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Perhaps you have an upcoming performance discussion with a direct report and 

would like to gain insight into their coaching style and behaviors. Or perhaps 

you’d like to host a group discussion or simply self-reflect on your ability to be 

an effective coach. Whatever the case, the questions listed in this guide can be 

used to stimulate insight into the behaviors used to coach employees.

In today’s fast-paced global marketplace, managers must not only lead, but 

actively coach employees. As a coach, your role is to influence the behaviors of 

those you lead and build their capacity to perform. How would you assess your 

current coaching skills? Are your coachees performing tasks at a sustained and 

acceptable level?
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Coaching Others 
 � Think about a person who has had the most 

influence on you as a coach. What did they do 

differently that made them so effective?

 � Describe your best coaching experience to date. 

What did your coach do or say to successfully 

influence your performance?

 � Trust is vital in coaching relationships. What are 

you currently doing to build trust with your team 

members? 

 � What do you feel are your greatest challenges when 

coaching others? 

 � Would you say most of your coaching conversations 

are in-the-moment or pre-planned? Do you use the 

same framework for both types of performance 

discussions?

Assessing a Coachee’s Performance 
 � What diagnostic questions should you ask to help 

identify a specific task on which to focus?

 � Describe your experiences to date with identifying 

specific tasks for coaching opportunities. What 

challenges have you faced?

 � When assessing a coachee’s performance for a 

specific task, what questions do you use to assess 

their ability to do the task? What questions do you 

use to assess their willingness?

 � What cues might a coachee exhibit if they are 

unable to do a task? Unwilling?

 � Should you consider a coachee’s potential for 

completing a specific task? Why or why not?

 � What diagnostic questions should you ask to 

ensure you and the coachee are aligned on current 

performance for a specific task? 

 � Describe any successes or challenges you’ve 

experienced while attempting to diagnose the 

needs of a coachee.

 � Can you think of a situation in which a coachee’s 

performance for a specific task regressed and 

they were no longer performing at a sustained and 

acceptable level? What did you do and how did you 

know when to step in?

Assessing Your Coaching Style
 � How would you describe your coaching style?

 � Why is it important to match your coaching style to 

the performance needs of your coachees?

 � When considering a coachee’s ability to complete 

a task, when would you focus on directive behavior 

instead of supportive behavior? 
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 � Can you think of a situation in which you have 

underled, giving a coachee support, but not 

enough direction for a specific task? Overled? If 

yes, describe the situations and the results.

 � If the task assigned to a coachee requires close 

supervision and accountability, what leadership 

behaviors would you use to influence them?

 � If a coachee is willing to complete a task, but is not 

performing at an acceptable level, what influence 

behaviors would you use to lead them?

 � When attempting to influence a coachee, how 

would you adjust your leadership style if he/she has 

performed a task at an acceptable level in the past, 

but now seems unwilling to complete the task?

 � If a coachee is performing a task at an acceptable 

level and is motivated to complete the task, what 

leadership behaviors would you use to influence 

them?

 � Think of a person with whom you have a difficult 

time influencing or coaching performance. What 

steps can you begin taking to ensure the highest 

degree of success possible?

 � Have you had a situation in which a coachee’s 

performance began regressing? If yes, how did 

you handle it?

 � What skills do you feel you could improve in order to 

become a more influential coach? What steps are 

you taking to improve them?

 � What do you think it means to be a Situational 

Coach?

Implementing Coaching Discussions
 � When having a coaching discussion, what steps do 

you take to ensure an optimal environment for the 

conversation?

 � How do you typically open a coaching discussion 

with a coachee and establish an appropriate tone?

 � What information do you review with a coachee 

during a performance discussion to help focus on 

a specific task?

 � During a coaching discussion, what diagnostic 

questions can you ask the coachee to ensure 

alignment on their current performance of a specific 

task?

 � How do you determine what coaching style to use 

during a coaching discussion?

 � When concluding a coaching discussion, how do 

you ensure the coachee understands “what to do 

when?”
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“Leadership is coaching …  
there is no difference.”

– Dr. Paul Hersey

Want to Learn More?

Across the industry, Situational Coaching® is the only 

integrated approach to leadership and coaching using 

the Situational Leadership® Model. Situational Coaching® 

provides an interactive learning experience where 

participants learn how to identify the developmental 

needs that will impact performance, engage in ongoing 

coaching conversations that drive behavior change and 

receive feedback.

If you would like additional information on how to 

become a more effective and influential coach, visit  

situational.com!
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