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Hit the brakes. Stop in your tracks. Look behind you. 

How effectively is your organization crossing the finish line--each day, each week, each year?

To truly understand what provides the fuel to our teams that drives them across the finish line—that 
represents the results and goals we seek—we need to reverse engineer and identify what creates 
high performance, and the “fuel,” in the first place.

So consider, as a leader, what do you really want from your employees?

✔ Motivation and drive 
✔ Contribution 
✔ Solution mindset 
✔ Creativity  
✔ Collaboration  
✔ Clear communication 
✔ Awareness (observant and mindful) 
✔ Initiative (going beyond basic expectations) 
✔ Foresight (planning and meta-view)

You want a high performance team with these qualities, which will not only propel your organization to 
better results, but also significantly make your job more enjoyable as a peer and as a leader.   

So, let’s start with a simple question:  
what drives performance?
 
I’ve asked this question in many boardrooms, during many presentations and speeches, and a cadre 
of responses comes up. Typical responses begin with key words like “focus,” “goal setting,” and 
“strategic planning.” Shift the conversation a bit deeper—considering how to drive sustainable  
performance—and the responses rev-up to include value-specific tenets, such as “engagement”  
and “empowerment.” 

This, of course, leads to the next question: if  
engagement is a driver of performance, what factors 
contribute to creating engagement in the first place? 
 
While some will answer with reward and recognition models, most dismiss these paradigms as 
short-term, supplemental incentives. The real efforts that drive true engagement and sustainable 
performance are those that take the driver’s seat: intrinsic motivation, a sense of purpose, connection 
to a bigger vision, a feeling of contribution, and confidence in one’s own abilities.

It’s important to understand that efforts, such as employee and leadership engagement programs, 
are a means to an end—and not an end unto themselves. 

People engage and perform at their best when they see themselves—their values, personal interests, 
vision, and purpose—in what they are about to do. While leaders need to place emphasis on the 
corporate vision, it can’t stop there. A clear value system will frame employee contributions, fuel  
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decision-making, and increase productivity- at lightning speed. A true leader should also help  
employees navigate the turns, bridge any perceived gaps between personal and corporate visions, 
and bring organizational infrastructure into alignment.  

Think about it. 

You have many roles as a leader to oversee a systematic vision and strategy including revenue 
building, cost cutting, and other operational means. Leaders have learned the hard way,  
especially in the last decade, that these roles and responsibilities can’t be spearheaded solely 
by them. A struggling economy has been a catalyst for corporate re-engineering, taking greater 
note of human capital and spending more time in the pit…changing tires, checking the engine, 
and driving full throttle towards benchmarks and goals.  

So, what does this all mean? 

Corporations are profiting from a continual pulse-check, interacting, motivating, and coaching  
their employees via a team-based approach. If the pit (or pit stop) in the race is where we re-fuel 
ourselves, leaders must be sure that their employees are engaged, fully aware of their contributions, 
and the difference that they make to the bottom line.    

So, ask yourself: are you simply delegating or are you EMPOWERING? How well are you  
building the capacity of those around you?

Leadership—not your job title—is about influencing and impacting others to bring about desired 
results. Your job title may indicate the field or function within which you operate most often. Your 
job title may indicate the type of desired results for which your team or division are responsible. 
However, your job title shouldn’t simply enable you to influence and impact others. The only way 
you can do that is based on how you relate and communicate with others.

Time pressures seem to mount up more and more every day—with meetings, briefs, presentations, 
reports, and more. Many leaders take everything upon themselves for many reasons—a lot of which are 
based on interpretations and assumptions about “being the one” to get the job done. The time pressures 
mount because they are not optimally using and developing their teams, building their capacity, and 
doing so in a way that greatly, if not exponentially, grows how much the team can produce.

Leaders need to get back to their core role: LEADING!

Leading is NOT managing. Managing drills down into 
the details, controlling progress, and keeping the car (in 
this case, the employee) on autopilot. Leading is about 
helping others understand the details and see them in the 
context of the bigger picture; it’s about setting others up 
for personal development and having them voluntarily, 
time after time, discuss their ideas and motivations. 

It’s about letting others steer. 

In simpler terms: 
Leading gets others to come to you with options and well-thought-out, recommended solutions. 
Managing gets others to come to you with problems and inevitably seek the answers from you.

“In a study of 469 business 
units in organizations  
ranging from retail stores  
to large manufacturing  
facilities, business units 
with managers who received 
strengths feedback showed 
8.9% greater profitability.” 

~ Gallup Business Journal, “Embedding   
   Strengths in Your Company’s DNA”
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Our current economic and business climate doesn’t always afford “the boss” the ability to have the 
answers and solutions, especially when front-line employees and professionals are much better 
acquainted with the day-to-day, moment-to-moment realities facing customers.

Managing is about standing out in front of your team; leading is about standing behind them, 
having gotten out of the way and having set them up for success (with appropriate ongoing support 
that continually reviews, processes, evaluates and helps them make adjustments to raise their  
performance and contributions even further).

So then, as a leader, what approach do you need to 
use to drive this type of performance throughout 
your team and organization? 
 
Performance is significantly enhanced with focus on the areas below; however, “how” you focus on 
them will also make a big difference. You can touch on these five elements in many ways, but they 
typically fall into one of three approaches: telling, influencing, or coaching.

Coaching leads with questions. Coaching conversations seek understanding. Coaching seeks to 
know what’s important to the other person. It seeks buy-in. It seeks broadening perspectives. 
It seeks conscious decisions. And, in doing so, opens up the conversation to allow two or more 
parties to find solutions and opportunities that align their interests (usually coming out way 
ahead, collectively, rather than just one party winning more than the other).

Telling is about your specific agenda. It seeks to direct. It uses your experience and perspective and says, 
“this is the way I want things done.” It’s closed off from further discussion or different explanations. It’s 
good to use for relaying information that people are seeking, but it’s very limited in leading others.

Influencing (really “selling” your perspective or opinion) is also about your agenda. It’s open for 
discussion, because that discussion will allow you to persuade the other person to buy into your 
viewpoint—meaning, of course, that it’s not really open for discussion. It’s a discussion that’s meant 
to guide people. It’s great for debates, but it’s becoming less and less effective for leaders (and even 
in the field of sales). Why? Because this type of influencing is more quickly viewed as disingenuous 
in an era in which people are very tuned into authenticity (and in-authenticity).

So then, as a leader, how do you specifically coach 
the desired performance throughout your team 
and organization? 

 
There are five fundamental areas you’ll focus on when coaching as a leader, which can be used  
in coaching yourself, as well as in coaching your team.

1. Building Awareness—of self, of others, and of environment/context

In the tens of thousands of coaching sessions that our executives, trainers, mentors, and 
graduates have conducted, a stark notion arises. Each session spurs a dichotomy of sorts, 
between those individuals that can’t help but be, or become, successful and those that 
seemingly continue to struggle, day in and day out. The key difference is that the first 
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group—the incredibly successful, engaged, and satisfied individuals—knows who they are 
and remain conscious of all the elements that make them unique. At the same time, these 
individuals are able to take their own acute self-awareness and use it to better understand 
others and their uniqueness. The self-aware leaders have much greater flexibility to adapt 
themselves to fit whatever the situation calls for and aren’t stuck in needing to do things 
“their way;” instead, they meet other people where they are, which can quickly build  
rapport, trust, and confidence.

Change begins with awareness (also known as consciousness), which is the bedrock of coaching. 
The coaching process doesn’t always begin here, but always circles back. If you’re trying to repeat 
past successes, you want to dive into what made that achievement possible. If you weren’t as  
effective as you’d like to have been in a given situation, you want to understand why not and how 
you can make changes for the future.If you’re disengaged or overwhelmed, a little too content, or 
have blind spots, none of that can change without first becoming aware of what’s really going on  
in the trenches.

So, leaders who are able to help others become more aware of themselves—what motivates and 
drives them, what they value and perceive, what guides their decisions and what doesn’t, what 
strengths they possess as well as where they have blind spots—are able to help those individuals  
see what’s working for them and what’s working against them.

This increased self-awareness, in turn, makes these individuals much more aware, for instance, of 
what motivates and drives others, what’s really important to them, as well as why others might  
perceive events very differently. This leads to a greater understanding among team members, such 
that it’s now possible to raise the performance of not just one team member, but of the entire team.

2. Perception/Filter

This factor is an extension of awareness, and 
one where a lot of time is spent. 

Individuals get boxed in by their perceptions; 
everyone views his/her work environment, 
life, and the people in it, through the filter of 
his/her own eyes. This filter is created by who 
they are and every experience they’ve ever 
been through. 

The decisions you make, the reactions you 
have, or the way in which you engage, all depend on how you perceive—how you filter—the  
circumstances in front of you and what you’re interpreting those perceptions to mean. 

As a leader, you want to impact the way your employees “show up” in all that they do. Nothing 
impacts how they show up more than their own perceptions. 

You can confirm this for yourself—how do you engage or “show up” when you perceive that you 
have little choice in how a new project unfolds? Now, weigh this level of engagement against a  
project that you perceive “as your own,” governing the goals and directing the planning. 

“Work-related stress is the reason 
top-performing employees would leave 
their organization. Staff cutbacks and  
increased workloads had a negative  
effect on employees, with up to an  
80% decline in workplace engagement, 
productivity, and an employees’  
perceived willingness to take risks.” 

~ Towers Watson & Co., The 2011/2012 Talent  
   Management and Rewards Study, North America
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In the first scenario, you may or may not have had a lot of input, nonetheless perceiving little choice 
or impact. In the latter, you may have had only a little input, but perceived the project as well- 
received, well-executed, and impactful. In either case, it’s your perception of what’s occurred that 
changes the way you engage, both now and for the future of that project. 

In any situation, coaching enables individuals to begin to look for where they (first) and others  
(second) might be forming judgments or making decisions based on a singular or limited perspective. 

Coaching begins when you ask yourself and others for another way to view the situation—NOT to 
prove yourself, or any one person, right. Accordingly, make sure that all perspectives are explored so 
that nothing is missed and more conscious decisions are made. Taking the coach approach enables 
you to create both an environment and dialogue where it is acceptable (and even welcomed) to  
challenge an individual’s viewpoints and interpretations.

3. Choice/Decision—conscious and optimized engagement

You can’t engage, move forward, or take action until a choice is made—whether it’s conscious or not.

Our unconscious mind uses our past, our circumstances, and our unspoken beliefs, to filter out 
what we do and do not see. As a result, we permit unconscious elements to make choices for us. 
Being more cognizant will over-ride this unconscious, deeply conditioned process. Choosing means 
waking up, becoming aware, becoming a bit vigilant or mindful, becoming intentional, becoming 
purposeful, and becoming present in the moment. Only then can we truly understand what we are 
seeing, feeling, perceiving, and thinking. 

Leaders who coach are able to help others (and themselves) 
proactively seek awareness of the implications, circumstances, 
and ancillary information that readily enables their employees 
to make better, more conscious choices. 

Leaders are able to help employees see that, in this moment of 
conscious choice, there exists extraordinary power and leverage 
to create their day, guide their energy, shape their interactions and 
relationships, and so much more. Employees that take advantage 
of this are the ones that contribute constantly, engage deeply, take 
initiative, and frankly, enjoy themselves more.

Leaders who coach know that each choice an employee makes reflects their level of engagement— 
i.e. their willingness and motivation to take action, to move forward, to engage.

As already discussed, an individual’s filters shape what they see as the choices in front of them. 
Their awareness of those filters determines whether they can step outside of their typical perspective 
and expand their view. A Coach Centric Leader pulls all of these elements together, encouraging 
their employees to make conscious decisions for how to show up and move forward. 

Coach Centric Leaders see that “buy in” is a spectrum, not an all or nothing affair. Your team, and 
any individual, might be bought in to some degree and, if they aren’t 100% behind what’s going on, 
what percentage of their effort, commitment, and dedication might they be holding back? So, any 
time a Coach Centric Leader senses that an employee isn’t really behind a decision, or is just going 
along with it, he/she can jump into a coaching conversation. 

“A 10% increase in trust 
inside an organization  
has the same effect on  
employee satisfaction as  
a 36% increase in pay.” 

 
~ 2008 study by Helliwell & Haifang
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This coaching dialogue inspires an employee to speak up, to be aware of, or “own,” their sense 
of motivation, double check willingness and buy-in to move forward, and ask critical questions 
such as:

✔ What might you need to feel confident in moving forward?  
Or, what would give you greater confidence in moving this forward?

✔ What aspects of this plan and/or project give you concern?

✔ If you do run into one of these concerns/obstacles, what are two or  
three contingency plans we could keep in mind that would get us back on track?

✔ What else do you see that you can bring to this role to ensure the success of this project?

These types of questions are just starting points, but they help employees to take more ownership 
over what they will be doing and completing, while at the same time, giving invaluable information 
to a leader about where their team is going to need assistance, monitoring, and development. 

The more these types of conversations are omnipresent, the more that a team will build capacity— 
coming to expect these types of questions, learning from their answers, and enabling them to take on 
bigger challenges and decisions as they grow. Employees see and feel this, which builds their confidence 
in themselves as well as their leadership. This builds trust, relationships, and a sense of accomplishment, 
which cultivates more engaged employees, thus higher retention, productivity, and contribution.

4. Plan/Action (i.e. performing)

The first three fundamental factors are working  
behind the scenes in preparation for the big race.  
The plan of action is the waving of the white check-
ered flag, to commence what actually gets done.   

The above coaching areas help leaders get their  
employees to show up at their best; however, to  
perform at their best, they need to have a clear,  
well-thought-out plan. 

This isn’t something new to leaders—or at least it shouldn’t be! 

What’s likely new (or at least more highly developed here) is that, in using coaching as part of the 
planning process, leaders are more likely to challenge interpretations and assumptions about what 
will and will not work. In addition, leaders learn how to provide feedback in terms of actions versus 
priorities, and to set up “accountability checks” as part of the process. Coaching enables you, the 
leader, to have your teams create the majority of their plans and determine their specific actions. 
This again places more ownership with them and enables you to do what you’re really paid  
to do—LEAD. Lead their thinking, lead their energy, lead their development—instead of  
problem-solving and troubleshooting issues day in and day out. 

Lastly, in terms of accountability, you’re providing your team the chance to create the ways in 
which—and points at which—they need accountability. This is not because it’s double checking their 
work or looking over their shoulders; it’s about coordination and commitment to the rest of  

“Coaching people to break 
old habits, stimulate creative 
thinking, and establish an  
integrated process that sets 
clear ways to achieve sustainable 
results and increased profits is 
essential to business strategy 
development.” 

~ Society for Industrial  
   & Organizational Psychology, Inc.
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the team, and a chance to review progress, get support where needed, and make any necessary  
adjustments… which leads to the final coaching area.

5. Feedback/Support/Adjust

The fifth and final fundamental factor of coaching is important on several levels. First, and most  
obvious, this is the chance to make whatever adjustments are necessary to optimize performance, 
and action plans, and track progress.

However, everything that has come before this area gets brought back and integrated into this 
area—because this represents the ongoing conversation between the Coach Leader and his/her  
individual employees. This stage tells you how healthy your relationship is with each employee. 

Consider:

✔ How easy is it to have feedback conversations with each employee?  
What’s different about conversations with different employees? Why?

✔ How well does each employee engage, listen, and communicate in these conversations?

✔ How well supported does the employee feel that he/she is—meaning if he/she were  
answering confidentially, how would he/she likely answer? Why?

This last question alludes to another very important part of this coaching area: social support. The 
social aspect—meaning the interpersonal connections, culture, and interactions—is a key area that 
determines retention, drives desired development (as determined by both employee and leader), 
and re-establishes trust and buy-in on an ongoing basis. 

Trust and buy-in are not created once and then forgotten. These elements have to be reinforced and 
built upon over and over again—and this is an area that really enables that for leaders, in addition to 
optimizing performance.

In fact, the whole coaching process that you can apply as a leader yields trust, alignment to strategy 
and values, a culture of understanding and engagement, and much more. Your employees will feel 
valued and that they matter; and as they do, they will fully engage, commit, and contribute.

The Fast Track: Leaders And Staff 
 
The race is on—you and your team will arrive in first place after adopting these five  
fundamental factors. 

So, let’s be clear about your starting point and define a few terms:

Leadership is simply interaction where influence occurs. The influence can be positive or negative, 
focused consciously or unintentionally, and the impact can be minimal or maximal. 

A leader is the individual in the interaction who knowingly or unknowingly creates the greater 
influence in the other person.
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At iPEC, we’ve coined the phrase Coach Centric Leader™ because we know that leadership is 
unique, infinitely powerful, and completely revolutionary. Now, we’re talking about the impact of 
the leader, his or her personality, and the abilities and skills necessary to bring about specific results. 

Coach Centric Leaders are individuals who consciously choose to use their ability to influence and 
impact others to bring about results that are positive—for themselves, others, their organization, and 
its stakeholders. 

Coach Centric Leaders are leaders whose actions are consistent with their beliefs, values, and 
principles, and who make those beliefs, values, and principles well known to those they most 
typically lead. Because of this consistency and openness, their leadership often appears  
effortless, and their energy is downright contagious. 

Coach Centric Leaders know that every interaction presents the opportunity to lead and have a 
positive impact on others. These leaders bring about the aforementioned qualities to all employees, 
on all levels of an organization and/or operation, qualities such as motivation and drive, solution 
mindset, collaboration, awareness, and foresight.  

Sound familiar? It all comes full circle…again. 

How well does this describe you and your team? How will you “show up” everyday as a Coach 
Centric Leader?

Coaching questions for you, the leader,  
to consider: 

✔ How do you want your values to show up in your role as a leader? How do these align,  
or conflict with, your organization’s values? Your team’s and individual employees’ values?

✔ What are two or three areas in which you’d love to see significant improvement  
in your employees?

✔ What would these improvements mean to you? What difference would they make?

✔ How would your vision or role as a leader expand if these improvements within  
the team were achieved?

✔ How is your current leadership approach working to bring about these improvements? 
What’s working? What isn’t?

✔ What might your current approach be costing you personally? How might it even  
be holding you back from getting to where you really want to be?

✔ What do you believe you could accomplish if you and your team were able to completely 
engage your full capacity, take action with courageous authenticity, and focus it all on  
what you want most?

✔ What are you willing to do in order to get to where you really know you can be as a leader?
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Rev up your engine, drive full-speed ahead, and be on 
the fast track to coaching success!
 
About the Coach Centric Leadership™ Engagement Program by iPEC

The Institute for Professional Excellence in Coaching (iPEC) offers the most comprehensive and  
experiential coach training program in the world and is the originator of the Core Energy Coaching™  
process—the most effective leadership framework and change process in use today. Founded in 1999  
by Bruce D Schneider, MCC and Ph. D., the Institute graduates Certified Professional Coaches in the  
specialties of life, career/transition, health and wellness, relationship, sales, business, corporate, and  
executive coaching, and also offers the highly successful, and deeply transformational, Coach Centric 
Leadership™ Engagement Program to corporations, businesses, governments, and law enforcement  
agencies around the world. 

To learn more about how you can become a Coach Centric Leader ™, or bring coaching into the culture of  
your organization, please go to www.iPECleadership.com and register for one of the upcoming “Preview 
Calls.” You can also reach out directly to one of our Program Coaches at CorpInfo@iPECcoaching.com  
or 866.72COACH. 

Additional resources, and leadership tips, are always available on our website, including our blog, our white 
papers, our research, and more.



866.72COACH  
iPECleadership.com

Headquarters:
149 Avenue at the Common, Suite 202

Shrewsbury, New Jersey 07702

Atlanta, GA | Berkeley, CA (Bay Area) | Chicago, IL | Dallas, TX | Denver, CO | London, UK | Los Angeles, CA
Marlborough, MA (Boston Metro) | Miami, FL | Mt. Laurel, NJ (Philadelphia Metro) | New York, NY | San Antonio, TX 

Seattle, WA | Shrewsbury, NJ (HQ) | Toronto, Ontario | Tysons Corner, VA (Washington, DC Metro)


