Tool 35-1
Coaching Questions for Managers 
Wendy Axelrod
Chapter 35, “Equip Your Managers to Become Masters of Development,” ATD’s Handbook for Training and Talent Development, 3rd ed.
In your efforts with managers, increase your use of thought-provoking questions to stimulate their thinking about the possibilities, rather than provide solutions or directives. Be open to their responses without judgement (there are no wrong answers), positioning their responses as a new jumping off point for exploration. 

Use these interactions to create a quality relationship that has them viewing you as their trusted coach for talent development. Use these sample questions to help tailor your own questions to the situation at hand.

Adopt a mindset about their developmental role:
· What does “manage with development in mind” mean to you?
· What does “make every day a development day” mean to you?
· Who do you respect for their ability to develop people? What steps are they taking to do that?
· What small, daily opportunities do you have for developing employees t0 take them to the next level? 

Assess their employees’ skills and developmental needs:
· A year from now, what skills do you hope your team has that would be new for them?
· What do you think are the strengths among the key members of your team today? Skills of others? 
· What staff members feel underutilized, given their current skill set?
· After assessing Kelsey [fill in with appropriate name] for her upcoming assignment, what necessary skills are already in place and where will she need to grow?
· What skills will Darien need to position the project team more strategically?

Identify opportunities for developmental assignments:
· Considering the department’s work, are there opportunities to shift work around so that certain people get developmental assignments in areas that would be new for them?
· Are there opportunities for job shadowing or job sharing?
· Who has been in their role for a while and could be prompted to learn new skills?
· How can you use other people to help employees grow? If there are obstacles to this, how can you overcome them?
· Where can certain employees shift their priorities to take on higher-level work within their role?


Embed development into the work itself:
· How can you delegate work so that employees understand there is a double expectation for both results and the development of a new skill?
· How can you involve employees in reshaping their role to incorporate stretch or learning assignments?
· How can you help your employees define their development goals with specific, actionable behaviors?
· What steps are needed to establish a developmental culture within your department?

Deepen their managers’ developmental skill set:
· What aspirations do you have about your ability to further grow your employees’ skills? 
· Where are you feeling least confident in your approach? 
· Where are you most likely to make a mistake as a developmental manager? 
· What current skills serve you well as a developmental manager?
· What types of behaviors of employees trouble you the most? What are the best ways to address those, keeping your emotions in check?
· What is needed of you to build further trust with your employees, especially the difficult ones?
· How can you help employees self-reflect on their behaviors and impact?
· How can you assess how well employees are doing in gaining skills?
· What risks are associated with having Emmie handle the presentation? How will you mitigate that risk and still allow her to have this stretch assignment?
· What is your approach to providing feedback to employees?
· How will you follow through with employees who are on a learning path?
· How can you make staff meetings more developmental?
· What will it take to engage a couple of experts from outside the department to be a resource for your employee?

Coach their employees:
· What’s required to give Brandon bigger decision-making responsibilities?
· What’s needed for Celia to mentor a newer employee?
· How can Darcy and Elena practice skills before they go into primetime performance?
· What resources might be useful to address Fred’s current challenge?
· Based on the challenge you had with Georgie last week, what might you do differently next time?
· What are follow through step you can take with Herman to help cement his new skills?
· How can you approach the situation with Jax so they are ready to test out the newly designed engineering protocols they learned in the webinar?


Assess employee progress in achieving development goals:
· What factors have the biggest impact on your employees’ development?
· How well are team members delivering on their development goals? 
· Have you seen progress in your employees’ performance? If not, how were the results different than expected? What are next steps?
· For individual employees, how will you know if their skills are progressing?
· If employee growth seems stalled, what alternative approaches can you use?
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