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What it is What it isn’t Benefits 

Mentor

A mentor is usually a 
senior person who shares 
experience and advises a 
junior person working in 
the same field. 

Someone who diagnoses 
problems, offers directions, 
or serves as a formal 
consultant. 

Mentors are best positioned 
to support you and be your 
champion. 

Therapist
A therapist typically deals 
with personal problems and 
may be past-focused.  

Someone who offers 
business advice.

Therapists are best 
positioned to help you 
identify and address 
underlying challenges.

Consultant
A consultant is a subject 
expert who advises 
on specific workplace 
challenges. 

Someone who advocates on 
your behalf or helps you tap 
into your best self.

Consultants are best 
positioned to help you 
tackle current workplace 
challenges. 

Manager

A manager is someone who 
has positional authority 
(based on job title) and 
manages one’s workflow; 
they offer performance 
feedback. 

Someone who is a subject 
matter expert or advisor.

Managers are best 
positioned to help you 
structure your work 
on a day-to-day basis 
(e.g., prioritize tasks and 
projects).

Coach

A coach does not typically 
give advice or necessarily 
pass on experience (they 
don’t need to understand 
the coachee’s field or job 
role); instead, s/he uses 
questions to facilitate the 
other person’s thinking and 
practical learning. 

Someone who diagnoses 
problems or uncovers past 
problems that are impacting 
you in the present. 

Coaches are best positioned 
to help you find answers 
to your own challenges by 
asking the right questions 
and listening deeply. 

Business 
Psychologist

A business psychologist is 
a trained psychologist with 
expertise on the workplace 
and leadership. 

Someone who serves as a 
mentor or formal consultant. 

Business psychologists are 
best positioned to optimize 
success and plan forward for 
sustainable growth. 

Leader as Coach  
You’ve likely heard about the powerful impact of adopting a coaching mindset as a leader. However, 
mindset is only one part of becoming a leader coach. 

This resource defines coaching, explores its benefits, and offers insight on how to structure a 
coaching conversation, and highlights some tools to help structure your coaching. 

Coaching Defined 
The first step is to understand what coaching is and is not.

https://aimleadership.com/wp-content/uploads/2019/05/AIM_coaching-3-1.pdf
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Differentiating Relationships In the Workplace 
Relationships are complex and multivariate. We can also wear many hats without eroding boundaries. 

Different Types of Coaching
In recent years, coaching has become more popular across sectors and contexts and come to include 
many different types of interactions. 

While some coaches are external (i.e., they don’t work for an organization and are brought in to 
coach individuals or teams for a set amount of time), other coaches are internal (i.e., they are 
employees—usually in senior management or leadership positions—who coach other employees). 

Most internal coaching falls into one of the following categories: 

With the awareness and practice, it is possible to gracefully shift between many different roles (e.g., 
mentor, manager, and coach).  

DIFFERENTIATORS: 

• Be intentional;  

• Consciously select your role (i.e., what is the appropriate role in any given moment) and name the shift; 
and

• At first, don’t toggle between different roles simultaneously, as they all demand different capacities. 

1. What is the right role for the situation at hand?

2. What is the relationship, and what needs to happen to tackle the challenges we are currently facing?

3. How can I be clear about the hat I’m wearing at any given moment, and why might this be important? 
For example, how, when, and why do I signal that I’m speaking as a coach, not friend, boss, or peer?

FRIENDBOSS MENTORPEER COACH

TYPES OF WORKPLACE RELATIONSHIPS

Executive Coaching
Is increasingly being recognized as the way for 
organizations to support executives and keep 
them on track. 

Performance Coaching
Helps employees at all levels better understand 
the requirements of their jobs, the competencies 
needed to fulfill those requirements, and any 
gaps in their current performance.

Leadership Coaching
Is offered to high-potentials to help prepare them 
pursue future leadership roles and to existing 
leaders to help them clarify their priorities, 
overcome challenges, and amplify strengths. 

Team Coaching
Works with an intact team to gain alignment, 
clarify vision and strategy, and build trust.

Group Coaching
Works with individuals in a group to help them 
better manage stress and collectively work 
toward achieving specific goals. 
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Managing and Leading vs. Leading as a Coach

How to Structure a Coaching Relationship

MANAGER LEADER LEADER AS COACH

• Assigns work and overseas 
everyday tactical decisions

• Sets expectations and 
determines outcomes and 
deliverables 

• Monitors deadlines

• Provides ongoing 
performance feedback 

• Sets vision

• Clarifies strategy 

• Ensures the right talent is 
present to execute on key 
deliverables  

• Inspires team members to 
be their self

• Leads forward 

• Asks challenging yet probing 
questions 

• Engages team members to 
set them up for success

• Helps them... 

• Identify strengths and 
challenges

• Seize opportunities

• Shift between altitudes and 
see things from different 
perspectives

• Overcome barriers and 
problem solve to be more 
effective, efficient, and 
fulfilled

PLANNING
• Gaining permission
• Determining format (individual, 

group, or team) 
• Clarifying the coaching 

engagement's objectives

COACHING
• Building trust 
• Building rapport / meeting the coachee(s) 

where they are at 
• Listening deeply 
• Asking questions to help the coachee(s) find 

answers to their own questions
• Using the coachee(s) words and examples 

to mirror back to them what they are 
uncovering in the conversation

CONTRACTING
• Being transparent about what coaching is/is 

not
• Fostering a coaching collaboration 
• Providing a forum for structured conversations 

(e.g., deciding when and where the 
conversations will take place, how long each 
coaching sessions will be, etc.)  

• Ensuring the coachee(s) understand the 
difference between coaching and other types of 
professional conversations (e.g., the difference 
between a coaching and advising session)

EVALUATING
• Soliciting feedback on the coach, the 

engagement, and the collaboration (most 
importantly, on its impact on the coachee) 

• Discovering what worked well in the process, 
what could have worked better, and what 
should change moving forward to  set the 
coachee up for success

• Identifying the coachee's future coaching 
priorities
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Earning the Right to Coach 
Although many people complete coach training, simply training as a coach doesn’t necessarily earn 
you the right to coach others.  

It starts with trust and a strong desire to build rapport. 

Great coaches truly walk their talk.  The best have spent years learning, doing their own growth work, 
and being coached by others. 

More importantly, they continue to do their own work whether or not they have their coach hat on.  
This is vital to being fully present for the coachee and leading with the head, heart, and body. 

Coaching Power Tools 
Active Listening: Listening to the client’s words and listening beyond the words. Said differently, 
active listening is about the ability:
• to focus completely on what the client is saying and is not saying;
• to understand the meaning of what is being said in relation to the client's desires and self-

expression; and 
• To observe the behavior, emotions, and energy of the client.

Bottom-lining: Understanding the essence of the coachee’s communication and reflecting back to 
them their most important point, challenge, or concern. In essence, it is about cutting to the chase to 
help advance the conversation. 

Questioning: Ability to ask questions that reveal the information needed for maximum benefit to the 
coaching relationship and the client. 

Staying Silent/Holding Space: Creating a safe, calm, non-judgmental space for the client to fully 
open up, and using silence as a tool for greater client introspection.  

Developing Competencies 
When we set out to learn something new, we move through predictable stages, starting with 
unconsciously incompetent and, in some cases, eventually reaching mastery. 

•	Unconsciously Incompetent:  You don’t know what you don’t know. 

•	Consciously Incompetent: You know what you don’t know. 

•	Consciously Competent: You know what you know, but it requires intention and attention. 

•	Unconsciously Competent: You know what you know so well it becomes effortless. 

•	Mastery: You are able to move beyond unconscious competence to distill what you know and how 
you know it to others. 

CONSCIOUSLY 
COMPETENT

UNCONSCIOUSLY 
INCOMPETENT

MASTERY

CONSCIOUSLY 
INCOMPETENT

UNCONSCIOUSLY 
COMPETENT
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AIM Leadership Tools to Help Structure Coaching Conversations  
Managing Change (The Donut)
An easy way to identify whether a coachee is living in their comfort zone, learning zone, or on terror's 
edge. 

Expanding and Strengthening Your Container
A powerful framework to help the coachee reflect on where and how they are operating and whether 
these conditions are serving them. 

Building Trust
A series of frameworks to help the coachee build awareness on the foundations of trust.

Circles of Control
A simple conceptual model to help the coachee understand what is in their circle of control versus 
their circles of influence and concern.

The Johari Window
A popular coaching tool designed to help the coachee explore what is hidden and known both to the 
self and others. 

Accelerated Growth
A formula for helping the coachee drive their own  growth.

Assumptions / Myths

Coaching Log  
Start a coaching log or journal to track who you’re coaching, when, in what context, why, and with 
what impact. The log will help you become a better coach and offer you a window into the impact of 
your coaching. 

Coaching Assumptions or Myths Reality

Coaching takes a dedicated block of time and must 
be scheduled.

Impromptu sessions with rapport can also be vital.

Coaching is time-consuming. Realtime, relevant, and actionable is best; you can 
sometimes have a great coaching conversation in just 
5 minutes. 

Anyone with insights and seniority can coach. You don’t need to be an expert in the coachee’s field 
or job role to coach them.

Proximity matters and makes for better coaching Rapport, relationships, and respect are more 
important than physical proximity when it comes to 
coaching.

Training positions you to coach. Walking the talk and doing your own work positions 
you to coach.

https://aimleadership.com/wp-content/uploads/2022/08/AIM_Self-Managing_Donut.pdf
https://aimleadership.com/wp-content/uploads/2022/08/AIM_Self-Managing_Donut.pdf
https://aimleadership.com/wp-content/uploads/2022/08/AIM_Self-Managing_Donut.pdf
https://aimleadership.com/wp-content/uploads/2022/08/AIM_Self-Managing_Donut.pdf
https://aimleadership.com/wp-content/uploads/2022/11/AIM_Container-.pdf
https://aimleadership.com/wp-content/uploads/2022/11/AIM_Container-.pdf
https://aimleadership.com/wp-content/uploads/2022/11/AIM_Container-.pdf
https://aimleadership.com/wp-content/uploads/2022/11/AIM_Container-.pdf
https://aimleadership.com/wp-content/uploads/2021/06/AIM_Trust-1.pdf
https://aimleadership.com/wp-content/uploads/2021/06/AIM_Trust-1.pdf
https://aimleadership.com/wp-content/uploads/2021/06/AIM_Trust-1.pdf
https://aimleadership.com/wp-content/uploads/2022/01/AIM_Circles-of-Control-1.pdf
https://aimleadership.com/wp-content/uploads/2022/01/AIM_Circles-of-Control-1.pdf
https://aimleadership.com/wp-content/uploads/2022/01/AIM_Circles-of-Control-1.pdf
https://aimleadership.com/wp-content/uploads/2022/01/AIM_Joharis-Window-Final.pdf
https://aimleadership.com/wp-content/uploads/2022/01/AIM_Joharis-Window-Final.pdf
https://aimleadership.com/wp-content/uploads/2022/01/AIM_Joharis-Window-Final.pdf
https://aimleadership.com/wp-content/uploads/2022/01/AIM_Joharis-Window-Final.pdf
https://aimleadership.com/wp-content/uploads/2020/07/AIM_Accelerated-Growth_Resource.pdf
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Ideas into Action

AWARENESS: Cultivate an understanding 
of coaching's impact on your leadership  
• Understand how coaching is different than 

other interactions

• Build awareness about its benefits

• Become familiar with coaching competencies  

AGILITY BUILDING: Walk your talk as a 
coach leader
• Be coached as your coaching others (e.g., 

create a coaching exchange with a peer) 

• Incorporate coaching strategies into your 
daily work (e.g., deep listening, asking open 
questions, etc.)

• Start actively coaching team members

AGILITY BUILDING: Leverage coaching to 
lead more effectively
• Intentionally incorporate coaching into your 

work on a daily basis  

• Use coaching in different contexts and 
situations (with individuals, with teams, 
during conflicts, etc.) and track the impacts

• Notice how coaching is helping you level-up 
your leadership

Curious to learn more about how to lead as a coach, and how it can help 
your team? Connect with the AIM Leadership team at aimleadership.com       

© 2022 AIM Leadership

ACCOUNTABILITY: Evaluate the impact of 
leading as a coach   
• Notice when coaching works best (i.e., solicit 

feedback, track impact, and calibrate) 

• Identify ways to improve your coaching practice

• Solicite feedback

INTEGRATE/ACCELERATE: Keep growing as 
a leader coach  
• Invest in additional training 

• Pass on your coaching skills to others on your 
team 

• Create a coaching culture on your team, in your 
unit or division, and across your organization

BONUS 
• Start to notice coachable opportunities.

• Observe when and where you receive 
coaching that works.

• Caution - when you get a new hammer, 
everything looks like a nail. 


