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	PREPARED BY
White Cube Consulting Ltd

	DESIGNED FOR
Line Managers, Team Leaders and Senior Leaders

	USE ALONGSIDE
Delegation Checklist  |  One-to-One Meeting Template  |  SMART Objective Setting Framework


About this toolkit
Coaching is one of the most powerful things a manager can do. It develops capability, builds confidence, increases motivation and creates the conditions for high performance - sustainably, over time. Yet most managers default to telling, advising and solving, even when coaching would produce a better outcome.
This toolkit introduces the core principles and practical tools of managerial coaching. It is not about turning managers into professional coaches - it is about helping managers develop a coaching style of leadership that gets the best from their people, every day.
The most effective managers ask more than they tell. They listen more than they speak. And they create the conditions in which people discover their own answers - which is where lasting development always begins.
SECTION 01
What is Coaching?

Coaching is a structured conversation in which the coach helps the other person clarify their thinking, identify options and commit to action - without telling them what to do. The coach's role is to ask great questions, listen deeply and create the space for the other person to find their own way forward.
Managerial coaching is not the same as professional coaching. Managers are not therapists or life coaches. Managerial coaching is about unlocking the potential of your people in the context of their work - helping them perform better, develop faster and feel more motivated.
It is also worth being clear about what coaching is not:
-  It is not telling someone what to do with a coaching veneer - "Have you considered just doing what I'd do?"
-  It is not performance management in disguise - coaching is a development intervention, not a performance sanction
-  It is not mentoring - a mentor shares their experience and advice; a coach primarily asks questions
-  It is not therapy - if a coaching conversation surfaces significant personal or emotional difficulties, refer to HR or the EAP
-  The coachee owns the solution. The manager owns the quality of the conversation.
▪ The Difference between Coaching and Mentoring
	COACHING
	MENTORING

	Questions-led
	Advice-led

	Focuses on thinking
	Focuses on experience

	Generates ownership
	Shares perspective

	Future-focused
	Often experience-focused


SECTION 02
When to Coach, When to Direct

Not every situation calls for coaching. A good manager knows when to switch between coaching and directing - and does so consciously and deliberately, not by default.
	STYLE
	BEST USED WHEN
	YOUR APPROACH
	WATCH OUT FOR

	Directing
	Crisis, safety risk, genuine time pressure, new starter with zero experience
	Be clear, specific and direct. Tell them what to do. Check they have understood.
	Overuse creates dependency and kills initiative.

	Coaching
	The person has the capability but needs to think it through; development is the goal; you want lasting behaviour change
	Ask questions. Listen. Reflect back. Let them reach their own conclusions.
	Coaching when directing is needed wastes time and can feel frustrating.

	Mentoring
	The person would benefit from your experience and perspective; they want your view, not just questions
	Share relevant experience. Offer your perspective. Suggest options - without imposing.
	Mentoring can slide into unhelpfully projecting your own experience onto a very different situation.

	Facilitating
	Group or team problem - multiple perspectives needed; collective ownership of the outcome is important
	Create the space for the group to think together. Keep the process; let go of the content.
	Facilitation is not the same as chairing a meeting - you are not there to have your own views heard.


▪ When Coaching Is Not Enough
Coaching is a development tool - not a substitute for management. One of the most common mistakes managers make is reaching for coaching when what the situation actually requires is a direct management intervention. Coaching can support development, but it should not be used to avoid necessary management action.
The following situations require management action - not coaching. In each case, coaching may play a supporting role once the management issue has been properly addressed, but it cannot replace it.
	SITUATION
	WHY COACHING ALONE IS INSUFFICIENT
	WHAT TO DO INSTEAD

	Capability concerns
	If someone lacks the skill or knowledge to do their job at the required standard, coaching alone cannot close the gap. The issue must be named, support structured, and expectations set clearly
	Structured support plan with clear milestones. Involve HR. Coaching may support, but cannot replace a formal capability conversation

	Conduct issues
	Behavioural issues - rudeness, insubordination, dishonesty - are conduct matters. Coaching is not an appropriate or sufficient response to poor conduct
	Follow the disciplinary or conduct policy. Involve HR immediately. Do not attempt to coach someone through a conduct issue as a way of avoiding the harder conversation

	Policy breaches
	Where a policy has been breached, the policy process must be followed. A coaching conversation cannot substitute for a formal consequence
	Consult HR and follow the applicable policy. Coaching may be offered alongside or after the formal process - never instead of it

	Formal performance management
	Where informal efforts have not produced the required improvement, a formal performance management process is necessary. Coaching is not a sufficient response to persistent underperformance
	Invoke the performance management process with HR support. Coaching can be offered as part of the support package - but must not be used to delay or avoid the formal process


▪ Coaching Conversation Starters: A Quick Reference
Keep this page to hand during coaching conversations. These questions are starting points - not a script. The right question at the right moment is the one that follows your curiosity about the person in front of you.
	Opening - 
Setting the Goal
	“What would you most like to focus on today?”
“What would success look like?”
“What needs to happen by the end of this conversation for it to have been worthwhile?”

	Exploring 
Reality
	“What is the real challenge here?”
“What have you already tried?”
“What do you know for certain, and what are you assuming?”
“What is the impact of this on you and on others?”

	Generating Options
	“What options do you have?”
“What else?”
“What would you do if you knew you couldn’t fail?”
“What would someone you admire do?”
“What haven’t you tried yet?”

	Committing 
to Action
	“What will you do next?”
“What specifically, and by when?”
“How confident are you - on a scale of 1 to 10?”
“What might get in the way and what will you do about it?”

	Deepening
Reflection
	“What is this situation telling you?”
“What would you tell a friend in this situation?”
“What are you not saying?”
“If you knew the answer, what would it be?”
“What would make the biggest difference?”


SECTION 03
The GROW Model

The GROW model is the most widely used coaching framework in the world. It gives coaching conversations a clear and practical shape - moving from defining the issue, through exploring reality, identifying options, and committing to action. Use it as a guide, not a rigid script.
	G - Goal - What are we here to achieve?
Establish what the person wants to achieve from this specific conversation and in the wider context of their role and development.

	Powerful questions for this stage:
-  "What would you most like to focus on today?"
-  "What does a successful outcome look like for you?"
-  "What needs to happen by the end of this conversation for it to have been worthwhile?"
-  "How does this connect to what you're trying to achieve longer term?"
	In practice:
A manager avoiding the Goal stage dives straight into Problem Mode - discussing what's wrong before agreeing what success would look like. Spending 5 minutes here saves 30 minutes later.



	R - Reality - What is actually happening?
Explore the current situation honestly and specifically. What does the person know? What are they experiencing? What evidence is there? What have they tried?

	Powerful questions for this stage:
-  "What is actually happening at the moment?"
-  "What have you already tried?"
-  "What impact is this having - on you and on others?"
-  "What do you know for certain, and what are you assuming?"
-  "On a scale of 1-10, how serious is this and what makes it a [X] rather than a [higher/lower]?"
	In practice:
The most common mistake here is problem-solving before exploring reality. Managers jump to solutions before they have properly understood the situation. Slow down here - good questions reveal a lot.






	O - Options - What could be done?
Generate a range of possible approaches before evaluating or choosing between them. The goal here is quantity over quality - get everything on the table before judging anything.

	Powerful questions for this stage:
-  "What options do you have?"
-  "What else could you try?"
-  "What would you do if you knew you couldn't fail?"
-  "What would someone you admire do in this situation?"
-  "If you could start from scratch, what would you do?"
-  "What haven't you tried yet?"
	In practice:
The manager's biggest mistake in the Options stage is jumping to their own solution. Ask for the coachee's options first. Always. Your solution, however good, will always be less owned than theirs.



	W - Way Forward - What will you do?
Convert insight and options into specific, committed action. This is where the conversation becomes real - and where accountability is established.

	Powerful questions for this stage:
-  "Which of these options will you pursue?"
-  "What specifically will you do, and by when?"
-  "What might get in the way and what will you do about it?"
-  "How confident are you that you will do this - on a scale of 1-10?"
-  "What would make it a 9 instead of a 7?"
-  "How will I know this has happened?"
	In practice:
A coaching conversation without a clear Way Forward is just a nice chat. The commitment to action is what makes coaching developmental rather than therapeutic. Be explicit: "So what will you actually do?"





SECTION 04
Powerful Questions

The quality of a coaching conversation is largely determined by the quality of the questions. Great coaching questions share certain characteristics: they are open (cannot be answered yes or no), they invite reflection, they are curious rather than leading, and they stay with the coachee's agenda rather than the coach's.
	 QUESTIONS THAT OPEN UP THINKING
	✖  QUESTIONS THAT CLOSE DOWN THINKING

	"What else?"
	"Have you tried X?"

	"What would that make possible?"
	"Don't you think you should just…?"

	"What are you assuming here?"
	"Why didn't you do it sooner?"

	"What's the worst that could happen - and could you manage that?"
	"Isn't the answer obvious?"

	"If you knew the answer, what would it be?"
	"Have you considered just talking to them directly?"

	"What does success actually look like for you?"
	"Can't you just be more resilient about it?"

	"What is this situation telling you about what you value?"
	"Why are you making this so complicated?"

	"What would you tell a friend in this situation?"
	"What's stopping you from doing the right thing?"


SECTION 05
Active Listening

Listening is not the same as waiting to speak. Active listening in coaching means giving the other person your complete, undivided attention - not forming your next question while they are still talking, not finishing their sentences, not reaching for a solution before they have finished explaining the problem.
▪ The Three Levels of Listening
	LEVEL
	WHAT YOU'RE LISTENING TO
	WHAT GREAT COACHES DO

	Level 1

Internal
	Your own thoughts, judgements, agenda and next question. Most managers spend most of their time here without realising it.
	Notice when you are listening to yourself and consciously switch your attention to the other person.

	Level 2

Focused
	The words the other person is saying - their content, facts and story. This is where most listening happens.
	Listen for what is said and what is not said. Notice specific words the person uses and reflect them back.

	Level 3

Global
	Everything - the words, tone, body language, energy, emotion, what is in the room and what is conspicuously absent.
	Listen for what is underneath the words. Notice changes in energy, hesitation, contradiction. Trust your instinct that something important is happening.





SECTION 06
Giving Feedback Within a Coaching Context

Coaching and feedback are not mutually exclusive - great managers do both. The key is to offer feedback within a coaching conversation in a way that invites reflection rather than closes it down.
▪ The SBI-R Framework for Developmental Feedback
	S
	Situation
	Describe the specific situation - when, where, what was happening. Be precise.

	B
	Behaviour
	Describe the specific, observable behaviour - not the person's character or motivation. What did they do or say?

	I
	Impact
	Describe the impact of the behaviour - on you, on the team, on the client, on the outcome. Own it: "The impact on me was…"

	R
	Reflection
	Invite reflection: "What do you think?" or "How did it land for you?" or "What would you do differently?" - this is where the coaching begins.


SECTION 07
The Coaching Conversation - A Practical Record

Use this template to prepare for and record a coaching conversation. Complete the preparation section in advance. Complete the record section immediately after the conversation while it is fresh.
▪ Preparation

	COACHEE
	[Name]

	DATE
	[Date]

	CONTEXT
	[Brief description of the development area or situation to be explored]

	THEIR RECENT PERFORMANCE OR CONTEXT
	[What do you know about what's happening for them right now?]



What do you want to achieve from this conversation?


What does the coachee most need from you right now - challenge, support, space, perspective?




▪ During the Conversation - Reminders
☐  I will let the coachee set the agenda - not impose my own topic
☐  I will ask before I tell
☐  I will listen to understand, not to respond
☐  I will not jump to solutions before they have fully explored the situation
☐  I will challenge assumptions respectfully and with curiosity
☐  I will ensure the conversation ends with a clear commitment to action
▪ Post-Conversation Record
Key insights or breakthroughs from the conversation:


Actions committed to by the coachee (specific and time-bound):


Follow-up date agreed:


▪ How will I know this coaching is having an impact?
Use the prompts below to identify two or three indicators that will help you assess whether the coaching is making a real difference. Coaching outcomes are rarely immediate - look for patterns over 4 to 8 weeks. Tick any that are relevant to this individual and add notes.
	
	INDICATOR OF IMPACT
	WHAT I AM LOOKING FOR - NOTES

	☐
	Improved confidence
	Taking more initiative, speaking up more readily, tackling things they previously avoided

	☐
	Visible behaviour change
	Colleagues and peers noticing a change - the coachee is acting differently, not just thinking differently

	☐
	Performance improvement
	Output quality or quantity improving, deadlines being met, development goals progressing

	☐
	Increased delegation
	Trusting others more, letting go of tasks, focusing their own time at the right level

	☐
	Improved stakeholder feedback
	Positive comments from peers, direct reports, senior leaders or clients about how they experience working with the coachee



What I noticed about my coaching - what went well, what would I do differently?





▪ Appendix - Team Coaching: Facilitating Collective Thinking
Coaching principles apply beyond the one-to-one conversation. Managers who use a coaching approach in team settings create more reflective, more engaged and more capable teams. Team coaching is not about facilitating a meeting - it is about creating the conditions for a team to think and learn together.
▪ Facilitating Team Reflection
Most teams operate. Very few teams reflect. Building short, structured reflection into regular team rhythms - team meetings, away days, one-to-ones - is one of the highest-value leadership behaviours available to a manager.
Useful prompts for team reflection:
· “What is working well for us as a team right now?”
· “What is getting in the way of us being at our best?”
· “What one thing would make the biggest difference to how we work together?”
▪ Team Problem-Solving
A coaching approach to team problem-solving resists the urge to solve the problem for the team. The manager's role is to hold the space, ask great questions, and let the team's collective intelligence do the work. This produces better solutions - and builds capability for next time.
A simple structure:
· Define the problem together
· Generate options (without judgement)
· Evaluate and select
· Agree actions and ownership
· Set a review date.

The manager facilitates - does not decide.
▪ Learning Reviews
A learning review is a structured 20 to 30 minute conversation held periodically - monthly or quarterly - to help a team extract learning from recent experience. It is not a performance review or a debrief of problems. It is a deliberate investment in becoming a more capable team over time.
	#
	FOUR QUESTIONS FOR A TEAM LEARNING REVIEW

	1
	“What went well - and why?”

	2
	“What did not go as well - and what got in the way?”

	3
	“What will we do differently next time?”

	4
	“What do we want to stop, start or continue?”





▪ Post-Project Reviews
A post-project review applies the same principle as a learning review but is anchored to a specific piece of work that has just concluded. It is most valuable when held promptly - within a week of project completion - while experience is still fresh. It is not a retrospective that assigns blame. It is a deliberate extraction of learning to make the next project better.
Suggested agenda (30 minutes):
What were we trying to achieve?


What actually happened?


What worked well?


What would we do differently?


What will we carry forward?

Record outputs and share with relevant teams.
The single most important principle in all team coaching contexts: the manager's job is to ask great questions and create the space for the team to think - not to have the best answers. The team's learning is the outcome. The manager's restraint is the method.
▪ Ten Common Coaching Mistakes to Avoid
· Asking leading questions 
· Talking too much 
· Giving advice too early 
· Filling silence 
· Solving the problem yourself 
· Coaching everything 
· Ignoring emotions 
· Forgetting accountability 
· Failing to follow up 
· Turning coaching into performance management

For coaching skills programmes for managers, team coaching or leadership development - contact White Cube Consulting at hello@whitecubeconsulting.com or call 01224 531524.
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