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COACHING SKILLS 
MODULE 2 

VIRTUAL WORKSHOP 
90 MINS 

 
The session in a nutshell:  
 
Pre-work: Participants are asked to reflect on their practice coaching sessions and 
prepare a brief summary of what went well, and what could be improved.  
 
 90 min VILT: Participants share their top-line reflections from their coaching practice. 
We explore common coaching pitfalls taking a closer look at the unhelpful impact of 
bad coaching questions. We then look at the coaches secret weapon – listening, and 
how to listen for cues (words, repetition and behaviours). Lastly we look at three useful 
coaching exercises (time line planner, performance cracker, fresh perspectives) before 
participants discuss when and how they might use them in their coaching practice.  
  
 Follow up: Participants get the key content in a one-pager.  
  
 
TIME CONTENT 
Pre 
Session 

Set up the polls: There are two polls in this session. Have them set up and 
ready before participants join.  
 

0-5 Joining exercise 
 
Welcome: Greet participants as they arrive in the virtual environment, make 
sure you can see and hear them and then direct them to the exercise on the 
screen.  
 
Show slide: Exercise slide 
 
Exercise: While waiting for participants to join, ask them to summarise how 
their coaching session went in three words.  
 

10-25 Virtual onboarding + Debrief 
 
Show slide: Virtual onboarding 
 
Explain: We’re going to go a quick onboarding to the session... 
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• Please keep your cameras on, it makes a big difference to be able to 
see each other during the session. 

• Please keep yourself on mute until you’d like to share something with 
the group . 

• There will be individual exercises, pair discussions, group chats, please 
be generous and share your thoughts and experiences with the group.  

• Insert how-to directions for the virtual functions of the platform 
(hands up, chat, whiteboard etc.). 

 
Explain: Who you are and why coaching is a particular area of interest for 
you.  
 
Show slide: Standards of leadership 
 
Explain: This course aligns to and helps strengthen the Passion for 
Performance Standard of Leadership by helping you develop your coaching 
skills, but also helping you coach others such that they can perform at their 
best too. 
 
Show slide: How did it go? 
 
Exercise: Now it’s time to hear how the group got on with their practice 
caching sessions. You can run this a number of ways depending on your 
group size/ preference:  

(a) Ask participants to put the three words they’ve chosen into the chat 
function. Scrolling through the chat, validate people’s answers and 
pull out the key themes. 

(b) Ask participants to write the three words they have chosen on a 
whiteboard. As the words appear, validate people’s answers and pull 
out the key themes. 

(c) Pick on each participant in turn and ask them to share the three 
words they have picked and why. Encourage participants by validating 
their answers, pull out the key themes.  

 
Show slide: Plan for today [this slide has builds] 
 
Explain: Thank the group for their insights, and explain that today we plan 
to... 

• Look at some classic coaching pitfalls, and how to avoid them. 
• Learn from the best – what can therapists teach about listening. 
• Revisit what makes a good question. 
• And look at some coaching exercises that can help your coachee get 

unstuck.  
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Explain: So let’s get started.  
 

15-30 Coaching pitfalls 
 
Show slide: Coaching pitfalls 
 
Explain: Coaching is a learnt skill, it really isn’t something you can just turn 
your hand to and excel at with no experience or training. Hence why to be a 
professional coach you have to go through a significant accreditation process. 
That means, when we’re new to coaching we’re bound to get a few things 
wrong. And there are a few classic pitfalls that we all fall into... 
 
Show slide: Poll 
 
Exercise: Ask participants to complete the poll: What pitfall are you most 
susceptible to:  

• Dishing out advice 
• Focussing on the next question 
• Giving feedback, not coaching 
• Losing concentration  
• Getting bored or frustrated 

 
Debrief: Point out some patterns in the group – which pitfall did most people 
identify with? Ask if anyone would be willing to share a little more about 
their experience with these pitfalls. 
 
Show slide: Breakout group discussion 
 
Exercise: Divide the group into breakout groups. Ask the groups to spend 5 
minutes discussing how they think they could avoid these common coaching 
pitfalls.  
 
Debrief: Ask for a suggestion for each of the pitfalls. Pick on a few groups if 
needs be to get the conversation going.  
 
[Note to coach: You can drop the breakout groups and just have a quick 
group discussion if the session starts significantly later than planned.] 
 
Explain: Avoiding these pitfalls is ultimately all about practice and mastery, 
but there are some little tricks to catching yourself before you fall in... 
 
Show slide: Filling the holes in the road 
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1. Dishing out advice: Remember some advice, wisdom, provocation is great 

in a coaching session, but if you feel you might not be giving your coachee 
space to arrive at those insights themselves... jot down the wisdom in 
your note book instead of sharing it. When the coachee naturally finishes 
their train of thought, you can share, it or perhaps you’ll decide to ask 
another question instead.   

2. Focussing on the next question: Planning is the key here. Have a list of 
great questions in your notebook so you can glance down to look at them 
if the dialogue runs it’s cause, but then feel confident to sit back, listen 
and follow your natural curiosity, probe when something interesting 
bubbles up.   

3. Giving feedback, not coaching: Again, some insights might be helpful, but 
if you feel like a lot of feedback is flowing, pause and ask another question 
to redirect the rest of the coaching session, be sure to get another time in 
the diary for a feedback chat.  

4. Getting bored or frustrated: Sometimes we expect coaching to be full of 
revelations and transformational a-ha moments, but in reality you may 
have many unremarkable conversations that don’t necessarily feel like 
they’ve culminated in anything tangible. We must try not to focus on the 
process and instead focus on the individual; the thing that matters is that 
they feel heard and understood as a result of your conversation. The a-ha 
moments may well still come, just a while down the line. Coaching is a 
process of evolution, not revolution.  

 
Explain There is one more thing that can trip up a coaching session and that’s 
bad questions. We already have a nice bank of questions to get us started 
from the previous session, but as our coaching develops we need to be able 
to follow the participant and ask spontaneous questions in response to what 
is being said...  
 

30-45 No such thing as a bad question? 
 
Show slide: No such thing as a bad question 
 
Show slide: Exercise slide 
 
Exercise: Back into pairs and in breakout room. Ask the pairs to spend 2 
minutes each asking each other about their future holiday plans, but the 
interviewer can only ask questions starting with ‘why’.  
 
Debrief: Bring the group back together. Pick on a few pairs and ask how it felt 
to be asked all those ‘why’ questions. 
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Explain: There is a time and a place for ‘why’ questions but used too often 
they can feel quite personal, persecutory and intrusive – they can quite 
quickly lead a conversation down a real rabbit hole. During coaching when 
we’re analysing behaviours, relationships or performance, too many ‘why’ 
questions can inadvertently feel like we’re hunting for blame.  
 
Show slide: Better questions [this slide has builds] 
 
Explain: Sticking to what, when, how and tell me about... feels a lot more 
comfortable and will keep the conversation fruitful and on track. For 
example, instead of “why do you think you were performing at your best”, 
ask: 

• What were the factors in place when you were really excelling.  
• When did you last feel like you were really excelling.  
• How do you know when you’re performing at your best? 
• Tell me about a time you were really performing at your best?  

 
Explain: Now we’ve looked at things that can trip us up, what about things 
that can help us out? Let’s take a closer look at every coach’s secret 
weapon... 
 

45-65 
 

with 
video 

Listening 
 
Show slide: Listening  
 
Explain: This isn’t listening as you currently know it. We’re talking about a 
whole new level of listening, and for this we’re going to look to the experts: 
therapists.   
 
Ask: What is it that therapists do that makes them so good at listening? 
[Note to coach: you can either run this as a group discussion, or ask people 
to put their thoughts in the chat function] 
 
Explain: Therapists don’t follow a model or framework, instead they listen 
and use the data they glean from their clients to shape where the 
conversation goes. Specifically they listen for:  
 
Show slide: Listening for...[this slide has builds] 
 
1. The words used:  

• “You said that it was just ‘bad luck’ – what did you mean by that?” 
• “When you say you’re ‘not good enough’, what does good enough 

look like?” 
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• “You said you don’t think you’ll be promoted for years yet, what 
makes you say that?” 

 
2. Repetition 

• “You said ‘fine’ 4 times when describing your current role, what 
would take it from fine to great?”  

• “You mentioned the word ‘deadline’ quite a few times, how are you 
feeling about deadlines? Do they motivate or demotivate you?” 

• “You mentioned your colleague several times, how does your 
relationship work?” 

 
3. Non-verbal cues 

• “Whenever we talk about your potential promotion you sigh – what’s 
going on there?” 

• “When I asked about your workload, I detected a distinct eye-roll – 
tell me more.”  

• “When we talk about deadlines, you start tapping your foot, how are 
you feeling about it?   

 
Show slide: Under the surface 
 
Explain: What listening this way does, is give us opportunities to probe – to 
get beneath the surface, and take the conversations a little deeper. Instead 
of just discussing a difficult project, you can start to probe why the project is 
difficult, the beliefs and behaviours (of your coachee, and of others) that are 
making it so hard. It means the actions that emerge from the conversation 
are far more likely to have impact because they are founded upon a much 
more comprehensive understanding of what’s really going on.  
 
Show slide: probing questions 
 
Explain: Some very simple probing questions are things like:  
 

• In what way? 
• What’s going on there? 
• What did you mean when you said... 
• How did that feel? 
• When have you come across this before? 

 
Explain: Probing doesn’t require any prep or planning, this is just about really 
listening and spotting those interesting cues to find out more.  
 
Explain: Now, for the final chunk of this session, we’re going to look at a few 
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coaching exercises that can help when your coachee gets stuck.  
 

65-85 Coaching exercises 
 
Show slide: Coaching exercises 
 
Explain: Imagine you have a coachee who has consistently struggled to 
perform in their role and doesn’t seem keen to take ownership for improving, 
or perhaps a coachee who is hungry for a new opportunity but doesn’t know 
where to go next. Sometimes it can help to mix things up a bit.  
 
Explain: Here are three exercises for you to keep up your sleeve:  
 
1. The timeline planner: For people who know what they want but can’t see 
how to get there. A great tool for helping create tangible action plans.  

• Get your coachee to visualise it’s X days weeks/ months/ years in the 
future and they are exactly where they want to be.  

• Carve up the time between then and now into sensible milestones (it 
could be days/ weeks/ years).  

• Take your coachee back along the timeline at each milestone asking 
them:  

• What do you need to have done/ decisions do you need to have made 
at this point, to ensure you still get to the end goal.  

• By the time you make it back to the present day, you will have a list of 
clear, consecutive actions/ decisions for the coachee.  

 
2. The performance cracker: For people in a performance funk, demotivated 
and struggling to up their game.  
Draw a scale from 1-10. Give your coachee a pen so they can mark on the 
line. Ask them the following questions:  

• On a scale of 1-10, how would you rate your current 
performance/progress?  

• What three things could you do to nudge your score up just one or 
two?  

• What three things might help you nudge your score up just one or 
two? 

• What three things could you do to get it to 10? 
• What are the three conditions do you need to really shine? 

 
3. The fresh perspective: For people in need of ideas and insight to pave a 
new way forward.  
When your coachee is stuck for a way forward or a different tack to try, ask 
them to:  
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• Pick 4 very different people – if they were in your situation, what 
would they do?  

• Who else has faced and overcome similar challenges, and overcome 
them in style.  

• If we removed all the barriers, what would you do?  
 
Explain: These tactics are ones for your back pockets, tactics to try with your 
coachee when you feel the need reinvigorate your coaching conversations.  
 
Show slide: Coaching exercise – breakout groups. 
 
Exercise: In your breakout pairs, take each tactic in turn and explore the 
coaching situations in which they might be helpful.  
 
Debrief: What situations did they group identify?  
 

• The timeline planner: Preparing your coachee for a promotion, for 
their next move. Helping a coachee work to repair a damaged working 
relationship. Helping a coachee work towards better collaboration 
with another team. Helping a coachee plan for a complicated project.  

• The performance cracker: For coaches with a performance issue, for 
projects going awry.  

• A fresh perspective: fixing problems, finding creative solutions, 
scoping out a new project, coming up with ideas. 

 
Explain: So to help structure your coaching conversations we have the GROW 
model and for those stuck moments we have some coaching exercises. 
We’ve looked at avoiding coaching pitfalls, crafting great questions and the 
unique power of listening like a therapist. So what’s next? 
 

85-90 What’s next? 
 
Show slide: What’s next 
 
Explain: Our time is up, and this is the last of our Coaching Skills modules. 
There is no better way to master coaching than do it, regularly. Even if it’s 
just with colleagues, friends and family while you build your confidence and 
get comfortable with the questions that work for you.  
 
Show slide: Exercise instructions 
 
Exercise: Before we end the session, we’d just like you to jot down a quick 
reflection on what we’ve learned together into the chat box...maybe one 
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thing you’ll try, a question or concept you liked the look of... 
 
Thank the group for their participation and close the session.  
 

 
APPENDIX 1: After the session 
 
Here is the email copy and PDF that will be shared with the participants after the 
session: 
 
Thank you for taking part in the second Coaching Skills module. As promised attached is 
a pdf with the key content and models covered – this includes the instructions for how 
to run the three coaching exercises we explored today.  
 
Where possible keep up your coaching practice, even if it’s just on friends and family. 
 

 


