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The goal of this field guide is to provide a simple reference 

tool for those who are new to coaching, or more 

specifically, Uncomplicated Coaching. 

 

COACHING BASICS 

Coaching is more and more proving to be an effective tool 

for providing positive influence and guiding people while 

simultaneously empowering and engaging them. And 

while coaching is similar to teaching, we need to be clear 

that it is unique in that it is primarily about drawing out 

the knowledge and skill of the coachee rather than 

showing, telling, or instructing them in what to do. 

However, that doesn’t mean a coach never needs to do 

some instructing, it’s just that it is not the primary 

behavior. 

Also, coaching tends to be more informal and performed 

in conversations where the key behavior of the coach is to 

ask questions that get focus on a problem or challenge and 

then draw out the coachee’s views and ideas. In 

Uncomplicated Coaching, these questions revolve around 

three areas:  

 Reflection on a problem to get more focus, 

examine causes and identify core obstacles [What 

do you think?], 

 Ideation to get creative and think of solutions 

[What could you do to make it better?], and 
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 Commitment on actions to move forward [How 

can I help?]. 

 

THE PROCESS 

 

Placing the Reflect, Ideate, Commit coaching method in a 

repeatable process yields the best results. The process, 

called FoDAR, is comprised of four practices: focusing, 

defining, assessing, and refining.   

 Focusing is the practice of narrowing down to the 

most critical areas that need change or 

improvement. 

 Defining is about defining the steps that will be 

taken to make change or drive improvement. 

 Assessing refers to the practice of determining 

what progress is being made and the impact of the 

steps being taken. 
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 Refining is about continuously adjusting the plan to 

make it even better or adapting it to new 

challenges. 

 The four parts of the FoDAR process split nicely 

into two conversations, the Defining Conversation 

and the Refining Conversation.    

 The Defining Conversation is where we get focus 

on a problem and define the steps we will take to 

move in a positive direction. 

 Refining Conversations are recurring exchanges 

where follow up is made to assess progress and 

then refine and adjust plans to keep making them 

better. This follow up also helps to keep action 

alive and drive achievement. 

 

THREE KEY QUESTIONS 

1. What do you think (the underlying issue is; needs 

fixing; needs improvement; could be done 

differently; would make us more successful; is the 

biggest problem; etc.)? Here are some additional 

variations of the what-do-you-think question: 

 “We seem to be having a problem with 
_____, why do you think this is?” 

 “What do you think the problem is with 
_____?”  

 “Why do you think _____ is an issue?” 
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 “There seems to be a challenge with _____, 
what do you see contributing to this 
problem?” 

2. What could you do to make it better (or, fix it; 

make it more efficient; make it more customer 

friendly; etc.)? Here are some additional variations 

on the what-could-you-do question: 

 “What do you think you could do to make it 
better?” 

 “What could you do to help solve this 
problem?” 

 “What ideas could you implement to make 
this better?” 

 “What could you do differently to make 
improvements?” 

 “What could you do to make this happen?” 
3. How can I help? 

 

MAKING SUGGESTIONS 

There will be times when the coach will need to make 

suggestions or provide advice. These moments though 

should be few and far between as too much input from 

the coach defeats the primary purpose of drawing out 

solutions from the coachee.  

In order to open the door for making suggestions, a simple 

tactic is to ask permission with something like, “May I 

make a suggestion?” By asking permission in this way, the 



7 
 

coach can add their idea without it being something 

foisted on the coachee uninvited. 

 

EXAMPLE: The Process in Action 

 

Be mindful, Defining conversations happen once and are 

where the plan is created for moving forward. Refining 

conversations, on the other hand, repeat until goals are 

reached or new habits are established. 

 

FOUR KEYS TO SUCCESS 

1. Learn to play stupid and steer clear of having all the 

answers by asking more and telling less. While it is 

tempting to hand out the answers, this leads to 
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brain death in the learner. Always remember the 

coach’s credo: ask more, tell less.  

2. Know that you truly do not know as much as you 

might think and open up to learning. This can be 

one of the biggest benefits to employing 

uncomplicated coaching. You simply don’t know 

and can’t know so many of the things your team 

members know given their proximity to the field of 

play. Humbling yourself and listening can lead to 

solutions to problems you didn’t even know you 

had. 

3. Lose the fear of crazy ideas by encouraging 

inventiveness and applauding the novel. If 

managers are always shutting down new ideas 

because they are afraid of them, what message are 

they sending? The employees can only believe that 

sharing ideas is unwanted. This leads to no new 

ideas and disengagement. By simply being open to 

and encouraging those crazy ideas, leaders can 

open the channels of imagination and 

resourcefulness, two keys to high engagement and 

forward progress. 

4. Be patient and give people the space to grow. Very 

few things happen quickly, particularly when it 

comes to behavior change. Coaching requires cool 

resolve and diligence. 


