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A Quick Guide to

Coaching

What is coaching?
Coaching is “the process of equipping people with the tools, knowledge, and opportunities they 
need to develop themselves and become more effective” (David Peterson, PhD, Psychology, 
University of Minnesota).

Successful coaching includes: 

• self-awareness,

• motivation,

• ongoing feedback and support,

• application, and

• accountability.
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COACHING PROCESS

Why should I be a coach?
• Coaching helps people reach a high level of performance, realize their potential, and stay

engaged in important work.

• Coaching helps retain motivated, talented and skilled people.

How do I get started? 
The following steps will help you coach more effectively:
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1. Self-Awareness
Does the person have the self-awareness to learn from the coaching?

What does success look like?
The person can identify and accurately describe the following without
getting defensive:

• their skills, knowledge, and abilities,
• their areas of weakness and what they are not good at,
• how other people perceive them, including strengths and weaknesses.

Sample questions to ask when coaching
• What are your greatest professional strengths?
• What do you consider to be your areas of opportunity?
• How would others describe you?

Building Self-Awareness
• Help the individual assess their areas of strengths and opportunities by

having a conversation, sharing your observations, and encouraging the
person to get feedback from peers.

If self-awareness is not present, then the focus of feedback and
coaching needs to be on helping the person build it.

2. Motivation

What does success look like?

Does the person have the motivation to learn from the coaching?

• The person demonstrates that they are willing to work hard and put in
the effort required to improve their skills and performance.

• The person is persistent and does not give up when they make a
mistake, fail, or run into problems.

Sample questions to ask when coaching
• How motivated are you to make a change?
• How will you benefit from making this change?
• How much time and energy are you willing to invest to improve your skills?

Building motivation
• Help them understand what is in it for them if they invest the time and

energy to improve.
• Help connect development to the person’s goals, broader vision and

mission.
• Support their confidence by providing feedback, advice, and

encouragement.

MOTIVATION

SELF-AWARENESS
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3. Ongoing Feedback and Support
What can you do on an ongoing basis to support the development of the
skills, knowledge, and abilities the person needs to be successful? What are
the best tools to help facilitate their development?

One of the biggest coaching decisions is deciding exactly what skills, 
knowledge, and abilities to focus on and picking appropriate tools to 
help the person develop.

What does success look like?
• The person seeks out and receives regular feedback and

encouragement to help them develop specific skills.
• The person asks for and is provided with opportunities to learn and

practice the skills they need to develop.
• Regular assessment of progress and performance and opportunities to

reflect on growth and learning.

Sample questions to ask when coaching
• What training/development would help you better perform your work?

Specific training, formal or informal? Mentoring? Observing others?
Learning from a colleague?

• How will the training benefit your work?

Effective tools for providing feedback and support

NEW SKILL TRAINING

Teach employees new skills or help them perfect existing skills.

Provide them with specific skill training and establish accountability for them 
to use the new skill. 

Be intentional and creative about connecting the individual with resources 
and specific skill training. 

PROVIDING PRACTICE OPPORTUNITIES

Help employees acquire new skills or grow existing skills by providing 
opportunities through role-playing, rehearsing, or trying out new skills or 
behaviors.

ASSESSMENT

Formally or informally assess the person’s performance (both results and 
behaviors) to identify opportunities for development or performance in the 
context of coaching goals.

PROVIDING OPPORTUNITIES FOR REFLECTION

Encourage the person to reflect on performance, both in terms of results 
and behaviors, journal, and/or provide relevant reading assignments.

ONGOING  
FEEDBACK & SUPPORT



4. Application
Provide opportunities to apply and master skills on the job.

What does success look like?
• The person is using the knowledge and skills acquired in training to

become more effective at work and is educating others about ways to
become more efficient

• The person asks questions about the ways new skills/knowledge can be
applied in day-to-day work.

• The person seeks opportunities to apply and/or applies the newly
acquired skills.

Sample questions to ask when coaching
• How can I help you apply the learning on the job?
• What special projects or assignments will allow you to practice?

Providing Application Opportunities
• Identify projects or work assignments that will allow the person to apply

the skills they are learning. Consider low-stakes assignments to start with.
• Be available to assist the person if they get stuck or need additional support.
• Provide room for making mistakes as they learn and apply new skills.
• Encourage taking on challenging work.
• Help the person reflect on what they are learning, and where they might

be stuck and need additional support.

5. Accountability
Recognize improvement, reward success, and foster accountability.

What does success look like?
• The person initiates discussions on goals and progress.
• The person receives recognition for improvement and is rewarded for

success.
• The person seeks out and is provided with constructive feedback.

Sample questions to ask when coaching
• What progress do you think you have made on your coaching goals?
• What do you need from me to further your development?
• What incentives are meaningful to you?
• What leadership opportunities would you be interested in?

Promoting Accountability
• Provide regular feedback, advice, and encouragement.
• Help establish individual development plans.
• Establish regular check-in sessions (both formal and informal) to follow

up on goals and progress made.

ACCOUNTABILITY
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