
 
 

LEADERSHIP COACHING 101 
 
 
In Leadership Coaching: Personal 
Insights to Inspiring Others©, I 
describe how leaders [regardless of 
their organizational level] become 
learners, using the OPENS model.  
 
It is intended as a template to: 

 Describe the coaching 
relationship between the leaders 
[who could be any member of 
the leadership team] and the 
coached [a more junior member 
of the management/leadership 
team], 

 Describe the overall format of 
the discussion or conversation, 
and 

 Introduce mindfulness (critical 
reflection) into a leader’s role as 
a coach. 

 
The OPENS model reflects the 
following coaching initiatives: 
O = Objectives and goals, 
P = Process, 
E = Envisioning, and 
NS = Next Steps. 
 
To clarify the terminology: the 
senior leader is the internal coach. 
She/he may have a variety of 
titles, dependent on the 
organization, from CEO, CFO, 

President, and Executive VP. That 
individual would be the ‘coach’ in 
the examples that follow. The 
direct reports to the President or 
VP or Manager are the ‘coached.’ 
 
Titles will reflect their position in 
the organization’s hierarchy. If, for 
example, the Board Chair were the 
coach, the President would likely be 
the coached. If the HR Director was 
the coached, then the President or 
CEO would be the coach. 
 
Let’s now explore some segments 
of the OPENS model by suggesting 
the following 6 steps: 
 

 The Big Picture 
The first question we ask focuses 
on ‘where are we going?’  
• The coach outlines where the 

larger organization or Division is 
going in terms of Vision, 
Mission, goals and key 
strategies. 

• The coach then asks the 
coached where he/she thinks 
the larger organization should 
be going. 

By including all the direct reports in 
this discussion, coaches can build 
alignment and commitment to a 
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larger organizational Vision than 
they might otherwise have. 
 
The coach will repeat this process 
with all of his/her direct reports 
[coached]. We should not assume 
that the leader will agree with 
every direct report on every issue.  
 
Leadership is not about winning a 
popularity prize. Sometimes the 
coached [like all humans] may 
have ‘negative’ or ‘inconsistent’ 
ideas. However, it is important that 
the coach focuses on 
understanding whatever 
disagreement may arise and 
respects the differing opinions. 
 

 Where are you going? 
This question deals with the direct 
report’s Vision, Mission, goals and 
key strategies for their part of the 
organization. 
• Direct reports discuss where 

their part of the organization is 
going. 

• Senior leaders [coaches] give 
their view on where they think 
this part of the organization 
should be going. 

 
By the end of this conversation two 
types of alignment should have 
been achieved: 
• The Vision, Mission, goals and 

key strategies of the direct 
reports [coached] for their part 
of the organization [Division, 
Department, etc.] should be 
aligned with the overall Vision 
and Mission of the larger 
organization. 

• The individual goals and key 
strategies of direct reports 

should be aligned with that of 
the larger organization. 

 
 What are we doing well? 

Senior leaders construct this part of 
the conversation by offering an 
assessment of what the coached 
and their parts of the organization 
[Division, Department] are doing 
well/not so well. 
 
Then the tables are turned and the 
coached tell the senior leader what 
they think they and other parts of 
the organization are doing well/not 
so well.  
 
When achievements are being 
reached, appropriate recognition is 
required. 
 
With the current shortage of talent 
the absence of recognition by the 
senior leader will add to turnover 
and not retention. No matter how 
busy the coach, the direct reports 
will always want recognition for 
their accomplishments. 
 
 

 Suggesting priority ideas for 
improvement? 

Frequently senior leaders are faced 
with, at least, two problems when 
providing feedback. 
• Their suggestions are perceived 

to have been written on ‘tablets 
of stone’, and 

• Once the coach begins, he/she 
forgets when ‘enough is 
enough’. 

 
Suggestions for improvement in 
performance should be orientated 
towards the ‘big picture’ [see #1 
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above]. The suggestions should be 
written out – key words – to 
reinforce their importance. The big 
caution is that the coach does not 
turn this into a performance review 
session or appear to be judging vs. 
helping the coached. 
 
One way of tempering this caution 
is to reverse the question in the 
second half of the conversation. For 
example, the coach could ask the 
coached, “If you were your own 
coach, what suggestion would you 
offer to yourself”? 
 
  
More often than one would expect, 
the senior leader begins to modify 
their original suggestion in light of 
the coached feedback. 
 

 How can I help you? 
This is likely the most important 
question any leader [regardless of 
position] can ask his/her direct 
reports. 
 
The removal of roadblocks, so the 
direct report can get on with 
achieving success will be 
appreciated by all. Senior leaders 
can begin by listening to their 
direct reports’ suggestions on how 
they can become more helpful.  
 
They can also participate in the 
discussion by suggesting tactics 
and then asking, “Do you feel the 
method will be more effective?”  
 
As a coach if you do not receive the 
quality of feedback that you 
expected, one option is to spend 
more time coaching. However, be 

cautious as you can do more harm 
than good. The goal is not to put 
coaching on auto-pilot. The key is 
selectivity--coaching the right 
direct reports on the right topic. 
 

 What feedback do you have for 
me? 

Research has shown that coaches 
who ask their direct reports to 
provide them with feedback on 
one-to-three critical leadership 
behaviours or traits are almost 
always seen as dramatically 
increasing their effectiveness. 
 
For this feedback to have meaning 
it must be managed in a timely 
manner, e.g. quarterly--asking for 
feedback annually has little impact. 
Giving feedback to each other, as it 
relates to the Vision, Mission, goal 
and key strategies, changes a 
coach’s monologue to a coach and 
coached dialogue. 
 
For further discussion, please refer 
to: Leadership Coaching: Personal 
Insights to Inspiring Others©.   
 
 

 


