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6-Step Structure (Goldsmith) 
1. Where are we going?  
This question tackles the big-picture priorities or the organization. It forces you to articulate what you 
expect from your team member. Answering this question, you describe a vision that can be discussed 
openly, not merely guessed at. The back-and-forth dialogue can be a first step in changing both the unit 
environment and your reputation. 

2. Where are you going?  
You then shift to your view to where each team member should be going. Then you can turn the table 
and ask the recipient to answer the same question, thus aligning their behavior and mindset with yours.  

3. What is going well?  
The third portion of the meeting requires you to openly recognize recent achievements by the recipient. 
Then are encouraged to ask a question seldom asked by leaders: “What do you think that you and your 
part of the team is doing well?” This isn’t just a compulsory upbeat moment in a meeting. It helps you 
learn about good news that you may otherwise be missing.  

4. Where can we improve?  
This forces you to give your team member constructive suggestions for the future. Then add a challenge: 
“If you were your own coach, what would you suggest for yourself?” You might be amazed at their 
suggestions.  You will not only be shaping the world around you, you will be learning from it. 

5. How can I help?  
This is the most welcome phrase in any leader’s repertoire. We can never say it enough, whether we’re in 
the role of a parent or friend — or a busy CEO running a meeting. It has a reciprocal power few of us take 
advantage of. When we offer our help, we are nudging people to admit they need help. We are adding 
needed value, not interfering or imposing.  

6. How can I become a more effective leader?  
Asking for help means exposing our weaknesses and vulnerabilities — not an easy thing to do. This also 
provides you with an opportunity to be a role model for your team members. By asking for ongoing help 
and focusing on your own improvement, you are encouraging everyone to do the same. 
 

SIP (Situation-Impact-Pull) 
S – Situation (Here’s what I saw, just the facts) 
I – Impact (Here’s how I feel, this is how it impacted me, or how it seemed to impact 
others) 
P – Pull (for their perspective) 
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3C Model (McLean and Company) 

 

 
Win-Win Performance Agreement 
(Covey) 
Desired Results (not methods) – Identify what is to be done and when. 
Guidelines – Specify the parameters (principles, policies, etc.) which results are to be 
accomplished 
Resources – Identify the human, financial, technical, or organizational support available 
to help accomplish the results 
Accountability – Sets up the standards of performance and the time of evaluation 
Consequences – Specify, good and bad, natural and logical – what does and will 
happen as a result of the evaluation 
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