— APPENDIX E —
25 Questions to Ask a Mentor

As you are seeking feedback from a mentor, consider asking
your mentor one or more of the questions below.

Ask your mentor to tell a STORY.

1.
2.

Ask your mentor to be a sounding board.
1.

How did you land your current role?

Think back to five years ago.
Did you envision this is where you would be?

Can you tell me about a time when you had
a difficult boss? How did you handle it?

How did you learn to embrace failure?

What'’s the most important leadership lesson
you’ve learned and how is it valuable?

Tell me about a recent setback and how
you recovered?

Was there ever a job position that you
applied for and got, but you weren’t 100%
qualified?

How did you build the skill of always speaking
so engagingly in front of others?

I’'m considering a career transition.
What do you see as the pros and cons?

Who are the people | need to align with
in this organization to achieve success?

What advice can you offer on how to
progress in my career?

How do you successfully stay connected
to key influencers who do not work in same
office or geographical area?

When trying to gain buy-in to implement
a new program, what tactics have worked
for you?

Ask a mentor for FEEDBACK.

1.

S

Where do you see my strengths and what
should | focus on to improve?

What do you see as some of my blind spots?
How do you think others perceive me?

How | am viewed by leadership?

Do | come across as poised and calm?

How am | viewed (i.e., what’s my personal
brand) in our organization?

Did everyone understand what | presented
at the last meeting?

How could | have communicated my idea
more clearly?

Ask your mentor for advice or resources.

1.
2.
3.

How do you approach risk-taking?
What new skills do | need to move ahead?

How can | become a more assertive
negotiator?

How can | become better at managing
people who do not report to me?
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— APPENDIX F —

8 Types of Coaching Questions

Powerful questions are provocative queries that put a halt to evasion and confusion. By asking the
powerful question, the coach invites the client to clarity, action, and discovery at a whole new level.
As you can see from the following examples, these generally are open-ended questions that create
greater possibility for expanded learning and fresh perspective:

ANTICIPATION ASSESSMENT
e What is possible? e What do you make of it?
e What if it works out exactly as you want it to? ¢ What do you think is best?
e What is the dream? e How does it look to you?
e What is exciting to you about this? e How do you feel about it?
e What is the urge? ¢ What resonates for you?

e What does your intuition tell you?

CLARIFICATION ELABORATION
e What do you mean? e Can you tell me more?
e What does it feel like? e What else?
e What is the part that is not yet clear? e What other ideas/thoughts/feelings
e Can you say more? do you have about it?

e What do you want?

EVALUATION EXAMPLE
e What is the opportunity here? e Can you give me an example?
e What is the challenge? e Forinstance?
e How does this fit with your plans/ e Such as?
way of life/values? e What would it look like?

e What do you think that means?
¢ What is your assessment?

EXPLORATION FOR INSTANCE
e What is here that you want to explore? e If you could do it over, what would
e What part of the situation have you not you do differently?
yet explored? e If it had been you, what would you have done?
e What other angles can you think of? e If you could do anything you wanted, what
e What are your other options? would you do?
e What is just one more possibility? ¢ How else could a person handle this?
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— APPENDIX G —

Asset-Based Coaching Questions

APPRECIATIVE INQUIRY QUESTIONS

Questions for Focusing Attention
e What question, if answered, could make the most difference to the future of ?
e What's important to you about and why do you care?
e What draws you/us to this inquiry?

e What's our intention here? What's the deeper purpose (the big "why") that is worthy
of our best effort?

e What opportunities can you see in ?

e What do we know so far/still need to learn about ?

e What are the dilemmas/opportunities in ?

¢ What assumptions do we need to test or challenge here in thinking about ?

e What would someone with a very different set of beliefs than we do say about ?

QUESTIONS FOR CONNECTING IDEAS AND FINDING DEEPER INSIGHT
e What's taking shape? What are you hearing underneath the variety of opinions being expressed?
e What's in the center of the table?
e What's emerging here for you? What new connections are you making?
e What had real meaning for you from what you've heard? What surprised you? What challenged you?
e What's missing from this picture so far? What is it we're not seeing? Where do we need more clarity
¢ What's been your/our major learning, insight, or discovery so far?
e What's the next level of thinking we need to do?

e If there was one thing that hasn't yet been said in order to reach a deeper level of understanding/
clarity, what would it be?
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QUESTIONS THAT CREATE FORWARD MOVEMENT
¢ What would it take to create change on this issue?
e What could happen that would enable you/us to feel fully engaged and energized about ?
e What's possible here and who cares? (Rather than "What's wrong here and who's responsible?")
e What needs our immediate attention going forward?
e If our success was completely guaranteed, what bold steps might we choose?
e How can we support each other in taking the next steps? What unique contribution can we each make?
e What challenges might come our way and how might we meet them?

e What conversation, if begun today, could ripple out in a way that created new possibilities for the
future of ?

e What seed might we plant together today that could make the most difference to the future of ?

86 | O vibrantfaith.org | % 877-239-24 | ¥ hello@vibrantfaith.org



— APPENDIX H —

Sample Life Coaching Questions

Your History
e Describe your three greatest accomplishments to date. What made these accomplishments stand out for you?
¢ What have you incorporated into your current actions from your past accomplishments?

¢ How could you use what you've learned from these accomplishments to assist you in making future changes?
What major transitions have you had in the past two years? (For example, new assignment, new residence, new
relationship, etc.)

¢ |If you worked with a coach before or a similar one-on-one adult relationship (for example, tennis coach, piano
teacher, therapist) what worked well for you?

¢ If you have worked with a coach, and you are not currently, how did that relationship end?

Your Life

¢ Who are or have been your major role models?

¢ What attributes of these role models do you admire and want to emulate? What are the five most positive things
in your life?

e What are five things you would like to change in your life that would make it even more satisfying, effective, and
joyful? (Examples include relationships, information, environment, job.)

¢ Who are the key supportive people in your life, and what do they provide for you? On a scale of 1to 10 (1 being
least effective and 10 being most effective), rate the quality of your life.

¢ By what criteria did you rate yourself? What percentage of the life you are leading is actually YOUR life?

Your Self Today
e List five adjectives that describe you at your best. What prevents you from being at your best?
¢ What energizes you? What saps your energy?
¢ What are you learning and accepting about yourself at present?

¢ In what ways do you currently spend time, that if you were to spend it differently, would yield greater happiness
and achievement?

¢ What do you consume now, that if you didn’t, would allow you to be healthier? (for example, alcohol, caffeine,
sugar.) Could therapy effectively resolve some issue in your life now?

Your Potential
e What is your personal and/or professional vision? What would you like to contribute to the world?
¢ What are you most wanting to achieve in the next three years?

¢ What are you most wanting to achieve in the next six months? How ready are you to go for it?
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— APPENDIX | —
Helping Clients Prepare for Coaching

HAVE CLIENTS RESPOND TO THESE QUESTIONS BEFORE THE SESSION

S

What do you wish to talk about during our session? What are the pressing issues?
What do you want to "take away" from our time together? What might be the "wins" for our session?
Are there any documents or information you'd like your coach to review before the session?

Identify factors that play a role in helping or hindering the fulfillment of your next steps.

FOUR WAYS CLIENTS CAN PREPARE FOR FUTURE SESSIONS

H w N

Pray for discernment, clarity, and an openness about where God might lead our conversation.
Review your organization's mission, vision, values, and annual goals.
Review notes and documents from previous sessions.

List 5 or more options you see for moving forward on the topic you'd like to discuss during the
coaching session.

NINE QUESTIONS FOR CLIENTS TO REFLECT ON BEFORE FUTURE SESSIONS

1.
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What are you learning about yourself and your capacity to lead transformation?

What's God up to in your life? What is God up to in our church and community?

On ascale of 1-10 (10=very energized), how energized are you about your life, ministry, and teams?
What have been the recent "wins" and bright spots in ministry?

How do you feel about the pace and impact of the coaching process?

Moving forward, how might you need to refocus your time, energy, attention, and talents?

What resources are present and can be more fully utilized in the future?

What do you want your coach to hold you accountable for? Pay attention to?

What do you need most from your your upcoming coaching session?

APPENDIX | | 89






— APPENDIX J —

Pre-Work for Coaching Sessions

Coaches and coachees have the opportunity to make good meetings become great if both parties conduct
some pre-work before the session. Listed below are 7 helpful questions clients can use to review their
progress and to discern which issues to discuss at the next coaching session.

Name(s):

Date of Coaching Meeting:

N o vk wnNR

What have you accomplished since our last meeting?

What bright spots are you grateful for? What are you learning about yourself and your setting?
What didn’t get done and is still a priority for you?

Based on recent results, what is it that you plan to keep doing? Stop doing? Start doing?

What ideas, insights, challenges, or opportunities have surfaced recently?

What do you wish to talk about during our next coaching session?

What do you hope to accomplish or take away from our next session?

FOUR SUGGESTIONS

1.

Before completing this form, review coaching notes and correspondence to see which issues still
need attention.

Decide where to archive these notes for future reference. Create a coaching folder if you don't
already have one.

Please submit responses to this form to your coach a few days before your next session.

4. Ifyou're part of a coaching team, please share your responses with team members before your

next session.
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— APPENDIX K —

Questions to Ask at First Session

QUESTIONS TO DISCERN COACHING FOCUS
¢ "So, how have you been?" (Great open-ended question to drill down from)
¢ "What would a home run in your life look like this week?" (Make a list)
¢ "What's been working for you since our last session?"
¢ "What hasn't been working for you?"
¢ "What do you need most from me today?"
¢ "So, what have been your 'highlights' since our last session?" "And your 'lowlights'?"

¢ "I'm curious, how do you think | can help you this week?"

QUESTIONS TO DEFINE SESSION OUTCOMES
e "What, if you got it finished this week, would make you jump for joy?"
¢ "What is the biggest change you are willing to make today?"
¢ "What would you love to have happen by the end of this session?"
¢ "What would you most like to get out of the next 30/45/60 minutes?"
¢ "What would be the most helpful thing for you to take away from this session?"
¢ "What if you worked on it right NOW, would REALLY put a smile on your face?"
¢ "Imagine you've just had an ideal week. What 3 things did you complete?"
¢ "What could we work on that would help you the most over the next few weeks?"

¢ "What would you be disappointed we didn't work on today?"

ADDITIONAL QUESTIONS TO RAISE DURING THE FIRST SESSION
¢ "Tell me about yourself..."
¢ "What specific goals would you like to meet by working with a coach?"
¢ "What have you already done towards your goals?"
¢ "How will we evaluate the success of the coaching at the end?"
¢ "What kind of coach would you like me to be for you?"
¢ "What are you expecting from the coaching?"
¢ "What do you need most from me during our coaching?"
¢ "What is the one thing | should not do/say to you?"
¢ "What is the most exciting part of working with a coach?"
e "What is the scariest part of working with a coach?"
¢ "What is the biggest change you are willing to make today?"

¢ "What is one thing you will do immediately after our session today?"
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— APPENDIX L —

Coaching Self-Assessment Form

Whom am | coaching now?

How did | gain credibility in these relationships?
What causes people to seek my counsel initially?
What keeps them coming back?

How long do my coaching relationships last?
Have | ever abused my authority?

How can | increase my expertise?

How do | build relationships with those | am coaching?
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How can | increase my spiritual authority?

10. What are my first 3 steps to increasing my coaching confidence?
11.Who can help me?

12.Do | tend to be a grace-giver or a truth-teller?

13.How can | practice truth-telling in my current relationships?
14.How can | practice grace-giving in my current relationships?
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— APPENDIX M —

Sample Assignments for Clients

Explore ways you can help clients accelerate learning and transformation through using assignments.

Listed below is a sampling of suggestions of what you might invite a client to consider.

1| ASSIGN QUESTIONS
¢ Ask clients to list how they think things are going in their life or ministry, or for their team members.
¢ Ask clients what prevents them from being their best selves with their family, colleagues, etc.
e Ask clients to reflect on how passionate they are about the causes they're investing in.
e Ask clients what they’d need to do to obtain different results than what they’re getting now.

e Ask clients to identify at least 4 new approaches or actions beyond what they’ve already considered.

2 | LIST OBSERVATIONS
¢ Invite clients to reflect on the pace and the progress of their transformation. List what's changed.
e Invite clients to list what has helped or hinder their progress so far.
¢ Invite clients to list who speaks up and who doesn’t in a team meeting.
¢ Invite clients to list who needs your help and who needs some nudging.

¢ Invite clients to list who are the dreamers, doers, or delegators in the group.

3| READ BOOKS & ARTICLES; VIEW WEBSITES
e Invite clients to learn more about the process of change.
e Invite clients to learn more about themselves (i.e. Enneagram, Strengthsfinder, DISC, etc.).
e Invite clients to learn more about subject they seek to influence.

e Invite clients to learn more about discernment, spiritual practices, and theological perspectives.

4 | GATHER & INTERPRET RESEARCH
¢ Invite clients to learn more about their organization or faith community.
¢ Invite clients to learn more about the demographics of their local community.
e Invite clients to learn more about the trends shaping society or people’s religiosity.

¢ Invite clients to learn what similar organizations are paying attention to or doing related to key issues.
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5| INTERVIEW PEOPLE
¢ Invite clients to ask 5 members 3 questions that are related to your initiative.
e Invite clients to ask 3 people how they handled or would hand a certain situation in life and ministry.
e Invite clients to ask 3 people how they could see themselves contributing to this project.

e Invite clients to ask 3 people in the community a question about your church or the community.

6 | KEEP AJOURNAL; SHARE TWO INSIGHTS
e Invite clients to write about their patterns of success; list what they do well.
e Invite clients to write about what they could let go of so they could focus on the “one” thing.
¢ Invite clients to describe the perfect day, week, meeting, vacation, or staff member.

e Invite clients to list what they’d want to be different in their life/ministry within 30 days,
90 days, or one year.

e Invite clients to list about what they’ll no longer tolerate in life, and what it's costing them right now.

¢ Invite clients to list the things they’re willing to give up to get what they really want.

7 | PREPARE FOR NEXT COACHING SESSION
e Invite clients to list what they want to take away from the next coaching session.
e Invite clients to list what they’re learning about themselves and their setting.
e Invite clients to list what they plan to do within the next 30 days related to their preferred future.

e Invite clients to describe in greater detail their desired results or preferred future.
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