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I have always liked to engage in a constructive dialogue with 
people, and I have noticed that by asking questions people ver-
balize their reality and learn much about themselves.

One of the attitudes that made me grow professionally was my 
interaction with people. By asking questions and listening to 
the experts I learned many things I didn’t know, and I realized 
the importance of having a relationship where people feel com-
fortable with me.

By reading and learning about coaching, I realized that what I 
had done before in my work life had been correct, that there are 
many people with good ideas that we need to hear from. That’s 
when I offered my skills to people in the company and then to 
outside colleagues as well. I’m convinced that this drives growth 
for everyone - for people and companies alike.

This text is a collection of readings and experiences that I have 
had throughout my professional career and that I would like to 
share with those who are beginning the adventure of forming a 
solid work team, and to serve them as a guide in this fascinating 
process.
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First and foremost, leaders who are coaches understand that when 
the team thrives, excellent results are achieved naturally. As Ricardo 
Salinas says, “There is no contribution that is made acting alone.”

Workplaces have changed significantly since the last century. Never-
theless, a large number of company executives still use techniques 
that have not been updated in years, and this can be clearly seen.

Decades ago, management’s main goal was simply to ensure that 
everyone performed their assigned tasks.

However, we can see that productivity does not increase when em-
ployees are pressured to work harder. In fact, direct pressure can 
degrade the quality of the work produced by increasing stress and 
decreasing motivation.

The main aim of the chain of command in modern business organi-
zations is to motivate employees to perform their duties better. That 
is why we no longer need bosses, but rather team builders, in other 
words, leaders.

Motivation is essential for productivity. It is a fact that employees 
perform better when they are content and stimulated. In addition, hi-
ghly motivated teams have lower personnel turnover, fewer security 
incidents, less absenteeism, higher customer satisfaction levels, and 
greater overall productivity.

As we can see, the main focus of good leadership should not be on 
the work as such, but rather the people who do it. If you can motivate 
them, you’ll get them to achieve better results.

1. Introduction

The main role of leadership in modern companies should be 
to motivate employees to use their minds, since the aim of 
having them participate in coaching is to create a space to 
discuss ideas, achieve their professional goals, and promote 
 the company’s objectives.

In this sense, coaching is the most appropriate leadership  
model to motivate your team. It promotes the respectful treat-
ment of individuals and emphasizes learning and development.
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Coaches set the tone for a climate 
of trust and support 

The coaching approach is better in the long run. This means provi-
ding team members with the time and resources they need to do the 
job, but there are also emotional needs that affect your employees’ 
motivation.

Therefore, factors that have a positive influence on how an employee 
views him or herself should be taken into account. Some of these are 
the freedom to plan, the warmth and relationship with their workpla-
ce colleagues, and the need to feel like a valued member of the team. 
All this increases your employees’ motivation.

Furthermore, this doesn’t have to be difficult, you just need to model 
the right behavior. When you convey confidence to team members, 
giving them responsibilities, they will begin to trust you as well. And 
when you give them the freedom to make decisions about their own 
work, they will also give you freedom, by not coming to you for cons-
tant guidance.

Security not only affects motivation, but also how team members 
communicate with each other. This means that if they feel confident, 
they are more likely to help each other resolve problems and share 
their ideas and successes.

Cultivating a culture of warmth, trust, and freedom in 
the workplace is essential for employees to feel secure. 
Remember that it is important for an employee to feel 
comfortable in order to freely express their ideas.
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·	 Improved productivity
·	 Encourages commitment to the company
·	 Takes advantage of the experience gained by senior executives
·	 Develops people’s potential
·	 Improves relationships through effective communication
·	 Encourages leadership
·	 Strengthens the work environment, making it more partici-

patory and reliable.

2. What are the benefits 
     of coaching for my team? 

3. What advantages does 		      		
    coaching have for me?

Your main concern as a coach is making sure your team is prepared 
to meet these responsibilities.

Of course, if you’re a leader who always likes to feel in control at 
work, it can be risky to delegate responsibilities to others. However, if 
you are a coach who trusts your team and takes a step back from the 
small details of the job, you will be able to visualize the larger picture 
by noticing who is doing well and helping those in need.

Leaders who coach feel less stress  
and wield more influence

In my experience heading up teams, I have found that most leaders 
are overworked, so adding coaching activities to your list of respon-
sibilities may seem like an extra concern. But in reality, leaders who 
coach have less to worry about because they delegate most of their 
responsibilities to their teams.
 

Coaching is about sharing power by giving team mem-
bers space and freedom to exercise it themselves. Pa-
radoxically, leaders who coach exercise power more 
effectively the more they share it.

Most importantly, when you delegate responsibilities to team mem-
bers, you are telling them that they are reliable and valued. As a re-
sult, trust and respect for you will increase.

Therefore, while coaching focuses on team members and helps them 
to thrive and develop, it is also the best way to ensure that you thri-
ve as a leader. Leaders who coach understand that when they help 
others succeed, they are also cultivating their own success
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Business organizations that promote coaching 
enjoy a better work culture.

I think we can agree that a bad boss is the most common reason why 
an employee leaves a company. By the same token, having a great 
boss facilitates people staying.

By this I mean that if you exercise the wrong management style, you 
can end up losing experienced employees unnecessarily and wasting 
a considerable amount of money on hiring and training new ones.

At the same time, rigid divisions discourage commitment and com-
munication between different levels of an organization.

Employees who feel disconnected from their superiors at work are 
less likely to raise concerns or contribute their own ideas that could 
help improve the company. On the contrary, if you apply a coaching 
approach to leadership, you contribute to closing that gap between 
team members by emphasizing the importance of building meaning-
ful and even personal relations among them.
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Coaching conversations are opportunities 
to help team members think and develop.

The great artist, Michelangelo, once said, “I saw the angel in the mar-
ble and carved until I set him free.” You, as a coach, are like Miche-
langelo and your team is the marble. Your job is to see the potential in 
the team members and take measures to release that potential.

One of the main coaching techniques you should use is to program 
individual conversations with your team members. These give your 
employees the opportunity to express their ideas to you.

Once you hold such conversations, there are only two things you 
should do during these discussions, namely, ask questions and acti-
vely listen.

4. How to achieve this?

We must make the following practices part of the daily 
routine. Specifically, coaches do not give instructions 
from afar; they spend a great deal of time communicating 
with and getting to know the people they lead. By 
cultivating a strong relationship with a member of 
your team, you can provide the positive encouragement 
and support that an employee needs to become the best 
at his or her job.

Questions are an essential tool for making connections. They com-
municate that you are interested in people, make them feel listened 
to, and they are also the best way to learn what challenges your team 
faces so that they can be addressed.

As a leader, there is always the temptation to provide 
direct solutions to a team member, but giving in to this 
temptation quickly is a mistake. Of course, you probably 
have more experience than the individual in question 
does and you might save yourself some time by giving 
him or her the answers. But when you do this, you depri-
ve the person of the opportunity to find solutions for 
himself that might surprise him.

At the same time, an employee may actually need your help. But ins-
tead of giving advice, as a coach you can guide a person’s thinking in 
the right direction by listening carefully and asking important ques-
tions that help them reflect on past developments and behaviors.

For example, you can ask, “How do you think it went?” or “What 
could you have done differently?” You can encourage that person to 
think creatively about possible solutions with questions such as “what 
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are your options?” or “what would X do in this situation?” And you 
can indicate that he or she should take action by asking “how could 
you implement this?” or “what steps could you take to carry it out?”

By asking relevant questions you force people to 
actively think about solving their own problems and 
come up with new ideas 

Feedback should be frequent, positive,  
and focused on future improvements

Another important lesson I would like to share with you is that most 
people think they don’t get feedback or comments that are useful and 
that motivate them in their work. This goes a long way to explain why 
thinking about feedback makes many people afraid.

This aversion often makes company executives and managers un-
comfortable in offering feedback and team members uncomfortable 
in asking for it. But when your team members do not receive effective 
feedback, they miss opportunities to grow and prosper.

Another reason your employees may not like or find feedback useful 
is that you present it as criticism or judgment and they feel they only 
receive communication from you when something goes wrong.

Many times we seem to forget the importance of providing feedback 
on tasks that have been performed properly, just as we do on what 
has gone wrong. Good behavior needs to be reinforced and we should 
not assume that an employee knows what he or she is doing right.

5. Feedback
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In fact, we should give more weight to the positive than the negative. 
It turns out that people spend much more cognitive and emotional 
energy processing negative information.

So what can we do? Ideally, negative feedback should be formulated 
in the context of considerable positive feedback. Or, better yet, all 
negative comments should be reformulated as a positive opportunity 
for learning and development.

On one occasion, coach and author Marshall Goldsmith suggested 
that we should rethink the concept of feedback as “feedforward. 
While with feedback comments tend to focus on what someone did 
wrong in the past, feedforward highlights something that a person 
can do better in the future.

In this way, the focus on feedback can help you improve the skills 
needed for future potential roles in your company.

Creating goals and recognizing progress 
helps make the work more meaningful

In the daily life of different companies, I have seen that what moti-
vates employees most is what is known as intrinsic motivation; for 
example, feeling that their work is meaningful and enjoyable.

You, as a coach, can encourage a person to value their work more 
by placing it within a framework of learning and development. This 
is done by setting goals and regularly reminding employees of the 
progress they are making toward achieving these aims.

You also need to discuss and define personalized goals with the 
members of your team, giving them something to work for. These 
goals should be achievable and specific. A coach should point out 
the progress the employees are making toward achieving their goals 
at regular intervals.

Positive feedback allows employees to know that their 
contributions are recognized and that they are valua-
ble members of the team.

By providing long-term feedback, you help your team 
members create an outlook concerning their future in 
the company. This is a powerful motivator for them to 
work hard and improve
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In addition, reminding your employees of their successes and pro-
gress does not have to be put off “for the right time”. It should come 
naturally in your daily interactions with your team. 

Remember that it only takes a small gesture of appre-
ciation to have a big impact on a person’s motivation. 
You should make the most of each brief encounter with 
your team members to provide positive encouragement.



23 F
IN

D
IN

G
 B

A
L

A
N

C
E

Below is a brief description of each stage of this model:

Goal Setting 

In each session you should determine the goal to be achieved at the 
end of the session and this should be framed within the corporate 
goals.

It is possible that the goal will be discussed and worked on over the 
course of several sessions. However, it is important to mention that 
the clarity with which this goal is established will be key to the suc-
cess of the following steps of the model.

Reality 

This involves establishing the starting point for what we seek to 
achieve; that is, where we are now and where we want to go.

Objectivity and consideration of facts, information, and feasible data 
is very important, rather than the coachee’s subjectivity of what he 
or she perceives.

6. GROW Model

Obstacles and options

 

The creative process and analysis is indispensable at this stage. Ra-
ther than making many suggestions, an effort should be made to ra-
tionalize and raise awareness of innovative solutions.

What, When, Whom and Will 

What actions must be taken, when should they be implemented, who is 
responsible for carrying them out, and what is the individual’s will and 
commitment to materialize the plan of action to achieve change.

Here it is essential to choose the preferred solution and to verify that 
there is a high level of commitment to its implementation.

There is a method that I use to get the best results in 
coaching sessions, the GROW method. This is a very 
useful guide for your conversations with your team 
members.

This refers to what prevents the transition from the 
current reality to the goal set by the coachee. It also 
includes the options, possibilities, alternatives, and 
possible courses of action to achieve it.
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Questions

The GROW model establishes the sequence of questions to be posed 
in the development of a coaching session with the intention of crea-
ting awareness of the problem and individual responsibility for it.

It is considered a dynamic and continuous process, where the issues 
raised in the different questions can change what has been previously 
determined at each stage.

It is possible that when the coach asks questions, the ideas of the 
coachee will change because he or she will take ideas from the un-
conscious to the conscious state.

Below are some guiding questions for each of the stages:

(G)OAL  

Goals must be realistic, specific, measurable

What do you want to achieve?

Why do you want to achieve it?

Are you passionate about what you want as a goal?

Does your goal fit in with the company?

What would change in your life if you reached your goal? How 
would you feel?

(R)EALITY 

What is your current situation?

Where are you right now with respect to your goal?

What have you done so far to achieve it?

What results have you achieved thus far?
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What do you think you still have to do that you have not yet done?

What do you need to do to achieve it?

What is your greatest obstacle?

What barriers are you willing to break down?

What are your strengths and weaknesses?

What have you gained and lost by not achieving this goal?

How do you feel in relation to your goal? 

(O)PTIONS 

What are your options?

What options do you prefer?

What are the advantages? And the disadvantages?

What else can you do?

And if plan A fails, what would be plan B?

What can you do to narrow the gap between yourself and your 
goal?

What impact would those options have? If you didn’t face this 
obstacle, what would you do?

(W)ILL  What, When, Whom

What are you going to do to achieve the goal?

When would you like to achieve it? When are you going to start?

What’s the first step? And the second?

Who are you going to share it with? Who can help you?

And who else?

How will you know you’ve reached it?

How do you turn these responses into a plan of action?

What will you do if you don’t fulfill the plan of action?

Are you really committed?
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Coaching is the most appropriate form of leadership for modern 
business organizations. It is a model that prioritizes building strong 
relationships and developing a culture of support. Teams guided by 
this philosophy are generally happier and more motivated.

Careful with the EGO Conclusion

Always keep in mind that there are three useful 
techniques that you can use to motivate your team: 
training sessions, constructive feedback, and designing 
learning goals.

In the end, the best way to learn coaching is 
to engage in it.

Throughout my career, I have noticed that self-centered company 
executives and managers do not shape the behavior they expect from 
their team. Nor do they care much about the well-being or develop-
ment of their people.

This type of management is counterproductive and contributes to 
the modern epidemic of toxic work culture.

	 I want to share with you a very interesting short article on 	
	 this subject; you should read it:

ego-is-the-enemy-of-good-leadership

https://hbr.org/2018/11/ego-is-the-enemy-of-good-leadership?utm_campaign=hbr&utm_source=linkedin&utm_medium=social


Eric Schmidt, Jonathan Rosenberg, Alan Eagle (2019). El coach de Sillicon 
Valley: Lecciones de liderazgo del legendario coach de negocios. USA: 
Conecta.

Jim Harter, Jim Clifton. (2019). It’s the Manager. USA: Gallup.

John C. Maxwell (2020). The 15 Invaluable Laws of Growth. 2020

John Whitmore (1992). Coaching for Performance: GROWing Human Po-
tential and Purpose - The Principles and Practice of Coaching and Leader-
ship. London, UK: Nicholas Brealey Publishing.

Karen Morley (2018). Lead Like a Coach: How to Get the Most Out of 
Any Team. USA: Major St.

Leonardo Wolk. (2007) Coaching: El Arte de Soplar Brasas. Buenos Aires, 
Argentina: Gran Aldea.

Peter Hawkins. (2012). Leadership Team Coaching. Buenos Aires, Argenti-
na: Granica.

Rasmus Hougaard and Jacqueline Carter (2018). Ego Is the Enemy of 
Good Leadership. 2020, de Harvard Business Review

Sunnie Giles (2016). The Most Important Leadership Competencies, Ac-
cording to Leaders Around the World. 2020, de Harvard Business Review

“Being a leader 
involves knowing how 
to get the best out of 
your workers, because 
without them you are 
a director without an 
orchestra.”
 
- Luis J. Echarte

Bibliography




