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DEDICATION

T o my wife, my children, my grandchildren, my family, my church community 
and my friends, thank you for your love, prayers, encouragement, patience and 

support.
To every person I have had the privilege of coaching, mentoring, managing, supervising 

or learning alongside: this book exists because real people, in real conversations, taught me 
what actually works.

Above all, I give honour to the Head of my life, my Lord and Saviour Jesus Christ, for 
giving me the ability, the insight and the gift to serve others; for allowing that gift to make 
room for me; and for taking me to places I never imagined I could reach by myself.



PREFACE

In today's fast-paced and increasingly complex workplaces, the quality of conversations 
matters more than ever. Teams do not thrive simply because they have the right structures, 
policies, strategies, or performance targets. They thrive when people are able to think 
clearly, speak honestly, take responsibility, and Cnd practical ways forward.

Moaching has been central to my work for many years. Ay experience has taken me 
through Sdult Nocial Mare, local government, organisational development, leadership 
development, coaching, mentoring, training, supervision, private sector consultancy, and 
a period working within H:N Mommunity Aental :ealth services. Scross those di3erent 
settings, I have seen the same truth repeated many times0 the right conversation, at the 
right moment, can make a signiCcant di3erence.

This book brings together BL coaching tools and approaches that I regularly use in 
practice.

They are not the only tools I have ever used. There are many more models, frameworks, 
and methods that can support coaching, leadership, supervision, learning, and organisa-
tional change. Put the tools in this book are my go-to approaches. They are the ones I 
return to because they help people think, reWect, decide, act, and grow.

Nome are well-known coaching models. Nome come from HOG, supervision, leadership 
development, psychology, learning theory, or organisational change. Nome I have adapted 
through experience. Nome I have developed myself. Dhat they have in common is that 
they are practical. They work in real conversations with real people.

Ay Crst experience of coaching came through a former manager. I had gone to him 
for advice about a problem I was facing. Instead of giving me the answer, he asked me a 
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question. I answered it, and then he asked another. Then another. Sfter a while, I became 
slightly irritated and asked why he kept asking questions instead of simply telling me what 
to do.

:is answer stayed with me.
:e explained that when people come to you with problems and ask for advice, much 

of the time they already have the answer somewhere within them. They may not have 
clarity yet. They may not have conCdence. They may not have the words for it. Put often, 
the answer is closer than they realise.

That moment changed the way I thought about people.
It taught me that coaching is not about rescuing people with our wisdom. It is about 

helping them access their own. It is about creating the kind of conversation where people 
can pause, think, reWect, challenge their assumptions, understand their options, and 
decide what they will do next.

This book is written for coaches, managers, supervisors, leaders, :Y and RU pro-
fessionals, trainers, mentors, and anyone who wants to have better developmental con-
versations. Dhether you work in the public sector, private sector, voluntary sector, or in 
independent practice, the heart of coaching remains the same0 helping people think more 
clearly, take responsibility, and move forward with greater conCdence.

It is not designed to be a textbook of abstract theory. It is a practical working guide.
Ay hope is that you will not 8ust read these tools, but use them. Try them in real 

conversations. Sdapt them to your own style. YeWect on what happens. Hotice what 
works. Rver time, they will become part of your own practice.

Moaching is not about having a clever model for every situation. It is about being pre-
sent, listening well, asking better questions, o3ering appropriate challenge, and helping 
people move from confusion to clarity and from intention to action.

These are the tools and approaches I reach for most often.
I hope they serve you well.
Fred Clements



HOW TO USE THIS BOOK

T his book has been written as a practical working guide, not as a textbook to be read 
once and placed on a shelf.

You can read it from beginning to end, but you do not have to. It is designed so that 
you can return to it when you need a particular tool, approach, question, model, or way of 
thinking. Some chapters will be useful before a formal coaching session. Others may help 
you prepare for a supervision conversation, a leadership discussion, a team development 
session, or a di:cult conversation where someone needs clarity and support.

The book is organised into six sections. The jrst section focuses on the foundations 
of coaching practiceE the core skills, mindsets, and conditions that make good coaching 
possible. The second section helps with clarity and direction. These tools are useful when 
someone is unsure what they want, what matters to them, what is driving them, or 
where the real issue sits. The third section focuses on structuring learning and action. 
These models help turn conversation into insight, and insight into movement. The fourth 
section explores mindset, responsibility, and emotional state. These approaches are useful 
when someone feels stuck, overwhelmed, reactive, uncertain, or caught in unhelpful 
thinking. The jfth section looks at feedback, awareness, and relationships. These tools 
help people understand themselves, communicate more e3ectively, and notice patterns in 
how they relate to others. The jnal section moves into supervision, teams, organisational 
practice, and change. These approaches are especially useful when the issue is not 0ust 
about the individual, but also about the wider system around them.

Cach chapter follows a practical structure. You will jnd an explanation of the tool or 
approach, when it can be useful, how to apply it, questions you can ask, and points to 
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watch out for. The aim is not to make you follow a rigid script. The aim is to give you 
enough structure to use the tool with conjdence while still adapting it to the person, the 
context, and the conversation in front of you.

The tools in this book work best when used with 0udgement. G model can help you 
think, but it should never replace your presence, listening, ethics, or common sense. 
Sometimes the most powerful thing you can do is ask a simple question and stay quiet. 
Gt other times, the person may need more structure, more challenge, or more direct 
guidance.

Fse these tools as a starting point. …ractise them. Gdapt them. Dotice what works. 
5e5ect on what you might do di3erently next time.

The more you use them, the more they will become part of your own coaching practice.
6or companion videos, coaching resources and further practical content, visit the 

Nlements Nonsultancy YouTube channelE
httpsE77www.youtube.com786redNlementsNonsultancy



INTRODUCTION

W elcome to 30 Coaching Tools and Approaches That Actually Work.

If you are holding this book, it is likely because you -nd yourself in the thick of 
it j managing people, leading provects, supporting change, dexeloping others, or helping 
indixiduals and teams think more clearly in the middle of complew Morking life.

Fy name is Sred Clements. Sor many years, I haxe Morked in and around people dej
xelopment, coaching, leadership, organisational dexelopment, training, mentoring, and 
superxision. Fy vourney has included Adult Nocial Care, local goxernment, prixate secj
tor Mork, consultancy, leadership dexelopment, and a period Mithin HqN Community 
Fental qealth serxices.

I haxe spent much of my career in the messy middle j that space Mhere strategy meets 
reality. I haxe seen carefully Mritten plans struggle because the conxersations underneath 
them Mere not strong enough. I haxe also seen indixiduals, managers, and teams moxe 
forMard because one Melljtimed Ouestion helped someone see the situation diGerently.

This book comes from that practical place. It is not a collection of abstract theory. It is 
a Morking toolkit for people Mho Mant coaching to make a real diGerence.

The Modern Coaching Landscape: From Remedial to Essential
When I -rst entered the Morkforce, coaching Mas not alMays understood in the May it is 

today. In some organisations, being oGered coaching could feel like a sign that something 
had gone Mrong. It Mas sometimes seen as remedial j something used to -w a problem or 
correct a Meakness.

That xieM has changed signi-cantly. Today, coaching is much more Midely recognised 
as a dexelopmental, reLectixe, and performancejenhancing approach. It is used to support 
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leaders, managers, professionals, teams, and practitioners through pressure, complewity, 
transition, uncertainty, and change.

In many Morkplaces, the old commandjandjcontrol style of leadership is no longer 
enough. Ueople still need direction at times, but they also need space to think, take 
responsibility, build con-dence, and dexelop their oMn vudgement. If exery ansMer has 
to come from the manager, the organisation becomes sloM, dependent, and fragile.

Coaching oGers a diGerent May. It helps people dexelop oMnership. It builds conj
-dence. It encourages reLection. It strengthens decisionjmaking. It supports learning, 
resilience, and accountability.

That does not mean coaching is the ansMer to exery situation. There are times Mhen 
people need instruction, adxice, training, mentoring, support, or clear direction. 'ut 
Mhen the purpose is to help someone think better, take responsibility, and moxe forMard, 
coaching can be one of the most poMerful approaches axailable.

Deyning Coaching
There is a lot of consultantjspeak around coaching, but I prefer to keep it practical. Sor 

me, coaching is a focused conxersation that helps a person think more clearly, access their 
oMn resources, and take meaningful action.

It is not about the coach haxing all the ansMers. It is not about rescuing someone. It 
is not about shoMing hoM clexer the coach is. At its best, coaching helps people discoxer 
Mhat they already knoM, challenge Mhat is getting in the May, and decide Mhat they are 
going to do newt.

It is also helpful to be clear about Mhat coaching is not.
Coaching and Mentoring
A mentor often draMs on their oMn ewperience. They may say, 8I haxe Malked this path 

before? here is Mhat I learned.8 Fentoring can be ewtremely xaluable, especially Mhen 
someone needs guidance, Misdom, or sectorjspeci-c insight. Coaching is diGerent. In 
coaching, the coach does not need to be the ewpert in the coacheezs vob. The coachee 
remains the ewpert in their oMn contewt. The coach is responsible for the process j the 
Ouality of attention, Ouestioning, challenge, reLection, and structure.

Coaching and Training
Training is usually about building knoMledge or skill. If someone does not knoM hoM 

to use a system, folloM a process, or carry out a task, they may need training. Coaching is 
more often about thinking, behaxiour, con-dence, vudgement, motixation, responsibilij
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ty, and action. Nomeone may already knoM Mhat to do but still be axoiding it, oxerthinking 
it, resisting it, or lacking con-dence to moxe forMard.

Coaching and TherapP
This distinction matters. Therapy often Morks Mith deeper psychological distress, 

trauma, mental health issues, and past ewperiences that reOuire clinical skill and care. 
Coaching may touch on emotion and personal history, but its primary focus is usually 
present and future action. A coach should knoM the limits of their role. If a person needs 
therapeutic support, clinical interxention, or specialist mental health help, the ethical 
response is not to keep coaching beyond your competence. It is to signpost or refer 
appropriately.

In short, coaching is a purposeful, futurejfocused conxersation that helps people think, 
learn, decide, and act.

The wofer ob the ToolSelt: ,caNoldingB Hot ,cripts
HeM coaches often ask Ouestions such as, 8What do I say if the person stops talking:8 

or 8qoM do I stop the conxersation becoming vust a chat:8 This is Mhere tools and 
approaches help.

I think of the tools in this book as scaGolding. When you are Morking on a building, 
the scaGolding is not the building itself, but it gixes structure, safety, and access. In the 
same May, a coaching tool is not the conxersation itself. It simply proxides a structure that 
helps the conxersation become clearer, safer, and more useful.

I Mas reminded of this recently Mhen I built a ga1ebo. To do the vob properly, I needed 
the right tools. I used a spirit lexel. I used a poMer drill a great deal. I used a circular saM 
and another poMered saM for cutting timber. I had plenty of other tools axailable, but 
many of them Mere not needed for that particular vob.

That is hoM practical Mork often is. Bou may oMn many tools, but Mhen you are doing 
a speci-c task, you reach for the ones that -t the vob.

Pardening is diGerent. If I am Morking in the garden, I am more likely to use shears, 
hedge cutters, secateurs, and pruning tools. I Mould not reach for the same tools I used to 
build a ga1ebo. EiGerent Mork reOuires diGerent tools.

Coaching is similar. There are many tools, models, frameMorks, and approaches axailj
able. I haxe used far more than the ones included in this book. 'ut these are my gojto tools 
and approaches j the ones I return to because they help in real conxersations.

A tool is not a script. If you use it mechanically, the conxersation Mill feel Mooden. 'ut 
if you use it Mith vudgement, it can help both coach and coachee.
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A good tool oGers tMo things. Sirst, it gixes the coach someMhere to stand. When 
the conxersation becomes complew, emotional, circular, or unclear, a model can proxide 
structure and direction. Necond, it gixes the coachee a May to think. Fany people come to 
coaching because their thoughts feel tangled. A good tool helps them sloM doMn, separate 
the strands, and see the situation from a diGerent angle.

The tool should nexer become more important than the person. The model is there to 
serxe the conxersation, not dominate it.

The wracticalitP First whilosophP
I haxe a xery loM tolerance for LuG. If a model sounds impressixe but cannot be used in 

a real conxersation, it has limited xalue. If it reOuires so much ewplanation that the coachee 
is confused before you begin, it may not be the right tool for the moment.

The tools and approaches in this book haxe been selected because they are practical. 
They are the ones I return to because they help people think, reLect, decide, act, and groM.

They can be used in formal coaching sessions, leadership conxersations, superxij
sion, training, mentoring, team dexelopment, organisational dexelopment, and exeryday 
Morkplace discussions. Nome are useful in a planned onejhour session. Dthers can be 
helpful in a short conxersation Mhen someone needs clarity Ouickly.

That said, simple does not alMays mean easy. Nome tools can be introduced Ouickly, but 
using them Mell takes ewperience, vudgement, and practice. A model may look straightj
forMard on paper, but knoMing Mhen to use it, hoM far to take it, hoM to adapt it, and 
Mhen to stop reOuires skill.

Nome tools also build on each other. Sor ewample, a coach Mho has not yet dexeloped 
strong listening skills may struggle to use deeper Ouestioning Mell. A leader Mho has not 
created psychological safety may -nd that exen a good feedback model lands badly. The 
tools matter, but so does the maturity of the person using them.

I could Mrite a Mhole separate book on the HRU tools I haxe found useful. Nome of 
my faxourites are included here, but others reOuire more training, more practice, and 
more care than Mould be appropriate in a general practical handbook. I haxe deliberately 
focused on tools and approaches that can be taught, practised, and used by coaches, 
managers, leaders, superxisors, and peoplejdexelopment practitioners.

Fy philosophy is simple@ theory is only useful if it surxixes contact Mith real life. A tool 
earns its place Mhen it helps someone make sense of a situation, notice Mhat is happening, 
take responsibility, and identify a practical May forMard.

The Mindset vehind the Models
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Although this is a book of coaching tools and approaches, I Mant to oGer one imporj
tant Marning. A tool is only as eGectixe as the person using it.

Bou can use a MelljknoMn model and still haxe a poor conxersation if you are not truly 
listening. Bou can ask a technically good Ouestion and still miss the person in front of you. 
Bou can folloM a process and still axoid the real issue.

Pood coaching reOuires more than techniOue. It reOuires presence, patience, curiosity, 
humility, courage, and respect. It reOuires actixe listening j not simply Maiting for your 
turn to speak, but listening for meaning, emotion, assumptions, patterns, and Mhat is not 
being said. It reOuires empathy j the ability to understand another personzs Morld Mithout 
taking it oxer. It reOuires curiosity j the Millingness to replace vudgement Mith interest. It 
reOuires challenge j not harshness, but the courage to name Mhat may need to be noticed.

It also reOuires discipline. Coaches, managers, and leaders often Mant to -w, rescue, 
adxise, or take control. Nometimes that may be appropriate. 'ut often, the better response 
is to pause, ask, listen, and alloM the other person to do the thinking.

As you moxe through these chapters, remember that the tool is the map, but you are 
the guide.

kof to HaAigate This kandSoo'
This book is designed as a practical resource. Bou can read it from start to -nish, but 

you can also dip into it Mhen you need a particular tool or approach.
The chapters are grouped into siw sections@ Soundations of Coaching Uractice? Crej

ating Clarity and Eirection? Ntructuring Rearning and Action? Findset, Yesponsibility 
and …motional Ntate? Seedback, AMareness and Yelationships? and Nuperxision, Teams 
and Drganisational Uractice.

…ach chapter folloMs a practical structure. Bou Mill -nd an ewplanation of the tool or 
approach, Mhen it may be useful, hoM it can be applied, Ouestions you can ask, and points 
to Match out for. 7se the structure, but do not become trapped by it. Adapt the tools to 
your oMn style and to the person or group in front of you.

( Call to (ction
The Morld does not need more people Mho merely knoM about coaching. It needs more 

people Mho can coach. BnoMledge Mithout application is vust an intellectual ewercise. 
Fy encouragement is simple@ use the tools. Try them in real conxersations. YeLect on 
Mhat happens. Hotice Mhat Morks. Hotice Mhat does not. Adapt your approach and keep 
learning.
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Eo not Mait for the perfect coaching client or the perfect coaching session. Ntart Mith 
the conxersations already in front of you.

Rook at your diary. Think about a conxersation Mhere you Mould normally gixe adxice, 
oGer a solution, or tell someone Mhat to do. Ask yourself Mhether there is an opportunity 
to pause and help the other person think instead.

Coaching is a craft. It dexelops through practice.
Bou Mill sometimes ask a clumsy Ouestion. Bou Mill sometimes use the Mrong tool. Bou 

Mill sometimes speak too Ouickly or miss something important. That is part of learning. 
The key is to reLect, advust, and keep improxing.

The tools and approaches in this book haxe serxed me Mell in real conxersations Mith 
real people. I hope they help you strengthen your oMn practice and make a meaningful 
diGerence in the conxersations that matter.

Retzs get to Mork.



THE FOUNDATIONS OF COACHING 
PRACTICE

I  mentioned earlier that I recently built a gazebo.

The reason I decided to build one myself was because of what happened to the 
previous one. A few years ago, during one of those rare but memorable UK heatwaves, 
we bought a metal-framed gazebo for the garden. The weather was beautiful, around 33 
degrees, which is pretty hot for us in the UK, and the gazebo gave us some welcome shade.

It lasted a good two or three years. Then one winter we had a bad windstorm. The xrst 
storm tore the fabric. The neSt strong wind damaged the metal frame so badly that it was 
no longer salvageable.

That eSperience taught me something very practical. If something is going to stand up 
to pressure, it needs more than a pleasant appearance. It needs a strong structure and, 
most importantly, solid foundations.

ko when I eventually decided to build my own gazebo, I approached it diCerently. I did 
not begin with the roof covering or the xnishing touches. I started with the base. I wanted 
it properly grounded. I used thicBer timber. I built a stronger frame. I paid attention to 
the structure because I Bnew that if the foundation was weaB, the whole thing would 
eventually fail.

qoaching is no diCerent.
:efore we rush into models, techni?ues, clever ?uestions, or specialist tools, we need 

to asB a more basic ?uestionW what is this coaching conversation standing on0
There is a well-Bnown teaching in kcripture about the wise man who built his house 

upon the rocB. Ohen the rain came, the Hoods rose, and the winds blew, the house stood 


