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Innovation & agility coach

• Innovation & product consultant
• Agile coaching and training
• Professional Scrum Trainer (PST)

Founder, Tampa Product Owner User Group
Founder, Gulf Coast ProductCamp
Tampa Bay Coach of the Year 2017
Named one of LIA 100 2019
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Why are we here?

• Develop skills to effectively deliver feedback and improve 
performance management
• Improve our feedback and dialogue skills 
• Create behavior changes
• Build a high performance culture 
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Agenda

Introduce a 
lightweight 
framework to 
giving feedback

Practice our 
crucial 
conversations 
and powerful 
questions

Share feedback 
with each other

PREPARATION CONTENT PRACTICE



#peoplefirst

Brene Brown on empathy

https://video.search.yahoo.com/yhs/search?fr=yhs-iba-1&hsimp=yhs-1&hspart=iba&p=Brene+brown+empathy+youtube


Guiding Principles to Coaching for 
Performance Management

1. Assume good intent – the “Prime Directive”
2. Authentic empathy – it never starts with ‘at least’
3. It is better to understand, than to be understood

4. Do I need to let it happen? 
5. Do I need make it happen?
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Shared 
Understanding

Safety

Make people awesome

WORK ON ME FIRST

Be clear on intent
Be mindful and present

Be kind

Who does what 
by when

CALL TO ACTION

Make it motivating
Make it easy

MY MEANING

DESCRIBE THE GAP

THEIR MEANING

MAKE IT SAFE

Adapted from Vital Smarts

Can’t/Won’t/Don’t Know How



The 3C’s of Coaching Stances

Consultant
Offering 

Support & 
Providing 
Resources

Collaborator
Creating 

Challenge & 
Encouraging 

Growth

Coach
Facilitating 

Professional 
Vision

From “Mentoring Matters”

CONSULTANT COLLABORATOR COACH



Feedback tips

• Be prepared by using a feedback form 
• Be present and mindful
• State the problem clearly
• PAUSE 
• Take notes only from an action 

perspective

“Employees are more likely to 
learn and grow when they 
receive immediate feedback 
that is specific, targeted at their 
development and able to be put 
into practice right away.”
– Gallup’s 2017 State of the American 
Workplace report



Why use a feedback form?

• Follows the guidelines 
of progressive 
discipline
• Helps you prepare
• Helps with 

documentation

Coaching à Written à
Improvement Plan 



Open it up for conversation – be mindful of tone 
& body language. Ask if there are any issues.

Categorize Strengths Categorize Issues

What has happened so far? Where are you in the 
progressive discipline stages?

Which stance is 
appropriate? 

Use feedback statement 
to communicate 

behavior and impact; 
use powerful questions 

to open up dialogue.

Important: next steps 
and personal 
responsibility

• When you did/said ……>
• I <observed, felt  ……>
• And the impact was <……>



Powerful Questions

• Do ask open ended questions
• Do be okay with silence
• Don’t ask “WHY”
• Don’t “lead the witness” 

“Good quality your work is not.”

Are you able to finish the project before the deadline? 

Don’t you think it is important to test your work? 
Do you think it would be better to take some training 
or have more mentoring?



Practice using role play

A coaching dojo is an 
activity where people 
practice active listening, 
empathy and a possibly 
different way of 
conversing with people.

observer

observer
coach employee

COACHING DOJO

Roles:
Coach/Manager (person who guides another to a possible 
solution)
Seeker/Employee (person who has a real-life problem)
1 or 2 Observers (person who does not actively participate and 
provides feedback at the end of the conversation)



Practice!
1. Read the scenarios on the screen and decide which 

one you want to practice in your group
2. Assign the first coach/manager, the employee, and 

the observers. 
• Just jump in – we are friendly and you will switch roles!

3. Manager/Coach
• Determine which stance would work best for that scenario
• Use the feedback statement
• Use powerful questions

4. Employee: Try to act realistically as you might in this 
scenario

5. Observers and Employee: Give feedback to 
manager/coach

There will be 2 rounds:

5 minutes interaction 
between coach/employee

3 minutes feedback from 
observers and employee

It’s harder than it looks -
change roles!
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Categories

Professional 
Skills Work Quality Employee 

Engagement



Professional Skills

1. Marcus, a teammate, has been making inappropriate comments around others 
and even around clients. It’s disruptive and unprofessional. 

2. Your boss Dan is extremely frustrated; it’s evident in his voice, his facial 
expressions, his body language, even his choice of words. You happen to 
observe a negative reaction from someone who witnessed one of his recent 
outbursts.  

3. Angela, a friend and colleague, seems to have something going on. Critical 
items are dropped or missed and it’s starting to affect her reputation.

CONSULTANT COLLABORATOR COACH

Determine the appropriate stance for the scenario.



Work Quality

1. Zia, a team member,  completed his work item, but it is later discovered that he  
did a poor job of testing his work before turning it over to the customer. Now, 
Zia is on two weeks of PTO! The team missed an important milestone because 
his solution was unusable.

2. Annita repeatedly takes longer than expected to complete work -- or completes 
her work but without a strong attention to quality and detail. In order to keep 
things on track, some team members had to stop working on their items in 
order to remediate issues they felt Annita caused. 

CONSULTANT COLLABORATOR COACH

Determine the appropriate stance for the scenario.



Employee Engagement

1. One of your team members, Alysha, is showing a lot of apathy at work. It’s 
very tangible. She is showing up to meetings late or just not participating, her 
professional goals are pretty lightweight, and overall you just don’t see her 
doing anything other than the minimum. 

2. Dottye is not acquiring the new technologies the job is requiring and she 
doesn’t seem interested to learn. The team feels like she isn’t pulling her fair 
share and is starting to resent her. 

CONSULTANT COLLABORATOR COACH

Determine the appropriate stance for the scenario.



Discuss…

• Which of the 3 C’s worked best for each scenario? 
• What did it feel like as the coachee getting that feedback?
• What non-verbal clues were you picking up on that could help you 

moderate your own body language during coaching sessions?
• What personal biases came up? 
• What would help you get into a mindful space before you enter a 

coaching session?



Takeaways

• Start with some personal reflection to counter any 
personal biases

• Get prepared with facts and by using a feedback form

• Intentionally choose your stance and role play so you 
are clear and concise
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Resources
Coaching & Teams

§ Crucial Conversations by Kerry Patterson, et al
§ Dare to Lead by Brene Brown

o When values don’t match; empathy
§ Five Dysfunctions of a Team by Patrick Lencioni
§ Ideal Team Member by Patrick Lencioni
§ It's the Manager by Jim Clifton and Jim Harter

o Gallup - managers are biggest factor in organization's 
long-term success



theagilecorner.com

Julee Everett
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juleeatnorthstarproductlabs

everett.julee@gmail.com


