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The Leadership Framework for Sport and Recreation

in Aotearoa New Zealand

-

“Developed by the sector for the sector”

This coaching guide provides 
practical advice for Board Chairs 

(and other Board Members) to assist 
a development conversation with 
Leaders of Organisations (Chief 
Executive or General Manager). 

It should be used in conjunction 
with the Self Development Guide 

Leading Organisations SD4.
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Overview

Why
Develop others?

As a Board Chair (or Board Member), your ability to support 
your Organisation's Leader(s) is vital. Research shows that 
the greater others, the more their your focus on developing   
engagement and motivation increases and ultimately their 
performance.

This resource is a practical tool to help you do just that. 
We’ve provided you with a series of open-ended questions 
to guide you through a positive and engaging development 
conversation with your Organisation Leaders. It is essential that 
your Organisational Leader(s) will have completed the Self-
Development Guide Leading Organisations (SD4) and that 
you are both therefore able to discuss in-depth and with real 
understanding what successful leadership looks like both for 
your Organisational Leader(s) and for your organisation.

There is no expectation that you go through every question or 
every section of this workbook. The aim is for your Organisation 
Leader(s) to identify one or two specific things they are going 
to focus on, what is going to make the biggest impact for 
them over the next few months.
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DEVELOPMENT CHECKLIST

Ensure your Organisational Leader has 

completed the Self-Development Guide Leading 

Organisations (SD4).

Ensure you also have read and reflected on the  

Self-Development Guide Leading Organisations 

(SD4) yourself.

Discuss with your Organisational Leader the 

outcome of their reflections.

Choose together one or two aspects of the 

Leadership Map you will discuss during this 

development conversation (e.g. Purpose, 

Delivery, Collaborate etc). Don’t try and discuss 

all of them.

Together, choose one or two specific things to 

focus on. What is going to make the biggest 

impact?

THE LEADERSHIP MAP FOR LEADING ORGANISATIONS

The Leadership Framework for Sport and Recreation in 
Aotearoa NZ, focuses on practical aspects of 
leadership, for both paid and voluntary roles and aims 
to guide, grow and inspire leaders for ever-improving 
community outcomes. The Leadership Maps identify 
the different contexts (or levels) leaders work in and 
outline the unique task, focus and responsibilities for 
that particular context.

While everybody working and volunteering in sport 
and recreation has leadership responsibility, the 
context of the role will determine the nature and 
extent of those leadership responsibilities. This guide 
has been designed to help you develop your direct 
report(s) who is/are operating at a ‘Leading 
Organisations’ context.

Leading
Self

Leading
Teams

Leading
Leaders

Governing
Organisations

Leading
Organisations

For more information on the leadership framework go to https://sportnz.org.
nz/managing-sport/search-for-a-resource/news/leadership-development-
system-for-sport-and-recreation

https://sportnz.org.nz/managing-sport/search-for-a-resource/news/leadership-development-system-for-sport-and-recreation
https://sportnz.org.nz/managing-sport/search-for-a-resource/news/leadership-development-system-for-sport-and-recreation
https://sportnz.org.nz/managing-sport/search-for-a-resource/news/leadership-development-system-for-sport-and-recreation
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Leadership map for
Leading Organisations
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Culture

Understanding which communities you should engage and build 
relationships with, the needs and drivers of key partners and influencers, 
and how to align your goals.

Engaging and influencing at the ‘highest levels’ to ensure the best 
outcomes for your communities now and in the future.

Being visible and sought out by the right people for the right reasons to be 
a part of the right group, sitting at the right ‘tables’.

Facilitating the right connections for your organisation.

Identifying and using appropriate sources of information to guide your 
organisation well.

Understanding and navigating regional, national and international 
perspectives, keeping in mind the impact you have at each level.

Shaping funding and sustainability conversations at the highest levels.

Creating role clarity within your senior leadership team – for both functional 
and organisation-wide leadership roles.

Engaging influential stakeholders in your strategic reviews, planning and 
goal-setting.

Developing the talent and leadership needed in the organisation to deliver 
now and in the future.

Creating and sustaining a culture that embraces diversity and inclusion.

Developing the strategic direction and goals for the organisation.

Ensuring continuous improvement by regularly reviewing and refining 
organisational strategy, structure, systems, skills and staffing.

Keeping ‘whole-of-organisation’ thinking at the fore – balancing the long, 
medium and short term.

Actively improving your organisation’s cultural literacy to enable bicultural 
and cross-cultural operation.

Seek open and honest feedback from inside and outside the organisation – 
use formal and informal channels.

Be a fearless role model for your organisation’s values and culture – even in 
the face of political pressure.

Be trustworthy and credible.

Invest in your own development.

Remaining well informed and up-to-date with your organisation’s context.
Understanding the impact and expectations of your position.
Asking about and listen to the stories of frontline staff and making sense of 
their reality.
‘Fronting’ difficult and complex issues.
Knowing your unconscious biases and their impact.
Looking for new and different sources of information to counter organisational 
biases and blind spots.
Actively improving your cultural literacy to enable bicultural and cross-cultural 
operation.

To serve communities effectively, you need to develop, nurture and 
sustain relationships with the right people. Collaborating with 
communities means: 

Communities are complex. As your leadership context broadens, 
your decisions and actions have wider and longer-term community 
impacts.

Leadership is about teamwork – working with and through others 
to deliver on your purpose. As a senior executive, it means:

As a leader of an e�cient and effective organisation it means:

Being rewarding to deal with is the foundation for effective 
collaboration.

While complexity is best navigated through teamwork, as an 
organisational leader this means:

*Larger version of Leadership map in separate file





YOUR WORKBOOK 14 15

If you’re like most leaders, you have 
a picture in your head about the 
performance you want from your people. 
When faced with a gap between how 
people actually perform and what you 
(or they) want, what do you do? It’s likely 
that your first inclination is to tell the 
person – about how you see the situation, 
or what you believe they should be doing 
differently.

What’s the downside of telling people 
what they should do to be more effective?

Most of the time, the areas that need growth and change in 
your people are not areas that can change with the flip of a 
switch – or with simply setting a clear expectation. (If it were 
so simple, it’s likely they would have improved by now.) Rather, 
the changes are likely to relate either to higher-order skills, or, 
with the person’s mindset – what they believe and assume, 
how they see the world and themselves in relation to it. Telling 
them what to do would result in little learning or change.

Some helpful hints 
on development
conversations

‘Telling’ as a performance strategy has two downsides:

You are not dealing with the cause of the performance 
gap because you won’t have understood it. In fact, you 
probably have made assumptions about the cause 
without even realising it.

Even if you do understand the cause, ‘telling’ is unlikely 
to result in the change you want. You might possibly 
get short-term behaviour change – the person doing 
what you tell them to – but next week or next month 
you will face the same situation again.



17

Asking
questions

as an
alternative 
to telling

Asking accomplishes two things that are essential 
in this situation:

It helps you both better understand the 
cause of the performance gap so that 
you can develop a better solution.

It helps the person pull the camera 
back and see the situation differently

A. Do they lack a skill that is key to performing?

B. Is their mindset stopping them from being 
effective?

C. Do they have a different (better!) way to be 
effective?

A. If they think through the challenge 
themselves, they may see different options for 
solving it, and become better able to solve it in 
the future.

B. If they uncover options that they are 
discarding, you can help them see how those 
options might be viable.

C. If they are stuck on a recurring issue, you can 
help them reflect on the thoughts, motives or 
behaviours that are keeping them stuck.
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How to 
formulate 

good
questions

A good question seeks richness in the answer. This usually means it’s not 
a “yes” or “no” question. A good question provokes reflection and a new 
perspective. As a leader, one of your most important roles is to explore with 
your team how to do their best. By doing this, you’ll help them make better 
decisions, solve problems that are holding them back, learn new skills, and 
otherwise progress their careers. The GROW Model is a simple yet powerful 
framework for structuring your development conversations.

The best development 
conversations are…

Focused on 
performance

Resolving deep 
historical issues - that’s 

counselling

Focused on the ‘here and 
now’ rather than on the 

distant past or future

Telling people what to do 
– that’s teaching

Based on trust and 
respect

Providing life or career 
advice – that’s mentoring

All about raising 
awareness and helping 
your direct report find 

their own solutions

The worst development 
conversations are...
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1    - Invite

2    - Maintain

3    - Ask

4    - Encourage

5    - Focus

6    - Provide

Invite the individual’s 
input – it’s a two-way 
conversation.

Maintain the individual´s self 
esteem (you are sensitive but 
don’t sugar coat).

Ask insightful questions that 
encourage the individual to think 
about their leadership behaviour.

Encourage the individual 
to consider how they can 
maximise their strengths.

Focus upon the things that will 
have the greatest impact on 
their performance.

Provide a sounding board for 
their thoughts.

Top
Tips... 
What should you do?
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As an Organisational Leader, the setting and 
communicating of an organisation’s purpose 
and strategy ultimately resides with them. 
It needs to be compelling enough to inspire 
the whole organisation as well as explain how 
unique the organisation is in meeting the 
needs of the communities it serves.

General Questions Relating to the Self Development Guide
*NB - Please don’t ask all these questions, just choose the one or two relevant to 

your particular development conversation

Questions to Support the Development Conversation

How are you going creating/reviewing 
your organisation’s purpose statement?

What have been some of the challenges in 
making it compelling and inspiring for all 
levels of the organisation and across your 
community groups?

In what ways does the purpose 
statement highlight the organisation’s 
unique value?

How are you and your team aiming 
to keep the purpose alive in the 
organisation?

Knowing your key stakeholder’s needs, what 
other agencies support their key needs 
and drivers and therefore who can you 
collaborate with to meet those needs?

What are the one or two specific things 
you are going to focus on around Purpose/
Kaupapa?
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Self-Development Questions

These questions are about discussing in more depth one or two specific things 
the Organisational Leader is going to focus on. Make sure that what is agreed 
is specific enough. Rather than having a loose goal like “manage performance 
better” they need a specific action, such as “conduct two development sessions 
with each staff member over the next 8 weeks in which we review performance 
standards and targets.”

*NB - Please don’t ask all these questions just choose the one or two relevant to your

particular development conversation

What are you focusing on right now?

What’s the most important issue right now?

What are you trying to achieve around your purpose?

How will you know you’ve achieved this?

1- Goal What is the Goal?

2    - Reality What is the current Reality of
the situation?

How committed to this purpose is the organisation and/or the 
leadership team right now?

What have you done so far? With what results?

What’s worked/going well so far?

What’s got in the way – what have been the barriers?

3    - Options What are the Options? This is about exploring a wider 
range of options before choosing a particular path.

What else could you do? And what else?

What do organisations that achieve this really well do?

If you had more time what else would you try?

4  - Will
What Will you do?

What option excites you or interests you the most?

How can I support you?

Does this meet your objectives?

Who else could support you?
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Organisational culture is often hard to define, but 
is seen as a system of shared assumptions, values, 
and beliefs, which governs how people behave in 

organisations or ‘how we do things round here’. These 
shared values have a strong influence on how people

behave in the organisation, treat one another and 
perform their jobs. The leader of an organisation 

directly shapes culture - what they pay attention to, 
what they ignore, their language, what they reward 

and notice sends clear messages to people.

General Questions Relating to the Self Development Guide
*NB - Please don’t ask all these questions just choose the one or two relevant to your

particular development conversation

What’s on your mind/what are the 
concerns around organisational 
culture?

What have been some of the 
challenges in building a positive 
organisational culture?

How is your leadership team going in 
supporting a positive organisational 
culture?

What’s some of the feedback you are 
getting from outside your organisation 
around culture?

What are the one or two specific things 
you are going to focus on around 
building Culture/Tikanga?
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Self-Development Questions

What areas do you want to work on? What are your options moving forward?

 What actions or steps will you take?

What have you tried so far? With what results?

Describe your perfect culture. What would the organisation be like? What are some other options?

Who will help you?

What is working well right now?

What areas are you going to work on? What would someone who does this really well do?

How will you know you have been successful?

What is holding you back?

How will you know when you’ve achieved it? What advice would you give to someone else?

What if you could start again?

What could get in your way? / How will you overcome these barriers?

What will you need to stop doing, in order to make time for this?

Intuitively, what is really going on here?

1- Goal 3- Options

4- Will

2- Reality

What is the Goal? What are the Options? This is about exploring a 
wider range of options before choosing a particular 
path.

What Will you do?

What is the current Reality of the situation?
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How are you going creating and 
implementing your organisation’s 
strategy?

What have been some of the 
challenges?

Of the six key questions you need to 
answer (Lencioni) which are you finding 
most challenging and why?

How have you brought your team along 
on the journey?

What are the one or two specific things 
you are going to focus on around 
Delivering/Kawenga?

Organisational Leaders set the strategic plan that 
then must be implemented. Getting this right 
is at the heart of effective delivery. Leaders need 
to review their strategy from time to time, but 
this should not occupy huge amounts of their 
focus. Once set, the focus is on communicating, 
enabling, supporting and developing people’s 
capability to deliver on strategy.

General Questions Relating to the Self Development Guide
*NB - Please don’t ask all these questions just choose the one or two relevant to your 

particular development conversation



YOUR WORKBOOK 32 33

Self-Development Questions

Describe your perfect world - What will success look like? What are your options or course of action moving forward?

Which options work best for you?Where are you now in relation to your goal?

What’s the end result or goal? If this/these options weren’t available – what else could you consider?

Does this meet your objectives?What have you tried so far? With what results?

Is it positive, challenging and sustainable? What could you do differently?

How will you know you have been successful?What is working well right now?

What areas do you want to work on? If you had more time/money, what would you try?

What could get in your way? / How will you overcome these barriers?

How will you ensure that you do it?

What support will you need from me? From others?

Intuitively, what is really going on here?

1- Goal 3- Options

4- Will2- Reality

What is the Goal? What are the Options? This is about exploring a wider 
range of options before choosing a particular path.

What Will you do?What is the current Reality of the situation?
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General Questions Relating to the Self Development Guide
*NB - Please don’t ask all these questions just choose the one or two relevant to your

particular development conversation

What key strengths do you bring 
to collaboration and relationship 
building?

What areas do you need to 
develop around building effective 
relationships?

How are you going around building 
strategically important relationships – 
sitting at the right tables?

How diverse are your strategic 
relationships, are they from a range of our 
important community groups?

What are the one or two specific things 
you are going to focus on around 
Collaborating?

Organisational leaders need to be strategic in 
where and how they spend their time. The time 
they spend building relationships and collaborating 
needs to be impactful and really count. Their ability 
to build strong relationships with people quickly, 
strategically at the right level and across a diverse 
range of community groups is a real skill and needs 
to be a strength. Relationships need to be based 
on trust, openness and true connection. Finally 
understanding and empathy of different worlds and 
points of view is critical.
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Self-Development Questions

What is your focus around collaboration and relationship building? Give me 5 options that will help you reach your goal.

Which options work best for you?Where are you now in relation to your goal?

What will success look like? How have you tackled this/ a similar situation before?

What one small step are you going to take?What progress have you made so far?

What do you want to achieve? What could you do differently?

When are you going to start?What is working well right now?

What areas do you want to work on? What would someone who does this really well do?

Who will help you?What is holding you back?

1- Goal 3- Options

4- Will2- Reality

What is the Goal? What are the Options? This is about exploring a wider 
range of options before choosing a particular path.

What Will you do?What is the current Reality of the situation?
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The environment your Leader works in is often uncertain 
and complicated. Steering the organisation through 
this complexity means navigating the sector, systems, 
politics, governance and funding models to ensure both 
current and long-term success. Leaders also need to 
provide others with the tools to navigate this complexity, 
including ensuring everyone has reliable information 
to make good decisions. Organisational leaders must 
embrace systems thinking and get comfortable with 
problem management vs. problem solving, not getting 
stuck in reactionary problem solving – the helicopter view 
is vital.

General Questions Relating to the Self Development Guide
*NB - Please don’t ask all these questions just choose the one or two relevant to your

particular development conversation

What key strengths do you bring 
to understanding complexity and 
navigating complexity?

What areas would you like to 
build on / or develop?

What type of support or development 
would you find most useful?

How are you supporting your leadership 
team around navigating complexity?

What are the one or two specific things 
you are going to focus on around 
Navigating Complexity?
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Self-Development Questions

What areas do you want to work on? What are your options moving forward?

Which options work best for you?What is required of you?

What’s the ideal outcome? And what else?

Does this meet any of your objectives?What skills/knowledge/attributes do you have?

By when do you want to have achieved it? Who do you know who has encountered this type of thing before?

Who will help you?Where are you now in relation to your goal?

How will you know when you’ve achieved it? What would someone who does this really well do?

How will you know you have been successful?What progress have you made so far?

1- Goal 3- Options

4- Will2- Reality

What is the Goal? What are the Options? This is about exploring a 
wider range of options before choosing a particular 
path.

What Will you do?What is the current Reality of the situation?
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List the one or two specific things the Organisation 
Leader is going to focus on… 

Next
steps

Now it’s time to prioritise and focus. 
We recommend focusing on one or 

two things at most, and look for ways 
to support your leader to practice and 
embed that new way of behaving until 

it becomes automatic. Trying to develop 
too many things at once often means 
that the development becomes too 

hard, and nothing changes. That’s why 
it’s important to focus on something that 

will really make a difference.

If you could encourage your leader to focus on one 
thing to work on over the next 3 months, what 
would make the biggest impact on their leadership 
effectiveness?

Tip: Research tells us that the smaller we break big goals down, the more likely they are to 

be achieved. Momentum is everything, so encourage them to start trying things today.
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What are you going to do? Follow up 

B. What support can they expect from you over the next 30 -90 days?

A. How will you support your leader’s development? Once the plan is in place, it’s important to review and adjust, just like any 
other project.

Make sure you’ve got appropriate milestones 
and methods of getting feedback about how 
progress is tracking.

Be prepared to give additional support with 
things that don’t go so well – you may like to 
use the GROW model to help with obstacles 
or setbacks.

Remember to celebrate successes!
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Notes: Notes:
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