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In one minute 

List leadership behaviors that 
can make great employees stop 
caring.



All members of the team engage

in candid, respectful conversations

about how they can improve

and their individual and collective performance.

unrestricted by reporting structure

1

2

3

4

Almost Never

Rarely

Often

Almost Always

their working relationships



ROI of Engagement



ROI of Developing People





Engagement

Loyalty

Accountability

Growth

Productivity



Threat Characteristics

1. Confusion to Clarity

2. No Choice to Choice

3. Consequences to Creating







What is a problem you haven’t yet solved?

What is a decision you haven’t yet made?



BELIEFS



4

2. There is no failure, 
only winning and 
learning

1. Stay committed,
not attached

4. The presenting 
problem is usually not 
the real problem

5. People’s reality/choices 
make sense to them

6. There is a reward for 
every thought, behavior, 
choice, and action we 
take

3. The problem 
deserves our 
attention, the solution 
deserves our energy

10. Tell people, they 
comply. Involve people, 
they commit

7. Better solutions 
result when we come 
to a situation in a state 
of intense curiosity

9. The more choices 
we generate, the 
more control and 
ownership we feel

8. People are whole, 
resourceful beings, 
having everything 
they need to succeed 
and achieve their 
desired outcomes



ACTIONS



E
event response outcome

+ R O=



E STORY + R O=
The Power of the Pause

WAIT
Why Am I Talking?



LISTEN



4 Levels of Listening
Level 1: Downloading



4 Levels of Listening
Level 2: Factual



4 Levels of Listening
Level 3: Empathic



4 Levels of Listening
Level 4: Generative



Lab 1

Speaker:
• A problem you haven’t yet solved
• A decision you haven’t yet made

Listener: 
Listen FOR…
• What’s the REAL challenge?
• What is the undertone?
• What hidden beliefs are you hearing?
• Challenge: don’t give advice



https://www.youtube.com/watch?v=-4EDhdAHrOg

It’s Not About the Nail



E STORY + R O=



You can jump in 
with all your sage 
advice  

but 

YOU DON’T KNOW



ASK



Typical Questions

Are you going to talk to him?

Generative Questions

Why did he say that?

What did he say? 
What did you say?

Do you think he knew 
you were offended?

Why didn’t you walk away?



Lab 2

Speaker:
• A problem you haven’t yet solved
• A decision you haven’t yet made

Listener: 
Listen FOR…
• What’s really going on?
• What is the undertone?
• What hidden beliefs are you hearing?

Ask generative questions (page 6-7)



4GROW
Goal Reality

OptionsWay Forward



Lab 3

Speaker:

• A problem you haven’t yet solved
• A decision you haven’t yet made

Coaches

• Follow the GROW framework
• Use generative listening
• Ask generative questions





All members of the team engage

in candid, respectful conversations

about how they can improve

and their individual and collective performance.

unrestricted by reporting structure

1

2

3

4

Almost Never

Rarely

Often

Almost Always

their working relationships



Put in the reps



Session Six: June 2, 2026



Leadership styles are the behaviors we choose. 
Leadership identity is the 

belief system that drives these choices.

Boss – controls people

Manager – handles and trains people

Mentor – advises people

Coach – transports people

• Stay committed, not attached
• There is no failure, only winning and learning
• The problem deserves our attention, the solution 

deserves our energy
• The presenting problem is usually not the real problem
• People’s reality/choices make sense to them
• There is a reward for every thought, behavior, choice, 

and action we take
• Better solutions result when we come to a situation in 

a state of intense curiosity
• The more choices we generate, the more control and 

ownership we feel
• People are whole, resourceful beings, having 

everything they need to succeed and achieve their 
desired outcomes

• Tell people, they comply. Involve people, they commit

Coaching Beliefs



Boss
Actual Meaning?

Master, to lord over



Manager
Actual Meaning?

To handle, control, train



Mentor
Actual Meaning?

To advise, counsel



ROI of Developing People
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