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Bravely Lead From Within

Leading With Coaching

Leading Through Conflict and Challenge

Introduction - The Six Areas to Deepen Reflection and Planning
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Thereis no
hidingfromthe

Thebestlaidplans are Leadingfromwithinrequires story thedatatell
onlyworththepaperthey a personal commitment to
are writtenonunlessyou knowing thebeginning monitoring
modelthemthroughactions thesignsalongtheway and Leadingchange
andexpectations and understanding thedesired requires intentional
monitortheseexpectations outcomes accountableactions
for results culturefocusedonresults
schoolimprovement buildingcapacityofstaff
DIP CIP monitorrespondtodata
strategicplan goalsettingandprogress I
collaborativeteamunit monitoring
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mear

Leaderswhopractice
consistentactionsthat Leadingfrom
tightlyalign to their Developing a thickskin withinrequires
expectations create meansyoudealwiththe self reflection intentionally

synergy andothers
situationsathand butas balance acknowleding a

follow leaders wemake itless strength personalcommitmen

aboutangerpride or focus toaccepttherole

SYNERGI hurtandmoreaboutwhat andresponsibility
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07 Leadership lessonsThreeGuidingPrinciples are all aroundyou
Surroundyourselfpursue personalize practice do withotherswho

informationthat thedatabymaking whatyoulearnby want to leadandlearn
is reliableuseful meaningofthem usingthe information
compelling and basedonyour toenhanceyourwork constantlyseek
resonateswithyou experiencesand information thatallows
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Leading Change With Accountability

Going the Extra Mile (and Looking After Yourself)

Learning Always and From Everywhere 
















































































































Be brave
and

Show courage
Weneedbraver leaders

bold resolute leaders whofiercely stand up andmorecourageouscultures
for what is best for kids school staff are more
likely to embracechangeand innovation necessary

Luccessful leadership
BRAVEto improveoutcomesfor students

Mental onewithmental or
inner strength strength moralstrengthtoface
resilience builds confidence danger fear or

SteppingupIfifficultyLeadership requires
courageand honesty EY's89 8solve
Brave Leadership unwaiveringFocus
and courageouscultures
eachmomentmatters
braveunfolds onesituationat a time Actions Toward
staff take cues from you Braver Leadership
demonstratebravebehavior in your leadership I define and protectvaluesbuild a courageous culture oneconversationat atime 2 confront reality say the

truth andencouragethe
truth

3 be an exceptional listener
lookpeople in the eye
createspacein yourday
so youcangivepeople
your full attention
listenfor what is notsaid

4 be reflective
55getcomfortable with
leadingchangeandgetting
messy
1 What is the best
decision for bothside

2 What are the long term
effects of the best
decision

3 Howwould I respond if
Obstacles That Get in the Ionlyknewtheproblem
Way of Being Brave and not the people

4 Whatdecision is
1 TIME consistentwithwhat
2 Wantingto be LIKED Ibelieve

5 Whatwill bethelongterm
effectsofmydecision

Chapter 1; Bravely Leading From Within

“What, if anything, about the way people are leading today, needs 
to change in order for leaders to be successful in a complex, 

rapidly changing environment where we’re faced with seemingly 
intractable challenges and an insatiable demand for innovation?”
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coaching unlockinghumanpotential let out thepower in individuals providingdirection support andcoaching so greatthings can happen

Three Leadership stances
1Consultantstance
directadvice
leadertakeson amoresignificant
part ofthinkingandcontribution
leadermayofferknowledgeorexpertise
couldbeduenew toprofessionposition

2 collaboratorstance
partnership
equalcontribution tothinkingand
problemsolving
equalsharingofideas

3 reflectivecoachingstance
staffmemberalreadyhastheanswer
withinthem
askingtherightquestions canmediate
thinking
aids staff in consideringoptions
andtrustingtheir instincts
can resultin selfefficacyandself
direction thatempowersandunlocks
potential

TheThreeStancesTogether

ccassionally Doyouwantmeto tellyouhow
isappropriate tohandlethesituation
askwhich collaboratewithyoutofigure
ancethey'dlike outthebestoption or
ontotake coachyouthroughit

Leaders develop
IMPACTFUL peoplewho can
coachingskills

Problem
Pausing solve
Paraphrasing
positive presupposing
probing

Chapter 2; Leading with Coaching




















Stanier's Seven Questions

Chapter 3: Leading Through Conflict and Challenge

Kick-Start Question 
 

“What’s on your 
mind?” 

 
This question gets you to what 

matters most quickly, so you can 
get to the real concern or issue. 

Stanier’s  
Seven  
Questions

Foundation Question 
 

“What do you want?” 
 

This question is often easy for 
the person to answer, but it 
moves the conversation to a 
deeper level faster. It gets to 
the heart of what the person 
wants to happen even when 

emotions are involved..

A.W.E. Question 
 

“And what else?” 
 

This question allows you to probe 
deeper for more answers and 
more possibilities. It also slows 
down the advice monster. It 
keeps you curious longer. 

Lazy Question 
 

“How can I help?” 
“What do you want from me?” 

 
This question works in two ways. (1) It forces the 

person to make an explicit request- to clarify 
what the person wants or needs help with. (2) It 
is a self management tool to keep you curious 

longer and to prevent you from doing things you 
think the person wants you to do.

Learning Question 
 

“What was most useful or most valuable for you?” 
 

This question helps finish the conversation with a sense of accomplishment 
and meaning for both parties. It’s an effortless way to reinforce learning 
and development. By asking people to identify and reflect on the process, 

this question helps create the space in which insightful moments of 
learning can occur. 

Strategic Question 
 

“If you say ‘yes’ to this, what 
must you say ‘no’ to?” 

 
This question helps the overwhelmed and 
overcommitted. It helps make the promise 

real.

Focus Question 
 

“What’s the real 
challenge here for 

you?” 
 

This question allows you to get to 
the heart of the matter. It 

focuses on directly on the person 
and how the issue directly 

affects them.

Guiding Questions 
What leadership strategies do you use when faced with conflict in your organization? •
Do you confront the elephant in the room, or do you accept non-compliant behaviors because it makes you feel •
uncomfortable to deal with conflict? 
Are you looking at behaviors to understand what motivates those behaviors, or are the behaviors simply frustrating you? •
What are the hidden messages in your actions? •
How are you managing the change process? •
What can you differently to ensure everyone in your system focuses on the right work even when they do not believe in the •
purpose or have the same sense of commitment to student growth as you?


























The culture of any 

organization is shaped 

by the worst behavior 

the leader is willing to 

tolerate.  

- Todd Whitaker, (2015)

Creating systems and processes is essential, 
but they do not replace the need to 

constantly build shared understanding and 
address staff members’ challenges and 

conflicting behaviors and views.

Ko!er’s Eight-Step Process to Change 
1. Establish a sense of urgency. 
2. Create a guiding coalition. 
3. Develop a vision and strategy. 
4. Communicate the change vision. 
5. Empower employees for broad-based action. 
6. Generate short-term wins. 
7. Consolidate gains and produce more change. 
8. Anchor new approaches in the culture.


