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Getting Started 
 

Welcome to the Coaching MAP (C-MAP) course. Coaching MAP is a project funded by the 

Erasmus+ programme. This course comprises three modules designed to introduce 

managers and business owners to the use and value of coaching in the management of 

teams and individuals. 

To get the most out of the course, it is suggested that you: 

• Prepare a timetable of when and where you will complete the course materials 

• Complete the materials in a quiet environment where you will not be distracted 

• Set realistic goals and deadlines for completing the modules and exercises 

• Complete the self-reflection exercises to consolidate your learning    

• Reflect on the materials after completing a learning session. 

 

There are three modules each of which will require around two hours to complete: 

Module 1: Introduction to Coaching includes an overview of C-MAP. It will also help you 

to understand what is involved in being an effective coach and the skills that you need. You 

will explore what is meant by coaching and guidelines which will help you to deliver effective 

coaching sessions. Finally, you will learn about the C-MAP framework and how you can use 

it to plan and deliver coaching sessions with your team members.  

 

Module 2: Coaching Practice provides an insight into the practical skills and techniques 

used by coaches. It explores how to how ask questions, how to listen and how to use 

coaching in the context of performance management. It also explores how to use the GROW 

coaching model to plan and deliver effective coaching sessions.  

 

Module 3: High Performance Work Practices provides an insight into the concept of high-

performance work practices. It explains how to use the C-MAP coaching model as well as 

how to use a set of pre-prepared C-MAPs to improve individual and team performance. 

Finally, it explains how to design you own bespoke C-MAPs and how to evaluate the 

effectiveness of your coaching.  

 

https://ec.europa.eu/programmes/erasmus-plus/about_en
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1. Module Aim and Objectives 
 

Module Aim:  

This Module is about understanding how to use various coaching tools and how to build an 

effective coaching relationship 

Module Objectives: 

By the end of this module you will understand: 

• The use of questions within coaching sessions 

• The importance and role of active listening within coaching 

• The need to build a strong relationship when coaching team members 

• The pivotal role of feedback within coaching 

Specifically, you will learn about: 

• The importance of using awesome questions during coaching sessions 

• How to actively listen to team members during coaching sessions 

• How to develop and build rapport before and during coaching sessions 

• The role of feedback within coaching 
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Skills for High Impact Coaching  
 

The focus of this module is on four core coaching skills required by managers when using 

the C-MAP template. The core skills are questioning strategies, active listening, rapport 

building, and feedback.  

Core Skills Description 

Awesome Questions The aim of coaching is NOT to TELL or DIRECT team 

members, but to help them to reflect on challenges and 

problems and to help them to decide on how to proceed 

and challenges that they need to make. Being able to ask 

awesome questions is an essential skill for the managers 

as a coach.  

Active Listening 
Having asked awesome questions, you need to actively 

listen to the response. This means not just listening to 

what was said, but how it was said and the ‘hidden’ 

meaning and context of the response. Active listening 

involves more than simply listening; it involves 

demonstrating your interest and that you value the ideas 

and comments of team members.  

Building Rapport To be effective as a coach, you need to develop and build 

a strong rapport with team members. This involves 

building trust and respect using an array of techniques 

and skills including ‘matching’. The stronger the rapport 

you have with team members, the more challenging you 

can be during coaching sessions.  

Feedback We all need feedback on how we are doing. Delivered in 

a positive and constructive manner, feedback can build 

confidence, self-esteem, and motivation. Delivered in the 

wrong way feedback can have the opposite impact 

resulting in poor performance and a breakdown in the 

relationship between you and your team members. 

 

These four core coaching skills can be learned, practiced and used to deliver high impact 

coaching.  
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2. Coaching Questions 
 

One of the aims of a coaching session is to encourage team members to review and 

comment on their own performance as much as possible. The effective use of questions will 

enable you to engage team members and to increase their commitment to proposed actions 

and objectives. The key to using questions successfully is to plan them in advance as 

discussed above. If there is a sensitive area of performance that needs to be discussed, it is 

even more important to take time to plan key questions in advance of the coaching session. 

This strategy will help to prevent team members from becoming negative or defensive during 

the coaching session because of the poor use of questioning techniques. It will also help to 

achieve agreement on points for action as well as enabling you to concentrate on the 

discussion rather than on what question to ask next. 

  

Effectively phrased questions are important. You should avoid accusing style questions such 

as: ‘why did you do that?’ There are three types of questions which can be used effectively 

as part of a coaching session: open, coaxing or encouraging and challenging or probing 

questions. 
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Question Types 
 

• Open Questions 

We often start questions with phrases like, ‘Can you …’, ‘Will you …’, ‘Are you …’. Such 

questions usually get limited responses because they are closed questions. Open 

questions cannot be answered with ‘yes’ or ‘no’, or a closed response such as ‘left’ or 

‘right’ because they invite people to express their thoughts and opinions.  

Open questions usually begin with one of the following: why, what, when, where, who and 

how. This is often depicted as ‘five bums on a bench’! 

 

 

 

 

 

 

 

 

• Coaxing or Encouraging Questions 
 

The aim of coaching is not to always tell people how or what needs to be completed, but to 

encourage them to identify potential ideas and solutions for themselves. Coaxing or 

encouraging questions are designed to tease out people’s ideas and opinions, thereby 

getting them involved and committed to an action.  

These types of questions are highly effective when used with TED. 

 

 

Examples:  

• What result are you trying to achieve? 

• What outcome would be ideal? 

• What do you want to change? 

• What has worked for you already? How could you do more of that? 

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

• What is the best/worst thing about that option? 
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TED is an acronym meaning: 

T Tell me about …… 

E Explain more about.…. 

D Describe more about …… 

 

  

 

 

 

 

 

 

 

Challenging or Probing Questions 

Where you are unable to agree with what a team member has said, rather than openly 

disagreeing with them, which could be confrontational, a challenging question could be used 

to establish how they see things and how they will achieve the required standard or do 

things better, such as: “You say that sales are difficult at the moment because of the 

recession, but what extra activities will you undertake to get your figures back on 

target?” 

Too many challenging questions should not be used because this could put too much 

pressure on your team member, so challenging questions should be used sparingly. 

 

 

 

 

Examples:  

• Interesting … why do you think that is the case?  

• How does this compare to the previous three months?  

• What ratio of complaints to customers did you achieve? 

• What would be an example of that? 

• Who else might be able to help you? 

• Where in the process are the bottlenecks or blockages? 

 

 

Examples:  

• Tell me more about how you could…. 

• Tell me what are your next steps? 

• Explain a little more about how this would work. 

• Explain in more detail why you feel this is important. 

• Describe how you would complete this if it were up to you. 

• Describe where this problem happens most of the time. 



Page 8 of 44 

 

Activity 1: Awesome Coaching Questions? 
The key to effective coaching is being able to ask awesome questions. This is a skill 

that improves with practice. It is a good idea to have key questions prepared in 

advance of a coaching session. Make a list of potential questions you could ask at    

each stage of a coaching session using the GROW model.  

Goal 

 

 

 

 

Reality 

 

 

 

 

Options 

 

 

Way 
Forward 
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Activity 1: Answers - Awesome Coaching Questions? 
The key to effective coaching is being able to ask awesome questions. This is a skill 

that improves with practice. It is a good idea to have key questions prepared in 

advance of a coaching session. Make a list of potential questions you could ask at 

each stage of the coaching session. 

Goal 

• 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? 

• Why are you hoping to achieve this goal? 

• What would the benefits be if you achieved this goal? 

 

 

 

 

Reality 

 

• What steps have you already taken to achieve this goal? 

• Where are you now in relation to your goal? 

• On a scale of one to 10, where are you? 

• What has contributed to your success so far? 

• What is working well right now? 

• What do you think is stopping you? 

• Do you know other people who have achieved that goal? 

• What did you learn from _____? 

• What have you already tried? 

• How could you turn this around this time? 

Options 

 

• What are your options? 

• What could be your first/next step? 

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

• Who else might be able to help? 

• What has worked for you already? How could you do more of that? 

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

• What is the best/worst thing about that option? 

• Which option do you feel ready to act on? 

• What could you do differently? 

• Who do you know who has encountered a similar situation? 

•  

Way 
Forward 

 
 

• What do you think you need to do right now? 

• Tell me how you are going to do that. 

• How will you know when you have done it? 

• On a scale of one to 10, what is the likelihood of your plan succeeding? 

• What obstacles are getting in the way of success? 

• What resources can help you? 

• How will you know you have been successful? 

• What support do you need to get that done? 

• 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 a scale of one to 10, how committed/motivated are you to doing it? 
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Asking Questions: Top Tips 
 

Plan your 

questions 

Before your coaching session, consider your goal and then plan a sequence of 

related questions to help you follow the conversation and cue your notes. 

Know your 

purpose 
Every question you ask should help you gather either facts or an opinion. Know 
which kind of information you need and frame your questions accordingly. 

Use open 

questions 

Open questions are great questions because they invite team members to give 

you full answers. 

Avoid asking 

multiple 

questions at once 

Questions containing multiple questions are not great questions because they can 

get people confused – which question should they answer first? 

Focus your 

questions so they 

ask one thing at a 

time 

To get more complete answers, use short questions, where each one covers a 
single point. If you really want to know two different things, ask two different 
questions. 

Ask questions 

using their 

language not 

yours 

Ask questions using words and phrases that team members understand. It avoids 

misunderstandings and will help to build rapport. Avoid unnecessary ‘jargon’.  

Avoid asking 

leading questions 

Leading questions can result in your team member telling you what he thinks you 

want to hear, rather than the full truth. This will not help you moving forwards. 

Follow general 

questions with 

specific ones 

Build a hierarchy of questions that begins with the big picture and gradually drills 
down into specifics with follow-up questions. 

Ask 

supplementary 

questions  

Follow on questions are great because they show that you have been listening to 

your team member and help you to understand what they are saying more fully. 

Do not interrupt 

answers 
Listen to the full answer to your question. The art of good questioning lies in truly 
wanting the information that would be in the answer which means listening. 

Transition 

naturally  

Use something in the answer to frame your next question. Even if this takes you 
off your planned path for a while, it shows that you are listening, not just 
hammering through your agenda, and it ensures that the conversation flows 
naturally. 
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Warning Note 

Questions that are really statements of assumptions put in the 

form of a question can be aggressive, which often leads to 

hostility.  

For example, the intent of a question like ‘Can you name one 

occasion where you met the deadline?’ or ‘Why do you 

constantly talk over people?’  are not about acquiring a better 

understanding of a situation – they are about making a statement about your point of view or an 

assumption.  

Instead, break down the question so team members have an opportunity to provide you with 

information that can further your understanding whilst raising their awareness and understanding 

as well. For example, you could ask: 

• How important are deadlines in your work? 

• What happens when a deadline is missed? 

• How could you change things to ensure you meet the next deadline? 

 

 

Being able to ask clear and concise questions as part of a continuous coaching conversation is a 

key skill that requires preparation, planning and practice.   
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Activity 2: Why Use Coaching Questions? 
 

Take five minutes to reflect on this question: why do managers as coaches use 

questions during coaching sessions with team members? 
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Activity 2: Answers - Why Use Coaching Questions? 
 

Take five minutes to reflect on this question: why do managers as coaches use 

questions during coaching sessions with team members? 

Questions can be used to: 
 

• Gain clarity, understanding and perspective  

• Encourage reflection 

• Demonstrate active listening  

• Provoke deeper or alternative thinking  

• Challenge preconceptions  

• Help team members to evaluate themselves and their situation  

• Explore options  

• Test team member understanding and knowledge 

• Explore facts, thoughts, and feelings  

• Confirm team member commitment to actions 

• Look at issues from a different point of view  

• Plan what action to take 

• Build rapport 

• Challenge team member values and beliefs 

• Probe complex or confusing issues 

• Move the coaching conversation forward 

• Stimulate new ideas 

• Challenge the status quo 
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3. Effective Listening  
 

Effective listening is an essential coaching skill. You cannot be an effective manager as a coach 

unless you really, really listen. Effective listening is much more than just hearing what has been 

said. It also means listening to what is not being said.  

There are four levels of listening skills: 

• Attentive listening: – involves giving your team member your full attention. 

• Accurate listening:  – understanding everything that has been said as your team member 

intended. 

• Emphatic listening: – showing appreciation of your team member’s feelings by ‘putting 

yourself in their shoes’. 

• Generative listening: fully understanding the issue enabling you to ask insightful questions. 

 

Management is not merely about directing and leading people; it is also about listening to people 

and developing their skills and talents. Being able to listen effectively is an important 

management skill and one which is especially important within the context of performance 

management and coaching. 

Performance coaching is about getting team 

members to think about how they can improve their 

own performance. It is, therefore, important that 

they are encouraged to speak freely and openly. 

This requires you to actively listen to them when 

they are speaking. This is often called active 

listening – 100% undivided attention!                                                                                                     

 

When we combine the use of active listening techniques with effective questioning strategies, we 

are using one of the habits that Dr Stephen Covey describes in his seminal book, The Seven 

Habits of Highly Effective People: 

‘Seek first to understand, then to be understood’ 

 

 

https://www.franklincovey.com/the-7-habits.html
https://www.franklincovey.com/the-7-habits.html
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By seeking to understand your team member’s points of view before explaining our own, you are 

making a statement that their ideas and perspective are important – you are demonstrating that 

they are important. They are more likely to return the compliment and listen attentively to you 

when you are speaking.  

Most of us find active listening skills difficult, as our natural tendency is to want to speak first and 

tell other people about our views and opinions, especially if we feel particularly strongly about 

something. 

Many of us develop bad habits which we often use unconsciously However, by recognising some 

of our bad habits, we can improve our active listening skills considerably. The first stage in 

improving your listening skills is to become more aware of some of the behaviours or habits, 

which inhibit active listening, and therefore the effectiveness of your communication. Once you 

have recognised them, you are then able to take steps to modify your behaviour. 
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Activity 3: How Well Do You Listen? 
Read through the list of behaviours and tick the behaviours that you often undertake. 

Be honest with yourself. If you are not sure, ask a team member to help you to 

complete the task.  

 

                How often do you: Often Sometimes Never 

1. Interrupt people before they finish speaking    

2. Jump to conclusions    

3. Not check what you have heard    

4. Jump in with the punch line of a joke being told by 

someone else 

   

5. Make judgements on people’s behaviour    

6. Finish sentences for other people    

7. Think about something else when you should be 

listening 

   

8. Become impatient with people who take too long to 

explain their ideas 

   

9. Not make eye contact with people when talking     

10. Wish other people would get to the point more 

quickly 

   

11. Want to tell other people what to do    

12. Keep looking at your watch     

13. Doodle in meetings whilst people are speaking    

Total    

 
The more of the behaviours you identify as ‘sometimes’ or ‘frequently’ the more scope you have 

for improving your active listening skills. Remember that the flip side of the picture is that you 

also need to be listened to by people, especially when providing feedback and coaching them. If 

you do not listen to other people, they are less likely to listen to you. 
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Why People Do Not Listen?  
 

People do not actively listen for many reasons. Here are some examples along with ideas on 

how to improve listening skills.  

Reason Explanation Overcoming the Barriers 

Interest and 

relevance  

They find the topic boring and have no 

interest in what is being said – they do 

not perceive it to be relevant to them 

 

To overcome this barrier, you need to 

find a way of making what you have to 

say directly relevant to people – how 

does it affect them, why do they need 

to know? 

Distractions They are distracted by things such as 

telephone calls, other interruptions, 

such as noises or even thinking about 

something else which is worrying them 

rather than actively listening. 

Try to anticipate distractions by 

selecting when and where you will talk 

to them – just before the end of the 

working day is not the best time to hold 

people’s attention! 

Self-talk They are holding a conversation in their 

own mind such as ‘I could be doing 

something much more productive 

than sitting here listening to this!’ 

Think what you can do to engage 

people – this means asking questions 

and listening to the answers 

Poor delivery The person speaking is speaking too 

slowly or with a monotone voice, is 

inaudible or sounds bored with what 

they are talking about 

If you sound disinterested or speak in a 

monotone voice, this will be transmitted 

to others – try varying the tone of your 

voice and the speed at which you 

speak 

Poor body 

language 

The person speaking does not maintain 

eye contact, or their body language is 

inconsistent with their spoken message 

Body language conveys as much if not 

more than the words we use, therefore 

sit forward, nod and smile from time to 

time – look interested 

Waiting to 

speak 

The listener has thought of something 

that they want to say and has switched 

off waiting for an opportunity to speak 

Build in lots of pauses and natural 

breaks where people can ask questions 

or put their own point of view across 

Self defence The listener wants to challenge the 

speaker and defend themself against 

what they believe to be unfair or 

inaccurate observations 

Aim to provide a supportive, open 

environment where people can put their 

own ideas forward. To do this, provide 

people with regular and constructive 

feedback  

 

Like the use of questions in coaching, active listening skills can be developed through practice. 

One technique is to use the EARs technique.  
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Listening with Your EARS! 
 

Actively listening to others encourages them to continue to express their ideas and opinions and 

sends out a powerful message that you are interested in them. The quality of the communication 

will also be significantly improved.  

 Demonstrate that you are 

listening 

Example phrases and actions 

E Empathise 

Demonstrate that you understand 

their perspective and opinions 

even if you disagree with them. 

 

 

“If I understand you properly what 

you are saying/are 

feeling/believe/are worried about is 

….” 

A Acknowledge 

Demonstrate that you are 

listening through body language 

such as by nodding and hand 

gestures and other nonverbal 

signals. 

“Mm-hm” 

Head nodding 

 

 

R Reflect 

Demonstrate that you are 

listening by repeating key words 

and phrases and taking time to 

think about what has been 

discussed. 

 

“Thinking about what you have 

just said ....” 

Tell me more about .…” 

Explain a little more about ….” 

 

S Summarise 

Demonstrate that you are 

listening by briefly summing up 

the important points from time to 

time. 

 

“So far, we have agreed ….” 

“What we have discussed so far is 

….” 

“Overall, you feel that ….” 

“Okay, your next action is to .…” 
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Listening Tips  
 

• Make notes  

This will indicate you are listening and will help your memory 

• Maintain eye contact  

Avoid staring, but do ensure you make eye contact every few seconds 

• Speak and listen in the ratio of 1 - 2  

You have one mouth and two ears - therefore aim to use them in that ratio 

• Allow people to finish  

Avoid completing sentences for others, as it will discourage them from continuing 

• Avoid jumping to conclusions 

Listen to the whole story or explanation without pre-judging the outcome 

• Respond to people  

Nodding, smiling and the occasional ‘mmm’, or ‘yes’ indicates you are listening 

• Ask questions  

Use questions to show interest and to check your understanding or to clarify a point 
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4. Building Rapport 
 

As a manager as a coach you must build a rapport with team members. Rapport is an essential 

element of effective coaching. Rapport is one of those things that when you do not have it, you 

know! 

You need to be able to: 

• Show genuine interest in team members  

• Demonstrate empathy and understanding 

• Respect the needs, values, and opinions of team members 

• Build on common ground. 

To be effective and influential, coaches need to have rapport with team members and know how 

to build and maintain rapport. Everyone knows when they are in rapport with another person but 

defining and building rapport can be more difficult. When there is a ‘disconnect’ during a 

coaching session, rapport has been lost: regaining it quickly can be difficult. 

Understanding 'rapport' 
 

Rapport can be described as an affinity, 

understanding or bonding between two people. In 

a coaching relationship, it is important that you 

have a high level of rapport with team members: 

rapport provides the foundation on which the 

coaching relationship is built. Just as a house built 

on poor foundations will be unsafe, a coaching 

relationship built on low levels of rapport is likely 

to be ineffective.   

Rapport, like the concept of trust, is not an absolute: there are degrees of rapport. It can be 

viewed as an indicator of the quality of a relationship. The deeper the level of rapport the stronger 

the relationship.   

To build rapport, team members need to feel that you are genuinely interested in them and what 

they are trying to achieve: the interest must be authentic. It is not possible to fake authentic 

interest. 
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• Rapport is not manipulation  

To be effective as a coach, you need to be able to influence team members and be willing to be 

influenced by them as well because rapport is a two-way, interactive process. 

• Rapport is not the same thing as being friends 

Although being in rapport is usually enjoyable, it is possible to have rapport and mutual respect 

whilst not liking or getting on personally. 

• Rapport is not about agreeing  

It is possible to agree with a team member or vice versa and not have rapport. It is also possible 

to have rapport with them and not agree with them.   

Building and sustaining rapport with team members before and during the coaching session will 

enable you to ask more demanding, challenging and searching questions. Where there is only a 

limited level of rapport, team members often feel uncomfortable or reticent about answering 

sensitive or challenging questions fully and openly.    

There are many techniques that you can use to develop and build rapport with team members 

including matching behaviours, language and voice patterns.   

Building rapport requires you to adopt the ‘second person’ perspective. The second person 

perspective is achieved when you try to understand the team member’s point of view rather than 

looking at things from your own perspective which is known as the ‘first person’ perspective. 

This can be achieved through matching the behaviour of team members.   

‘Matching’ simply involves you mirroring and complementing one or more aspects of the team 

member. It is not copying or mimicking: it is more like a dance. Effective matching should look 

and feel natural and serves to demonstrate that you are willing to enter their ‘model of the 

world’. They will intuitively perceive this which helps them to feel more at ease and to share 

more about their feelings, ideas, and concerns. 

Effective managers as coaches understand how to build rapport at multiple levels using a range 

of simple and effective matching techniques and being aware of the choices they make.  
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Activity 4: Strategies for Building Rapport 
 

Take five minutes to list as many ways as you can of building rapport with team 

members. 
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Activity 4: Answers – Strategies for Building Rapport 
 

Take five minutes to list as many ways as you can of building rapport with team 

members. 

  

• Using the team member’s name 

• Commenting on the team member’s achievements 

• Complimenting the team member on some aspect of their work 

• Smiling  

• Actively listening to what they are saying 

• Demonstrating a genuine interest in their problems and challenges 

• Being empathetic and understanding 

• Demonstrating your knowledge and expertise 

• Matching their communication style 

• Asking insightful questions 

• Seeking clarification on key points 

• Summarising key points 

• Using similar words and metaphors to the team member 

• Adopting a similar body posture 

• Discussing a common area of interest 

• Using similar language and phrases 

• Shaking their hand or other form of greeting 

• Making notes during the coaching session 

• Demonstrating some insight into their situation or problem 
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Matching Behaviour and Language 
 

When people speak, a great deal of meaning is conveyed by non-verbal means which always 

accompany the spoken word whether they are intended or not. In other words, a spoken 

message is always sent on two levels simultaneously, verbal, and non-verbal.  

People communicate through words, the language they use and the way they say it and through 

the way they use their body - gestures, body posture and facial expressions.  

 

Without knowing it, we all recognise the hidden meaning in the gestures, body language and 

facial expressions of people with whom we interact. As a coach, the key is developing a 

heightened awareness and using all of the information presented to you (e.g. what a team 

member has said, how they said it, how they looked and behaved when sharing it with you and 

so on).  

Look at the six pictures on the following page and consider what emotion each person is 

conveying.  

• Who is surprised?  

• Who is unhappy?  

• Who is feeling self-satisfied?  

• Which one is feeling happy?  

• Who is feeling confident?  

• Who is feeling shocked? 
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Picture A:

 

Picture B:

 

Picture C:

 

Picture D:

 

Picture E:

 

Picture F:

 

 

Thinking about your responses, how do you know? Did you consider how they are using their 

hands; the size of their smiles; the way they are using their eyes or the overall general 

impression they project? 

The point is that communication is about much more than the words we say or use. Research 

has shown that in a presentation to a group of people, 55 per cent of the impact is determined by 

body language (e.g. posture, gestures and eye contact), 38 per cent by the tone of the voice and 

only 7 per cent by the content of the presentation. Whilst the exact percentages will differ in 

different situations, there is no doubting the importance of non-verbal communication.  

Matching behaviour means matching the team member’s behaviours, movements, language 

patterns and communication style. There are three elements to matching on a behavioural level: 

language, voice tone and body language. 
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• Matching Language Patterns 

You can match team member language patterns by matching key words, phrases and other 

language patterns and metaphors.  

It is important to pay attention to the language or words used by team members as they can 

provide clues to how someone is feeling and the intensity of their feelings. Language patterns 

can often provide clues to the level of intensity of someone’s feelings, beliefs, and emotions. 

Here are three ways to comment on the performance of a team.  

 

 

 

 

 

 

The first example is more emotive, critical, and powerful than examples 2 and 3. If you heard 

your manager refer to you as in example 1 or even example 2, how would you feel? Example 3 is 

more considered and appropriate.  

The vocabulary that a team member uses can provide you with an invaluable insight into their 

thinking, values, and beliefs. One team member might use overly intense words to describe a 

situation whilst another facing the same situation might use much less intense words.  

The language some that people use can sometimes cloud their objectivity and understanding of a 

situation. Rather than contradicting them which would emphasise difference, you can ‘match’ 

using techniques such as ‘paraphrasing’ and ‘summarising’. This has the effect of enabling 

them to hear back what they have said which sounds familiar to them. It also enables them to 

reflect on what they said and often simply ‘playing back what they said’ helps to bring more 

objectivity to the situation. 

Paraphrasing requires that you to make a short statement of what your team member has just 

said. It helps them to clarify their thinking by hearing it played back to them. By doing this without 

giving advice or interrupting with your own judgement, you will deepen their level of trust in you. It 

will demonstrate that you are fully listening to them, you care about what they are saying, and 

you are trying to understand their point of view.  

 

 

Example 1: 

As usual, this useless group of idiots have blown it! 

Example 2:  

I am furious that my team has totally let me down again.  

Example 3:  

I am disappointed that my team has not performed as I hoped. 
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Summarising is a similar technique and helps to draw out the main themes in the conversation 

as those are what matter. The skill in summarising is the time and method. It is best to wait for a 

natural break before offering a summary but sometimes, if information is coming thick and fast, it 

is helpful to interrupt gently and suggest a summary might be beneficial.  

It is best if you as the coach indicates you are about to summarise the discussion. This can be 

achieved by saying:  

• ‘Can I check what I think we have covered so far? You mentioned …’ (then summarise 

the key themes).  

• ‘I would like to make sure that I have heard what you have said so far. I believe you 

mentioned …’ (then summarise the key themes).  

• ‘I wonder if I could check in with you. Am I right in thinking that you have discussed …’ 

(then summarise the key themes).  

 

Once you have provided a summary, it is crucial to leave space for the team member to verify the 

summary and add to it if they want. Summarising helps those who think aloud explore lots of 

points along the way by connecting them back to the key points of what they want to cover in 

coaching. Summarising helps those who think first before speaking by showing they have been 

heard and understood. It also helps people think further and deeper about what they are sharing 

in the coaching session. 

Team member: ‘As usual, this useless group of idiots have blown it!’ 

 

Manager  ‘If I understand you, you feel angry that your team is ‘useless’, and 

that they have behaved in an idiotic way and that they have ‘blown’ it.’  

 

In this example, the team member is likely to reflect on their words and appreciate their extreme 

nature. This will enable them to be more objective and considered when analysing what really 

happened and how to move forward.  

 

 

 

 

 

 

Exercise: 

Practice your skill of summarising and paraphrasing by listening out for the key threads, 

elements, or issues in what a colleague or a team member is saying. At a suitable pause, ask 

their permission to provide a summary or to paraphrase what they have said. Mention the 

number of points you are summarising or paraphrasing.  

Check with them that it represents a shared understanding of what they have said. Leave 

space for them to confirm the summary is accurate or to reframe your key points in a way 

which makes sense to them.  
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Matching Through Non-Verbal Communication 

 

Non-verbal communication consists of all the messages other than words that are used in 

communication. In oral communication, these symbolic messages are transferred by means of 

intonation, tone of voice, pace of speaking, vocally produced noises or ‘fill-ins’, body posture, 

body gestures, facial expressions or pauses. 

Everyone communicates using a combination of verbal and nonverbal communication behaviour 

whether intentional or not.  

 

Figure 1: Aspects of non-verbal communication 

Intonation 

Intonation is the way that a person’s pitch of voice rises and falls when speaking. For example, it 

shows others whether the person is expressing their message in the form of a question or a 

statement. 

In case of a question, the voice rises at the end of the phrase or the sentence and in the second 

case where they are making a statement, it falls. Another function of intonation is to place 

emphasis on a word or idea which can change the meaning of a phrase as in this example:  

 

 

 

Example 1:  John beat the dog (surprise that it was John) 

Example 2:  John beat the dog (shock about beating) 

Example 3:  John beat the dog (rather than the cat!) 
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Tone of voice 

The tone of voice is a means by which people imply their attitude to the message. It is also a 

means by which people can seek a reaction from others. In a political debate, for instance, the 

tone of voice is likely to be rousing, whereas on television the daily news is communicated in a 

more factual tone.  

Other examples of tones of voice are aggressive, critical, nervous, disappointed, 

monotonous, concerned, friendly, enthusiastic, vivid, persuasive, and excited. You can 

detect how team members feel from the tone they use, for example when gauging a team 

member’s commitment to an action plan. 

Example 1:  

Manager: So, we have a plan to move forward with this issue. How comfortable 
are you with the plan? 

Team member: 
 
Yes. I can see that it will move things forward (using a hesitant tone) 
 

 

Example 2:  

Manager: So, we have a plan to move forward with this issue. How comfortable 
are you with the plan? 

Team member: 
 
Yes. I can see that it will move things forward (using a confident tone) 
 

 

Example 3:  

Manager: So, we have a plan to move forward with this issue. How comfortable 
are you with the plan? 

Team member: 
 
Yes. I can see that it will move things forward (using a resigned tone) 
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Pace of speaking 

Some people speak slowly and others more quickly. People who speak quickly often find people 

who speak slowly irritating and vice versa.    

Vocally produced noises or ‘fillers’ 

Dialogue often includes vocally produced noises that are not regarded as part of language, 

though they help in communication for the expression of attitude or feeling.  

Vocally produced noises include laughter, shouts, screams and other ‘fill-ins’ such as ‘ugh!’, 

‘mmmm’, ‘aha’. 

Body posture 

Body posture should not be confused with body 

gestures which are movements. Body posture can be 

characteristic and assumed for a special purpose or 

it can correspond to the normal expectations in the 

context of a situation. Whether you are sitting or 

standing is part of your body posture.  

Normally, these are not the elements of posture that convey messages. However, when the 

speaker is slouched or erect, or has their legs crossed or arms folded, such postures convey a 

degree of formality or relaxation. 

 

Exercise: The power of non-verbal communication 

This exercise demonstrates the power of nonverbal communication. Say out loud the 

following sentence, looking into a mirror: 

‘It’s a nice day, isn’t it?’ 

Now repeat the sentence, but this time attach three different emotional messages through 

the way you convey it.  

Example 1: Read the sentence to convey a feeling of happiness 

Example 2: Read the sentence to convey a feeling of sarcasm 

Example 3: Read the sentence to convey a feeling of anger 

Each time notice the change in the tone of your voice, your expression, the speed you are 

speaking. Also notice the expression on your face, if your eyes are fully open or partially 

closed, if you have more or less tension in your face, especially your cheeks.   
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Body gestures 

A body gesture is a movement made with a limb, especially the hand, to express, confirm, 

emphasise, or support a person’s attitude or intention. 

This nonverbal activity is regularly used in oral discourse. If a body act requires no verbal 

accompaniment, it is called an ‘emblem’. Examples are hand signals such as waving good-bye, 

the ‘V’ for victory sign or the ‘High five’ signalling victory.  

While some emblems, for example a clenched fist, have 

universal meaning, there are others that are idiosyncratic or 

culturally conditioned. The use of the zero-shape made by the 

fingers, for instance, does not mean the same thing in different 

cultures. Standing for ‘OK’ in the UK, it may be a vulgar 

expression in South American cultures, sometimes 

embarrassingly so. Body gestures are always perceived and 

interpreted together with facial expressions. 

 

Facial expressions and eye movement 

Facial expressions are dynamic features which communicate a person’s attitude, emotions, 

intentions, and feeling. The face is the primary source of emotions. During oral communication, 

facial expressions change continually and are constantly monitored and interpreted by others. 

Examples are a smile, a frown, a raised eyebrow, a yawn, or a 

sneer.  

Eye movement is a key part of facial behaviour because the 

eyes are invariably involved in facial displays. The different 

forms are observed to be cross-cultural.  

The frequency of eye contact may suggest either interest or 

boredom or may even betray dishonesty. The direct stare of 

the speaker can show candour or openness. Downward glances are generally associated with 

modesty; eyes rolled upwards are conveyed as a sign of fatigue.  

Eyes tend to show happiness, sadness or even surprise. The lower face can also express 

happiness or surprise; a smile, for instance, can communicate friendliness or cooperation. As for 

the upper face, brows and forehead are known to reveal mostly anger. 
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Pauses and Short Silences 

A pause or a short silence in a coaching session can have two different functions:  

Pause 1:  

You as the coach pause for a few seconds after posing a question, summarising or paraphrasing. 

This indicates to the team member that it is their turn to speak. 

Pause 2:  

A pause after you have spoken or have asked a question gives team members the ‘space’ to 

reflect and to think about their response.  

Pause 3:  

By leaving a pause after your team has responded indicates that you are looking for them to 

elaborate or to develop their thoughts and response further.   

Pauses literally help to punctuate the coaching conversation. Too many or too long a pause can 

feel uncomfortable therefore be mindful of how you and your team member is feeling when using 

this technique.   
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Activity 5: Building Rapport 
 

Take a few minutes to complete these short self-assessment questions to check your 

understanding of rapport.   

 

Identify which of these words and phrases correctly describe 
what rapport is. 

 

Yes 
 

No 

 
Being friends with someone 
 

  

 
Respecting someone's needs, values, and opinions 
 

  

 
Agreeing with someone's point of view 
 

  

 
Building common ground with someone 
 

  

 
Being genuinely interested in someone 
 

  

 
Manipulating someone 
 

  

 

Which of the following is it possible to match? 

 

Yes 
 

No 

Language   

Tone of voice   

Body posture   

Facial expressions   

Gestures   
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Activity 5: Building Rapport 
 

Take a few minutes to complete these short self-assessment questions to check your 

understanding of rapport.   

 

Identify which of these words and phrases correctly describe 
what rapport is. 

 

Yes 
 

No 

 
Being friends with someone 
 

 ✓ 

 
Respecting someone's needs, values, and opinions 
 

✓  

 
Agreeing with someone's point of view 
 

 ✓ 

 
Building common ground with someone 
 

✓  

 
Being genuinely interested in someone 
 

✓  

 
Manipulating someone 
 

 ✓ 

 

Which of the following is it possible to match? 

 

Yes 
 

No 

Language ✓  

Tone of voice ✓  

Body posture ✓  

Facial expressions ✓  

Gestures ✓  

 

All of these can be matched. However, it is important to take care when matching that you do not 

go over the top and appear to be 'mimicking' people. 
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5. Feedback 
 

The skills of giving feedback are fundamental to coaching. Delivered skilfully, feedback conveys 

the idea that you are interested in the person, that you want them to improve and that you value 

their contribution. 

However, feedback given clumsily can look like blame or anger – it can be very destructive and 

erode the individual’s self-esteem and confidence: it can damage the relationship between you 

and the individual. Poorly managed feedback will make improvement unlikely – in some cases it 

can make performance worse. 

Feedback is the ‘process of giving people information about their performance and 

behaviour, which will lead to improved performance’. Inappropriate feedback or feedback, 

which is poorly provided or mishandled, can be very damaging, with disastrous consequences: 

undermining individual confidence and damaging trust and respect. 

 

Many managers avoid or dislike providing feedback because it requires them to step outside of 

their own ‘comfort zone’ and therefore do not consciously provide people and their team with 

feedback. Typically, this comes about when you: 

• Lack confidence or the assertiveness to discuss difficult issues 

• Are worried about hurting the feelings of the other person 

• Are concerned that discussing an issue might make matters worse 

• Fear that the individuals may react aggressively or angrily 

• Fear criticism about themselves 

• Do not want to appear critical, therefore running the risk of being unpopular 

• Lack the interpersonal skills to manage the feedback process 
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To improve the effectiveness of giving feedback, you need to: 

• Select an appropriate time and place to provide feedback 

• Recognise and understand the different types of feedback 

• Choose the right feedback technique or tool  

• Consciously use appropriate language and metaphors when providing feedback 

• Respect the rules or guidelines for providing effective feedback   

 

Successfully accomplishing this allows coaches and team members to share and discuss 

sensitive or difficult feedback and will help team members to develop new insight and 

understanding. Effective feedback is critical in any coaching relationship as it serves several 

purposes: 

• Improving team member’s self-awareness and self esteem 

• Encouraging team members to learn and develop 

• Helping to sustain change and improvements 

• Providing team members with reassurance and motivation 

• Helping team members to identify additional improvements 

• Enabling team members to recognise progress and achievements 

• Building sustainable, long lasting change and improved levels of performance.  

 

There are several models and techniques that can help in planning and delivering effective 

feedback including one called the ‘Johari Window’. 
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The Johari Window 
 

The Johari Window provides a framework that you can use to provide feedback and to support 

the coaching process. The model is based upon four windowpanes which represent four aspects 

of knowledge about individuals and others, which are known to one, both or neither of the parties.  

 

Figure 2: The Johari Window 

 

• The Open Pane 
 

The ‘open pane’ relates to things that the team member already knows about themselves and 

that you also know. 

• The Blind Pane 

The ‘blind pane’ is the pane containing things you and other people know about the them, but 

which they do not know about themselves: things such as regular habits or behaviours which are 

apparent to others, but not apparent to the team member themselves.  

People have positive blind spots (e.g. strengths) and negative or development blind spots (e.g. 

weaknesses). The more an individual seeks feedback from others, therefore becoming aware of 

such things, the smaller the blind spot pane will be. 

• The Hidden Pane 

The ‘private’ or ‘hidden pane’ relates to things a team member knows about themselves, but 

which you or other people do not know about them. These may be things the individual has 

chosen to keep hidden or which are not immediately apparent. The extent to which a team 

member shares information with you from their ‘hidden pane’ is often a reflection of the level of 

trust and rapport that exists between the two of you as some things might be sensitive and/or of a 

personal nature.  
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• The Unknown Pane 

The final pane is called ‘unknown pane’ because it relates to those things hidden in the people’s 

unconscious of which neither the team member nor other people are aware.  

Such information might include information and experiences that are unknown to the individual 

and to others. These unknown issues take a variety of forms: they can be feelings, behaviours, 

attitudes, capabilities, aptitudes, which can be quite close to the surface, and which can be 

positive and useful, or they can be deeper aspects of a person’s personality, influencing the 

individual’s behaviour. Large unknown areas would typically be expected in younger people and 

individuals who lack experience or self-belief.  

 

Expanding the Johari Window Open Area 
 

To improve personal performance, team members need to be given feedback which will help to 

reduce the size of the ‘blind pane’ and expanding the ‘open pane’.  

 

Figure 3: Developing the Open Pane 

To perform effectively, team members also 

need to be encouraged to share information 

with you from the ‘hidden pane’. Information in 

the ‘hidden pane’ might include personal or 

sensitive information about the team member’s 

personal history, values, and beliefs. To be able 

to encourage team members to share and 

discuss this, you need to have a strong 
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relationship with them build on trust and respect – therefore building rapport is such an important 

element of coaching. You also need to be skilled in developing and asking clear, concise 

questions supported by effective active listening skills.  

The ‘unknown pane’ might include information that is locked away in an individual’s mind.  

Helping people to access and process this usually requires specialist knowledge and expertise to 

uncover many of the personal unknown issues (e.g. conditioned behaviours resulting from a 

childhood trauma) and is beyond the remit of the manager often requiring specialised 

counsellors.  

From an organisational perspective, the ‘unknown pane’ 

might include information that is external to the organisation 

such as emerging trends and patterns (e.g. the emergence 

of a global economic recession) or a one-off incident (e.g. 

tsunami or an act of terrorism): information that is difficult to 

anticipate or acquire. 

 

As a manager, your main interest lies in developing your team 

member’s ‘open pane’.  The use of effective questioning 

strategies and feedback plays a key part in opening-up the ‘blind 

pane’ and helping team members to share information from their 

‘hidden pane’. 
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Types of Feedback 
 

There are four types of feedback: negative and positive feedback and negative and positive feed 

forward.  

 

Figure 4: Feedback Types 

 

Negative feedback 

 
Negative or corrective feedback comments concern actions and 
behaviours from the past: these are things that did not go well. 
 

Positive feedback 

 
Positive or affirming feedback comments concern actions and 
behaviours from the past: these are things that went well and 
need to be repeated. 
 

Negative feed 
forward 

 
These are corrective comments concerning actions and 
behaviour in the future: these are things that do not need to be 
repeated next time. 
 

Positive feed 
forward 

 
These are affirming comments concerning actions and 
behaviours in the future: these are things that would improve 
performance in the future. 
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Effective feedback needs to be: 

• Focused on behaviour and actions, not on perceived attitudes 

• Focused on behaviours and actions which can be changed 

• Based on observation and information  

• Based on objective and not subjective criteria 

• Given at an appropriate time   

• About what the individual did well and what they could do better 

• Given in a place and environment in which the individual is comfortable 

 

Managers as coaches should not judge, tell or criticise the team members from a personal 

perspective. Instead they should focus on exploring ideas, describing observations, and asking 

reflective style questions. 

 

By following these simple guidelines, you should be able to motivate, engage and involve team 

members in wanting to identify ideas and plans to improve their performance.  

 



Page 42 of 44 

 

The 3W Feedback Model 
 

This model is particularly effective when the aim is to encourage team members to reflect on a 

scenario and therefore, they provide much of the feedback themselves. 

Figure 5: The 3W Feedback Model 

 

The model is based upon a three-stage question strategy which requires team members to 

reflect on different aspects of ‘what worked well’, ‘what did not work well’ and ‘what actions 

they could take’ to improve performance and achieve a different or better outcome. The model 

is based upon a semi structured brainstorming exercise. It requires you as the coach asking 

awesome questions, pausing, and leaving space for them to reflect and then make 

suggestions requiring you to actively listen.  

The sequence deliberately starts with what worked well (i.e. focusing on the positive) before 

exploring what did not work well. This is important as it is easy to slip into blaming people, 

making excuses, and generating negative feelings. 

When exploring the third question - ‘what actions they could take to improve performance’ - 

it is important to build on what worked well (i.e. successes) and to identify how to address as 

many of the actions, choices and behaviours that did not work so well, as possible. 

It is good practice to obtain feedback from team members either after a coaching session or at 

least periodically. This feedback will help you to reflect on your performance and will help you to 

refine and further develop your coaching skills. You can either use the 3W Feedback Model or 

use the following reflection exercise after a coaching session.  
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Activity 5: Reflection Exercise Post Coaching  
 

Take a few minutes to reflect on a recent coaching session or use this reflection tool 

after future sessions. 1 = Poor, 3 = Satisfactory, 5 = Excellent. 

 1 2 3 4 5 Comments and Actions 

 
How pleased are you with the way the 
coaching session went? 
 
 

 

    

 

 
How did you feel before delivering the 
coaching session? 
 

 

    

 

 
How did you feel after delivering the 
coaching session? 
 

 

    

 

How effectively do you feel you used 
questions during the coaching session? 
 

 

    

 

Who did most of the speaking and who 
did most of the listening? Do you feel 
that you got the right balance – if not 
why? 

 

    

 

 
How well do you feel you listened to the 
person you were coaching? 
 

 

    

 

How did the person you coached 
respond? What changes have you 
noticed in their performance, attitude, 
skills and so on? 

 

    

 

What changes and/or improvements 
would you make if you had to do it 
again? 
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6. What Next?  
 

In this module you have explored the four core skills used during coaching sessions.  

You have considered: 

• The effective use of questions within coaching sessions 

• The importance and role of active listening within coaching 

• The need to build strong relationship when coaching team members 

• The pivotal role of feedback within coaching 

Specifically, you have learnt about: 

• The importance of using awesome questions during coaching sessions 

• How to actively listen to team members during coaching sessions 

• How to develop and build rapport before and during coaching sessions 

• The role of feedback within coaching. 

 

In Module 1, you learned about the different styles of management and the value of adopting a 

coaching management style. You learned about the C-MAP Model and the C-MAP coaching 

framework as well as the four stages of the GROW Model. In this module, you learned about 

Coaching Practice. Specially, you explored the practical skills and techniques used by coaches 

such as how to ask coaching questions, how to listen and how to use coaching in the context of 

performance management. In Module 3, you will learn about how to use the C-MAP coaching 

model to improve the performance of teams and individuals.  

 

Using the knowledge you have gained from Modules 1 and 2, by adding in concepts and tools in 

Module 3 you will be well equipped to plan and deliver high impact coaching sessions with your 

team members – you are now on your way to becoming a ‘higher performance manager as a 

coach’.  

 

 


