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Leading with a coaching 
mindset

+340 +1500 +50
happy leaders hours coached  2024 graduates of 

Leader as Coach 

I am Petra Holic and I help managers lead their teams 

without  micromanaging. 

The 3 myths 
of good leadership 

How to engage 
with people as 
a coaching leader

Coaching tips 
to boost your day-to-day work
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I have to be the 
smartest person  
in the room 

MYTH # 1

I always have to  
tell them  
what to do

 

MYTH # 2
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I must tell them  
what I think  
of them 

MYTH # 3

MYTH # 3

MYTH # 1 MYTH # 2

I must tell them  
what I think  
of them 

I have to be  
the smartest  
person  
in the room 

I always have to  
tell them  
what to do
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“Having a bad manager is often 
a one-two punch. Employees feel 
miserable at work, and that 
misery follows them home, 
compounding the stress and 
putting their well-being in peril.”
 

The State of the American Manager, 2017, Gallup 

 

“I was promoted because I was 
successful in a previous non-
managerial role.” 

 

“I have a lot of experience in 
my company or field.”
 

The State of the American Manager, 2017, Gallup 
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Chartered Management Institute, UK, 2023 

I have to be the smartest person in the room MYTH # 1

“If you believe your role as a leader is to be the smartest in 
the room and to make sure that everybody knows how 
smart you are, you're wrong. If you believe that your role as a 
leader is to create an environment where others can be 
successful, then you're on the right track”. 

former CEO of Best Buy - Hubert Joly 
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I have to be the smartest person in the room MYTH # 1

Coaching for Performance, John Whitmore, 2017 

I always have to tell them what to do

 
MYTH # 2
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I must tell them what I think of them 

 

MYTH # 3

Ask the most important question

 
Bonus TIP
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Ask the most important question

 
Bonus TIP

MYTH # 2

MYTH # 1

MYTH # 3

I must tell them  
what I think  
of them 

I have to be  
the smartest  
person  
in the room 

I always have 
to  
tell them  
what to do 

ASK delegation 

questions,  
instead of telling people what 

to do  

 

ASK for their opinion, 
instead of focusing on  

being smart 

  

ASK for feedback,  
before pushing feedback 

 

Leading with a coaching mindset
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Thank You 

+340 +1500 +50
happy leaders hours coached  2024 graduates of 

Leader as Coach 

For your attention, energy and participation during the 

Leading With A Coaching Mindset presentation 

www.petraholic.com
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YOUR POWERFUL QUESTIONS BANK

A S S E S S M E N T

W h a t  d o  y o u  m a k e  o f  i t ?

W h a t  d o  y o u  t h i n k  i s  t h e  b e s t ?

H o w  d o e s  i t  l o o k  t o  y o u ?

W h a t  r e s o n a t e s  f o r  y o u ?

C L A R I F I C A T I O N

W h a t  d o  y o u  m e a n ?

W h a t  d o e s  i t  f e e l  l i k e ?

W h a t  m o r e  c a n  y o u  s a y ?

W h a t  d o  y o u  w a n t ?

E L A B O R A T I O N

C a n  y o u  t e l l  m e  m o r e ?
W h a t  e l s e ?
W h a t  o t h e r  i d e a s  /  t h o u g h t s  /  f e e l i n g s
d o  y o u  h a v e  a b o u t  i t ?

E X P L O R A T I O N

W h a t  i s  h e r e  y o u  w a n t  t o  e x p l o r e ?
W h a t  p a r t  o f  t h e  s i t u a t i o n  h a v e  y o u  n o t
e x p l o r e d ?
W h a t  o t h e r  a n g l e  c a n  y o u  t h i n k  o f ?
W h a t  i s  j u s t  o n e  m o r e  p o s s i b i l i t y ?
W h a t  a r e  y o u r  o t h e r  o p t i o n s ?

R O O T  C A U S E  

W h a t  c a u s e d  t h i s ?

W h a t  l e d  u p  t o  i t ?

W h a t  h a v e  y o u  t r i e d  s o  f a r ?

W h a t  d o  y o u  m a k e  o f  i t  a l l ?

A N T I C I P A T I O N  

W h a t  i s  p o s s i b l e ?  

W h a t  i s  t h e  b e s t  p o s s i b l e  o u t c o m e ?

W h a t  i s  e x c i t i n g  t o  y o u  a b o u t  t h i s ?

W h a t  d o e s  y o u r  i n t u i t i o n  t e l l  y o u ?

I M P L E M E N T A T I O N

W h a t  i s  t h e  a c t i o n  p l a n ?
W h a t  w i l l  y o u  h a v e  t o  d o  t o  g e t  t h e
j o b  d o n e ?
W h a t  s u p p o r t  d o  y o u  n e e d  t o
a c c o m p l i s h  t h i s ?
W h a t  w i l l  y o u  d o ?
W h e n  w i l l  y o u  d o  i t ?

I N T E G R A T I O N

W h a t  w i l l  y o u  t a k e  a w a y  f r o m  t h i s ?
W h a t  w a s  t h e  l e s s o n ?
H o w  c a n  y o u  m a k e  s u r e  y o u
r e m e m b e r  w h a t  y o u  l e a r n e d ?
H o w  w o u l d  y o u  p u l l  a l l  t h i s  t o g e t h e r ?

L E A R N I N G

I f  y o u  h a d  a  f r e e  c h o i c e  i n  t h e  m a t t e r ,
w h a t  w o u l d  y o u  d o ?
I f  t h e  s a m e  t h i n g  c o m e s  u p  a g a i n ,  w h a t
w o u l d  y o u  d o ?
I f  w e  c o u l d  w i p e  t h e  s l a t e  c l e a n ,  w h a t
w o u l d  y o u  d o ?
I f  y o u  h a d  t o  d o  i t  o v e r  a g a i n ,  w h a t  w o u l d
y o u  d o ?

O P T I O N S

W h a t  a r e  t h e  p o s s i b i l i t i e s ?
I f  y o u  h a d  y o u r  c h o i c e ,  w h a t  w o u l d  y o u  d o ?
W h a t  a r e  p o s s i b l e  s o l u t i o n s ?
W h a t  w i l l  h a p p e n  i f  y o u  d o ?
W h a t  w i l l  h a p p e n  i f  y o u  d o n ’ t ?
W h a t  o p t i o n s  c a n  y o u  c r e a t e ?

L E A D E R  A S  C O A C H
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MY TOP 3  FAVOURITE QUESTIONS FROM THE QUESTIONS BANK:

YOUR POWERFUL QUESTIONS BANK

P L A N N I N G

W h a t  d o  y o u  p l a n  t o  d o  a b o u t  i t ?

W h a t  i s  y o u r  g a m e  p l a n ?

W h a t  k i n d  o f  p l a n  d o  y o u  n e e d  t o  c r e a t e ?

N o w  w h a t ?

R E S O U R C E S

W h a t  r e s o u r c e s  d o  y o u  n e e d  t o  h e l p  y o u  d e c i d e ?

W h a t  d o  y o u  k n o w  a b o u t  i t  n o w ?

W h a t  k i n d  o f  p i c t u r e  d o  y o u  h a v e  r i g h t  n o w ?

W h a t  r e s o u r c e s  a r e  a v a i l a b l e  t o  y o u ?

O U T C O M E S  

W h a t  d o  y o u  w a n t ?

W h a t  i s  y o u r  d e s i r e d  o u t c o m e ?

W h a t  w o u l d  i t  l o o k  l i k e ?

P E R P E C T I V E

W h e n  t h i s  p r o j e c t  i s  o v e r ,  w h a t  w i l l  y o u  w a n t  t o  s a y

a b o u t  i t ?

W h a t  w i l l  m a t t e r  a b o u t  t h i s  w h e n  w e  a r e  d o n e ?

I n  t h e  b i g g e r  s c h e m e  o f  t h i n g s ,  h o w  i m p o r t a n t  i s  t h i s ?

S o  w h a t ?

P R E D I C T I O N S

H o w  d o  y o u  s u p p o s e  i t  w i l l  w o r k  o u t ?

W h a t  w i l l  t h a t  g e t  y o u ?

W h e r e  w i l l  t h i s  l e a d ?

W h a t  a r e  t h e  c h a n c e s  o f  s u c c e s s ?

W h a t  i s  y o u r  p r e d i c t i o n ?

SELF-REFLECTION

IN  WHAT SITUATION COULD I  USE THESE QUESTIONS?

ON A SCALE OF 1  TO 10 ,  HOW READY AM I  TO START USING THESE?

N O T  R E A D Y  A T  A L L 1 0 0 %  R E A D Y

A D A P T E D  F R O M  C O A C H I N G  F O R  P E R F O R M A N C E ,  J O H N  W H I T M O R E
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#1
W h a t  a r e  t h e  a r e a s  w h e r e  I  n e e d  t o  l e t  g o ,  d e l e g a t e  m o r e  t o  y o u ?

 #2

W h a t  a r e  t h e  a r e a s  w h e r e  I  n e e d  t o  g e t  m o r e  i n v o l v e d  o r  p r o v i d e  m o r e  h e l p  t o  y o u ?

#3

W h e r e  d o  y o u  e v e r  s e e  m e  d o i n g  t h i n g s  t h a t  I  d o n ’ t  n e e d  t o  b e  d o i n g ?

# 4

H o w  c a n  I  l e t  g o  o f  s o m e  o f  m y  w o r k  a n d  g i v e  i t  t o  o t h e r s ?

Marshall  Goldsmith’s 4 questions
 model for better delegating

“ E F F E C T I V E  L E A D E R S  K N O W  W H O  O N  T H E I R  T E A M  C A N
B E  L E F T  A L O N E  A N D  W H O  N E E D S  M O R E  D I R E C T I O N ” .  

M A R S H A L L  G O L D S M I T H  



YOUR FEEDBACK QUESTIONS BANK

F E E D B A C K  A S K I N G  Q U E S T I O N S  
F O R  Y O U R  1 : 1 S

H o w  i s  o u r  1 : 1  a g e n d a  w o r k i n g  f o r  y o u ?  

W h a t  d o  I  n e e d  t o  c h a n g e / a d d / r e m o v e  f r o m  o u r  1 : 1  a g e n d a ?

H o w  c a n  I  d o  b e t t e r  a t  p r o v i d i n g  y o u  w i t h  f e e d b a c k ?

H o w  c a n  I  h e l p  y o u  w i t h  t h i s  p r o j e c t ?

H o w  c a n  I  s u p p o r t  y o u  d u r i n g  o u r  1 : 1 s ?

W h a t  d o  y o u  n e e d  m e  t o  d o  m o r e  o f ?

W h a t  d o  y o u  n e e d  m e  t o  d o  l e s s  o f ?

H o w  c a n  I  m a k e  o u r  1 : 1 s  m o r e  u s e f u l ?

W h a t ’ s  t h e  o n e  t h i n g  c a n  I  d o  d i f f e r e n t l y  t o  h e l p  y o u  b e  b e t t e r ?

W h a t ’ s  t h e  o n e  o b s t a c l e  I  c a n  r e m o v e  s o  t h a t  y o u  c a n  s u c c e e d ?

W h a t  c o u l d  I  d o  o r  s t o p  d o i n g  t h a t  w o u l d  m a k e  i t  e a s i e r  f o r  y o u

t o  w o r k  w i t h  m e ?

F E E D B A C K  Q U E S T I O N S  B E F O R E  O R  A F T E R  K E Y
M E E T I N G S  O R  P R E S E N T A T I O N S

H o w  c a n  I  d o  b e t t e r  a t  r u n n i n g  o u r  m e e t i n g s ?

W h a t  w a s  f o r  y o u  t h e  m o s t  u s e f u l  s l i d e  /  p a r t  o f  t h e  c a l l  /

p r e s e n t a t i o n ?

W h a t  d o  y o u  t h i n k  w e  s h o u l d  s p e n d  m o r e / l e s s  t i m e  a t ?

A t  w h a t  p o i n t  i n  t h e  p r e s e n t a t i o n / m e e t i n g  d i d  y o u  f e e l

m o s t / l e a s t  e n g a g e d ?

I f  I  s p o k e  o n  t h i s  t o p i c  a g a i n ,  w h a t  e l s e  w o u l d  y o u  w a n t  t o

k n o w  a b o u t ?

I f  t h e r e  w a s  o n e  t h i n g  t o  i m p r o v e  t h i s  p r e s e n t a t i o n / m e e t i n g ,

w h a t  w o u l d  i t  b e ?

W h a t  d o  y o u  r e m e m b e r  a b o u t  m y  b o d y  l a n g u a g e  w h i l e  I

s p o k e ?

W h a t  e l s e  w e r e  y o u  h o p i n g  t o  s e e / h e a r / l e a r n  t h a t  y o u  d i d  n o t ?

I f  I  w o u l d  r e m o v e  o n e  s e c t i o n  f r o m  t h e  p r e s e n t a t i o n / m e e t i n g  -

w h a t  w o u l d  i t  b e  a n d  w h y ?

W h a t  w a s  t h e  b i g  e l e p h a n t  i n  t h e  p r e s e n t a t i o n / r o o m  I  h a v e  n o t

a d d r e s s e d ?

L E A D E R  A S  C O A C H


