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A Coaching Culture 
is _________
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If your organization’s coaching culture 
were a fitness plan, would it be:
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If your organization’s coaching culture 
were a fitness plan, would it be:

A. A gym membership B. A lifestyle
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Gym Membership
•	 Coaching is an HR initiative, not 

a leadership habit​.
•	 Leaders ask questions after 

they’ve given the answer.​
•	 1:1’s are status updates​.
•	 Coaching is reserved for hipo’s 

and those who need ‘fixing’.
•	 Meetings end with unclear 

ownership.

Coaching Cultures
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Gym Membership
•	 Coaching is an HR initiative, not 

a leadership habit​.
•	 Leaders ask questions after 

they’ve given the answer.​
•	 1:1’s are status updates​.
•	 Coaching is reserved for hipo’s 

and those who need ‘fixing’.
•	 Meetings end with unclear 

ownership.

Lifestyle
•	 Leaders consistently start with: 

What’s your thinking?​
•	 1:1’s include time dedicated to 

coaching​.
•	 Challenges are presented with 

thoughtful solutions, not just as 
problems.​

•	 Meetings produce ownership 
and next steps. 

Coaching Cultures
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Joan Peterson
Vice President

jppeterson@bluepointleadership.com
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Why Coaching? Why Now?
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•	Global employee engagement continues to 
decline.
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•	Global employee engagement continues to 
decline. That decline costs the world economy 
an estimated US$438B in lost productivity. ​

•	Organizations with strong coaching cultures are 
more likely to be high-performing (54% vs 29%). ​

•	Coaching helps employees implement key 
initiatives like upskilling (92%) and well-being 
(90%).​

•	Less than half (44%) of the world’s managers say 
they’ve received management training. 

Why Coaching? Why Now?
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Gallup, State of the Global Workplace 2025

Teaching managers to coach effectively can 
boost performance by 20–28%, and drive 

engagement gains of up to 22%. 
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How can we create an environment where 
coaching is part of our organizational DNA?
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Ways to Build a Coaching Culture:
•	Executives and employees value coaching
•	Leaders/internal coaches have coach-specific training
•	Coaching exists via multiple modalities (manager, 

internal, external)
•	There’s budget and infrastructure
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Skillset ≠ Coaching Culture
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Skillset ≠ Coaching Culture
Skillset + Mindset + Practice → Coaching Culture
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“Before you can 
master a thing, you 
must first understand 
it.”

UNKNOWN
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C O A C H I N G  M Y T H

Coaching means the same thing to everyone.
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Who was your Best Coach?
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Encouraged me

Really listened to me

Took a chance on me

Confronted me

Gave new perspective

Challenged me

Invested in me

Cared about me

Stretched me

Told me the hard truth

Saw something in me

Personal 
Best Coach
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Discovery – exploration & learning

1. How can we make this conversation most useful to 

you?

2. When you are at your very best, what are you 

doing?

3. What excites you most about your future?

4. For what are you most grateful?

5. For what do you want to be known?

6. What can you do better than most everyone else?

7. Are you currently doing your best work?

8. Where have you achieved your greatest success?

9. On what do you waste your time and energy?

10. What are your most ambitious aspirations?

11. If you do not change, what is likely to happen?

12. What distractions are impeding your best work?

13. Whom do you most frequently blame for your 

problems at work?

14. What is the most important unanswered question 

facing you right now?

15. What relationships are most important to you?

16. What talents do you know you have but are not 

using?

17. Whom do you serve?

18. What kind of person or leader do you want to be?

19. What did you do yesterday that is worth talking 

about today?

20. Is your best work ahead of you or behind you?

Creation – possibilities & opportunities

21. What is the most exciting outcome you can 

imagine?

22. How can you do more of the work you love?

23. What will happen if you take your foot off the 

brake?

24. What is an entirely different way of looking at your 

situation?

25. How would others describe your performance and 

your potential?

26. To shift to a new level of performance, what skills 

and competencies do you need to master?

27. What would need to happen for you to feel 

powerful and in control?

28. What thoughts, attitudes, and habits no longer 

serve you well?

29. What would you do if you had unlimited resources?

30. How can you use more of your natural talents 

every day?

31. What future do those who care about you most 

want for you?

32. What is the riskiest, scariest option?

33. What do you do very well, love to do, but no longer 

need to do?

34. If failure had minor consequences, what would you 

do?

35. In what ways can you shine a brighter light into the 

work and lives of others?

36. What would it take to shift your performance to a 

whole new level?

37. What is the most important thing you have learned 

about yourself recently?

38. How can you become more mindful of the people 

around you?

39. How can you have a more positive impact on those 

you care about most?

40. What will make you happy?

Commitment – action & execution

41. What specific outcomes are you expecting?

42. How important are these outcomes to you and 

others? 

43. What is the most potent first step you can take?

44. What milestones will you use to measure your 

progress?

45. What difficult conversation needs to happen?

46. Whose support is most valuable?

47. To whom will you be accountable?

48. What promises will you make to yourself and 

others?

49. What actions do you need to take but are 

avoiding?

50. What will you do when you encounter unexpected 

obstacles?

51. What one personal change will result in the biggest 

benefit?

52. What do you need to learn to accomplish your 

goal?

53. What are you prepared to invest, risk, and 

sacrifice?

54. What short-term breakthroughs will energize your 

undertaking?

55. What new practices will you put in place to make 

sure the changes are enduring?

56. How can you get others eager to partner with you?

57. How will you know when you are on the new road?

58. What are your best sources of feedback to 

measure your progress?

59. What do you need to do so that you will have no 

regrets?

60. How will you celebrate your success?

The 60 Big Coaching Questions

4
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Resource:
The 60 Big Coaching 

Questions
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C O A C H I N G  M Y T H

The best leaders coach all the time.
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Coaching Impact

Directing Coaching

THE TALENT

THE LEADER

Advising

THE LEADERSHIP CONTINUUM

THE
AGENDA

Teaching Mentoring

LASTING IMPACT
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Skillset ≠ Coaching Culture
Skillset + Mindset + Practice → Coaching Culture
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What does a coaching mindset look like?
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A true coach earns 
the right to ask hard 

questions by first 
building deep trust.
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C O A C H I N G  M Y T H

Some people are just “uncoachable.”
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What does it take to 
earn the right to coach?
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Insert Image
“Quote”

AUTHOR NAME

“Treat people as if 
they were what they 
ought to be and you 
help them to become 
what they are capable 
of being.”

JOHANN W. VON GOETHE

BPS-2885 | © Bluepoint, a division of Simplify Compliance LLC. All rights reserved.



Skillset ≠ Coaching Culture
Skillset + Mindset + Practice → Coaching Culture

BPS-2885 | © Bluepoint, a division of Simplify Compliance LLC. All rights reserved.



“We are what we 
repeatedly do. 
Excellence, then, 
is not an act but a 
habit.”

ARISTOTLE
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Role Play vs. 
Real Play
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The Power of Practice
What are ways that organizations can facilitate 
opportunities for leaders to practice coaching?
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The Power of Practice
What are ways that organizations can facilitate 
opportunities for leaders to practice coaching?

•	Application Coaching Pairs/Trios
•	Coaching Assignments: Formal & Informal
•	Team Coaching
•	Coaching Circles
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Application Coaching Pairs/Trios
Best Practices
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Application Coaching Pairs/Trios
Best Practices

•	Pair thoughtfully
•	Provide a clear framework
•	Anchor to real work
•	Build in self-reflection and feedback
•	Celebrate and share learning
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Potential Agenda (30 min)
•	Check-in (2 min each): Quick update on progress
•	Coaching Round 1 (10–12 min): Person A is Talent, Person 

B is Coach
•	Reflection (3 min): What worked? What was learned?
•	Switch Roles (10–12 min): Person B is Talent, Person A is 

Coach
•	Reflection (3 min): Capture insights, agree on next steps
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Formal Coaching Assignments
Best Practices

BPS-2885 | © Bluepoint, a division of Simplify Compliance LLC. All rights reserved.



Formal Coaching Assignments
Best Practices

•	Small & Structured: 3 sessions of 30 minutes over 6 weeks
•	Direct Report, Peer, Colleague from workshop
•	Anchor to everyday work
•	Self-evaluate: What went well? What would I change next time?
•	Ask for feedback: What was helpful? What could have been 

more impactful?
•	Coaching is never perfect. Celebrate progress!
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Coaching Commitments-in-Action
Best Practices

BPS-2885 | © Bluepoint, a division of Simplify Compliance LLC. All rights reserved.



•	Choose an intention: I’m going to pause before giving advice.
•	Daily Cue: When someone brings me a problem or asks me 

for advice.
•	Habit: I’ll pause and ask an open-ended question.
•	Reward: I’ll note and celebrate my coaching for the day.

Don’t Break the Chain!

Coaching Commitments-in-Action
Best Practices
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C O A C H I N G  M Y T H

Coaching is best done one-on-one.
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One-on-one coaching builds individual capability.
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One-on-one coaching builds individual capability.
Team coaching builds collective capability  

(how we think, decide, and execute together).
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Team Coaching
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Team Coaching
Team coaching is NOT:​

•	 A team building activity​
•	 A problem-solving session where the leader solves​ all the problems
•	 Facilitation only
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Team Coaching
Team coaching is NOT:​

•	 A team building activity​
•	 A problem-solving session where the leader solves​ all the problems
•	 Facilitation only

Team coaching IS:​
•	 Creating conditions for performance (clarity, roles/decision rights, 

norms)​
•	 Improving “how we work” while working (real agenda, real decisions)​
•	 Building the team’s capacity to learn (individually and together)
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Building Team Coaching Capabilities
•	Tools (questions, templates)​
•	Fluency (practice, peer coaching)​
•	Judgment (when to coach vs direct)​
•	System (meeting design, decision rights, 

shared language, etc.)
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Coaching Circles
Best Practices

•	Small, structured, safe
•	Focused on real challenges
•	Not about solving each other’s problems, 

but building the muscle of coaching
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Typical Coaching Circle Agenda
•	Welcome/Agenda
•	Psychological Safety
•	Successes/Challenges/Learning Opportunities
•	Coaching Challenges x 2
•	Commitments and Close
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Join Bluepoint for a 
Complimentary Coaching Circle

Please RSVP by putting your email in the chat pod, 
or email us at info@bluepointleadership.com.

March 12th, 12:00-1:30 pm EST
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Building a Coaching Culture in Action
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Power HourPower HourPower Hour

Executive Leaders

Supervisors & Managers

Power HourExecutive Leader 
As Coach

WORKSHOP

Powerful  
Coaching 

Conversations
WORKSHOP

Coaching Circle

Coaching Circle

Coaching Circle

Coaching Circle

Coaching Circle

Coaching Circle

External Coaching

Internal Coaching
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Executive Sponsorship

Leader As Coach
WORKSHOP

Virtual
WORKSHOP

Virtual
WORKSHOP

Coaching Circle Coaching Circle
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Executive Sponsorship

Building Internal Leader Coaches Program

Leader As Coach
WORKSHOP

Application 
Coaching
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C O A C H I N G  M Y T H

You can’t measure the impact of coaching.
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How do you measure the 
ROI of coaching?
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Measuring Outcomes:
Quantitative Measures

•	Leader and key employee retention
•	Team retention and turnover
•	Team morale and engagement
•	Company wide morale
•	Expanded bench strength pool
•	Promotions
•	Expanded and/or new leader roles
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Strategies 

to Evaluate 

the ROI of 

Coaching Resource:
Strategies to Evaluate 
the ROI of Coaching
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The Three Modes of Coaching
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The Three Modes of Coaching
1. Formal, Ongoing 

Coaching
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The Three Modes of Coaching
1. Formal, Ongoing 

Coaching
2. Coaching in  
the Moment
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The Three Modes of Coaching
1. Formal, Ongoing 

Coaching
2. Coaching in  
the Moment

3. A Universal  
Coach-Like Approach
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Making Conversations Matter!
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Join Bluepoint for a 
Complimentary Coaching Circle

Please RSVP by putting your email in the chat pod, 
or email us at info@bluepointleadership.com.

March 12th, 12:00-1:30 pm EST
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We’d love to help.  

Julie Henry
Director,  

Client Services
jhenry@bluepointleadership.com

Joan Peterson
VP, Master Facilitator  
& Leadership Coach

jppeterson@bluepointleadership.com
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P A R T I C I P A N T  G U I D E

CERTIFICATION PROGRAM

Coaching for Engagement 
& Performance

A comprehensive program 
for senior leaders to develop 
effective leadership strategies, 
skills, behaviors, approaches,  
and mindsets. 

Senior leaders face immense pressure and 
responsibility. They are expected to guide their 
organizations toward success while continually 
nurturing their own personal and professional 
development. This coaching engagement aims 
to bridge the gap between where executives 
currently stand and where they aspire to be. 
Our team of highly trained coaches provide 
a safe and confidential space for executives 
to explore challenges, broaden perspectives, 
and refine skills.   

AUDIENCE 
This engagement is for senior leaders looking 
to further their development to effectively lead 
themselves and their organization.

BENEFITS

   Deep Expertise: Bluepoint coaches 
leverage years of business and leadership 
experience to serve as a resource and 
sounding board.

   Continuous Development: Dedicated 
space for executives to adjust behavior in 
line with their personal and organizational 
goals.

   Comprehensive Toolkit: Establish an 
actionable development plan based on 
personal reflection, 360 assessments, and 
stakeholder interviews.

   Flexible Scheduling: Address shifting 
priorities and rising challenges in real-time 
by scheduling sessions as needed.

   Results Oriented Accountability: 
This entails identifying meaningful 
development goals and actions to achieve 
them, and ensuring the time and energy 
committed generates positive outcomes.  

EXECUTIVE COACHING

bluepointleadership.com I 888-221-8685 I info@bluepointleadership.com

A collaborative environment for teams or cross-functional cohorts to enhance skills through practice, 
peer feedback, and guidance from a coach. Our coaches help your groups illuminate their collective 

gifts and challenges, build trusting relationships, and produce stronger results.

AUDIENCE 
These engagements are ideally suited for teams engaged in a common project  

or as a mechanism to cement the adoption of new abilities.

GROUP AND TEAM COACHING

bluepointleadership.com I 888-221-8685 I info@bluepointleadership.com

GROUP COACHING

A coaching method ideally suited for a team 
or cohort adopting a new practice or skill. 

•   Reinforce and apply learning from a workshop 
or another training experience.

•   Further develop new thinking, behaviors,  
skills or approaches.

•   Receive targeted support and real-time 
feedback from a coach to foster meaningful 
conversations.

•   Establish clear action plans and strong  
intra-team relationships. 

TEAM COACHING

A coaching space for intact teams to grow 
and generate higher performance. 

•   Identify team roadblocks and develop clear 
action plans to resolve them.

•   Gain alignment on team purpose, values,  
and goals.

•   Boost collaboration and morale within  
the team.

•   Receive guidance from a skilled coach to 
rapidly and effectively advance the business.

LINKEDIN

X FACEBOOK

YOUTUBE@BluepointLdrshp

Bluepoint Leadership Development Bluepoint Leadership Development

@bluepointleadership

info@bluepointleadership.com https://bluepointleadership.com

Ways We Can Help
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Strategies to Evaluate 
the ROI of Coaching

The 60 Big Coaching 
Questions

Resources
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Thank You!
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