
Coaching Toolkit : 10 Ways to Improve 
Your Listening Habits  
 
 

 
1. Start by stopping. Take a moment to inhale and exhale quietly before you begin to 
listen. Your job as a listener is to receive information openly and accurately.  

2. Don’t worry about what you’ll say when the time comes. Silence can be a 
beautiful thing.  

3. Join the sender’s team. When the sender pauses, summarize what you believe has 
been said. “What I’m hearing is that we need to focus on marketing as well as sales. Is 
that correct?” Be attentive to physical as well as verbal communications. “I hear you 
saying that we should focus on marketing, but the way you’re shaking your head tells 
me the idea may not really appeal to you—is that right?”  

4. Don’t multitask while listening. Listening is a full-time job. It’s tempting to multitask 
when you and the sender are in different places, but doing that is counterproductive. 
The human mind can only focus on one thing at a time. Listening with only part of your 
brain increases the chances that you’ll have questions later, ultimately requiring more of 
the speaker’s time. (And when the speaker is in the same room, multitasking signals a 
disinterest that is considered rude.)  

5. Try to empathize with the sender’s point of view. You don’t have to agree, but can 
you find common ground?  

6. Confused? Ask questions. There’s nothing wrong with admitting you haven’t 
understood the sender’s point. You may even help the sender clarify the message.  
 
7. Establish eye contact. Making eye contact with the speaker (if appropriate for the 
culture) is important.  

8. What is the goal of this communication? Ask yourself this question at different 
points during the communication to keep the information flow on track. Be polite. 
Differences in opinion can be the starting point of consensus.  

9. It’s great to be surprised. Listen with an open mind, not just for what you want to 
hear.  

10. Pay attention to what is not said. Does the sender’s body language seem to 
contradict the message? If so, clarification may be in order.  
 
 
Sources: Adapted from information in Barrett, D. J. (2006). Leadership communication. New 
York: McGraw-Hill/Irwin; Improving verbal skills. (1997). Retrieved July 1, 2008, from the 
Institute for Management Web site:http://www.itstime.com/aug97.htm; Ten tips: Active listening. 
(2007, June 4). Retrieved July 1, 2008, from the Communication at Work Web 



 

Coaching Toolbox:  Communication Freezers  
 
Communication freezers put an end to effective communication by making the 
receiver feel judged or defensive. Typical communication stoppers include 
criticizing, blaming, ordering, judging, or shaming the other person. Some 
examples of things to avoid saying include the following:  
 
1. Telling the other person what to do:  
 

“You must…”  
“You cannot…”  

 
2. Threatening with “or else” implied:  
 

“You had better…”  
“If you don’t…”  

 
3. Making suggestions or telling the other person what they ought to do:  

 “You should…”  
“It’s your responsibility to…”  

 
4. Attempting to educate the other person:  

“Let me give you the facts.”  
“Experience tells us that…”  
 

5. Judging the other person negatively:  
“You’re not thinking straight.”  
“You’re wrong.”  
 

6. Giving insincere praise:  
“You have so much potential.”  
“I know you can do better than this.”  
 

 
7. Psychoanalyzing the other person:  

“You’re jealous.”  
“You have problems with authority.”  
 

8. Making light of the other person’s problems by generalizing:  
“Things will get better.”  
“Behind every cloud is a silver lining.”  



 
 
9. Asking excessive or inappropriate questions:  

 “Why did you do that?”  
“Who has influenced you?”  
 

10. Making light of the problem by kidding:  
“Think about the positive side.”  
“You think you’ve got problems!”  

 
 
Sources: Adapted from information in Tramel, M., & Reynolds, H. (1981). 
Executive leadership. Englewood Cliffs, NJ: Prentice Hall; Saltman, D., & O’Dea, N. Conflict 
management workshop PowerPoint presentation. Retrieved July 1, 2008, from 
http://www.nswrdn.com.au/client_images/6806.PDF; Communication stoppers. Retrieved July 1, 
2008, from Mental Health Today Web site: http://www.mental-health-
today.com/Healing/communicationstop.htm.  





  

GROW Model 
 
 

 

 

Goal 
Coaching starts with establishing a goal. It could be a performance goal, a 
development goal, a problem to solve, a decision to make, or a goal for the 
coaching session. For clarity of goal setting as well as consistency across your 
team, encourage your employees to use a S.M.A.R.T. goal format, where the 
letters stand for: 

• Specific 
• Measurable 
• Attainable 
• Realistic 
• Timely 

The following nine questions can help people gain clarity on their goal(s): 

1. What do you want to achieve from this coaching session? 
2. What goal do you want to achieve? 
3. What would you like to happen with ______? 
4. What do you really want? 
5. What would you like to accomplish? 
6. What result are you trying to achieve? 
7. What outcome would be ideal? 
8. What do you want to change? 
9. Why are you hoping to achieve this goal? 

https://www.thebalancecareers.com/performance-development-planning-1916761
https://www.thebalancecareers.com/performance-development-planning-1916761


Current Reality 

This step in the GROW model helps you and the employee gain awareness of 
the current situation–what’s going on, the context and the magnitude of the 
situation for example.  

The key is to take it slow and easy with your questions. It’s not a rapid-fire 
interrogation. Let the employee think about the question and reflect on his or her 
answers. Use active listening skills, as this is not the time to jump to solution 
generation or share your own opinions. 

The following 17 questions are designed to clarify the current reality: 

1. What is happening now (what, who, when, and how often)? What is the 
effect or result of this? 

2. Have you already taken any steps towards your goal? 
3. How would you describe what you did? 
4. Where are you now in relation to your goal? 
5. On a scale of one to ten where are you? 
6. What has contributed to your success so far? 
7. What progress have you made so far? 
8. What is working well right now? 
9. What is required of you? 

1. Do you know other people who have achieved that goal? 
2. What did you learn from _____? 
3. What have you already tried? 
4. How could you turn this around this time? 
5. What could you do better this time? 
6. If you asked ____, what would they say about you? 
7. On a scale of one to ten how severe/serious/urgent is the situation? 
8. If someone said/did that to you, what would you think/feel/do? 

 

 

 

 

https://www.thebalancecareers.com/listening-skills-524853


Options 

Once you both have a clear understanding of the situation, 
the coaching conversation turns to what the employee can do to reach their 
goal.  

These 17 questions are designed to help the employee explore options and/or 
generate solutions: 

1. What are your options? 
2. What do you think you need to do next? 
3. What could be your first step? 
4. What do you think you need to do to get a better result (or closer to your 

goal)? 
5. What else could you do? 
6. Who else might be able to help? 
7. What would happen if you did nothing? 
8. What has worked for you already? How could you do more of that? 
9. What would happen if you did that? 

1. If someone did/said that to you what do you think would happen? 
2. What's the best/worst thing about that option? 
3. Which option do you feel ready to act on? 
4. How have you tacked this/a similar situation before? 
5. What could you do differently? 
6. Who do you know who has encountered a similar situation? 
7.  If anything was possible, what would you do? 
8. What else? 

 
 

 

 

 

 

https://www.thebalancecareers.com/tips-for-effective-coaching-1917836


Will, or Way Forward 

This is the last step in the GROW model. In this step, the coach checks 
for commitment and helps the employee establish a clear action plan for next 
steps. Here are 16 questions to help probe for and achieve commitment:  

1. How are going to go about it? 
2. What do you think you need to do right now? 
3. Tell me how you’re going to do that. 
4. How will you know when you have done it? 
5. Is there anything else you can do? 
6. On a scale of one to ten, what is the likelihood of your plan succeeding? 
7. What would it take to make it a ten? 
8. What obstacles are getting in the way of success? 
9. What roadblocks do you expect or require planning? 

1. How will you know you have been successful? 
2. What support do you need to get that done? 
3. What will happen (or, what is the cost) of you NOT doing this? 
4. What do you need from me/others to help you achieve this? 
5. What are three actions you can take that would make sense this week? 
6. On a scale of one to ten, how committed/motivated are you to doing it? 
7. What would it take to make it a ten? 

 

The Bottom Line 

A coaching conversation hardly ever follows a nice, neat sequential four-step 
path. However, an arsenal of awesome questions within the GROW framework 
gives managers the confidence needed to get started, until it becomes a natural, 
conversational flow, ebbing back and forth within the framework. 

 

 

https://www.thebalancecareers.com/role-of-team-commitment-in-team-building-1919254


 

 Goals for Employee Development 
 

Areas in which my people will falter                      Ways in which I can help them develop 

 

 

 

 

 

 

 

 

 

Areas in which my people will                              How can I help them learn to solve  
encounter problems                                             these problems 
 

 

 

 

 

 

 

 

 

 

Adapted from:  13 Fatal Errors Managers Make and How You Can Avoid Them,  W. Steven Brown, Berkley 
Publishing 



 

 

 

Delegating Self-Assessment 

For each of the following questions, select the answer that best describes your approach to 
delegating task to subordinates.  Respond as you have behaved or would behave, not as you 
think you should behave. 

 

When delegating to a subordinate, I:                               usually      Sometimes    Seldom 
 

1. Explain exactly how the task should be accomplished         ______            _____             ____ 

2. Specify the end results I expect                                            ______            _____             ____ 

3. Feel that I lose control                                                          ______            _____             ____ 

4. Expect that I’ll end up doing the task over again myself      ______            _____             ____ 

5. Only delegate routine or simple tasks                                  ______            _____             ____ 

6. Clarify to subordinates the limits of their authority                ______            _____             ____ 

7. Establish progress reports dates with the subordinate         ______            _____             ____ 

8. Inform all who will be affected that delegation has occurred ______            ____             ____ 

 

 

Adapted from:  Training in Interpersonal Skills, Stephen P. Robbins, Phillip L. Hunsaker, 6th edition, Prentice Hall 

 

 

 

 

 

 

 



Self- Assessment:  What Kind of Leader Am I? 

                                                                                    Strongly Disagree        Strongly Agree 

1. I like to stand out from the crowd                       1       2             3         4     5 

2.  I feel proud and satisfied when I influence 
                Others to do things my way                        1       2             3         4     5 
 

3.  I enjoy doing things as part of a group rather        1       2             3         4     5 
Than achieving results on my own 
 

4.  I have a history of becoming an officer in         1       2            3         4     5 
 Clubs and/or organized sports 
 

5. I try to be the one who is most influential          1       2             3         4     5 
In task groups at work 
 

6. In groups, I care most about good                     1       2            3         4     5 
Relationships 
 

7. In groups, I most want to achieve                      1       2             3         4     5 
task goals 
 

8. In groups, I always show consideration             1       2             3         4     5 
            for the feelings and needs of others 
 

9. In groups, I always structure activities               1       2             3         4     5 
and assignments to help get the job done 
 

10. In groups, I shift between being supportive        1       2             3         4     5 
            of others needs and pushing tasks  
            accomplishments 
 
  
Leadership Readiness Score:  Add the scale values you circled on items 1 through 5 
 
Leadership Style Preference Score:   
            Task Emphasis Score:   Add the scale values you circled on items 7 and 9 
 
            Relationship emphasis score:  Add the scale values you circled on items 6 and 8 
 
            Difference between task and relationship score; 
            Check the higher score:  Task___  or Relationship ___ 
 
Adaptability Score:   Your score on item 10  
 
Adapted from:  Training in Interpersonal Skills, Stephen P. Robbins, Phillip L. Hunsaker, 6th edition, Prentice Hall 
 



Employee Productivity Exercise: 
 
This exercise will help you identify the kinds of motivational factors that may help your 
employee close their productivity gaps.  Read the ten (10) factors listed below, than 
rank the one you feel would be the most effective motivator at the top and so on down 
the line.  Once you have completed ranking the items from top to bottom, ask one of 
your employees to complete the same exercise.  To gain new insights, match and 
discuss the answers. 
 

• More recognition 
 

• Involvement in Decision making 
 

• Opportunity to be heard 
 

• Opportunity to learn 
 

• Sharing problems and challenges 
 

• Freedom from close supervision 
 

• Being trusted and respected as an individual 
 

• Getting time off to handle personal problems 
 

• Enjoying some fun on the job 
 

• Opportunity to discuss personal plans and goals 
 
 
 
 
Adapted from:  Supervisor’s Survival Kit, Cliff Goodwin, Daniel B. Griffth, 11th edition, Pearson Prentice Hall 
 
 
 


