
Step 3


Facilitate Discovery




Overview


• Discussion of personality typing


• What input to gather and how to do it


• How to conduct personal observations


• How to uncover your coachee’s values, skills, and accomplishments





I use the Co-Active Training Institute model to end most of the workshops I facilitate, giving participants a chance to say whatever they need to say to process the information they have taken in and to acknowledge what has happened over the period we’ve been working together. During one of these circles, a participant who’d been rather quiet all day said, “I enjoyed the workshop, and I especially want to thank you for simply asking during one of today’s exercises, ‘What is your dream?’ No one has asked me that in more years than I can remember. I am so thankful to have gotten back in touch with my dream today.”


Like I did for this program participant, you’re about to ask powerful questions that people haven’t been asked in a long time. You want to know what makes your coachee tick. Who is he at his core? Who is he when he’s annoyed or when he gets stressed with multiple deadlines? What brings him joy? Asking these questions is in the service of helping people see themselves—to connect with their strengths, aspirations, and challenges. This starts in this step.


For several reasons, you want this information early in a coaching relationship. Even if you are the coachee’s manager, or have already worked closely with the coachee, you’ll want to embark on this discovery to get a fuller and more balanced view of who the coachee is. By showing the coachee you care about getting to know her, you continue to build trust and rapport. By finding out what drives her, you know how to motivate and encourage her when times are tough. By knowing her strengths and past accomplishments, you can offer genuine feedback about who she is and what she’s capable of. When setting goals (step 4), you’ll know what really will excite her and what she’s most likely to do. These are reasons you may want to share with the coachee in order to make her feel comfortable responding. Additionally, you should make it clear that at all times in coaching, the coachee need only respond to the questions that resonate with her, or that she is comfortable answering.


What’s often surprising is how much coachees learn about themselves while you’re discovering all you can about them. Often, they’ve been too distracted to notice what you are seeking to uncover. The simple act of articulating and noticing their responses to some of the discovery questions you’ll ask can produce positive changes for them.


Finally, when your coachee has done some self-exploration, the coaching to follow will be more effective and meaningful because it will provide context for your work together. There are basically four ways you can collect data about your coachees in this step: using one of a variety of types of personality instruments, asking others, directly observing, or asking the coachee himself. Which ones you choose will have to do with which the coachee will find most credible, which is easiest and fastest to do, what your budget is, or which data will give you the most to work with.


Using Personality Typing Instruments


Many coaches begin to understand their coachees—and help their coachees become aware of personality characteristics that are propelling them forward or holding them back—by having them complete some sort of personality typing instrument or profile at the start of their coaching relationship. According to coach, consultant, and trainer Matt Ahrens, who specializes in the application of the Enneagram personality system, such tools are helpful in describing some typical behavior patterns and stumbling blocks for different types of people. Knowing these personality patterns helps you anticipate where your coachee might get hung up or what blocks might get in his way. And you can learn some of the strengths typically tied to his personality type. Sometimes it’s reassuring to a coachee who is experiencing some trouble when you recognize the struggle as something typical of his personality type rather than some unique shortcoming. That allows him to look at the situation more dispassionately. Also, asking a coachee who’s stuck to look at his situation from the vantage point of a different personality type can help him see things from a fresh perspective.


There are hundreds of personality inventories available, and while all are helpful, they vary in complexity and in the richness of the data they provide. Some of the more popular ones are the Myers-Briggs Type Indicator, DISC, the Enneagram, and the Hogan Assessment Suite. More subject-specific profiles also can be useful—for example, Situational Leadership, which measures leadership competencies, or the Thomas-Kilmann Conflict Mode instrument, which provides some insight on how your coachee views and responds to conflict.


Whichever personality typing instrument you use, it’s most critical to reinforce with your coachee that a person is not merely her personality type. We’re all individuals and all possess aspects of multiple personality types. Our essence lies within what the instrument is measuring. Just because an instrument labels your coachee in a certain way, you can’t then ignore what she might tell, share, or show you during your interactions.


Many of these instruments require you to be certified or licensed to administer, score, and interpret them. However, there are several ways to work with profiles even if you aren’t certified:


• Partner with someone who is certified to administer and analyze instrument results. Just make sure that you, the administrator, and the coachee have agreed on the roles each of you will play and the confidentiality parameters you want to have in place. Will you sit in on the interpretation session? Will you and the administrator discuss the coachee’s results with or without him present? Do you have his permission to do so? Your coachee can get a lot of value from this typing process, even if you’re not directly involved.


• Pick an instrument and share with your coachee the instrument’s descriptions of each of the different personality types or preferences. (You can find these online or in books about each typing instrument.) Let your coachee choose the personality type to which she most relates. Of course, this isn’t a scientific approach, but because the coachee knows herself better than anyone else knows her, she’s very likely to pick the type that closely describes her. I feel comfortable doing that knowing that even certified administrators of certain instruments, like Ahrens, give coachees a choice. “I think you’re this type,” he might say, “but you also may want to consider this closely related one.”


• See if your coachee has completed one or more personality profiles in the past. I’ve met people who’ve had the results of several of them tucked away in their desk drawers. Ask your coachee to bring in the results of profiles he’s completed previously, and use these results as the basis of a conversation.


You don’t need to have new coachees complete a personality profile because there are many other ways to uncover their essence, abilities, and desires. Using a tried-and-true tool like a personality inventory can give you a quick snapshot of a person’s preferences and style, but you should not use this in isolation. Be sure to solicit data from other sources to create a balanced view.


Seeking Input From Others


Coaching relationships can start off with the coach collecting information about the coachee from other people. The coach might ask the coachee to identify a variety of people she comes in contact with at work—or even, in some cases, outside of work—from whom the coach can get information about the coachee. Again, even if you think you know the coachee well, you’ll want to round out your impression by getting some alternate viewpoints.


There are several situations where soliciting input from others would be beneficial: When coaching has been requested to address a specific performance-related issue, the coach may need more information on the weakness the coachee’s boss has noticed or the results the organization expects from the coachee. Or, if a coachee wants to set a particular goal that his boss doesn’t consider important, it’s good to know the boss’s feelings before the coachee spends too much energy on an unimportant goal. By getting input from the boss at the start of coaching, you and the coachee learn which goals are realistic and valuable to the boss and to the organization.


Another person’s perspective adds dimension to a discussion or gives the coachee the impetus for working on something she didn’t previously see as an issue. Outside input is also useful when the coachee is working on a particular issue that hasn’t been covered in prior performance evaluations or when she’s being groomed for, or has been passed over for, a promotion.


You can collect data from the coachee’s boss, direct reports, and co-workers during one-on-one interviews or an informal meeting. A very simple format for these meetings is asking about the coachee’s strengths, weaknesses, opportunities, and threats (a SWOT analysis), or using a “Stop, Start, Continue” formula (what should your coachee stop, start, or continue doing?). You can also read the coachee’s existing performance appraisals and sales, service, or performance data.


Another option is to use a formal 360-degree feedback instrument, like the Profilor or Skillscope, to gather data about the coachee from a variety of people. Standardized 360-degree tools are broadly available. These tools allow people to rate your coachee on a series of qualities that others around the world have also been rated on. This allows you to provide norming information about how closely your coachee’s results match other people’s at his organizational level on a particular competency. Sometimes it’s more relevant to create your own collection tool. Although it’s more labor intensive (that is, you’ll have to tally the results yourself and look for themes to share with the coachee), creating your own instrument lets you ask about qualities or categories that are meaningful to your coachee and the organization.


Tool 3-1 is a 360-degree feedback survey I created when I worked for Redwood City. It asks people to rate the coachee on competencies tied to the organization’s values. Surveys also may be based on leadership competencies, job descriptions, or the specific items the coachee feels she should be working on or on which she’d like more detailed feedback. Use the example as a template for your own 360-degree input-gathering instrument.


TOOL 3-1


360-DEGREE FEEDBACK SURVEY




Coachee instructions:


1.  Decide whose ratings you would like to include in your survey and ask those people if they would be willing to participate as raters. Follow these parameters:


a. Select five to eight raters.


b. Your direct supervisor should be one of the raters.


c. The remaining raters may be your direct reports, your peers, or other managers in the organization.


d. Raters may be from your department or another.


2.  Submit your raters’ names on the rater form below.


3.  Write your name on the top of each of the surveys you will be handing out.


4.  Give each rater an instruction sheet and survey.


5.  Tell the raters to return the surveys to HR by April 15.






	360-DEGREE FEEDBACK SURVEY RATER FORM


Please return this form to HR by April 15.






	Your name:






	Rater

	Relationship to You (e.g., Boss, Peer, Direct Report)

	How Long Have You Known This Rater?






	 

	 

	 






	 

	 

	 






	 

	 

	 







Rater instructions:


Thank you for agreeing to complete this survey. By doing so, you have the opportunity to help the person who gave it to you learn more about his or her strengths as well as areas where development may be needed.


Please be candid in providing feedback and include examples in the comments section that illustrate your ratings. We encourage your honesty and completeness. This is the place for objective performance observations. Be assured that your answers will be completely anonymous; they always will be combined with others and never will be identifiable in any way. Please return the completed survey to HR by April 15.


Thank you for your input!
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Part 2. Answer the following two questions about the participant’s greatest strength and his or her challenges. Strengths and challenges might include any of the competencies listed in Part 1 (for example, highly innovative or lacking in sensitivity) or they might be other talents or characteristics you’ve noticed in the participant. Please include descriptions or comments to explain the terms you use.


This person’s greatest asset is:


What challenges does this person have to overcome to be more effective?






	Part 3. Circle the appropriate response in the left-hand column and give an explanation in the right-hand column.






	Statement

	Explanation






	I would happily work with this person again:

• Strongly agree


• Agree


• Disagree


• Strongly disagree


	Why would or wouldn’t you like to work with this person?






	This person works best with [circle as many as apply]:

• His or her colleagues


• His or her boss


• His or her team members or direct reports


• Other: ___________________


	Why do you feel this person works best with the group(s) you identified?







Source: Sophie Oberstein, Redwood City Succession Planning Program.





Whatever type of instrument you use, be certain that it ensures confidentiality for the coachee and for those offering input about him. Make it clear to the raters that the coachee won’t see their individual comments—except that often the bosses’ comments and ratings are identified—and that they (the raters) won’t see a report of the feedback collected (unless the coachee chooses to share it with them). Explain that the input is only for the coachee’s development.


You don’t always have to get input from others to find out about your coachee, but doing so can provide another perspective on the issues she faces and where she should be focusing her earliest coaching efforts. When you compare the responses of others with those provided by the coachee, you also get some insight on how self-aware she is.




POINTER


When feedback comes from multiple sources, there may be discrepancies; for example, your coachee may be seen favorably by his supervisors because he is a manager who gets great results, while staff give him low marks because he doesn’t listen and is a micromanager. Alternatively, team members may rave about his approachability and fairness, but his bosses may criticize his lack of progress on key organizational goals. Your role is to help your coachee figure out whose voice matters and how to respond to both sets of individuals.





Making Observations


Sometimes the most powerful way to learn about your coachee’s style and impact is to observe him at work. Ask to sit in on his regular staff meeting, project meeting, or presentation to see how others respond to him, what impression he gives, and how he communicates. Or, depending on the focus of your coaching, set yourself up in your coachee’s office. When I’m coaching on time management, for example, I might spend up to two hours watching how a client uses his time, how he handles interruptions, or how many times the phone rings. If you don’t have time for this, you’ll have to rely on self-reporting, which may or may not be accurate.


Before you begin your observations, work with your coachee to plan how he’s going to position your presence for his staff. I usually guide my clients to say something like, “I’m working with a coach to improve my meeting management skills. Next week, my coach wants to sit in on our staff meeting, and I want to make sure that’s OK with all of you. You should know that she will only be here to watch me and to give me some feedback on my skills; she won’t be watching or grading you. Our ideas aren’t being evaluated, and no one but me is getting any feedback from this observation. Please let me know in the next day or two if this will be a problem for you. Otherwise, I’ll assume it’s OK to have her here next week.”


Also, before you observe your coachee in action, let him know that he should be himself; that trying to impress you or be different than he usually is only cheats him of real learning. Tell him not to prepare more for this meeting, or this day, than any other. And, have him create a signal he can use if he needs you to leave the meeting—for example, if something heated or confidential comes up, if he gets uncomfortable, or if he senses someone else in the room is growing uncomfortable. When you see the signal, leave. Just knowing he has this option usually is enough to make him feel safe. Make sure you know ahead of time the context you’ll be observing him in and if there is anything in particular he wants you to be watching for.


If it’s impossible for you to observe his actions in person, you might have him video or audiotape meetings (with the permission of the people in the room) and analyze his own performance.


When you’re shadowing your coachee, how you take notes during an observation is important. You’re going to want to capture not only what the coachee did well and where there are opportunities for improvement but also what exactly she said and what you notice about the energy and interactions in the room. I generally set up my notes for observations in two columns: + and -. In those columns, I strive to capture verbatim the actual words the coachee and other people in the room used. It’s harder (not impossible) for people to get defensive when you play back their own words to them than it is for them to get defensive about your interpretation of their words. Can you use a recording device? Yes, but I personally find it just multiplies your workload because you then have to listen to the entire meeting over again to extract the same things you could have captured on the spot. When I record interactions, it is just as a backup so that if I missed something in my verbatim notes, I can refer back to it. Whether or not you record, your notes should also capture the intangible things going on in the room.


Another way to record the intangible events in the room is to create a map of the interactions. Draw a map of the room and label each seat with the name of the people present. Then use arrows and symbols of your choosing to document such things as how often each person speaks, who encourages others to speak, and who interrupts whom? Who asks questions and who shares opinions, and so on.


Tools 3-2 and 3-3 show what my notes look like after an observation of a coachee’s presentation and of the group dynamics in another coachee’s meeting (used with permission; names changed). Tool 3-4 is a more formal coaching observation form I might use when I know I am assessing an interaction for specific skills.




POINTER


After an observation, avoid the often-asked, open-ended question, “How do you think that went?” This can turn into a trap when the coachee says, “I think it went great!” but you have feedback to the contrary. You don’t want to have to say, “Actually, I think it was pretty rotten.” If you have specific feedback to offer, deliver it, then ask how it lands. If you want to make the conversation interactive, instead ask, “I noticed you ended the meeting without locking in the agreed-upon actions and who was completing them. How do you think you can remember to do that in the future?”





TOOL 3-2


SAMPLE OBSERVATION NOTES
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TOOL 3-3


SAMPLE GROUP DYNAMICS MAP
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TOOL 3-4


SAMPLE MEETING OBSERVATION FORM
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Observing can be a regular part of workplace coaching and isn’t limited to this step in the process. In fact, if you do it at regular intervals throughout the coaching process, it can provide dramatic evidence of results. Plus, there really is no better way to make positive improvements than to get feedback based on a direct observation of ourselves in action.


Asking the Coachee


While it’s important to gain insight on how the coachee is perceived by others, how he makes decisions, and the impact his actions and decisions have on others, your discovery is incomplete if you do not engage the coachee himself. Whichever of the tools for discovery you use, it should be in concert with asking the coachee about himself directly.


There are pluses and minuses whether you do discovery work with your coachee before or after you talk to others about him. If you do discovery work with the client before, your vision of him is not clouded by others’ perceptions, but when you talk to others, your vision may be clouded by what you know of the coachee. You may dismiss certain feedback because you know something else to be true. If you do it after talking with others, it allows you to share what you’ve heard and ask him how it lands with him, but it also can narrow your focus to those issues that others raised and overlook something that might be important to know about him. As such, I recommend asking the coachee to do some discovery work with you both before and after you collect other data about him.


Identifying Values


People experience fulfillment when their actions and behavior honor the values they hold. This confluence of values and actions is so critical to getting effective performance from your employees and to having a motivated workforce that I’m going to say it again, inserting a few work-related phrases: Employees experience fulfillment in their jobs (which then translates to happiness in their jobs and increased productivity) when what they do at work on a daily basis honors the values they hold. More broadly, if what we’re doing does not align with what’s important to us, we experience dissonance, frustration, and depression.


In a coaching context, a value is whatever is important to the coachee—whatever he wouldn’t want to live without. I don’t analyze whether something a coachee tells me is important to him is, strictly speaking, a value. If he says, “The hiking trail behind my house is so important to me I couldn’t imagine life without it,” I list “hiking trail” as one of his values. Then I’ll ask him to explain what that hiking trail brings up for him, and he might say, “Nature, physical activity, tranquility, and no stress.” Now we’re getting closer to his values, in the traditional sense of the word. Physical objects may suggest a person’s values, and digging a little deeper can reveal the values that underlie the desires for specific objects. When doing values exercises, you want to be expansive at first, listing, or having the coachee list, as many values as you can think of or as many as you can coax out of the coachee. Don’t critique or question each one. Then have the coachee prioritize the list. Prioritizing values is a real process of discovery for the coachee.


One simple way to start the conversation about values is to talk together about the organization’s values and what those mean to the coachee. Then explore how the coachee’s personal values resonate with those of the team, department, or organization. This is a clear way to link what the employee is doing on the job with what he believes it is important for him to do in the world.


Another way to highlight work-related values is to ask the coachee to close her eyes and think about a time when she was completely excited by her work, when she woke up eager to get out of bed and into the office, when she didn’t even care whether she was getting paid to do what she was doing. This time doesn’t have to be recent. It doesn’t have to be in her current job. And it doesn’t have to be dramatic. It can be a simple moment when she just felt content at work. Ask her to see that time clearly—to notice what was going on around her, how she was feeling, who else was there, and so forth. When she opens her eyes, ask her to share what she saw. Jot down those things she shares that clearly are important to her in a work situation. Check your list with her afterward to make sure that she agrees with what you heard as her values and that you didn’t leave anything big off the list.


Here are a few other ways to discern the coachee’s values:


• Have the coachee write down all the different ways he identifies himself—for example, father, brother, teacher, mechanic, Catholic, coffee drinker, yoga enthusiast, and the like. Then ask him to pick the five descriptors that are most important and to tell you about them.


• Ask her to pull out her phone and show you photos of the things that are important in her life.


• Meet at a site that is important to your coachee and ask him to give you a tour and tell you about its significance. Or, have him bring in one to three items that are significant to him (assuming these are portable) and have him share why they are.


• Use a checklist of values from which she can choose those that are most important to her. Generally, this isn’t an option I favor because no list is complete and, in this case, the list can shape perception. But there is one values survey I do like (Tool 3-5). It was created by Christine Bennett and WorkVantage, an organizational development and training firm.


When working with values, follow this process:


• Be expansive and list on paper as many words or phrases that have meaning to the coachee as you can.


• Ask him to choose the four to six phrases about which he feels most strongly.


• For each of the selected values, have him really bring it to life for you. Ask questions like, “What does this value mean to you? What other words describe this value? How does it make you feel? What’s happening when you’re living this value?”


• Ask questions that reveal to what extent the coachee currently is honoring each value in his work (or life) and what he can do to reach a place where he is more in alignment with it. Here are a couple of sample questions: “On a scale of one to 10, how much are you honoring this value today? What can you do right now to move closer to honoring this value every day?”


TOOL 3-5


CLARIFYING VALUES




Coachee instructions: For each of the values listed on the left, indicate its level of importance by placing a checkmark in one of the columns to the right. Don’t think too long about each one because your first reactions are often the most accurate. When you’ve completed the survey, identify the five values that are most important to you and write a short definition of what that value means in your life.
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Identifying Motivators


Motivators are more fleeting and superficial than values, but they do propel (or hamper) performance. One of the things you need to help your coachee discover is what will propel her forward even when things get difficult. This is an important piece of foundational knowledge you’ll come back to later in your coaching: What are those things that will move your coachee to action in a given situation? Does she have an internal competitiveness or desire to succeed? Does she seek positions of more responsibility? Example 3-6 is a great tool to help define more narrowly the types of recognition your coachees most appreciate. These motivators can become the propelling forces that help them achieve their goals. Before giving this questionnaire to a coachee, you may want to rework it a bit—possibly changing the scenario provided to one that more closely matches the coachee’s specific situation.


Don’t assume that, as someone’s coach or manager, you already know how she’s going to respond to this questionnaire. A study in the 1990s in which employees and their bosses were each asked to rate the factors that would motivate the employees showed a huge discrepancy in perceived priorities on this subject. Managers, asked to guess which factors on a list were most motivating to their employees, ranked good wages, job security, and promotion opportunities as first, second, and third, respectively. Their employees ranked those factors fifth, fourth, and seventh. The employees’ top three? Appreciation, feeling “in” on things, and an understanding attitude.


TOOL 3-6


WHAT MOTIVATES YOUR COACHEE?




Coachee instructions: Read the scenario. Then rank each of the 12 potential rewards. To the right of each reward, put a number from one to 12, with one being the most appealing reward and 12 being the least appealing.


The scenario: You have just managed a challenging project—one that some people thought was set up to fail. You completed it on time and on budget, and your team still likes you. Your boss hands you the following list of possible rewards for a job well done and asks you to rank them from one (most preferred) to 12 (least preferred).






	Reward

	Ranking






	No reward—I get satisfaction from successfully completing assigned tasks like this one

	 






	Praise from my boss and team members

	 






	Some time off after working so hard on this project

	 






	Financial compensation for coming in under budget

	 






	My boss publicly announcing the results so that my visibility in the organization increases

	 






	Being given other challenging assignments like this one now that I’ve shown my stuff

	 






	More autonomy and control on future projects; earning more trust in my abilities from my boss

	 






	A note placed in my personnel file

	 






	This success counting toward a possible promotion

	 






	A gift card to my favorite store or activity

	 






	A budget to take the project team out to celebrate our accomplishment

	 






	I’ve got a better idea: [write your own reward]

	 







Source: Full Experience Coaching.





Identifying Skills and Achievements


What someone has achieved in the past is often a good indicator of what she can achieve in the future. When times get tough, however, coachees often forget all the great things they’ve accomplished. As a coach, you can collect these achievements and, when necessary, remind the coachee of them. Focusing on achievements and skills that come naturally to the coachee also helps identify what work or projects would be a good fit for her.


Here are some activities you can complete to determine the coachee’s achievements and skills.


• Ask the coachee to list eight to 10 specific accomplishments or projects by which he has demonstrated some degree of skill, achieved a goal, or explored a new challenge. Be sure he is specific when describing his accomplishments. As an example, you’re looking for things like “I had an article published in our trade magazine,” not “writing.” These should be accomplishments that made them feel good, not those that others praised them for, and should include all segments of their lives, not just their work. After they’ve listed these accomplishments, there are several things you can do with them: Notice the themes in the list. Identify the skills necessary to have achieved them, and explore how much the coachee is using those skills today. Or, ask him to rank his accomplishments and their related skills in descending order of importance.


• Ask the coachee to write the text someone would use to introduce her as she was about to deliver a presentation to her colleagues. What would the introduction highlight about her and her background?


• Richard Nelson Bolles’ classic book What Color Is Your Parachute? includes several exercises that help individuals identify their skills and accomplishments. Some coaches structure all their sessions around a particular book of exercises like that one.


• Pull out old performance evaluations and look for themes.


• Use questions like these in your initial coaching sessions:


∘ Which assignments or roles in the past provided you with the most challenge? The least? Why?


∘ What accomplishment are you most proud of and why?


∘ What part of your education or work experience has been the most valuable to you over the years?


∘ What actions have you taken to manage your career?


∘ What lessons have you learned from your successes or failures?


∘ What is your biggest challenge in trying to balance your work and personal life?


∘ What do you want to accomplish before you die?


∘ What do you think your co-workers say about you when you’re not around?


Tool 3-7 is a skills analysis of the type that you may want to use with your coachee. Any exercise that asks the coachee to identify and sort his existing skills is useful. What I most like about this example is that it helps you and your coachee identify a few categories of skills: Core skills are those in which he is highly proficient and takes total delight or very much enjoys using. Knowing his core skills is helpful in coaching because these are the skills he can rely on when you’re pushing him to try new things. Wish-list skills are those he delights in or very much enjoys using but in which he has little or no skill. These are skills he should focus on to accomplish new and desired outcomes. Ball-and-chain skills are those he’s highly proficient in but prefers not to use or strongly dislikes. As a coach, you’ll want to help your coachee restructure his time so that he’s using these skills at work less than 15–20 percent of his time.


TOOL 3-7


ANALYZING JOB SKILLS




Coachee instructions: Create a list of skills you use in your job. Then copy each one into the appropriate box on the chart below, considering both how much you enjoy using that skill and how competent you are at it. It’s OK to have more than one skill in any box.
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Sharing Feedback


The information that you collect about your coachee is not for you—it’s to facilitate her own self-discovery. To be of service to your coachee, you need to share it with her. Here are a few tips for sharing what you’ve heard or seen about the coachee:


• Feedback should be immediate. It’s important to deliver feedback as soon after an observed behavior as possible, primarily so that the coachee will remember the action or situation to which you’re referring.


• There are several things to do to prepare for a feedback meeting:


∘ First, if any feedback reports were generated, such as from a 360-degree process, read those over and mark them up to highlight what it’s most important for the coachee to see. Whether you are reviewing a 360 report or your own notes, flag discrepancies in opinion and note themes.


∘ Sharing themes helps keep the amount of feedback you’ll deliver manageable. When you don’t look for themes after observing the coachee on the job, your feedback tends to be chronological, which is less helpful. We want the coachee to come away saying, “I need to involve others in decision making more,” not “first I need to welcome everyone to the discussion, then I need to provide context, then I need to set parameters for their input, then …” Themed feedback is focused, concise, and tells a story the coachee can repeat to himself, or to anyone.


∘ When you’ve used an observation form or have a feedback report to deliver, remember this analogy: At parent-teacher conferences, the teacher has a completed report card he is going to give the parent at the end of the meeting, but (hopefully) he does not spend the time in the conference to read it aloud to the parent. Instead, he uses the time to share his general observations about the child; to ask what the parent has observed at home; and to build a relationship with the parents so they can work together to improve the child’s school performance. That’s the same when you’re coaching and have a feedback form filled out. Talk to the person about some highlights or themes—don’t read it word-for-word—and then give it to her to take away and digest on her own. Often, coaches get nervous that they haven’t covered everything on the form during the feedback session. Coaching to a checklist does not produce lasting change on the part of the coachee because it lacks a richness that a more descriptive, two-way conversation can provide. And you are providing more information than the coachee can absorb at one time. You’ll be giving the form to the coachee, so you don’t have to cover everything. Cover the one or two most extreme points, lock in some accountability, and you will have provided good feedback and good coaching.


∘ If your interview notes with different stakeholders show variances in opinion, either go back and ask for clarity, or prepare to talk to the coachee about whose feedback takes precedence.


∘ You might want to think about suggestions in any of the areas that indicate weaknesses. Coaching is about helping people find their own answers, but if you have resources where they might look for those, or if you have suggestions in an area that you can tell is his blind spot, it might be appropriate to provide it. Just make sure these are suggestions—not directives. Offer them and ask for a response.


• Set the stage: When you sit down with the coachee to deliver the feedback, there are a few things to do before diving right in.


∘ Ask the coachee how he’s feeling about getting the feedback or how he tends to respond to feedback in general.


∘ Remind him that the feedback is for his development, not for evaluation, and that no one else needs to see or hear the results, unless he wishes to share it with them (see item 7 on this list).


∘ Explain that feedback measures perceptions, not necessarily facts. But even though they may not be accurate, they influence how others think of you. I use an analogy to make this point, like this one: A car company solicits feedback on how customers like their cars. The customers say, “I don’t like how the passenger seat doesn’t recline.” The company knows the seat does recline, so should they dismiss the feedback? Not so fast. What this valuable feedback tells the company is that they are not doing a good job educating customers about how to recline the seats.


∘ Tell them what their role is during the delivery of the feedback—for example, to ask clarifying questions, to listen and not to explain, and so on.


∘ Explain that there will be moments when he’ll recognize who said something, or he’ll wonder “Who said that?” In these cases, you’ll want him to stop worrying about who said it and to focus instead on whether, regardless of who said it, there is any truth in it.


• The feedback itself should be BASIC. That is:


∘ Balanced—Not always negative and not always positive. Don’t get me wrong, not every conversation needs to be balanced, just overall across your several meetings. You don’t want your interactions with another person to be all positive or all negative. They should be balanced over time so the person to whom you always say bad things doesn’t dread seeing you, or the person who you’re always positive with doesn’t dismiss these meetings as not valuable.


∘ Authentic—Above all, feedback should be genuine. Don’t force yourself to add something good or bad if there isn’t anything good or bad to share. Don’t sugar-coat problems, and don’t make things up.


∘ Specific—Your feedback should be an objective, detailed reflection of what you’ve seen or heard the coachee do. Avoid assumptions or generalities. Don’t focus on things that are nonobservable, but instead focus on distinct examples (for example, “You knew just what to say” versus “You said these right words here and here …”).


∘ Impact-focused—Share the observed behavior’s impact on you or others. Such feedback might sound like this: “When you send the agenda in advance of your meetings, people show up with more questions and the meetings are shorter” or “It’s embarrassing to me when our boss asks me what’s happening with your projects and I don’t have a report from you so that I can answer her.” This type of feedback rarely elicits a defensive reaction because it’s hard for someone to argue with the observable facts you describe—such as the number of questions or the length of the meeting—or claim that you didn’t experience something (embarrassment, in the example given) that you’re saying you did experience.


∘ Concise—Be brief. You want to avoid giving a laundry list of feedback. It’s too much for them to remember and they get overwhelmed. Besides, research has shown you can’t work to improve that many things at one time, so you need to focus on the one or two things that will have the greatest positive impact right away.




POINTER


Some people downplay their accomplishments or don’t see their strengths as anything special. When they hear something positive about themselves or their work, they say things like, “It was really my team that did it” or “That’s really no big deal” or “I’m not the greatest at that.” Like everything that happens in a coaching session, this is a coachable moment. Ask him what that downplaying is about. Suggest that he just say “Thank you” when he gets good feedback or is reminded of a strength—and nothing else!





• In addition to being BASIC, constructive feedback should be achievable, addressing aspects of the coachee’s behavior or characteristics that are within his control. Giving feedback on someone’s accent, height, or boss, for example, is counterproductive because these aren’t things the coachee can change.




POINTER


While one of the tenants of this feedback model is giving balanced feedback, I cannot stress enough the importance of sharing positive feedback. For one thing, your coachee is probably already getting more negative feedback than positive. Negative, or constructive, feedback is more commonly delivered, and negative comments get much more of our attention than good-to-glowing ones. I often need to slow coachees down to make sure they processed what was good in their feedback, even when the good is far more prominent than the less-than-good. Additionally, many people are simply not aware that their strengths truly are strengths. They just take them as givens and assume that the traits and talents that come naturally to them are equally natural for everyone. Perhaps they don’t realize that their common sense isn’t always that common. They don’t appreciate that what they’re bringing to the table is unique and needed. Altering this lack of awareness is an aspect of coaching that I love. It feels great to help a coachee see that what he or she takes as normal and not extraordinary is really unusual and fantastic.





• After delivering feedback, it’s a good idea to allow the recipient to respond. What’s his immediate perspective on the situation or on your feedback? Questions you might ask include: How do you feel hearing this? What does this feedback mean to you? How do you move forward with this feedback? After that immediate response, I generally suggest he take the feedback back to his office and put it away for at least 48 hours. When he comes back to it at that time, his head will be clearer, and he’ll have had a few days to let his initial reactions sink in. You’ll want to follow up with him after some time has passed to see how he’s feeling about the feedback now.


• While I’m very explicit when delivering the feedback I’ve collected about a coaching client that he does not need to share the feedback with anyone, I also encourage him to do so. If he is an individual contributor, I suggest he think about the themes from his feedback and share them with his boss, especially when his self-assessment differs greatly from his supervisor’s. This allows the two of them to come to a mutual understanding of where the employee needs to focus and what support he will need. It also sets the two of them up to continue working on the employee’s development once I, as the coach, am no longer in the picture. If my coaching client is a supervisor or organizational leader, I propose that she share her feedback with her team. It is a courageous act to share one’s strengths, as well as one’s opportunities, with the people who report to you, but that vulnerability can build trust and deepen relationships with team members. Someone who recently did this told me: “Sharing the results of your feedback with team members turns out to be a very empowering thing to do. The reality is that your colleagues already know the feedback. It’s a little bit like the back of your T-shirt—it’s plain for everyone to see except for you, the person wearing it. So sharing what you’ve learned from the feedback with your team, and sharing it with others, demonstrates a certain self-awareness. It shows that you understand the way you’re seen, that you’re taking ownership for the things that you want to do better, and it allows you to enlist their support in helping you be a better leader.”


Here’s how a concise piece of feedback that incorporates many of these elements might sound: “Carl, may I give you some feedback on your interaction with that angry customer who just left (immediate)? [Wait for response.] I noticed that the customer’s voice got louder when you repeatedly used the phrase, ‘I know just how you feel’ (specific/impact-focused). Did you notice she was saying, ‘You don’t know how I feel—how could you possibly know how I feel?’ (impact/asking for response). May I suggest a response that’s less likely to get that kind of reaction from an angry customer? [Wait for response.] How about using an apology, not for causing the situation but for the situation she’s in, like, ‘I’m sorry this happened to you’ (suggestion). Would you be willing to try that next time and tell me how it goes (asking for response)?”


And here’s how a coaching conversation in which you’re delivering feedback might start:




Coach: I’m looking forward to reviewing the results of your 360 with you today. It will provide lots of good food for thought in your development planning. How are you feeling about this meeting?


Coachee: I’m anxious—but also excited. I think I’m generally doing a good job, but you never know where you might have a blind spot. I did one about two years ago in an old job. I still incorporate some of the feedback I got from the 360 today.


Coach: I’m glad you’ve had a positive experience with a 360 in the past, as that will allow us to spend time focusing on the feedback itself, rather than talking about the value of this exercise. The feedback we’re going over today is from the people you asked to participate—your boss, your direct reports, your peers, and others. And it’s anonymous except for your boss. That’s how we encourage their honesty. Try not to get wrapped up in guessing who said what, but more in determining if anything they said is valid and valuable.


Coachee: I’ll try …


Coach: The report is for you and you alone. In fact, I’ll give you my copy at the end. There are no copies for your boss and it’s not part of any performance review process. Finally, the feedback is in a very dense, thorough report. I recommend that after we walk through it today that you put it away for a few days before pulling it out and reading through it again. That’ll give you some time to digest. How does that sound?


Coachee: Sounds good.


Coach: OK, then let’s get started with a couple of overall themes from your feedback.





Discovery Forms and Fun Questions


Discovery forms are tools that coaches use to facilitate the learning part of this step. These forms are places where coachees may write their responses to questions prior to a coaching session and where the coach can get a peek at the coachee’s values and personality before or between sessions. They’re good jumping-off places for initial coaching discussions. There are many different types of discovery forms that include many different types of questions. As a sample, I’ve included the discovery form I use with my new clients (Tool 3-8), and one created by Ben Dooley, a coach who works with other coaches (Tool 3-9).




POINTER


Some people may be resistant to responding to questions about personal things in the workplace. Of course, we don’t want to force people to talk about anything that’s uncomfortable for them, but this resistance is also worth coaching through. That might sound like: “How does it serve you to keep your personal life out of the workplace? How does it harm you?” “When have you been vulnerable about sharing personal information and what were the positive or negative results? Which of these types of results would you expect here?” Check your own limiting beliefs around the lines between work and personal lives (remember we dealt with one of these back when we were tackling your coaching gremlins) and remember that as much as we might want to leave our personal lives at the door when we come in to work, we are holistic beings and that’s mostly impossible to do.





TOOL 3-8


DISCOVERY FORM A




Thank you for becoming my client! I look forward to working with you to bring a higher level of fulfillment to your life.


In coaching, we often call our initial conversations “discovery” sessions. These are conversations that enable me to discover who you are and let you experience self-discovery. There are three main objectives to these discussions:


• to learn about who you are


• to create a compelling vision for the future


• to design how we can best work together.


The questions below help illuminate some of these areas. You may need some time to consider your answers. Please come to the first session prepared to discuss as many of them as you can. Either think about them, jot down some notes about them, or (better yet) send me your random thoughts about them prior to our first session so we can use them as a jumping-off point for our discussion.


Please note that you need only respond to the questions that attract you. Answer as many or as few as you like. Try not to be restricted by the size of the response box. Write as much or as little as you desire.


Part 1. About Me


1.  What does my coach really need to know about me (and how I make changes) that will help her most in coaching me?


2.  What are my greatest gifts?


3.  What am I most challenged by?


4.  What is my unique contribution or passion?


5.  What activities have heart and meaning for me?


6.  What brings me joy?


7.  If I could add any course to the nation’s school curriculum, what would it be?


8.  If I could add one room to my current home, what would it be?


9.  Who are two people who inspire me? Why?


10.  What’s my dream?


Part 2. A Compelling Vision


1.  What are three big changes I want to make in my life or career in the next three years?


2.  What’s missing in my life that would make it more fulfilling?


3.  If time and resources weren’t issues, what things would I want to do?


4.  If this coaching were to have a huge impact on my life, what would that impact look like?


Part 3. My Coaching Needs


1.  More than anything else, what do I want from my coach and from the coaching relationship?


2.  What are my big doubts about coaching and how do I think coaching might (or might not) help me?


3.  What can my coach do or say when I’m most “stuck” that will return me to action?


4.  What do I think about “homework”? How much of it do I want between sessions? Do I want each session to start with a check-in on homework? What should my coach do if I don’t complete the homework?


Part 4. Prior Self-Discovery


Here is a description of other self-discovery work I have done (or am currently doing):


Note: This might include other coaching, therapy, seminars, personality typing, and so forth. Knowing this enables us to integrate what you’ve already done with what we are embarking on together. If you’ve already developed vision, mission or life purpose statements, values, or goals, please send along whatever you’re comfortable sharing.


Source: Full Experience Coaching.





TOOL 3-9


DISCOVERY FORM B




Coachee instructions: Please complete this form to the best of your ability and return it to me. (Don’t worry about items you leave blank. We’ll fill them in as coaching proceeds.)


Name:


Over the next three years, what are the three biggest changes you want to make in your life so that you will be on a path to living a life with no regrets?


1.


2.


3.


If there were a secret passion in your life, what would that be?


What would you say have been your three greatest accomplishments?


1.


2.


3.


What is the hardest thing you have had to overcome in your life?


What major transitions have you made in the past two years (e.g., new decade of life, new relationship, new job, new role, new residence, and so forth)?


Have you worked with a coach (or been in therapy) before? If so, what worked well for you and what did not?


Who are the key people in your life, and what do they provide you?


What’s missing in your life? What would make it more fulfilling?


What are you learning or accepting about yourself at present?


Rate the amount of stress in your life right now (1 = low, 10 = high).


What are your primary stressors?


List five things that you are tolerating in your life right now:


1.


2.


3.


4.


5.


List five adjectives that describe you at your best:


1.


2.


3.


4.


5.


List five adjectives that describe you at your worst:


1.


2.


3.


4.


5.


What motivates you? What are your three major concerns or fears about yourself?


1.


2.


3.


What are your three major concerns or fears about life?


1.


2.


3.


What would you like me to do when you get behind in your goals? How do you like to be held accountable?


Do you have a personal or professional vision? If so, what is it?


What would you like to contribute to the world?


What dream or goal have you given up?


If you continue to live as you do, what regrets will you have?


Source: Adapted and used with permission from Ben Dooley.





Have fun with the discovery step. It’s an expansive, magical time. You may want to integrate more lighthearted or deeper questions than we’ve already used. Collections of such questions are available in books like The Book of Questions: Revised and Updated (Workman Publishing 2013) and the If series of books, several titles published over a number of years by Evelyn McFarlane, including Questions for the Game of Life; in game form in a product called Table Topics Conversation Cards; and online at sites like “36 Questions for Falling in Love” (36questionsinlove.com). While this site suggests asking these questions to someone you want to fall in love with or someone whom you want to deepen your love for and having that person ask you the questions right back, the questions included among the 36 can be inspiring and revealing and can work in establishing a nonromantic and less two-sided relationship too, like in the discovery phase of coaching.




POINTER


Coaching is all about the coachee and about him being self-full. That said, some self-disclosure on the part of the coach during this step can help create safety and build trust. If you can keep the focus entirely on the coachee but sneak in any morsels about yourself that would enhance transparency, demonstrate vulnerability, and deepen the relationship, by all means, do so.





The Next Step


People generally enjoy these self-exploration activities and questions, but some wish you wouldn’t spend time here. They want to “get to work.” Don’t let them rush you. The exercises that are part of this step are not just fun and games. They are meant to help the coachee learn more about himself—who he is at his core, where he wants to be, and what tools he has to help him get there. They also involve making a deeper connection with another person—something we all want to do and something that makes the workplace warmer and more human. Be creative and curious. Discovery is one of the most fun parts of coaching and of being human. But, after discovery, you do indeed “get to work,” starting by determining the focus of that work and what your coachee wants or needs to accomplish.


Applying the Learning




“The greatest good you can do for another is not just to share your riches, but to reveal to him his own.”


—Benjamin Disraeli, statesman and writer





• Make it a point to find out all you can this month about a new coachee, an existing coachee, or one of your employees, using a variety of tools from this step—personality typing, input from others, observations, identifying values, motivators, skills and accomplishments, or fun questions. Put the information you learn in a very visible spot in his coachee or employee folder so that you can refer to it often during future coaching sessions.


• What are your loved ones’ values? Your direct reports’ values? Your own? Your coachee’s? Are they being honored now?


• Do you know your own strengths, weaknesses, opportunities, and threats? Perhaps you want to give others a 360-degree feedback instrument to complete about you.


• What motivates your coachee? Use Tool 3-6 to rank those things that will help your coachee remain active in pursuing her goals.


• Practice giving at least two pieces of feedback that are BASIC. Try to share the impact of the coachee’s observed behavior as well as a suggestion, where applicable. Make sure your feedback is welcome and that you give the recipient time to respond.


• This week, use five of the questions found in this step with someone in your life or work. (There are plenty in the section “Discovery Forms and Fun Questions,” including Tools 3-8 and 3-9.) Notice how knowing the answers to these questions affects your relationship with that person going forward.
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  Preface to the Second Edition


When I wrote the first edition of this book, I was in love—with coaching. Newly certified as a coach by the Coaches Training Institute (now Co-Active Training Institute), I loved the possibilities coaching presented as well as the bold, creative, and active approach to helping people that coaching—and the CTI model of coaching—provided. Coaching, to me, was a natural extension of the work I did as a learning and development professional, as coaching is primarily that—“an interactive process to help individuals and organizations develop more rapidly and produce more satisfying results” (ICF 2016).


For the first edition of this book, I researched numerous coaching models and wrote about my interpretation of them as an ideal. That is, without much context. I focused on “pure coaching”—how to be successful at coaching regardless of where and with whom you would be doing it. For this edition, I have attempted to directly address the environment in which most of your coaching will take place: the workplace. To do that, I have merged what were Steps 1 and 2—both about how to get yourself ready to coach—into one step called “Prepare Yourself.” This allowed me to add a new step at the end of the book: “Prepare Your Organization for Coaching.” I’ve also added pointers throughout the steps related to applying pure coaching in the work world.


In the years since I wrote the first edition, I have held a few jobs, one of which was coaching manager for Weight Watchers North America (back when it was Weight Watchers, not WW). In that capacity, I first articulated my own coaching model that is now reflected in this book.


Finally, when the first book was written 10 years ago, coaching was still an emerging tool in the workplace. A good part of the book focused on how to sell the concept and how to introduce coaching to the world. These days, coaching is a known and desired development activity. Employers of choice help employees focus on their careers and their ongoing development through activities that include coaching as well as stretch assignments, live and virtual training, mentoring, job shadowing, and more. Coaching is a retention tool in a low-unemployment economy. I think this widespread understanding and acceptance of coaching, and the new technologies that can support coaching models, make the work of a coach even more enjoyable and allows us to push the limits of what we can do as coaches even farther.


I hope this update preserves the joy and excitement of pure coaching within the world of work. As with the first edition, the skills described in this book can be more broadly applied. Using these skills will help you not only in the workplace, but with your friends, family, and in other settings as well.


I am still enamored of coaching and all that successful coaching can elicit. I just happen to be farther along on my coaching journey. 10 Steps to Successful Coaching, second edition summarizes what I’ve learned along the way, and it offers a meaningful process for embracing your existing coaching skills and interjecting more of them into your current work style and environment. Coaching uses the strengths you already have as a leader, colleague, or employee to bring out the strengths of others. As such, it’s not about scrapping who you are to become someone else. It’s just about connecting with others in a new way. It’s about adding new exercises, processes, and questions to the work you do to produce results that are more rewarding and exciting.


My goal for the book is to help you become happier in your role as manager, employee, friend, partner, or parent by becoming more coach-like in your daily interactions.


I’ve experienced this process as both client and coach, and I’ve seen the transformations it can produce, so I’m excited for you in what you’re about to undertake.
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  Introduction




“I absolutely believe that people, unless coached, never reach their full potential.”


—Bob Nardelli, CEO, Home Depot





Every morning I receive a curated list of business articles in my email inbox. And every morning at least one of those articles promotes the benefits of leaders acting like coaches. Here’s a sample of recent headlines that SmartBrief sent me in just one week:


• “Encouragement and Connection Make Good Leaders More Effective”—which suggests encouraging leaders to bring out the best in other people to help them achieve better results.


• “Nine Ideas to Help You Lead Effectively in Pressure Environments” includes tips like “care for people” and “respect them enough to provide tough feedback and ample praise.” “Good leaders,” this article suggests, “challenge individuals to grow in the moment by providing opportunities and responsibilities and offering to coach.”


• “13 Secret Questions That Google Uses to Collect Employee Feedback” provides the questions that Google—an organization at the forefront of leadership development—asks its employees in order to collect feedback on its managers, including “My manager gives me actionable feedback that helps me improve my performance,” “My manager has had a meaningful discussion with me about career development in the past six months,” and “My manager shows consideration for me as a person.”


• “Good Leaders Don’t Give Advice—They Coach” has the subheading, “The best managers help their employees set actionable goals, give constructive feedback, and practice compassionate directness.”


As these clips show, the benefits of integrating coaching skills—like delivering feedback, creating accountability, and just talking to employees about their goals, their values, and what creates meaning in their lives—are no secret. A number of research studies report that coaching provides tangible outcomes, including enhanced learning, work performance, and business results. In 2009, the Journal of Positive Psychology reported on a randomized, controlled study that concluded that executive coaching enhances goal attainment, resilience, and workplace well-being. And a year earlier, the Coaching Psychology Journal reported on an empirical study that claimed executive coaching is an effective method of leadership development resulting in improvement in five areas: people management, relationships with managers, goal setting and prioritization, engagement and productivity, and dialogue and communication.


Clearly, coaching skills have become critical management competencies as organizations prepare a new generation of leaders, using fewer financial, human, and training resources. An explosion in the coaching market in recent years highlights the fact that the work environment continues to be complex, fast-paced, and pressured, and that employees at all levels can derive value from personalized, skilled help delivered in a structured, safe, one-on-one situation. Additionally, the past few years have seen a growing acceptance of seeking help to get more out of life and an increased attention on the importance of mental health.


Coaching isn’t just about patting people on the back or providing enthusiastic encouragement. It’s a powerful management tool to help employees realize their career aspirations. When managers and supervisors master the art of coaching, their relationships with their direct reports are strengthened—and that often translates to increased company loyalty and enhanced motivation among those reports.


Tool I-1 presents some of the benefits that are generally ascribed to coaching for the the coach, the person being coached, and the organization. As you begin your own coaching journey, what other benefits come to mind? What benefits do you hope to see for yourself, your team, the people you will coach, and your organization?


TOOL I-1


COACHING BENEFITS








	Benefits to Coaches

	Benefits to Those Being Coached

	Benefits to the Organization






	• They develop coaching skills and receive tools to assist employees.


• Using coaching skills enhances all their working relationships.


• Their teams become more cohesive and productive.


• They feel a sense of accomplishment as they reach their own goals; their performance often improves.


• Employees they coach are more engaged in their organizations.


	• Increased motivation and productivity result from personal attention.


• They receive individualized and confidential advice on issues affecting their careers.


• Morale and job satisfaction increase as they experience the fulfillment coming from doing work that honors their values.


• Confidence increases.


• The discovery that real choices are available to them is empowering.


	• Cost-effective development occurs on the job and is customized for each employee.


• Responsibility for developing employees is decentralized.


• Manager–employee relationships are strengthened.


• Productivity increases.


• When employees explore their interests and skills, a good fit between them and their work is ensured.


• High-potential employees are less likely to leave organizations that invest resources to help them meet their needs and interests.











One of the reasons coaching is so effective at increasing employees’ productivity and confidence is that it is a tool that embraces all aspects of how people learn. The Center for Creative Leadership famously asked effective organizational leaders how they’d learned what they needed to be successful. The widely adopted 70-20-10 learning model emerged from this research, where the 20 percent represents learning from coaching and feedback. But coaching is more than just a feedback and relationship-based option. Because coaching pushes people to try out new ways of doing things and to take on projects and challenges, it also taps into the 70 percent of learning that is experiential; and because it often results in coachees enrolling in workshops or getting additional education, it also contributes to the benefit of the 10 percent of education-based learning.


Who Should Read This Book?


This book is an entry point for anyone who wants—or has been asked—to do some formal or informal coaching. It’s also for anyone who wants to infuse their day-to-day interactions in the workplace with a powerful new skill—development through coaching. The book also is for readers who understand that applying these skills will help them in their broader lives. Each of the 10 steps ends with ideas for using its concepts as part of a formal coaching process or informally in the daily activities of managing others.


This is a primer, so those who have been through a coaching program in the past may find it a good review and may pick up some new exercises or tools. But, chiefly, it is for people who’ve only just recognized—or been intrigued by—the power of coaching. Maybe you’ve witnessed a great coach in action; maybe you realize your direct reports aren’t working to their full potential, or that you aren’t working to your potential as a leader. Maybe you simply want more out of your experience at work—the chance to connect with others at a deeper level and to promote learning and growth on the job.


This book won’t turn you into a coach, but it will make you more coach-like. Let me try an imperfect metaphor to show you the difference. Sometimes, when I’m feeling sick, I have to go to a trained and licensed medical doctor. She can deal with my more serious health concerns and she knows the right doses of medication for me to take. At other times when I’m not feeling 100 percent, I just need someone to make me a bowl of chicken soup or to send me to bed. Some of the best medical advice I’ve gotten has been from nurses taking my temperature before the doctor comes into the room or from a fellow patient in the waiting room.


In the same way, sometimes an employee needs to work with a credentialed and experienced coach. His issues might be more all-encompassing than his manager feels prepared to handle, she might need someone who’s fully trained to work with a broad spectrum of emotional responses, or he might just need the confidentiality an outside party can provide. At other times, all an employee needs to feel more balanced and in control is you—someone who can be coach-like—pulling out tools and asking questions that make him feel better.


There certainly are some purists who would say that if it isn’t a certified coach using a certain coaching model, it isn’t coaching. I disagree. If an employee feels and performs better as a result of the attention of someone acting like a coach, it doesn’t matter what you call it. You can even call it coaching.


A Note About Naming


While we’re on the subject of what to call things, I have to admit I had some trouble figuring out what to call the people you’ll be coaching. Some of you will do this informally with your colleagues, direct reports, or friends. Others will do it in a more structured manner either with people you know and work with or with strangers. So I couldn’t describe them all as co-workers or direct reports. I call the people I coach “clients,” but that implies some sort of formal business relationship that some of you may not have. That term is also a little more clinical than I like.


So I went with the made-up word “coachee” (much to my spell-check’s dismay!). If “coachee” doesn’t describe the person sitting in front of you, please feel free to substitute whatever word works for you and imagine that word wherever I refer to the coachee in these pages.


Sequence of the Steps


In coaching, I try to hold what I call a “soft focus.” That is, I have a focus I need to keep my client aware of—one that the two of us create together—but I also need to be free to let go of that agenda to work with what my client is presenting to me at the moment. I can’t be rigid about what we’re doing together. I have to maintain the focus but be free to move from it.


This need for flexibility could make it difficult to put the work of a coach into a series of sequenced steps, but the more I look at the prevailing coaching models, the more I see that there is some order to coaching. Therefore, I recommend you address these 10 steps with a soft focus, following the logical and proven methods but being willing to bend when the situation requires. You’ll want to keep the step sequence in mind as an ideal way to do things—and you’ll want to remember that there will be times you won’t follow this sequence. You may complete a step and find you have to go back to it later. For instance, you may have agreed on the logistics of your coaching relationship in Step 2 but find you have to revisit them later when you’re on Step 6 and partnering to enhance growth between sessions. During your first conversation, the coachee may get stuck or may put up resistance, moving you directly to Step 7 to realign when things go bad. Once realigned, you can pick up where you left off. You may find that one step takes only a few minutes and another takes a few months. All these variations are workable when you have a soft focus—an awareness of where you want to be, but one to which you’re not wedded.


Another way to use this book is to put it right in to practice. Read Step 1 and then pick a coachee. Do the rest of the steps one-by-one with this person. Explain that you’re learning as you go so that at each step you’ll be practicing different skills and adding more exercises during your interactions.


Remember, too, that you can use the tools and ideas in each step even if you aren’t doing a formal, step-by-step process. Using what’s offered here in any of your day-to-day interactions as a manager will produce better results from your employees and deepen your relationships with them.


Inside This Book


Here is an overview of the 10 steps covered in this book.


Step 1: Prepare Yourself for the Coaching Role


Before you can coach others, you have to spend some time thinking about what coaching means to you, what your coaching goals are, and what characteristics you need to embody to achieve those goals. Additionally, you need to determine what might get in the way of your being effective as a coach and address those issues head-on. Only after you’ve worked through those obstacles can you effectively help others to address theirs. (In this edition, I merged what were Steps 1 and 2 in the first edition into this step.)


Step 2: Create Your Coaching Relationship


Just as you have to ready yourself to coach others, you’ll have to ready others to work with you as a coach. Often referred to as contracting, this is the step during which you’ll discuss exactly how you and your coachee will work together—a very important foundation for the coaching process, as behavior change happens when people feel free to take risks and try new things. This requires attention to roles, safety, and confidentiality, some of the key considerations during this step. (In this edition, I added robust discussions of when to say no to requests for coaching, how to ensure confidentiality, and the impact of technology on coaching relationships.)


Step 3: Facilitate Discovery


A coaching relationship can be a powerful engine for growth and change, but only if there is a deep sense of trust between coach and coachee and if the coachee truly feels known by the coach. You’ll use this knowledge of your coachee and how he “works” over and over again in the later steps. More importantly, your coachee will realize which of his strengths can propel him toward a desired outcome, even in the face of obstacles. (In this edition, I added more sample coaching conversations throughout the book, beginning in this step. I also beefed up the discussion of how to provide feedback.)


Step 4: Agree on What You Want to Accomplish


Even some of the most eager coachees sometimes enter a coaching relationship unsure about their focus issues and goals. Coaching goals need to focus not only on what coachees want to accomplish but also on who they want to become as they accomplish these things. As such, agreeing on what the two of you want to accomplish through your work together is more than just standard goal setting. To ensure that coaching actually is closing the gap between where the coachee is and where she wants to be, accountability that comes from establishing these expectations has to be built into the relationship. (In this edition, I added content related to goal setting and accountability to this step.)


Step 5: Use the Power of Possibility


Coaching comes from an expansive rather than a limiting place. Coaches need to help their coachees think more broadly about themselves and what they’re capable of accomplishing. Responding to powerful questions posed by their coaches, coachees come to recognize their own greatness and the possibilities that are available to them. (In this edition, I added a discussion of some common obstacles—or “blocks”—to good listening.)


Step 6: Partner to Enhance Growth Between Sessions


A goal of coaching is to help your coachee become self-sufficient. You can jump-start this process with assignments for coachees to complete between coaching sessions. In fact, most of the work of coaching happens outside of the coaching session. Assignments serve to help the coachee notice what is happening for him, try out new approaches, or take action toward achieving specific goals. The way these assignments are created and given is quite different from the way you remember getting homework! (In this edition, I added content on how to create accountability in the coaching relationship.)


Step 7: Realign When Things Go Bad


Coaching relationships can unleash more emotion than your standard manager–employee conversation; so, by their very nature, they have the potential to hit potholes. This step will help you recognize the signs that coaching is derailed and then help you learn how to realign the relationship and troubleshoot a variety of problems that can crop up in the coaching process. (In this edition, I added a list of tools for viewing situations from alternative perspectives to help when you are coaching individuals who are “stuck.”)


Step 8: Maintain Positive Changes


The beginning of a coaching relationship can be exciting and invigorating for both parties. There comes a point, however, when the initial energy is wearing off; when the coachee, who’s made significant changes early on in the process, starts to revert to the way she used to be or used to do things. Knowing how to coach at this step helps keep your time together from growing stale and helps your coachee continue to move forward. (In this edition, I added more content on the importance of recognizing success.)


Step 9: Complete the Coaching Cycle


Many coaching relationships continue long after they’ve ceased being beneficial. Knowing when and how to end a coaching relationship ensures that the progress you and your coachee have made together is integrated into how the coachee lives and works going forward. Likewise, from each coaching relationship you complete you learn much that will help you continue to be engaged and excited about yourself and your coaching. Bringing an appropriate end to the coaching relationship will help both parties confirm achievements made and lessons learned. (In this edition, I added more content on how to notice when it’s time to end but also why it’s so difficult to actually let go.)


Step 10: Prepare Your Organization for Coaching


While most of the steps in this book focus on the how-tos of coaching, this new step helps you to consider the environment in which you will likely provide the majority of your coaching: the workplace. You’ll need to think about how your coaching fits into a broader organizational context and how to create a coaching culture.


After reading and working through these 10 steps once, review them periodically. They’ll inspire you with new questions to ask and new tools to use in your coaching.


• • •


Being a coach to the people you work with can be a very powerful experience. You have the opportunity to help people realize some of these outcomes, which Coach U, one of the premier coach training organizations, cites as reasons that individuals might seek out a coach to:


• Set better goals.


• Reach goals faster.


• Make significant changes.


• Design and live their best life.


• Get ahead professionally.


• Make better decisions.


• Improve relationships.


• Become a better manager, executive, or businessperson.


Who wouldn’t want to be a part of helping individuals achieve those results? As a coach, you can inspire those around you to achieve great things for themselves—at work and outside of work—and to experience greater happiness. And, in the process, you’ll become more self-aware and effective. If you’re ready to experience those benefits, read on!







  Step 1


Prepare Yourself for the Coaching Role




Overview


• What is coaching?


• What isn’t coaching?


• What makes a great coach?


• What stands in your way to effective coaching and how can you address those obstacles?


• Why coach?





In writing this book, I contacted people who had been coached at some point in their lives or careers and asked them what they got out of the experience. Here are some of their responses:


• “My coach was my supervisor at the time. He saw raw talent in me—not formed, not educated—and nurtured that. The biggest thing he taught me is self-awareness, which has made a permanent stamp on me.”—Stacey R.


• “Many years ago, as part of an organizational coaching program, I was asked to develop my own leadership philosophy. I still use it in my interactions with team members every day.”—Danny B.


• “I was certified as an internal coach and, in the process, was observed by a coach several times and received feedback on how I was doing in that role. Not only did the feedback make me feel more and more confident as a coach, the skills I picked up made me a more effective change agent in the organization.”—Debbie R.


• “He hired us, groomed us, and then pushed us to get promoted and take on positions and roles that were higher than his in the corporate world.”—Hassan R.


• “There was a lot of value in completing a 360-degree evaluation process. The results were eye-opening. The feedback I got from my supervisors, colleagues, and direct reports was validating and, at the same time, helped me become aware of a few things I needed to focus on improving as a leader. I found it to be so helpful and I would do it again.”—Jo A.


While all these people pointed out some of the enduring positive effects of coaching, none of their experiences was the same. Some were coached by people who were their managers; some received coaching from an external coach or through a formal coaching program. Some remember a specific exercise or lesson while others remember the overall encouragement or support they got from their coach. Some learned through observation and feedback, some through 360-assessments, some through a coaching exercise, and some through conversation.


What does all this tell us? Quite a bit. First, there simply is no right way to coach—and we wouldn’t want there to be. A one-size-fits-all approach to coaching couldn’t be effective for the diverse interests and experiences of individuals in the workplace. That means that you could be the very best coach for one person and a less-than-ideal coach for someone else. It means that if you coach several people, you might have to do it differently for each one of them. Second, you don’t need to be trained as a coach to be effective as one. More broadly, it says that anyone can be like a coach to others and that demonstrating an interest in nurturing another person will be appreciated. And, finally, it points out that coaching can really make an impact—on organizations, on teams, and, in a lasting way, on individuals.


So, how do you get started as a coach? Prepare yourself by considering some common characteristics of good coaches and how you measure up against them, some of the things that get in the way of good coaching and how you can avoid them, and, underneath it all, what’s in it for you to be a good coach.


What Is Coaching?


Asking this question is like asking “What is leadership?” The answer depends on whom you ask and where you look. Definitions abound. As is true in defining leadership, the important thing in defining coaching is to find which voices in the field you agree with and trust. Find a definition that works for you and stick with it.


Here’s the definition I use: Coaching is a meaningful, confidential, accountable relationship created by having routine one-on-one conversations about the coachee’s full experience and the power of possibility.


Every word in that definition is important. Let’s break it down:


• Meaningful—Coaching is not a superficial conversation. It’s not your weekly project check-in or one-on-one meeting (although, if you have no other time, these are good places to sneak in a little coaching). Coaching is an opportunity to step outside the day-to-day pressures of work to focus on deeper issues, such as what makes the employee fulfilled and productive at work.


• Confidential—Effective coaching relies on a foundation of trust and safety that can only come with iron-clad confidentiality. Step 3 will delve more deeply into the concept and challenges of confidentiality in coaching, especially in the workplace.


• Accountable—Without accountability, coaching conversations are simply that—conversations that may not lead to any lasting change or to growth and development. Coaching includes check-ins on assignments and measurements of progress toward goals.


• Relationship—A relationship needs more than one person to make it work. Coaching is a two-way model built on trust and mutual respect.


• Routine—Coach and coachee should get together with some regularity—and this doesn’t mean at annual performance review meetings! You and your coachee will decide what frequency makes sense, depending on your schedules and on the coachee’s goals. Regular meetings enhance trust, accountability, and progress.


• One-on-one—Just by taking the time to be alone with your employee, you show her you value her and are invested in her growth and development. Deeper, more intimate relationships are formed when two people work together as coach and coachee. Group or team coaching does also exist, but the focus is usually a little narrower in those situations, as, instead of being about an individual’s full experience and range of possibilities, it is usually more focused on how team members can work together more effectively for desired results, or on a specific skill that multiple people need to develop at the same time.


• Full experience—When you come into the office, you don’t check your outside life at the door. Whatever is going on for you at home comes to work with you and vice versa. Wherever you are, you’re a whole person living a full experience. When a coach shies away from allowing the coachee to share his full experience, the coach is discounting that person’s values, background, and motivations. Therefore, there are practically no limits on what can be included in a coaching conversation.


• Power of possibility—Coaches have to encourage their coachees. When a coachee doesn’t believe in herself, or when no one else believes in her, the coach has to help illuminate the power of possibility for the coachee—help her understand what choices actually are available and let her make conscious choices. Uncovering possibilities helps people get out of situations in which they feel stuck or are in conflict. This component of coaching often requires coaches to show coachees the greatness within them that makes their success possible.


That’s my definition. If it doesn’t resonate with you, try some of the following ways to arrive at your own definition:


• Think about someone who’s been a good coach to you. This need not be someone who was acting officially as your coach. They need not have been in the workplace; maybe they were a teacher, a sports coach, or someone from well in your past. Make a list of this person’s best qualities. What did they do that was coach-like? Pose the same questions to people around you to get their input. Use the characteristics and examples on your list to craft your own definition of coaching. So, if you remember that your high school guidance counselor was a great coach to you because she displayed good listening skills and she created a plan for you that was completely individualized, you might come up with a definition something like this: “A coach is a person who listens intently to guide you on a personal journey.”


• Enter the keywords coach and definition in Google or another search engine and see what comes up. Look for themes among the definitions and words or phrases to which you relate. Use all these pieces to craft a definition that works for you. Here are a few of the definitions for coach that I found in a recent search:


∘ a railroad passenger car or motor bus


∘ a person who trains or directs athletes or athletic teams


∘ someone who supports, explains, demonstrates, instructs, and directs others via encouragement and questions; may include lifestyle advice, such as nutrition, exercise, behavior, and more


∘ facilitator of a professional relationship that helps people produce extraordinary results in their lives, careers, businesses, or organizations


∘ an individual who helps others develop their own resources and solution-finding capabilities.


From those definitions, you might come up with something like this: “Coaching is moving people from one place to another in support of ongoing training or a specifically desired result.”


Regardless of what definition you come up with, it is important to have one because it can guide you in each coaching conversation you have with your coachee, and help you set overall expectations with potential coachees and their direct supervisors about what they can expect from a coaching relationship.


What Isn’t Coaching?


Although I allow for much latitude in defining what coaching is, I am pretty passionate about declaring what coaching is not. I’d like to debunk a few common myths about coaching. You’ve probably heard them before—you may even ascribe to some of them.


Myth #1: Coaching is giving advice.


Actually, coaching involves asking the questions that the coachee wouldn’t think to ask himself so that he can access his own answers. It’s intended to help people whose perspectives are so ingrained that they can’t see their blind spots or come to a new awareness of themselves. A coach needs to get rid of her own inclinations to give advice or to solve problems, even when the coachee is asking what he should do.


Why is that? Why don’t coaches give advice? First, providing advice builds dependency when you really want your coachees to solve their own problems and make their own decisions. Second, the advice you give may not be the advice that the coachee needs or that works for him at that moment. It may be something he’s already tried that hasn’t produced the results he wanted, or it might not inspire him to action. Third, there is no shortage of advice in people’s lives. As talent management consultant Kathryn Zukof explained to me, “Individuals are seeking lots of input before making decisions. They might send out a question to their 100 closest friends on social media, in addition to asking their parents, their manager, and maybe a mentor. They are having multiple conversations to get input.” What’s missing is a technique to process that advice and to figure out which advice makes the most sense to the coachee. That’s where a coach comes in. Finally, coaches should not be wedded to any one solution or technique. When the coach offers advice, there is sometimes an unspoken, unquestioned expectation for the coachee to take it. A good rule of thumb: Give advice and you’re an adviser or consultant; help someone discover his own best advice and you’re a coach.


Myth #2: The coach’s knowledge and experience of the coachee’s situation is what makes her valuable.


In fact, you can get great coaching from someone whose experience is completely unrelated to your current circumstances or from someone who is your junior in chronological age or working years. A coach’s value lies in helping the coachee access her own knowledge and experience and bring them to bear on current circumstances and future goals. The spotlight is on the greatness in the coachee, not on the greatness or expertise of the coach. That’s what sets a coach apart from a mentor, whose value is based on his knowledge and experience and how he can impart them to his protégé. (More on the difference between coaching and mentoring can be found in Step 10.) And sometimes it takes an external perspective to see a situation more clearly; knowing too many of the technical details of a person’s situation might bog down the coaching. It actually can be an asset if you don’t know much about what a coachee is facing.


Myth #3: Coaching is just like therapy.


If you listen in on an individual coaching session, it may sound like therapy. Deep issues are being discussed and emotions are welcome. But there are two primary differences between coaching and therapy. The first difference relates to the severity of the presenting circumstances in the coachee’s life. The second difference is the absence of any in-depth analysis of how a coachee came to be in his current circumstances. Most coaches won’t ask “What happened in your past to bring you to this situation?” Instead, they’ll take it at face value that this is where the coachee is. It’s rather like saying you’re here and you want to get over there, so let’s get moving! Coaching has a present and future focus, and it doesn’t delve into the past as therapy might.


Myth #4: The coach drives the coaching process.


I once was looking for individuals to become coaches in an organization and was met with very limited response. As I tried to understand why, I was told that in the company’s previous coaching program, the people who’d volunteered as coaches had gotten burned out. They’d worked really hard on their coachees’ behalf—some had been doing such things as writing résumés or presentations for their coachees. It took me a long time to break through this mindset and help the potential coaches in my program understand that the actual driver of the coaching process is the coachee. She sets the agenda for meetings, she works in concert with the coach to craft the assignments she will complete, and she takes action in her situation. It’s also true that what she puts into coaching is in direct proportion to what she gets out of it. When the coach calls the meeting, determines the agenda, and gives assignments, the coach is acting as the employee’s boss. Workplace coaching is especially challenging in this regard. How do you go from being someone’s boss in some situations to being her coach in others? (This will be addressed in Step 3.) Coaching is a delicate two-way relationship, and the coach does have an important role to play in keeping to the focus the coachee has set, providing feedback on how the process of coaching is going, and checking in for accountability. It’s just that coaching is for the coachee, so she gets to create it and be responsible for it.


Myth #5: A coach must be 100 percent successful in his personal and professional life.


Coaching others isn’t about your work, or your life; it’s about theirs. What’s happening—or not happening—for you shouldn’t affect your coaching. You do not need to be a role model in the areas that the coachee is working on. You are not there to resolve his issues, only to help him access answers for himself. Additionally, if your life were perfectly ordered, you couldn’t relate to the challenges and setbacks that your coachees face. More often than some coaches would like to admit, they are struggling with the very same issues that the coachee struggles with, and they are learning as much from the coachee as they are facilitating.


What Makes a Great Coach?


Now that we’ve covered what coaching is and isn’t, let’s look at the characteristics, skills, or competencies that make for a great coach.


Maybe you are a natural-born coach, or maybe there are some skills that come less easily to you. Tool 1-1 will help you determine how you measure up against several competencies important for coaches. Please note that the list of competencies is not comprehensive. As much as I’d like to, I can’t provide an exhaustive list of qualities or characteristics that a coach needs to have. However, the list in Tool 1-1 takes into account the competencies put forth by the International Coach Federation (the authoritative source for all things related to coaching) and several other existing programs and models, as well as my own experience. Competencies are not listed in order of importance.


TOOL 1-1


YOUR COACHING COMPETENCIES




Instructions: For each competency listed in the first column (and described in column 2), consider how your employees or co-workers would rate you—poor, fair, good, or excellent. Circle the appropriate term in the third column. Feel free to also ask a few people to complete the survey for you. Tell them you’d appreciate their honest responses because it’s part of your development as a coach.






	Showing Up






	Competency

	Description

	How Am I Doing in This Area?






	Being present

	Can you put the rest of the day’s urgencies out of your mind to be there for your coachee? Can you shut off calls, texts, emails, and all other distractions? Can you be in the moment?

	Poor


Fair


Good


Excellent






	Being vulnerable

	Are you as transparent as you are able to be in your dealings with others? Do you know your own strengths and weaknesses and are you willing to share those? Will you not shy away from emotional people and reactions?

	Poor


Fair


Good


Excellent






	Establishing trust and intimacy

	Do people come to you with their problems? Do you have friends in the workplace? Do people trust you to do what you say you will do? Do people trust you with things they don’t want shared?

	Poor


Fair


Good


Excellent






	Keeping confidentiality

	Do you treat confidentiality as essential? Do you keep private what you hear in private? Do you get permission before sharing someone else’s experience?

	Poor


Fair


Good


Excellent






	Advocating






	Competency

	Description

	How Am I Doing in This Area?






	Respecting and appreciating the coachee

	Do you view your employees as partners and see them as critical to your own success? Would you be happy for them if their accomplishments were greater than your own? Do you see their greatness and believe in them? Do you know the strengths of each of your employees and capitalize on those strengths? Do you look for the good in your colleagues and direct reports?

	Poor


Fair


Good


Excellent






	Thinking big for the coachee

	Do you push people to do more than they think they are capable of doing? Do you encourage big ideas and dreams? Do you say yes more often than you say no? Do you see work as just one domain in your own or your colleagues’ lives?

	Poor


Fair


Good


Excellent






	Refraining from giving advice

	Can you hold your advice back to let the coachee discover his own best answers? Can you refrain from butting in when the coachee’s own answers aren’t what you had in mind for him?

	Poor


Fair


Good


Excellent






	Remaining Open






	Competency

	Description

	How Am I Doing in This Area?






	Reading a situation

	Can you read the energy in a room? Can you decipher what is actually behind a request? Do you have strong intuition?

	Poor


Fair


Good


Excellent






	Being flexible

	Are you willing and able to switch gears as needed? Can you think on your feet and make new decisions as new information becomes available? Do you provide freedom for your employees to do their jobs?

	Poor


Fair


Good


Excellent






	Being curious

	Do you want to know all that you can about people? Do you ask questions to uncover what the people you are talking to are experiencing? Do you have a natural curiosity?

	Poor


Fair


Good


Excellent






	Communicating Effectively






	Competency

	Description

	How Am I Doing in This Area?






	Listening actively

	Do you practice the skill of active listening by focusing on the speaker and reflecting the essence of what she’s said? Do you “listen” to nonverbal communication?

	Poor


Fair


Good


Excellent






	Asking powerful questions

	Can you stop people in their tracks with a question that gets them thinking? Do you know the benefits of questioning rather than providing answers?

	Poor


Fair


Good


Excellent






	Competency

	Description

	How Am I Doing in This Area?






	Giving constructive feedback

	Do you have a healthy attitude toward feedback as a development tool, and do you offer feedback that is specific and helpful? Do you provide regular feedback about your employees’ job performance? Do you hold postmortems at the end of projects or at other significant milestones?

	Poor


Fair


Good


Excellent






	Providing recognition

	Do you give your employees credit when they deserve it? Do you celebrate successes? Do you balance your constructive feedback with positive reinforcement?

	Poor


Fair


Good


Excellent






	Providing Structure






	Defining roles

	Are you explicit about the roles you play with your employees? Do you establish mutually acceptable agreements about how you will work with someone? Do you clarify how each of you best communicates at the start of a work relationship or project?

	Poor


Fair


Good


Excellent






	Planning and goal setting

	Do you create and use action plans? Do you work with a timeline? Can you create goals that are specific, measurable, appropriate, realistic, and time-bound? Can you think creatively about what your coachee might do to move toward his goal?

	Poor


Fair


Good


Excellent






	Establishing accountability

	Do you set and communicate standards of excellence and expectations? Do you create accountability around those expectations? Do you follow up with those to whom you’ve assigned work or projects?

	Poor


Fair


Good


Excellent










After assessing your current coaching competencies and with the definition of coaching fresh in your mind, it’s time to consider some questions as you clarify and commit to your coaching role. The questions in Tool 1-2 will highlight your existing coaching strengths to increase your level of confidence as you embark on coaching. Enhancing skills in which you are already strong can have a deeper impact than working on areas that are not your natural talents. Other questions will help you identify the skills and characteristics you’ll want to bolster to be more effective as a coach to your employees.


TOOL 1-2


YOUR COACHING DEVELOPMENT PLAN




Instructions: Respond to the questions that follow. Questions 1 and 2 highlight your existing coaching strengths. Feel free to include those competencies rated highest on Tool 1-1 here, or other skills you possess that will make you effective as a coach. Questions 3, 4, and 5 focus on areas of opportunity. Focusing on improving in these areas ensures that there are no gaps in your skill set.


1.  What skills or characteristics do you possess that will serve you well as a coach?


2.  How can you further leverage these strengths in your coaching relationships?


3.  What coaching skills will be a stretch for you?


4.  In an area that’s going to be a stretch for you, what does excellence look like? What would be happening if you excelled at this aspect of coaching?


5.  What is something you can do today to move closer to a rating of “excellent” in that area?





Coach Training


Concepts from this book will make you more coach-like in your day-to-day interactions. Enrolling in a coach training program will turn you into a bona fide coach. This doesn’t necessarily mean that you need to earn income as a coach (although it can lead to that), but that you’d add value to whatever job you hold as a credentialed coach.


There are hundreds of coaching programs available from universities, professional associations, and private consulting and coach training organizations. The first question to consider is whether you want to become a credentialed coach, or if you just want to take a couple of workshops that might provide you with good coaching tools and some ideas. As coaching is a non-regulated industry, a credential isn’t a necessity, but it can help you establish credibility and feel more confident.


If you decide you want to become a credentialed coach, make sure the program you’re considering is accredited by the International Coaching Federation (ICF). Each of the ICF-accredited programs is described in some detail on the ICF website, coachfederation.org.


Look carefully at the materials for any program you are considering, including their websites or any published texts. Do they speak to you? Do you agree with their general philosophy and approach? Some programs are more academic in nature, some more experiential. Some programs take a business approach to starting your own coaching practice. Many concentrate on a specific type of coaching, like relationship coaching, corporate coaching, or group coaching.


If the program you’re considering offers a free teleclass to introduce you to its curriculum (and many do), sign up for it. Speak to graduates with backgrounds similar to yours to see how they’re using what they learned. These programs’ administrative staff and counselors are trained to help you make this decision.


Finally, of course, you’ll have to factor in your logistical needs. Programs vary greatly in their cost, location, schedule, class size, and flexibility.


What Stands in Your Way?


You’ve identified the skills and characteristics that will help you to be successful as a coach, but the picture is incomplete until you factor in those obstacles or qualities that are hindering your ability to coach. Noticing and managing your own barriers to coaching is an important part of the process of preparing yourself.


Addressing your obstacles to coaching means coming face-to-face with them—not always the most fun thing to do. Who wants to deal with the “dark side” of something that they are anxious to do? You’re on a roll—you’re ready to coach. I know that many of you will want to skip this aspect of preparing yourself, but please don’t. This exploration will set apart an effective workplace coach from someone who simply does a good job creating relationships and motivating enhanced performance.


Besides, at some point in your coaching relationships you are going to ask your coachees to address their own obstacles. To be authentic in doing so, you’ll want to know that you’ve been willing to do it yourself. Your openness to dealing with challenges in your own life often can come across to coachees in implicit or explicit ways.


And here’s the other positive outcome of this exploration. When you’re more self-aware, your relationships with others are enhanced—both in and outside work. You come to know yourself and what you’re capable of accomplishing as well as what your shortcomings are and what you’d prefer not to handle in a coaching format.


Here’s a formula for removing your obstacles: Notice the barriers and then consciously decide what you want to do about them. It sounds simple, but it turns out not to be so easy to execute.


A Failure to Notice


One of the first obstacles to stellar coaching—or stellar anything, for that matter—is the inability to slow down and notice what’s actually going on. Noticing is the first step in your plan to overcome obstacles.


The inability to slow down and notice is ubiquitous in work environments. It’s present when something about you is holding you back, and although others can see it, you can’t. It’s there when you’re really nervous about doing something but you plunge in anyway and produce results that are less than you’d imagined. It’s even present when you’re simply so busy rushing from one fire to another that you have no appreciation or understanding of how you’re feeling in the moment.


Here are some simple things you can do to slow yourself down and get in touch with how you feel about coaching, how you’re doing as a coach, or how you want a particular coaching discussion to go. These techniques are helpful to share with your coachee as well when he needs to slow down and become aware of what’s needed in a given circumstance.


• Breathe. Nothing slows us down, centers us, or calms us like a good deep breath. It’s so simple, yet when was the last time you took a deep breath in your workplace? Deep breathing can connect you to the present moment and allow you to get your emotions under control; it’s a critical component of mindfulness. Breathing is associated with more expansive thinking and better problem solving. Breathing also brings oxygen into your bloodstream, which has been shown to make you feel calmer and to improve your health. Breathing is a quick and easy tool that goes with you wherever you go. I learned a wonderful breathing exercise from my clarinet teacher when I was in junior high school and feeling nervous about an upcoming performance. Try this exercise and see how well it calms you: Get comfortable wherever you’re sitting. Focus your eyes on your lap or at some indistinct point in front of you. Start by breathing in through your nose for three seconds and out through your mouth for six; or in for five seconds, out for 10—whatever numbers feel right for you (where the exhale is twice the length of the inhale). As you inhale, be sure the air goes down to the bottom of your lungs and expands your belly. Repeat the inhale-exhale pattern at least four or five times and do this type of breathing four or five times a day.


• Close your eyes and do a head-to-toe inventory of how your body is feeling. There’s no need to do anything about what you notice. Don’t judge what you’re feeling or try to “correct” it—just become aware of what is going on in your body. Is your forehead relaxed or scrunched up? Are there butterflies in your stomach or is there a knot in your gut? Do you feel heavy or light? You can also try activities like grabbing tightly onto your chair as hard as you can to connect physically to where you are at a given moment. Notice the sensations and the experience.


• Try the 5-4-3-2-1 grounding technique. To do it, respond to the following questions:


∘ First, list five things you see in the room.


∘ Next, name four things you can feel right now. For example, “my feet on the floor,” or “the air across my face.”


∘ Then, notice three things you hear right now, such as “traffic outside.”


∘ Now, list two things you can smell (or two smells you like).


∘ Finally, come up with one good thing about yourself.


You should feel calmer and more at ease by the end of the exercise. Repeat the five steps more than once if needed.


• Find some time to sit quietly. Just sit still, especially if it’s difficult for you. Spend five to 10 minutes consciously not thinking, just noticing. What do you see, hear, or smell around you? If your mind starts solving problems, analyzing issues, or doing anything other than consciously noticing, go back to merely sitting still. I’m not suggesting meditation here—though the benefits of meditation are numerous—just sitting and being aware of your surroundings.


• Get in the habit of asking yourself some reflection questions, like “What just happened? What did I learn from what just happened? How do I feel about this? What is making me feel this way? How might someone else look at this?”


Being able to slow down in highly pressured, fast-paced work and social environments will enable you to notice what’s happening for you and to be there for others as a coach. In that way, slowing down removes the obstacle of being disconnected from others as you become present in the current moment and with the coachee sitting in front of you.




POINTER


You don’t need to wait until you’re in a stressful situation to slow down. Before your next coaching session, sit quietly for a moment and think about your intentions for that conversation. For instance, do you intend to use two or three powerful questions during the discussion? Do you intend to put aside any nagging concerns and be fully present? Taking a moment before embarking on a conversation, a presentation, or a physical challenge is a great way to slow down.





A Lack of Confidence


In some coaching models, there’s a term for those voices inside your head that keep you from excelling or from trying something new: gremlins. You probably have some coaching-focused gremlins right now. Are any of these voices in your self-talk right now?


• “Who am I to say I’m an expert or a coach?”


• “[Fill in a name here] is better at coaching than I am.”


• “I’ll make a fool of myself.”


• “I can’t handle it when they ask questions I can’t answer.”


• “I’m OK coaching around performance issues, but not personal issues. Those don’t belong in the workplace.”


You may have more than one of these voices speaking up right now—and maybe a few I haven’t included. If a whole chorus of gremlins is going on inside you right now, that’s natural. Before you can coach others, you need to determine how you’re going to respond to these gremlins (also referred to as saboteurs or simply as obstacles). Here are some techniques that coaches use to help coachees handle their internal challenges—techniques that will help you as well:


• Recognize that these internal voices are stating beliefs, not facts, and that beliefs can be changed if you notice them and decide you want to change them. Maybe you notice that you believe this: “I’m OK coaching around performance issues, but not personal issues. Those don’t belong in the workplace.” At this point, you are simply noticing that you are holding on to a belief. You do not need to do anything with it yet.


• Name your beliefs. Giving something a name bestows power on the person naming it. For example, your belief might be: “Jim, my supervisor, is a better coach than I am. I’ll call this belief ‘inferiority.’” Just naming it helps you recognize when it’s present so you can decide how you want to respond to it. Naming it takes away its power because you’re no longer just blindly responding to it. You’re calling it out. Now when you catch yourself thinking, “So-and-So is much better than I am,” you can just swoop right in and say, “Oh, there’s that darn inferiority again! I’ve dealt with this belief before.” (And when inferiority about your coaching abilities does come along, remember that your unique background, skills, awareness, and knowledge make you the very best coach for someone who needs just that mix.)


• Decide what’s true about the belief and be grateful for it. For example, maybe it’s true that you’ll look like a fool at first. Thank your gremlin for trying to protect you and help you save face. Gremlins are sneaky because they aren’t necessarily malicious, and they’d always say they have your best interests at heart. But the way they want to protect you is to keep you from changing or from trying anything new. The truth is you might feel like a fool, and the coachee—so involved in his own thoughts at the time—might not even notice. Plus, you can’t learn something new without looking like a fool at times. (When learning to ski, the first thing you’re taught is how to fall—and get back up.)


• Decide what’s untrue about the belief. For instance, you may know that you’ve handled challenging questions in many situations other than coaching, and that you can do the same thing here. Counter the gremlin’s message with this: “When I’m in the public eye and challenged, I can compose an articulate response.”


• Know that limiting beliefs about coaching often are related to myths. Debunking those myths debunks the troublesome internal voices. For instance, the voice that says, “Who am I to say I’m an expert or a coach?” may be related to the myth that the value of a coach is her knowledge and experience from earlier in this step. Which myths are you still carrying with you?


• Decide whether you want to honor, and live by, the limiting beliefs, or heed the call that is drawing you to try something new—in this case, coaching. In other words, is your limiting belief more important than whatever is inspiring you to coach? If you want to overcome this obstacle to your coaching, tell yourself this: “I’m ready to take on this challenge because I really want to help people be more satisfied and productive at work.” (Other reasons you might want to use to convince yourself to try out coaching can be found later in this step.)




POINTER


You remove obstacles to coaching by noticing them and consciously deciding what you want to do about them.





Controlling your self-talk during coaching is immensely important. This includes knowing your limits and how you want to manage them. Then you can listen intently to what your coachee is saying rather than to the voices inside your head that are criticizing you for not doing it “right.” Tool 1-3 will help you identify and overcome the internal voices that are keeping you from excelling as a coach.


TOOL 1-3


MANAGING COACHING BELIEFS THAT MAY BE LIMITING




Instructions: Answer the questions below to identify your own limiting beliefs and decide how you want to handle them.






	Question

	Description






	What belief am I holding about my effectiveness as a coach?

	 






	What will I name this belief?

	 






	What’s true about this belief?

	 






	What’s untrue about this belief?

	 






	With what belief do I want to replace this one, if any?

	 






	What do I want to honor instead of this belief, if anything?

	 










Incidentally, if your coaching gremlins are like those of many other coaches I’ve met, the countering responses offered in Tool 1-4 might help you manage them.


TOOL 1-4


RESPONSES TO SOME COMMON LIMITING BELIEFS ABOUT COACHING








	Limiting Belief

	Countering Response






	You don’t have time for coaching.

	Although it may be time consuming to provide one-on-one coaching for your employees, ultimately the coaching they receive will help them take initiative and do more—and that will save a great deal of time.






	This isn’t what you get paid to do.

	Your performance as a manager is measured by how your employees perform. In a sense, you’re getting paid to do whatever it takes to help them succeed.






	Your employees don’t like this management style.

	You won’t be fooled by some resistance to your acting like a coach. Expecting to be managed in a certain way isn’t the same as preferring it. There may be natural resistance at first (especially when employees don’t trust that your new coaching style is here to stay), but many of them will embrace the idea if they believe it’s an actual long-term possibility.






	You’ll lose authority.

	It’s hard to lose your authority when you’re gaining the respect of your employees. Actually, you’ll be shifting the type of authority you have from authority based on your position to authority based on your relationships and who you are as a leader.






	People at this level in the organization should be able to figure things out for themselves; coaching shouldn’t be necessary at a certain level.

	Coaching is necessary at executive levels precisely because so many people hold this belief. Senior managers have no place to share their concerns or perceived inadequacies because they or those around them feel it shouldn’t be necessary—hence, the expression “It’s lonely at the top.” And research has posited that many executives are derailing because they’re relying on the competencies that got them to their current positions rather than on new skills they need to perform effectively. Coaching can help instill those needed skills.






	You’re uncomfortable with confrontation.

	Nowhere on the list of coaching competencies is conflict resolution listed. That’s because coaching isn’t confrontational. As a coach, you may have to be outspoken, and you can’t be afraid to share a hard truth, but you do it to help and support your coachees. Sometimes a coaching conversation may sound confrontational to an outsider, but both parties in a strong coaching relationship know that it’s not.






	You’re not in management.

	Coaching can be done by anyone. It’s not about your level of experience or your position in the organization. All you need is a desire to help people through coaching.






	Your employees don’t need coaching.

	Just looking at employees’ performance doesn’t show whether they need or want it. How do you know? Have you asked? Have you considered how much more would be possible for your unit or division if team members were coached?










An Inexperience Being Coached


One of the best ways to remove your obstacles is to get your own coach. I’m not saying this to drum up business for coaches, nor am I saying that your coach must be a paid, external one. I’m simply suggesting that you may want to make finding a coach part of your own preparation to become a coach. Coaches are really well-suited to help you honor what you want to and to put aside the doubts or obstacles that might limit your possibilities.


When my first coaching mentor, Caryn Siegel, and I were creating a coaching curriculum for managers, she told me that the two ways she’d learned most about being a coach were by coaching while being observed and getting immediate feedback, and by observing another coach. We made sure our program included both of those components. You can get these two experiences from a coaching relationship too. Often you can find a coach who is willing to have you coach her then give you feedback. You also can observe what your own coach is doing and ask questions about why she did what she did.


The biggest reason I know that other coaches get coaches of our own is to walk our talk. How am I going to coach others if I’m not willing to address issues and move toward greatness in my own life? Walking your talk adds credibility and shows that you truly believe in the power of coaching—so much so that you are sticking with it yourself.


As master certified coach Marla Skibbins says, “A coach who is coached knows how difficult it can be to move toward the life one envisions, which enables her to be compassionate and understanding with her own clients’ difficulty. She knows when a client is getting slippery or avoiding and when the client has more to give. She has insight into what may be going on with her client that she wouldn’t otherwise have.”


Should you decide to become a coaching client, the best source of coaching referrals is someone who has worked with a particular coach. Sherpa Coaching has been conducting an annual coaching survey for the past 14 years. Their 2019 survey reports that people find coaches through personal references a vast majority (79 percent) of the time. That kind of personal connection, however, isn’t always available. Tool 1-5 provides some other resources and tips for finding your own coach. Most coaches offer free sample sessions. Take advantage of these because it’s a great way to gather some tools and techniques and to see different styles of coaching.


You don’t even need to ask someone who is technically a coach to coach you. When I asked Evan Marcus, co-founder of DillonMarcus, how to select a coach, he suggested to look for “someone who has something you want and who you feel comfortable with. Find someone who you look at and how they live their life and how they are at work and say to yourself, ‘I want more of that.’” That doesn’t have to be someone who has hung up a coaching shingle.


Even if you don’t choose to find a coach of your own, spend some time thinking about how you’d like to manage your gremlins. And realize that even the “best” coaches battle with gremlins from time to time.


TOOL 1-5


HOW TO FIND YOUR OWN COACH




Resources


• Visit coachfederation.org, the International Coach Federation’s website, which includes a database of coaches. All coaches listed there have ICF credentials certifying they have coached a required number of hours and have been recommended by other certified coaches.


• Accredited coaching programs listed on the International Coach Federation’s website likely will have their own searchable databases of graduates as well. For instance, the Co-Active Training Institute maintains a referral list of coaches certified in their Co-Active coaching model. Go to thecoaches.com and search for “find a coach.”


• Join a coaching exchange. Find a group in which several people want to coach each other for the experience (or for a small fee). You can create one of your own exchanges or find existing ones online, like thecoaching.exchange.


• Ask someone you admire or someone who possesses qualities you aspire to possess if she would be willing to coach you.


• Individuals in coaching certification programs are looking for clients and often are willing to charge lower-than-usual rates to log the number of coaching hours their programs require. Contact the training programs listed on the ICF’s TPSS Service to learn how to engage a coach-in-training.


Tips


Who will be the right coach for you is a personal decision. I don’t believe that any selection criterion should be so rigid that it excludes someone who might be just the right fit. You can find out about a coach on his website, or you can ask a potential coach directly about:


• With whom do you like to work?


• Where were you trained? Or, what model or philosophy of coaching do you subscribe to?


• Have you graduated from your coach-training program? If not, where you are in the process?


• What certifications do you hold? (Remember that some coaches without any official training are exceptionally competent.)


• How long have you been coaching, either in an official coach capacity or informally in or out of the workplace?


• What does working with a coachee typically look like?


• On average, how long does a coachee work with you?


• What does your long-term vision of your practice look like?


• What are the areas of your experience and expertise?


• What initially attracted you to coaching or the coaching profession?


• How much do you charge?


• What can you tell me about yourself? (Recognize that a background similar to your own may help you relate more easily to each other, a background different from yours can foster innovation and new ways of looking at situations you face, and a background in which she used skills you’re seeking might be especially inspiring.)


• Would you mind putting me in touch with a few current or past coachees to check your references (as appropriate, considering confidentiality?







POINTER


If you’re tempted to ask a potential coach if he has any results or success stories he is at liberty to share, the response you should really be seeking is that he doesn’t promise any results. There are no guarantees in coaching, and you should be wary of people who make them.





Why Coach?


In the introduction, I touched on the benefits of coaching to a coach who manages her coachee(s) and to the organization in which she works. But there’s more that you can derive from coaching than the benefits to you as a manager. What are the benefits of coaching on the coach herself?


Tool 1-6 is an exercise to help you determine the benefits you will reap from coaching. The worksheet presents a list of many possible—and real—benefits of coaching. It’s important to know what drives you to coach so that when the going gets tough—when you just can’t imagine how you’ll fit coaching into your already busy day or when one of your coaching gremlins is plaguing you—you can refer to the list of motivations and benefits you find most compelling. There are no wrong answers to the exercise. It’s simply your personal reminder of why you want to coach.


TOOL 1-6


WHY DO YOU WANT TO COACH?


Instructions: In this exercise, you’ll distribute 200 points among your top motivations for coaching. First, select your four top reasons and place a checkmark to the left of each one. Then give each of those four reasons one of the following point values: 100, 50, 25, and 25. Assigning points thoughtfully prioritizes your coaching motivations and reveals what benefits you expect to realize from the endeavor.






	Motivation/Benefit

	Points






	Incorporating coaching is an opportunity to advance my own career.

	 






	I can help others grow professionally or personally.

	 






	I have a passion for learning.

	 






	I can give people skills that can help them.

	 






	I will become a better communicator.

	 






	I will become a better partner, parent, family member, or friend.

	 






	Coaching will promote a more productive workplace.

	 






	I’d like to make coaching a business opportunity someday.

	 






	It encourages me to interact with people in the way I want to interact with people.

	 






	I will become more efficient in my own work practices.

	 






	I will get better results from my staff.

	 






	I will be a better leader.

	 






	I want to help an employee who needs his rough edges refined.

	 






	If I integrate coaching skills, our team will get along better.

	 






	Coaching is part of my job description.

	 






	I want to further my own learning and growth.

	 






	I want to become more open to feelings—mine and others’.

	 






	I want to be available to others; everyone needs someone to talk to.

	 






	I want to improve the world.

	 






	I want to give to others.

	 






	Other [add your own motivation/expected benefit]:

	 






	 

	 






	 

	 










The Next Step


Executed with care, coaching is an intimate, significant relationship that truly will affect two people deeply and produce measurable results for organizations. As Tathagata Dasgupta, PhD, adjunct professor of data sciences and advanced analytics at the USC Marshall School of Business, describes, “I personally do not think of my own benefits when I coach. The sparkle in a student’s eyes, the text message from a client who got a promotion, or the improved deliverable from a subordinate are rewards. But there is a learning process involved—I learn as much as I coach.” Taking time to prepare yourself will expedite and assure that process. Now that you’re ready to coach, it’s time to initiate conversations with the person who is ready to work with you.


Applying the Learning




“The thing to do, it seems to me, is to prepare yourself so you can be a rainbow in somebody else’s cloud. Somebody who may not look like you. May not call God the same name you call God—if they call God at all. I may not dance your dances or speak your language. But be a blessing to somebody. That’s what I think.”


—Maya Angelou, poet, author





• How do you define coaching?


• How are your coaching skills? Review your ratings on Tool 1-1. This week, try to implement the item that will propel you toward excellence (identified in Tool 1-2, item 5).


• Slow yourself down and sit with your thoughts about coaching. You’ll not only gain some clarity about venturing in to this field, you’ll enjoy health and productivity benefits, and you’ll be exposed to techniques that you might want to have a coachee try out one day.


• What myths or negative beliefs about coaching are you carrying with you? What do you want to do with them? Use Tool 1-3 to identify and manage any limiting beliefs you’re holding on to.


• What is drawing you to coaching? Review the point totals you assigned to the coaching motivations and benefits in Tool 1-6. This will help ensure that you always know why you’re taking the time and energy to do this.


• Have you seen any great coaches at work? Ask around and do some research to find three or four coaches with whom you can have sample sessions. You might use your coaching gremlins as a topic during the sample sessions. Even if you aren’t looking for a coach in the immediate future, sample sessions can be great learning and growth experiences.







  Step 2


Create Your Coaching Relationship




Overview


• Respond to a request for coaching.


• Identify a coachee’s readiness and how to increase it.


• Use tips for setting parameters for the relationship.


• Review sample agreement forms to use.


• Explore technology and coaching relationships.





A formal workplace coaching relationship is unique and requires care and attention right from the start. It’s a relationship that two people chose to enter together, usually for a stated purpose. It’s a designed partnership in which two parties make explicit decisions about how they’ll interact. And it’s a relationship whose “pulse” is checked continuously. Let’s start from the beginning.


Finding a Coachee


If you’re ready to establish a coaching relationship with someone other than your own direct reports in your workplace—if you want to use your coaching skills to accelerate the path forward for others in your organization—the first concern is how to find and enroll a coachee. How do you figure out who would benefit from a coaching relationship with you, and who would agree to do so? That depends on whether you are responding to requests or seeking out your own opportunities.


Responding to a Request for Coaching


Requests for coaching may come from an employee’s supervisor, a human resources team member, a leader from some other part of the organization, an external source (such as a union or customer), or sometimes from the employee himself. Consider these examples:


• A manager comes to you asking for coaching for one of her employees whose performance is slipping.


• A manager comes to you asking for coaching on time management for his two direct reports.


• A person comes to you asking for coaching to manage her boss or to find a new job.


• A person comes to you because he didn’t get a promotion and wants to get one the next time.


• An organization that is going through a change initiative wants you to provide coaching to those employees who are having trouble managing the transition.


Should you coach these employees? Maybe. Certainly, there are questions to consider:


• Why did the request for a particular topic for coaching—such as time management or an organizational change—come about?


• Do you want to coach people whose performance is slipping, or will you focus on high-potential employees?


• Will you coach for success in a current role, a future role, or both?


• Is the potential coachee on board and willing to be coached?


• Should you coach people without their supervisor’s permission?


• Will you be able to obtain the information needed so that your coaching will be effective? For example, will you have access to information about why an employee didn’t get a promotion so that you can provide targeted feedback? Will you be allowed to share sensitive information you have about an employee?


• Is the organization committed to implementing an organizational change, or looking to shift the blame when things go badly during the transition by getting you involved as a coach?


Your response to a request for coaching should mimic how you might respond to any workplace request: You’ll need to do some analysis to determine whether coaching is the right strategy to address the presenting problem. Take the time management example above. I’ve been asked to coach individuals on a team in the area of time management only to find that the problem isn’t their time management at all; it’s their supervisor’s priority management or delegation that needs improvement. In those cases, I’ve had to go back to the managers, who were also the requestors, and say something to the effect of, “I could coach all of your employees on time management, but I’m afraid your investment of their time wouldn’t pay off as well as if we instead did some coaching for you on how to more effectively assign projects and tasks to your team members.” These were tough conversations to have, but, after coaching these managers, all their requests to team members were carried out and no additional intervention was needed.




POINTER


When you are approached with a request for coaching, you will probably want to check in with some of your partners to ensure it’s OK to proceed—and to avoid stepping on someone else’s toes. For example, you may wish to share the request with an HR business partner or department head. If the request came to you directly from a potential coachee, you should ask for permission before you do this.





Tool 2-1 includes some analysis questions you can use when you get a request for coaching.


TOOL 2-1


QUESTIONS TO ANALYZE A COACHING REQUEST








	Topic

	Question






	Needs assessment: Is there a gap?

	• What might result if we don’t provide the coaching?


• What do you want or need this individual to do that she isn’t currently doing?


• What specific skills, attitudes, or behaviors would you like this person to walk away with?


• On a scale from zero (not a problem) to 10 (critical issue), where does this issue fall?







	Business analysis: What is the effect of the gap on the business?

	• How does this coaching support your business needs?


• How is this coaching rated on your list of priorities?


• What metrics should improve with this coaching?







	Needs analysis: What is the root cause of the gap (and can coaching solve it)?

	• What does an “expert” in this area do that this employee doesn’t? To what do you attribute this gap?


• Are there any other things going on in the organization that could be contributing to the gap you’ve noticed?


• What do you think is keeping this individual from doing the desired behaviors now?


• What previous attempts have been made to address the issue?


• Why do you think coaching is the best approach to solving this problem?













POINTER


It is important when you’ve been asked to coach an employee by his boss that you clarify with the boss just who your “client” will be. To whom are you responsible? To whom do you communicate? For me, this answer is almost always that the employee is my only client.





A trickier scenario is when an employee seeking coaching reaches out to you directly. Can you proceed without engaging his boss? That all depends. If the coaching will be done on work time, if there is an internal charge for coaching services, or if you will need information from the supervisor for the coaching to be effective, such as performance data, you will probably need to tell the requesting employee that you’d like to ask for his supervisor’s approval and involvement before moving forward.


On the other hand, you’d probably not loop in the supervisor if the employee would receive coaching on his own time or if the focus of his coaching is sensitive. This might include when he’s considering leaving his job, when the issues he’s facing have to do with his supervisor and he’d like some help managing up, or when he has no internal champion.


A more controversial question might be: As a coach within an organization, can you coach someone about finding another job? My answer is yes. First, you may find in working with her that you can help her fix the problem that is prompting her to want to leave, thus preventing her from finding another job. Second, there’s nothing to say that the new role she’d end up in isn’t somewhere else in the organization. And, third, what’s best for an organization is to have the person who is the best fit in the right role for her. If a coachee is looking to move on because that is not the case, it is, ultimately, in the organization’s best interest, for her to do so. Of course, not everyone in an organization would agree with my answer. It’s important to find out how your organization feels about whether you can coach someone without a supervisor knowing and whether any topics are off limits.


Approaching Someone to Coach


Maybe you’re not getting any requests to coach, or you’d like to suggest to a direct report that he work with you as his coach. If you want to use your coaching skills to accelerate the path forward for others in your organization and aren’t in a situation where people would think to reach out to you, you’ll need to figure out how to find and enroll a coachee. How do you determine who would benefit from a coaching relationship with you, and who would agree to do so?


Here are three questions that might help pinpoint the people you want to approach with a coaching offer. The names you come up with in your responses aren’t automatically the names of people you should be coaching; the questions are meant merely to get you thinking expansively about who might benefit from your coaching skills.


• Is there someone who intrigues you and about whom you’d like to know more? This is your opportunity to engage that person in more regular dialogue. If the thought of approaching that person makes you nervous, imagine how good it might feel if someone approached you and said something like, “I’ve always found our brief conversations in the hallway enjoyable, and I’d love to spend more time with you. I was thinking that one way to do that more regularly is if you’d be willing to be my guinea pig as I learn some new coaching skills.”


• Is there someone you believe could achieve better outcomes than he has achieved so far? For example, someone who’s been disappointed by a response from his boss or who isn’t effective at making her point in meetings? These are people you can approach with an opening like, “I notice that you often have your ideas shot down during meetings with senior management. I see you as a thoughtful person with really intelligent ideas. I’m learning about coaching and I think it’s a tool that could help you present those ideas more powerfully. I’d be happy to talk with you more about how coaching might help you get better results.”


• Is there someone who’s not working to her potential or seems to be stuck? Is someone’s performance slipping? These are people to approach with a message of hope: “Coaching is a tool that’s helped lots of people in situations like yours. Would you be willing to try it with me?”


Tool 2-2 (adapted with permission from the work of master certified life and business coach Steve Mitten) also might be a useful tool for identifying the ideal type of coachee (or the specific coachee) you’ll want to approach.


TOOL 2-2


WHOM SHOULD I COACH?




Instructions: In the first column, place the names of individuals you’d consider coaching, or groups (or types) of employees in whom you have an interest or to whom you have a connection. The middle columns present significant factors in selecting coachees. For each person or group listed in the first column, rate the factors (1 = lowest; 10 = highest). Feel free to change the factors to something more meaningful to you. Add your scores across and write the totals in the right-hand column. The totals help prioritize the various people or groups to whom you might offer your coaching services. A few examples are included.


[image: ]





High-Potential Employee or Underperformer?


In the bestselling business book Good to Great: Why Some Companies Make the Leap … and Others Don’t (Collins Business, 2001), author Jim Collins explains that if organizations expend resources and attention on employees whose performance is fair or mediocre, they can expect those employees’ performance to rise to a level that is good. From that level, employees can do better work and have better relationships. If you choose someone whose work is very good or great, you may bring that person to an exceptional level. From there, they have the opportunities to touch and affect many other people in the organization and to create many more visible and high-yield projects and programs.


So, what is your intention in choosing a coachee? Are you helping someone whose performance needs to be lifted to a more functional level or someone who is being groomed to move on to an increased level of responsibility? Are you supporting someone who’s struggling, or bringing out the full magnificence of a highly functioning employee? Either intention is worthy of your coaching, but you really want to consider the departmental or organizational outcome you’re hoping for before you decide whether you’ll coach high-performing, high-potential workers or those who are not performing well.




POINTER


When thinking about whom to coach in the workplace, you also might consider the level of the person you will be coaching. Being intimidated by the person you are coaching, especially one at the highest organizational levels, can limit your effectiveness. Do not take on a senior person as a coachee if you are going to let her scare you. If you shy away from pushing her, she will not progress. In the service of your coachee, you need to truly believe that you are an equal partner in the coaching relationship and be willing to push back against high-ranking individuals.





If you will be coaching high-potential leaders, how will you identify them as such? Are there certain criteria they must meet? Must they be identified or nominated by a more senior leader? If you will be coaching under-performers, be sure to check out the tips under the heading, “When Shouldn’t Coaching Happen?” to set these relationships up for success.


Coaching for Development


I’ve come across some organizations that have bought into the concept of coaching for individuals who are struggling in their current roles or who need to develop a skill set that they can utilize in their jobs immediately but that have put up resistance to coaching people for roles they are not in yet. The reasons some organizations shy away from developmental coaching are rooted in fears like these. Are you holding on to any of these?


• “We barely have time to accomplish the work required in our current roles. I can’t have my employees spending time developing skills they don’t need for their role today.”


• “If we coach someone to prepare them for a new role, they’ll expect that we’ll give that role to them.”


• “The only role this person could be groomed for is mine and I’m not going anywhere.”


• “If we coach someone to prepare them for a new role, they’ll leave our team to go do that role somewhere else.”


And what do I have to say in response to these fears, a couple of which are completely legitimate? Well, developing people for roles they don’t yet have is a way of indicating to employees how valued they are. They realize that their ongoing growth matters to the organization. Employees today are seeking career development and will often remain loyal to organizations that provide it. Coaching them on skills to prepare them to move into their next role—whether at your organization or another one—is expected and appreciated.


Helping people develop skills that are not currently part of their job requirements can still increase their effectiveness and productivity—and the value they bring to their teams—today.


No coach should promise a coachee a raise, a promotion, or any specific result from coaching. In this step, when expectations are being set, the coach must be clear that no guarantees are being made. The good news for the organization is if a role becomes available, and if this individual applies and is the best candidate, he will come into that role ready to deliver results.


Inevitably, some high-quality employees you’ve coached will leave (as will those you haven’t coached). But, according to Aaron Vieira, Senior Director of Talent & Organization Development at Columbia University Irving Medical Center, “The common refrain in response to, ‘What if I develop and coach people and they leave?’ is ‘What if I don’t develop and coach them and they stay?’ That alternative is building a culture of mediocrity. As the work world evolves, people need to keep up and develop new skills or they fall behind. Coaching helps them respond to this challenge.”


When Shouldn’t Coaching Happen?


If the situations above represented gray areas in which coaching may or may not have been appropriate, here are some more black-and-white situations in which coaching should not occur.


• When employees aren’t aware of the expectations of them. I’ve had many workplace clients agree to try coaching—and actually be quite open to it—who’ve actually had no idea why they were being asked to work with me. Before you coach anyone, you should ask the requester if the employee is aware of performance expectations and how they are doing against those expectations. If you are not the direct supervisor, it is not your place to give the employee performance feedback, as you have not experienced him on the job. Coaching should not be a manager’s way out of providing constructive feedback.


• When it’s actually the manager or requester who needs the coaching. Situations like the time management one I described earlier, or like when I’m asked to coach two team members who don’t get along, alert me to examine whether the right person is being suggested for coaching. If two team members don’t get along, it would be far more effective for me to coach their manager on how to handle conflict and on team-building than it would be to coach the two individuals. Certainly the two individuals would get something out of the coaching, but it’s not the most effective response in this situation.


• When performance management is actually the correct response. In some cases, employees are coached and coached and coached when what’s really called for is consequences for their behaviors. I’ve seen managers talk to employees over and over again about things like “attitude” problems or attendance issues to no avail. These managers are supportive, they ask the right coaching questions, they listen, but the problem persists. Then they come to me and ask me to provide additional coaching. In these cases, embarking on a progressive discipline process is the better solution. This may sound harsh, but it’s part of building an accountable organization, and it gives the employee a real sense of the urgency and a real chance to improve.


• When employees do not want coaching. Employees should have a real choice about whether they would like to receive coaching. Some requestors will tell you that the employee was asked whether she’d like to work with you as his coach, but perhaps she only said yes because it was her boss who was asking or because the “suggestion” was made more in the spirit of a command. Coaching should never be regarded as a punishment.


• When it’s already been decided that this employee is going to be asked to leave the organization. Unfortunately, I have seen organizations where coaching was requested simply for appearances. The plan was already underway to let an employee go, but someone thought that showing that coaching had been offered to the employee before letting him go would “look better” if the terminated employee gave them any trouble. The question that you always have when you’re asked to coach an employee with performance issues is whether, if the employee’s performance improves, there is a real commitment to keeping the employee at the organization. Only if the answer is yes should you take on this person as a coachee. Also try to make sure you are given enough time for the coaching to actually work, usually about six months.


• When the requester or potential coachee is confused about what a coach can do for them, or isn’t sure of the distinction between coach and mentor. Be wary of coaching requests that are unrealistic, and remember not to make any guarantees. Educate people about the differences between a coach and a mentor to manage expectations.


I’m often asked the difference between a coach and a mentor and when a mentor is the best outlet for an employee. Because the definitions of both coach and mentor are nebulous, differentiating the two is challenging. I usually respond to this question by referring back to some of the myths around coaching. While a coach need not have experience in the area in which she is coaching and need not give advice or have answers, a mentor is sought out because of his experience and because he knows how to be successful in a given situation or setting. A coach’s value comes from being able to facilitate a process of helping people access their own best solutions, while a mentor is more of a seasoned advisor and sounding board.


Evan Marcus, Co-Founder of DillonMarcus, puts it nicely when he suggests, “A mentor is someone I can go to for advice or guidance, open up to, share experiences with, but I wouldn’t put the burden on that person to make a systematic commitment to me to help me go through the process of getting from point A to point B. That’s what a coach can do—help me in a step-by-step fashion to grow.”


Getting Prospective Coachees to Buy In


Regardless of how a potential coachee came to you, you need to know if she’d be interested in working with you. Tool 2-3 contains some questions you might use to help a potential coachee consider whether this is the right time for her to embark on coaching. You can give her the questionnaire to fill out, ask her the questions in your first meeting together, or simply be on the lookout for these ideal circumstances when first talking with her.


TOOL 2-3


ARE YOU READY FOR COACHING?




Coachee instructions: Respond “yes” or “no” to the following questions by putting a checkmark in the appropriate box. A person who is more open and ready for coaching will have at least six “yes” responses.






	Readiness Question

	Yes

	No






	Do you believe you can be more effective and happier at work?

	 

	 






	Do you know how your performance stacks up against expectations?

	 

	 






	Are you willing to consider new perspectives and try new approaches?

	 

	 






	Do you make learning and development a priority?

	 

	 






	Do you have some goals that keep getting pushed to the back burner?

	 

	 






	Have you received helpful guidance from someone that has had a strong impact on your work or personal life?

	 

	 






	Have you had a successful coaching relationship in the past?

	 

	 






	Are you willing to accept challenges that will move you toward your goals?

	 

	 






	Do you want more accountability for achieving results?

	 

	 






	Do you have a healthy attitude about receiving both positive and constructive feedback?

	 

	 






	Do you want to work with a coach?

	 

	 






	Can you commit to regular coaching sessions between work assignments at this moment?

	 

	 







Source: Full Experience Coaching.





Don’t think of this questionnaire as a deal breaker, but understand that the items included are good indicators of who would respond best to coaching. They highlight whether the prospective coachee will be open to feedback and new approaches, whether she’s seen similar models work, whether she’s committed to coaching, and whether she recognizes an upside to the effort.


Maybe you have a potential coachee who is on the fence about whether to work with you or with a coach at all. You may have to use some basic marketing tactics before asking him to commit to your coaching program. Here are a few:


• Be yourself. Your passion and authenticity are what will draw people to you. Knowing and communicating your unique beauty and wisdom will prompt people to work with you.


• Do the self-awareness work first. It’s hard to market yourself without carefully having identified your strengths. Do you really know what’s special and valuable about yourself? Work through the tools in Step 1 to prepare yourself.


• As much as possible, make your request by explaining what’s in it for the potential coachee. Rather than promoting yourself (“I’m a great coach, and I’ve helped several employees in similar situations”), promote what you can do for the coachee (“If you want to enhance your leadership skills, you can benefit from coaching in the following ways.”). Let him know what he can achieve through coaching and why it’s to his advantage to do so. Use the word “you” rather than “I” (“You will experience greater success” versus “I can help you”). Of course, explaining how coaching will help prospective coachees demands that you understand the needs of the people you want to reach. And remember that coaches don’t promise any specific results.


• Educate as you promote. Engaging potential coachees is a great opportunity to generate greater acceptance and understanding of coaching in the workplace and to lay the groundwork for future coaching opportunities by letting others know what coaching is all about, even if he doesn’t choose to proceed today.


• Tie your offer to business initiatives. Coaching for the sake of coaching is a hard sell. Coaching to groom future organization leaders or improve the effectiveness of a current organization effort is likely to be met with more willingness.


• Make your message positive. People respond better to positive messages (“You’ll excel with this process”) than they do to negative ones (“You’ll suffer without this”).


• Balance all that you have to communicate with the potential coachee about the process and about your roles with genuine care and concern for the person. Keep the expression, “I don’t care how much you know until I know how much you care” in mind during your initial interactions with a potential coachee and make sure you’re not “all business.”


Here’s a segment of how a conversation with a potential coachee that incorporates elements of educating and of gauging commitment might sound:




Coach: As you know, your boss thought it might be a good idea for you and me to meet and to work on some of the issues you are facing with your staff. She said she’d already discussed getting me involved with you and that you’re on board with that idea. Is that accurate?


Coachee: Well, she told me a little bit about what’s involved. That you might talk with some of my team members and that we might set some goals based on what they tell you and then we’d work on them.


Coach: And what about that sounded like it might be valuable to you? (Gauge interest.)


Coachee: I know I have some work to do with my staff, and I don’t have any prior management experience. A couple of people reporting to me are challenging, to say the least. I ask my team for feedback a lot, but they may not be as honest with me as they are with an outsider.


Coach: Even experienced managers struggle with challenging employees. Coaching can help you feel more confident in managing their performance and getting the results you need. (Make it positive.) Is that something you’re interested in?


Coachee: Of course.


Coach: Coaching is different in every situation. I’m happy to help however I can. That might include talking through the issues, role playing some conversations for you to have with your staff, helping you plan a staff meeting that I can either be present for or not, or something else. (Educate about what coaching is.)


Coachee: That would be great.


Coach: And, our conversations are confidential so, while you are welcome to share whatever you want from our discussions with anyone else, I will not be reporting results or details of our work together to anyone. (Educate about coaching.)


Coachee: That’s good to know.


Coach: So, based on what I’ve told you so far, do you think you might want to work with me as your coach?


Coachee: So far it sounds pretty good.


Coach: I’m so glad you’re up for the idea of working together in a coaching relationship (show your passion). For the rest of our time today, I want to talk more about how our coaching might look and see if we both agree that there’s a good fit for us to work with each other (get buy-in). Generally, I’ll want to find out what you want out of coaching, and I can tell you about my approach and answer any questions you might have. Ready?







POINTER


Remember that, as coaching is taking place at work, potential coachees have a lot of other tasks and priorities and their lack of interest or follow-up may have nothing to do with you or the idea of coaching, but more about how much else they have to do. There is a fine balance between pestering potential coachees by asking too often and losing them by giving up too soon. When you really have the coachees’ best interests at heart, however, a little prodding is appreciated. Clients have thanked me for sending follow-up messages or placing follow-up phone calls to make sure their desire for coaching didn’t fall off the radar.





Building Your Coaching Relationship


If you determine that coaching is the right approach to take in a given situation, you will need to do some contracting with the requestor and, if the requestor is not the person who will be coached, with that individual as well. This is where your coaching relationship is defined.




POINTER


Contracting to enter a coaching relationship for a set period, or minimum period, of time can help when other work commitments come up, when coaching gets hard and the person wants to quit, or just in general to give your coachee enough time to experience a success from coaching rather than stopping prematurely and unsuccessfully.





To explain the importance of creating a defined relationship for coaching, I’ll give the analogy of a study that was shared with me during a parent educator certification program I completed. In the study, children were observed in an outdoor setting without any fences. In that setting, the children clung to their parents and didn’t venture far from where their parents sat. Other children were observed in a large fenced area. There the children explored every nook and cranny inside the fence and didn’t necessarily stay close to their parents. Defining your coaching relationships is like erecting the fence that provides the protection and comfort for coachees to venture to the outer edges of what’s possible from this coaching relationship.


Confidence in a relationship—particularly a coaching relationship—comes from having clear expectations and boundaries as well as from trusting that each of you knows what needs to be done and who is going to be responsible for doing it. These kinds of conversations aren’t that out of the ordinary in our lives. We’re all used to stating or documenting our intentions and expectations at the start of training programs, when we take a new job, when we write our wedding vows, or when we buy a home. Similar clarifying discussions should be held at the start of a coaching relationship. Tool 2-4 presents some questions you should discuss with a coachee at the beginning of your coaching relationship.


This is the time to ask your coachee what his definition of a coach is and what he most wants from you as his coach. Is he actually looking for a coach or does he want a mentor, motivator, teacher, or guide? This point, early in the coaching relationship, is also the time to suggest to the coachee that the success of coaching relies on him—that what he gets out of it is in direct proportion to what he puts into it. Find out what his commitment to coaching means to him.


And while you’re all excited about working together and things are going well, you also want to talk about how to handle it when things go wrong—get this nailed down before it happens. Doing this creates an open channel of communication that will help in Step 7 if you need to realign when things go bad. And as strange as it may seem, you also want to talk at the beginning about the end: How will you know it’s time to stop working together? How far in advance do you want to be told that coaching is about to end? (This discussion will make it easier when you reach Step 9 on completing the coaching cycle.)


TOOL 2-4


SOME QUESTIONS FOR INITIAL COACHING SESSIONS




Ask these questions of your coachee early in the relationship to clarify her expectations.


Expectations


• What are you hoping to achieve from coaching?


• What kind of coach do you want or need?


• What kind of coachee can I count on you to be?


• What is your commitment level to coaching?


• How do you envision a coaching session? What would happen during a good session?


• How much work should be done between coaching sessions? Who is responsible for completing it?


Logistics


• How often will we meet as coach and coachee?


• Will sessions be face-to-face? If so, where will we meet?


• What happens if one of us can’t meet and gives more than 24 hours’ notice? What happens if one of us gives less than 24 hours’ notice?


• Who prepares the agenda for coaching sessions? Is it sent in advance or brought to the sessions?


• How do you prefer to communicate between sessions? When and how much is it appropriate to do so?


Troubleshooting and Ending


• What techniques will work when we hit a rough patch?


• How do you want to raise issues with my coaching? How should I raise issues with you?


• What should I do if you don’t do what you committed to do?


• How will we know when it’s time to end the coaching relationship?


• For how long will we meet as coach and coachee, or until what goal is reached?


• How much time do you need to prepare for an end to a coaching relationship?





This is also the phase in which you’ll delineate your logistical expectations of each other: How much time are you committed to spending together? What happens if something else comes up on the day of your coaching appointment? What if either one of you misses more than one meeting? What if the coachee doesn’t do the assignments you’ve agreed on? After making it clear that all plans can be adjusted as you go along, you and your coachee should agree on how often you’ll meet (frequency), how long you’ll meet each time (duration), where you’ll meet, and when coaching will take place.


Despite everyone’s best intentions, simple logistics can often ruin a good coaching relationship in the workplace. I urge you to think through what you’re promising that you’ll be able to do for your coaching partner. Are you committing time that you aren’t sure you have? What resources and support will you need to have in place before you commit to this relationship? What other responsibilities will you have to give up, and how are you going to manage that? Is there a separate, neutral space away from both of your offices? When does it make sense to use that space and when should you meet in one of your workplaces?


For some coaching pairs, just talking about these topics will be enough. Others will want to capture their responses in writing. For those who want their agreements in print, the documents can be quite official (see Tool 2-5 for a contract requiring check boxes and signatures) or more descriptive and implicit (like my Coaching Agreements document, which is Tool 2-6).


In my coaching agreements, I choose to highlight what I consider especially important in workplace coaching: the focus on the coachee, confidentiality, and upward feedback. My coaching agreement form states that the client drives the coaching process. I like to make it clear from the start that the responsibility for the client’s growth through this process—for success or failure—is his. At the same time, the client is the focus of the coaching; the client does not have to ask me about my week or worry about trying to please me. When the coach is also the supervisor, manager, or boss of the coachee, this permission to be self-centered is doubly important.


TOOL 2-5


COACHING COMMITMENTS




I,___________, (coachee) am committed to creating a coaching alliance with __________(coach). The coach agrees to hold all content of our sessions completely confidential. I commit to creating a successful alliance that supports me in reaching my goals and living the life I want.






	Commitment

	Yes

	No






	I agree to participate in this coaching relationship for a minimum of three months.

	 

	 






	I agree to shape the coaching relationship to best meet my needs by:

• sharing what I know about my own motivations


• co-designing structures that will support me


• asking for changes if the coaching strategy is not working.


	 

	 






	I give the coach permission to:

• Challenge me with powerful questions.


• Make requests of me to take action on a goal.


• Hold me accountable for taking actions to which I commit.


• Speak to me in a straightforward and honest manner.


	 

	 






	I agree to the following scheduling items:

• If I am late for an appointment, my session will be shortened.


• I will reschedule any appointment 24 hours in advance.


• I will give one month’s notice when I wish to end coaching.


	 

	 






	The services to be provided by the coach to the coachee are coaching or tele-coaching, as jointly designed by both parties. Coaching—which is not advice, therapy, or counseling—may address specific personal projects, business successes, or general conditions in the coachee’s life or profession. Other coaching services include value clarification, brainstorming, identifying plans of action, examining modes of operating in life, asking clarifying questions, and making empowering requests.






	DISCLAIMER: The coachee is the sole decision maker in the coaching process. Any and all actions or consequences resulting from the coaching session are the responsibility of the coachee. The coachee releases the coach from all liability pertaining to the services rendered in the coaching relationship.






	Signature of Coachee

	Date:






	Signature of Coach

	Date:







Source: Reprinted with permission from Meade Dickerson, Professional Executive and Life Coach, Beyond Limits.





TOOL 2-6


COACHING AGREEMENTS




Becoming a coaching client is making a commitment to your own growth. It is also a commitment between you and another person, your coach. You are the driver of this coaching process. The following agreements spell out our commitments to each other and will serve as the basis for the coaching relationship we are entering. I am committed to helping you become more fulfilled in all of the arenas of your life—your full experience.






	Our focus

	The focus of this coaching is you. You create the agenda we will follow. You complete the inquiries and assignments that we agree on. This is a time to be “self-full” and to center solely on what you need and feel. Don’t worry about pleasing me as your coach or asking me about myself. Get comfortable with this being about you alone. Additionally, know that coaches do not give advice or make promises about outcomes—what you get from this coaching is directly aligned with what you put into it.






	Confidentiality

	Our relationship is completely confidential. I will not tell anyone you are my client, and I will not reveal the content of our coaching sessions to anyone. This is true even when your coaching is being paid for by your employer. You are free to share whatever you choose from our sessions with anyone. I do request permission to report your name and contact information to the International Coach Federation for ongoing certification purposes.






	Feedback

	Periodically, I will ask for feedback on my coaching, and I welcome this type of feedback at any time. If I ever do or say anything that upsets you or doesn’t feel right, please bring it to my attention. I promise to make it right for you and do what is necessary to have you be satisfied.






	Time commitment

	Although coaching can address a short-term issue or a decision that needs to be made, the ideal commitment to the coaching process is approximately four months. That is enough time to establish a relationship, experience success, and work through failures. It means that if the going gets tough, you will stick with it long enough to see results. After the initial four-month period, you can continue on a month-to-month basis. That said, some clients go month-to-month from the start, some make a one-year commitment at the start, and some agree to any other span of time they believe is workable.






	Sessions

	Coaching sessions are 45 minutes, three times per month. At the end of each month, we will select three dates for the following month. Ideally, we will lock in a time that works consistently for both of us. With very few exceptions, sessions are conducted by phone.






	Timeliness

	Please call me at our pre-designated time. If I do not hear from you by 15 minutes after our appointed time, I will have to charge you for the time I have set aside in my day for your session. If ever you call me and I do not answer, please leave a message. If I don’t call you back within 10 minutes, your next session is free.






	Payment

	At the beginning of each month, you will receive an invoice for payment. Prompt payment is appreciated.






	Rescheduling

	If you need to reschedule, I would appreciate 24 hours’ notice. I will do all I can to reschedule within the same week. In our busy lives, each of us occasionally will need to move a session. I will extend to you the same courtesy and give you as much notice as possible when something comes up for me. If we are unable to reschedule a session that you have already paid for, we will bank the session and your invoice the following month will reflect that.






	Extra coaching

	Call me between our scheduled sessions if you need a sounding board, have a problem, or want to share a success with me. I have time between our regular sessions to speak with you, if needed, and I enjoy providing this extra level of service. I do not bill for additional time of this type but ask that you keep the extra sessions to less than 10 minutes. Also, contact me by email as often as you’d like.






	Completing our relationship

	When either one of us decides it is time to end our coaching relationship, we should advise the other person of our decision when we have at least two coaching sessions remaining. This will give us time to capture your learning and strategize for what is next in your life.






	These agreements are not all-inclusive. Coaching is a dynamic and personalized process. If something you’ve just read needs to be revised to make you comfortable, we can do that. As other situations arise, we will find a mutually satisfying way of handling them. These agreements are simply the foundation of something that has yet to be built. I’m looking forward to creating that something with you.

Source: Full Experience Coaching.











Maintaining Confidentiality


Especially when coaching is provided in a setting where you both work and associate with the same people, confidentiality is going to have a big impact on the trust that you develop. I cannot stress enough the importance of confidentiality in the coaching process. This is true even if the coaching is being paid for by the organization, is happening on work time, or is related to organizational initiatives. During the contracting step, let the coachee and the person who may have requested she be coached, know that while the coachee is free to share anything about the coaching that she wishes to with her manager (or with anyone), that you will not be sharing anything about the coaching with anyone. To drive this point home, take a look at these situations and decide if any of them are appropriate in a coaching relationship:


• A manager asks the coach how the coaching is going, but the coachee has canceled his last several appointments or just not shown up, which the coach shares with the manager.


• A manager asks for periodic reports on the coachee’s progress toward her goals, which the coach provides in meetings where the coachee is present.


• A manager asks for periodic reports on the coachee’s progress. The coach reviews what he plans to share with the coachee’s manager with the coachee and asks the coachee’s permission to share it. The coach then meets with the coachee’s manager and says exactly what he’d told the coachee he would.


• A coachee is being combative during coaching sessions. The coach wants to find out if this behavior is also present on the job, so she asks the coachee’s manager about it in a private conversation.


Some coaches would say that none of those situations were appropriate and that all of them violated confidentiality. These coaches would suggest that the manager and coachee speak directly to each other and that the coachee respond only if he wants to. Other coaches feel that talking about participation in coaching sessions (attendance) can be reported; that only the content of the sessions is confidential. Some would say it’s OK to ask a manager about the coachee’s on-the-job behavior, with the coachee’s permission. Most—including me—would say a coachee’s behavior during a coaching session is off-limits for discussion with anyone other than the coachee. Reporting this behavior would violate the confidentiality you have with that individual and would result in her losing trust in the process. Besides, if someone is behaving inappropriately in coaching it may not be the case that she would do so on the job. Only if she is doing those same inappropriate behaviors at work should it be of concern to the manager, and the manager can observe that herself. Some would allow for meetings between the coach, manager, and coachee. The point is, you need to determine what strict confidentiality means to you and make that explicit as you are defining the coaching relationship.




POINTER


Defining your relationship happens every time you sit down with a coachee, not just in these initial contracting conversations. Here are some examples of how defining the relationship fits into ongoing coaching sessions:


• “We have 30 minutes together today. I understand you have challenges you need help with. I’m here to offer another perspective and help you brainstorm solutions. How can I help you?”


• “Is there anything you need to say to me as your boss before we begin coaching today? We can spend the first five minutes of our time listing those things and then set them aside until some point in the future.”


• “I’m here today to help you with your presentation skills. This conversation is just between the two of us. It’s a two-way conversation—I’d love your input. I’ll be taking a few notes so I can give you effective feedback.”


• “What do you want me to look for today?”


• “What do you need from me as your coach today?”


• “As your boss, I might have an answer for you, but right now I’m acting as your coach, so I’d rather ask you for your thoughts.”





The Role of Technology


Technology will affect your coaching relationships just as it has affected other aspects of your working life. As a coach, you’ll need to stay current on available technologies so that you can be accessible and relevant to your coachees. Currently, there are mobile apps that allow you to track targeted behaviors, like HabitBull or Productive; technologies like Zoom and FaceTime through which you can have virtual conversations; video recording functions that allow coachees to observe themselves; automated check-in capabilities; and tools that make data collection and feedback easier and immediate.


As with any changes, there are potential opportunities and threats. The good news is that technology can make coaching accessible to more people, more economically, and just when and where they need it. Cross-cultural relationships are encouraged when coaches and coachees can find each other on a global scale.


Furthermore, the fundamentals of coaching remain the same regardless of the latest advancements in technology. Relationships cannot be fully relegated to technology. Perhaps, for example, some of the new artificially intelligent tools can absorb the more transactional aspects of coaching, leaving the more transformational aspects for person-to-person interactions. Many coaching experts agree that in the AI-driven future, human empathy will be the differentiator that sets person-to-person coaching apart and adds value.


And while some virtual coaching options are new, remote coaching—such as by phone—has been around for decades. A 2011 study showed that coaching long-distance is just as effective as face-to-face (Berry et al.) Here are some practices I can recommend to enhance distance coaching:


• Coaching by phone can be preferential, not a last resort. Sometimes it is easier for coachees to be candid and honest—to admit their shortcomings—when they are removed from their coach and can’t be seen. They can feel less intimated overall when they are not being as keenly watched. Amazingly, when you can’t see someone, you pick up on other cues much more readily. You help your coachee to notice when you call out your perceptions, like “That question created a long silence. What’s that silence about?”


• As in any coaching relationship, take time to define the relationship at the start of the video conference or call, including discussing any logistical issues that might come up (such as “Should our connection be severed, I will call you back within two minutes” or “When the audio rolls in and out, I will pause to allow it to catch up to where we are. So, if I go silent, that’s to give the connection a moment to refresh”) or ground rules about coaching remotely (such as “Even though we’re not in the room together, I ask that you close any other screens that might be open.”) Check how your coachee is feeling as well, asking questions like, “What’s your comfort level on this technology?”


• Because coachees can’t see your reactions or even your whole body, you may need to describe what is happening. This may be as simple as, “Hold on a moment. I’m trying to capture some of the terrific observations you just made in my notes,” or “Hearing you say that makes me smile.”


• Mention any distractions in your environment, such as “I want to warn you ahead of time that someone may knock, and I will need to just tell them to come back after our session” or “There is a loud vehicle outside my office, and I missed that last thing you said. Can you repeat it?”


• Ask for their reactions more often than you would in person, where you would be better able to gauge visual cues; for example, ask, “How does that sound to you?”


• Don’t shy away from role playing or anything else you would do live when coaching virtually.


• Test your technology before your coaching session. How is the lighting? Is there a shadow over your face? Is there a bright light behind you that will make it hard for the coachee to look straight at you? Test your audio and determine if you will wear headphones or not. Do you need a microphone? Where should it be placed? Where will you take notes while you are on a video conference? I strongly suggest a tech rehearsal with a willing stand-in, as they do in theater, before the first few times using a new technology.


• Try to limit your movement. While you don’t want to sit like a statue, too much movement when you are on video can be distracting. And, if you are moving out of screen for a moment, such as to bend down and scratch your ankle, say so.


• Know whether having an image of yourself on the screen is helpful or distracting to you. If you find yourself glancing more at yourself and how you look than you do at the coachee, hide that view so you can focus on him. Remember that the coachee will feel you are looking at him if you look into the camera, not into his eyes.


Checking In


Relationship building does not stop after step 2. The coaching relationship needs constant attention. During each coaching session, be sure to check in. Check-ins are moments when the coach steps back from the content to focus on what’s happening during the session with questions about the coaching process. In addition to improving the relationship, this practice also makes coachees feel safe to ask for what they need and models the kind of big-picture noticing that coachees can bring to their work and personal lives.


Interrupt your sessions to ask questions like:


• “What do you think of that plan?”


• “How are you feeling about the discussion we just had?”


• “Are you comfortable with that?”


• “Are you getting what you needed from this conversation?”


• “Was this beneficial?”


• “How’s this going for you so far?”


• “What’s your reaction to what we just talked about?”


• “Are you with me?”


The Next Step


We humans are social animals and our relationships are very important to us. A workplace coaching relationship has the potential to be one of those transformative and positive relationships in our lives. It deserves our thoughtful attention here, where we have the chance first to create it and thereafter to nurture it. While this step focused on defining a coaching relationship, relationships are made up of individuals. The next step is to jumpstart getting to know your coachee as an individual.


Applying the Learning




“Relationships are part of the vast plan for our enlightenment.”


—Marianne Williamson, author, lecturer, spiritual activist





• What questions will you ask to analyze a coaching request that comes to you? If it helps, have Tool 2-1 nearby to guide your conversations with requestors.


• How will you ensure your coachee is on board? Use Tool 2-3 if it is helpful in this regard. If you need to create buy-in on the part of your coachee, how will you?


• What agreements do you need to have in place? Look over the sample agreement forms to see what’s in them that you’d need in your coaching agreements. Sit with your coachee and ask her what she needs or expects from you. If it helps, have Tool 2-4 nearby during this conversation.


• In what way do you need to behave differently when you are coaching your coachee than when you are working with or managing him? Have you been explicit with him about how you intend to keep these roles delineated?


• Experiment with coaching technologies, from simply using the phone for coaching to tracking goals and results using artificial intelligence.







  Step 4


Agree on What You Want to Accomplish




Overview


• Identifying topics for coaching


• Defining SMART and 3-T goals


• Action planning options





I used to have a New Yorker cartoon in my office that showed a man standing beside a poster of a very simple three-step flowchart. The box at the top of the chart read, “Start,” the box at the bottom read, “End,” and the middle box said, “Something wonderful happens here.” The caption at the bottom of the cartoon was the voice of someone in this man’s audience asking, “Can you be a little more specific about that middle step?”


Coaching is something wonderful, but what’s going to come of it will need to be defined. Otherwise, your sessions will be as ambiguous and confusing as the middle step in my cartoon.


You and your coachee will need to agree about what he wants to be coached on (focus) and what outcomes he is seeking (goals). You’ll need action planning tools to help guide the coachee to achieve those goals and some level of accountability for attaining them.


Where Should You Focus the Coaching?


Many people in the workplace want some of this wonderful thing called coaching, but they don’t know what they want coaching to focus on. For example, people being groomed for positions of greater responsibility might have been told they’d benefit from having a coach, but they don’t know quite where to begin. Or, a coachee will have so many things he wants to discuss, and you’ll need to narrow down your focus.


In step 2, I shared a premise from the book Good to Great. I was talking about in whom to invest your coaching resources. The same concept can be applied to what your coachee decides to work on in coaching. When we capitalize on those things that make us great, we become exceptional, we attract people to us, and we can transform our dreams into reality. If we focus instead on those parts of us that are mediocre and need fixing, we’ll take longer, grow discouraged, and not get as far.


This isn’t to say that we can ignore those areas in us that need work. We need some level of competence in areas where we don’t excel. For instance, if following up or filling out forms is an area of weakness, we can’t just stop calling people back or stop completing our timecards. We have to develop a minimum level of ability in any area that can’t be erased from our lives.


But when we share our special beauty and wisdom—our unique strengths—with the world, that’s when we shine. Investing our energies for self-improvement and growth in the areas in which we excel will yield the greatest and most fulfilling returns. (Incidentally, when we rise to the greatness within us and are engaged in the world at that level, we can find and nurture someone else whose strength is in one of our weak areas.)


For example, one of my clients received several annual performance reviews that cited her written communication and computer skills as needing improvement. To address this gap, she struggled through training courses in these areas of weakness, but the concepts never stuck with her. When we started working together, I asked her to tell me about the strengths cited in her reviews: “wonderful people-person,” “the one customers waited to talk to,” “the one who brought harmony to departmental meetings,” “the person who welcomed and trained new employees in the division.” We changed her focus from trying to overcome her weaknesses to sharing her strengths more purposefully and visibly. She ended up moving to a training department and excelling as a trainer. She played to her strengths. Make sure your coachee isn’t focusing his entire development to an area of weakness.


Tool 4-1 is one way for coach and coachee to identify possible coaching topics. The ratings your coachee assigns to his current levels of satisfaction in each area are good tools for determining what you’ll focus on. You can coach him in the areas where he scored lowest if you want to raise his competency in (and, therefore, his satisfaction with) those skill areas; or you may agree to concentrate on the topics that give him the greatest satisfaction if you want to capitalize on his strengths. You also might want to find out how he arrived at the numbers he assigned as well as which of these areas he feels are most critical in his position, and how much time heis currently allocating to those that are more—or less—critical. Obviously, there are lots of ways to go with the information you’ll get from this activity.


Some of the questions you asked in step 3—like “What changes do you want to make?” or “What would you be doing if time and resources were plentiful?”—are also helpful in defining how your time together will be spent. They’re a good place to start as you agree on a focus for coaching.


TOOL 4-1


TOPICS FOR COACHING




Coachee instructions: The left-hand column contains a list of topics you may want to focus on in coaching. The bottom of the form asks for any other topics you may want to add. In the right-hand column, circle the appropriate number to indicate your present level of satisfaction with each item. 1 = not at all satisfied; 10 = completely satisfied.
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Be forthcoming when there is a specific skill or behavior that you know the coachee can use help with, or that you’ve been asked to coach her on. Asking an open-ended question like, “What would you like coaching on?” in these situations can be tricky because they may ask for coaching in an area that is vastly different from the one you’re there to work on. In all situations, it’s important to get their buy-in and to make coaching a two-way conversation, but, in this case, it’s also important to help them to notice. In these cases, this might sound like: “I’m here today to help you with delegating. Your boss said this is an area that could use some improvement, and it’s one I love doing, so maybe some of the strategies I know will work for you, too. Since I’m here anyway, is there anything else I can support you with?” or “Our manager wants to see you do XYZ. I’m here today to help you come up with strategies to improve in that area. Are there any other ideas you also want to strategize about that maybe our manager isn’t aware of?”





Goal Setting


Now that you and your coachee have a focus, what does addressing that focus look like? Where does your coachee want to be in relation to this focus? This ideal state will become his goal. Those goals form your itinerary for coaching. They are the reference points that you will keep coming back to and checking on. Goals are going to be where there is definite proof that the coachee is moving somewhere, and goals are the finish line that the coachee is striving to reach.


I’m not suggesting that the goals you and your coachee set will remain static during your work together. It’s often true that goals need to be adjusted as you go. When goals change, it’s a positive reminder that they are living things. When a coachee wants to change a goal, it says that he’s been thinking about it in a meaningful way rather than just hanging it on his wall as background art.


Methods for Setting Goals


When it comes time for goal setting, use whatever format works for you and your coachee. The format you choose will depend on many factors, including whether your coachee is more detail oriented or more of a big-picture person, whether he responds well to written road maps or to his instincts, and whether the goals will be shared with others.


Many of you will use SMART goals. This type of goal has been popular for some time. The acronym SMART reminds you that your goals should be Specific, Measurable, Appropriate, Realistic, and Timely. (Don’t be alarmed if your understanding of SMART goals differs slightly from the terms I’ve used here. SMART goals have been used extensively and some people have substituted similar terms to define them.)


I use what I call 3-T goals. They’re like SMART goals, but I’ve taken a couple of SMART aspects out and added one aspect that I feel is lacking in SMART goals—a tie-in to something that makes you want to achieve the goal in the first place. When people sit down to write their goals, something usually motivates them to do so. But written goals generally don’t include that primary motivation. That’s too bad because remembering why the goal is important to them can re-energize coachees when their efforts to reach their goals have failed and they’re feeling discouraged or overwhelmed. I like to include right there in the written goal the hook that will keep the coachee moving toward her goal on those days when she hardly can recall why the goal was important. 3-T goals are Tangible, Time-bound, and Tied to something that matters to you. The arrows in Tool 4-2 show how SMART goals map to 3-T goals.


Here are some examples of 3-T goals:


• Two months from now [time bound], I’ll have a system to follow up on calls and letters, I’ll be on time, get all tasks accomplished, and have realistic goals for new projects [tangible]. I choose to do all of this in the service of my value of being there for others [tied to something that matters].


• To deepen my relationship with Ricardo and to help him become more fulfilled and productive in his job [tied to something that matters], by next Friday [time bound], I will ask him to work with me as my coachee [tangible].


TOOL 4-2


SMART GOALS AND 3-T GOALS
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Let’s talk about “tangible” for a moment. Something that’s tangible can be felt or observed; it’s obvious. Some goals are more easily made tangible than are others. One of the main determinants of how tangible you can make your goals is based on the distinction between what the coachee wants to accomplish and who he wants to become. Some things he wants are certain outward accomplishments—a transfer to a new position in the organization, to finish a report or presentation, or to receive a raise. These goals are often shorter-term outcomes and are more easily observable. Others are more internal and intangible, like becoming more trusting, more approachable, more confident, or less of a micromanager. These goals have more to do with who the coachee is in the workplace, and they usually require more time and deeper exploration to realize. However, these goals are often the ones that are going to have the greatest positive impact on the individual and the organization.


To highlight this distinction between doing and being, let’s take an item from that coaching topics list (Tool 4-1), visibility in the organization. A “doing” outcome to increase your coachee’s visibility might be publishing an article in the company newsletter or heading an important project team; a “being” outcome might be growing more comfortable stating his accomplishments or being in the limelight. Clearly, the latter is a more universal, deeper goal.


It’s easy for some of the “doing” tasks in one’s life to be described in concrete terms (I will get to work 20 minutes earlier each day, I will speak up three times in every meeting); it’s harder to do so with some of the “being” tasks. But you can make measurable something like being more trusting. For instance, I ask my clients to give me a number between one and 10 that describes how trusting they are and a number that describes how trusting they want to become. Our resulting goal sounds something like this: “Over the next six months, I want to come to trust my employees at a level of eight. That will make my relationships with them easier and more fun and give me back some of the time I now spend checking up on them.”


Another aspect of tangible goals is that they can be measured easily. When working with measurable goals, remember that you’ll want to collect baseline data right at the start of the coaching relationship. You’ll use this data later to track your coachee’s advancement. You can also assign a 10-point scale to just about anything, like how confident, nervous, energetic, powerful, happy, or engaged your coachee feels today. Of course, baseline data can be more rigorous as well. Some things one might track to measure a coachee’s progress over time include:


• turnover rate among coachee’s direct reports


• employee attendance patterns


• morale scores on a survey


• number of awards received by the coachee


• number of emails sent each day


• number of meetings on calendar each day


• number of presentations given


• performance review scores of coachee or coachee’s direct reports.


When you have these baseline measurements, you can return to them at intervals throughout your coaching, looking for trends over time as well as for evidence of progress.


And now a few words about tying goals to something meaningful. You might notice in the examples I provided that, when talking about the tie-in, these goals usually contain the word “my”—my value of being there for others, my relationship with Ricardo. That’s because this component has to address what’s meaningful to the coachee, the person creating the goals. I often share this quote from philosopher Friedrich Nietzsche with my clients: “He who has a why to live for can bear almost any how.” There will be days when doing what you and your coachee are working on will be hard. It’s those days when your coachee needs to connect to his why and endure.


Therefore, statements like the following do not count as ties to something meaningful: “because I was told to,” “because it’s part of my job,” or “to keep my job.” These statements may be true, but they’re “shoulds,” and they aren’t particularly inspiring. If these are the reasons that your coachee is sharing with you, probe more deeply: Why do you want to do it just because you were told to? Why do you want to keep your job? The answers to those questions are the significant facts that compel your coachee to do something—“it gives me pleasure to check things off my list,” “I feel complete when I’m doing what people expect of me,” or “My paycheck lets me live the life I enjoy.” Similarly, “because my employees will benefit greatly from it” doesn’t fly here. That’s why the goal is meaningful to your coachee’s employees, not why it’s meaningful to him. Maybe that translates into something like “because I feel satisfied and happy when I help others” or “because when my employees are benefiting, they’re more positive and my work environment improves.” In setting goals, as in coaching as a whole, the focus is on the coachee and his desires and needs.


I had a powerful illustration of the importance of tying action to what’s personally meaningful in a meeting of a former boss (the HR director for Redwood City), the city manager, and me. We’d gotten together to talk about succession planning citywide. My boss and I really needed our boss (the city manager) to champion succession planning. But he told us honestly that although this was something he knew we should (there’s that loaded word again!) be doing, it wasn’t something he was excited about. My boss expertly tied succession planning to the city manager’s passion (community building), pointing out that if key positions became vacant, community building would be stalled and the community would become frustrated with the lack of staff responsiveness. This connection was all it took for the city manager to realize how important succession planning was to him and to the initiatives he held dear to his heart. From that point forward, he wholeheartedly supported it.


You don’t have to use 3-T or SMART goals, but you will want something that puts into place a vision toward which your coachee can strive.
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When we state our goals aloud, we are more likely to act upon them than if we keep them to ourselves. This isn’t a big surprise. For one thing, once you announce what you intend to do, there are other people holding you accountable, or, at least, people you don’t want to disappoint. For another, when you are thinking about a goal, it may not be a fully formed thought. When you speak it aloud, you have to find a way to clearly articulate it, thus refining it further just by saying it. Finally, once you’ve told one person, it snowballs from there, as you feel more comfortable sharing it with a widening circle. These are the reasons why even talking regularly about goals within a coaching pair can be valuable.





How Many Goals?


While there are disagreements about how many goals it is possible to work on—and achieve—at once, there does seem to be consensus that less is more—and that those few really be ones that matter. Having fewer, meatier goals allows you to focus more intently and promotes accomplishment.


Productivity specialists at FranklinCovey surveyed thousands of teams and discovered these facts:


• If a team has two to three primary goals, they are likely to achieve two to three of them.


• If a team has four to 10 primary goals, they are likely to achieve one or two of them, and the one or two that they achieve will be the easier goals, not necessarily the more important ones.


• If a team has 11 or more goals, they are like to achieve none of them.


Additionally, having a small number of goals—say, one or two—allows you to revisit goals more frequently. As you finish one, you can re-examine your priorities and choose another. This means your goals are more dynamic and your goal setting process remains a live one. Revisiting a smaller number of goals more frequently also helps appease those who feel that as the nature of work changes frequently, goal setting isn’t a worthwhile activity.
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A coach response to a coachee who is resistant to set goals because “things change too fast here,” is to ask questions like “What motivates you and your staff in the absence of goals?” “How might goals help or harm your day-to-day operations?” or “How can goals be created that can withstand change?”





Action Planning


When you and your coachee have pictured where he is going, he’ll need to start thinking about how he’s going to get there. Again, how this is recorded or thought about will vary, depending on the coachee. Some people prefer a more formal and detailed plan, as in Tool 4-3. Others want a visual reminder like the fishbone action plan in Tool 4-4. Still others prefer a more casual, short-term planning device, as you’ll find in Tool 4-5.


Tool 4-3 is a form I’ve used with clients in more formal organizations to clarify goals and articulate why the goals were chosen. The third, fourth, and fifth columns outline the actions, resources, and time needed to achieve these goals.


Tool 4-4 will appeal to more visual and less formal coachees. This is the classic fishbone exercise (it’s called a fishbone because that’s what the arrow with each of its propelling forces and barriers looks like). When the coachee has filled in the fishbone, you can brainstorm how to get past the obstacles she’s listed there.


If your coachee is having trouble thinking of “propelling forces” (as used in Tool 4-4), using other terminology might help. To prompt a coachee to identify her propelling forces, you might ask her what her assets are. These assets may be personal qualities or characteristics (such as a positive outlook or an ability to hire good people) or organizational attributes (such as strong senior leadership, community support, or cash in reserve). When you’ve brainstormed assets, you’re in a position to determine how to build on them to achieve the coachee’s goal.


For coachees who prefer not to create an action plan around their goals but to think about what needs to be done as they move along, send a questionnaire (like Tool 4-5) prior to each coaching session. On this report, the coachee can recap progress made since the last session and prepare for immediate next steps. The answers on this report also serve as an agenda of sorts for the upcoming coaching session. Some of my clients send me their responses in advance, and some just bring them to the session for us to refer to as needed.


TOOL 4-3


INDIVIDUAL DEVELOPMENT PLAN




Coachee instructions: Use the column on the far left to list the goals that are most important for you to achieve. Then, for each goal, answer the questions in the other four columns.
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Goals aren’t always needed and sometimes a less intimidating option is called for. I often ask my clients to set intentions, what I see as “soft goals.” They are things one intends to do but don’t have to beat themselves up if they don’t accomplish them. They are easier to state aloud than goals because of that soft aspect.





TOOL 4-4


FISHBONE ACTION PLANNING




Coachee instructions: Write a goal inside the arrow. On the slanted lines above the arrow, list all the forces that are propelling you toward achieving this goal. On the slanted lines below the arrow, list forces that are barring your ability to achieve the goal. After brainstorming with your coach, list five actions you can take to overcome the barriers.
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What five things can I do to overcome the barriers?


1.


2.


3.


4.


5.





TOOL 4-5


WEEKLY PROGRESS CHECK




Coachee instructions: For a goal that you are working on, use the questions below to monitor your progress and to establish intentions for continuing to move ahead.






	My Goal:






	How am I generally feeling about reaching this goal right now?

	 






	What two actions did I take this week to lead me closer to my goal?

	 






	What stood in the way of my forward movement this week? What do I want to do about these obstacles?

	 






	What aspect of this goal do I want to discuss in my upcoming coaching session?

	 






	What are my intentions around this goal for the coming week(s)?

	 







Source: Full Experience Coaching.





Accountability


You would think that tying coachees’ goals to what matters to them and making them tangible and timely would ensure that coachees would follow through on the goals they’ve set. Not so. Have you ever had an employee who agreed to do things you requested of her or who took on tasks that she knew would be great for her professionally, only to have her repeatedly neglect to follow through on what she’d committed to do? I’ve witnessed situations like these countless times. Coaching can’t be one of them. Accountability begins in this step and is a constant throughout coaching.


The dictionary definition of accountability is “being subject to giving a statement explaining one’s conduct, or a statement or exposition of reasons, causes, grounds, or motives for action; being answerable.” It’s the last part of this definition that resonates with me. I’m not really interested in having my coaching clients provide me with an excuse for why they did or didn’t do something; I just want them to know that they are answerable. I can’t tell you the number of coaching clients who’ve told me that the single factor that moved them to complete a task or take some action was the knowledge that I was going to ask them about their experience doing it and they didn’t want to come up short.


Ask your coachee how she would like to be answerable to you. Ask for permission to follow up using questions like these: “How will I know you did that?” “By when will you do that?” or “How did doing that thing work out for you?” Ask your coachee what he wants you to say or do when he doesn’t do what he’s said he will do.


Here’s how a discussion of accountability might sound in an initial coaching conversation:




Coach: A big part of coaching—and of achieving one’s goals—is creating accountability. What does accountability mean to you?


Coachee: It means that I can’t hide! No, seriously, I think it means that there are consequences if I don’t do something I said I would do.


Coach: So what might those consequences be?


Coachee: I’m not sure. I mean there aren’t any financial penalties for not doing it. I won’t lose my job if I don’t do it. I don’t know …


Coach: Let me ask this another way. We just agreed on the first step to reaching your goal and the timeframe for doing it. How should I respond if you don’t follow through on that item?


Coachee: I don’t know. I really do want to do it, but I can also see that I might get pulled into a bunch of things this week and then I wouldn’t get it done. Could you maybe send me a reminder if you don’t see the document I promised you by next Tuesday? And if I don’t have it by the time we meet again, I hope you’ll be kind.


Coach: I can be kind, but will that help you in making progress toward your goals?


Coachee: I think so. Be firm but kind. Remind me what I agreed to do, but give me a break if I just can’t get to it.


Coach: And is kind how you want me to be about tasks throughout our time together?


Coachee: It works for me.


Coach: It works for me too, now, but let’s also agree that should either of us change our minds that we can revisit the topic of accountability at any time.





Like most components of coaching relationships, accountability will come up again, such as when you’re co-creating between session assignments (step 6) and when the coachee isn’t following through on those assignments (step 7). Establishing your expectations of accountability now will serve you well in those later discussions.
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It can be challenging to enforce accountability when you as a coach or manager are not particularly accountable. How are you with follow-through? Can people count on you to do what you say you will do when you say you will do it? Check in with yourself to make sure you feel ready to hold others accountable.





The Next Step


Time is precious, and it’s important that you and your coachee know what will make the time you spend together worthwhile. How are you defining success? And how are you holding him accountable for achieving that success? Simply writing 3-T goals—with tangible and time-bound outcomes that are tied to something meaningful to the coachee—can build accountability in and of itself. Coaching can produce wonderful results if you have planned for them. Otherwise, the potential results can be missed, overwhelmed, or set aside.


Remember to hold a “soft focus” for the coachee’s goals (an intention or awareness of where you want to be that you’re willing to give up if goals change). When goals change, it’s a sign of growth and consideration. Goals and plans are important, but coaching is dynamic and responsive.


Steps 2-4 typically occur at the start of a coaching relationship when you are getting to know the coachee, ironing out the dynamics of your working relationship, and setting goals for your time together (though they certainly may be revisited as you progress). From here, you will move into the heart of coaching: asking questions, listening, and appropriately challenging the coachee to harness the power of possibility.


Applying the Learning




“When a man does not know what harbor he is making for, no wind is the right wind.”


—Seneca, Roman philosopher, statesman, and dramatist





• What does your coachee want the coaching to focus on? Have you named the focal topic of your coaching? If not, pull out Tool 4-1 to help narrow it down.


• Establish a 3-T or SMART goal with your coachee or for yourself. Is it tangible, time-bound, and tied to something meaningful? Is it related to the focal topic?


• What will propel your coachee toward her goals? What obstacles might he face?


• Is your coachee aware of how you will hold him accountable? For what are you accountable in the coaching relationship?







  Step 5


Use the Power of Possibility




Overview


• Three coaching skills: championing, acknowledging, and visualizing


• How to use questions most effectively


• Details of coach listening and overcoming listening blocks





In my coaching practice, I not only enjoy the privilege of having people share with me their secret (or not-so-secret) dreams; I also have the privilege of helping them see that they can turn these dreams into reality. Granted, this transformation doesn’t always happen, but at every moment of coaching I hold the strong belief that my coachee’s dreams, and even more, are possible.


This step in the coaching process is the one where you help others dream and plan bigger than they think they can. And why do you do this? Certainly it’s not so they can fall flat on their faces. You do it so they can realize their brilliance and their possibilities.


Because of their strengths, people can accomplish far more than they think they can. Coaches let them know that by using the skill of championing. Showing individuals their own brilliance is accomplished by acknowledging who they are—recognizing the wonderful traits that they have and that they are displaying. Sometimes coachees believe in themselves but don’t know how to make their dreams materialize. That’s where the skill of visualizing comes into play. These are three skills that can help the coachee understand a context that is greater than they may experience on a day-to-day basis. It is the context of options, opportunity, and possibility.


The Skill of Championing


A coach must truly believe in her coachee. When the coachee says, “I can’t give a presentation to the senior management team,” the coach says, “You can.” When the coachee says, “I want to start a new business three years or so down the road,” the coach says, “How about next year?”


I remember a fellow participant in my first coaching class saying that this approach seemed very irresponsible. How can a coach encourage someone to do something that he might not be ready or able to do? My course leaders said something then that has stuck with me: People have enough naysayers in their lives—the kind people who simply don’t want them to “get their hopes up,” to get hurt or disappointed, to fail. And coaches can’t just add their voices to that din.


Coaches are not afraid of people failing or getting their hopes dashed. They generally believe that people are capable, powerful, and terrific. They know that their coachees are strong enough to handle hardships in pursuit of their goals. And they know that if not pushed to their highest levels of magnificence, their coachees are robbing the world of their greatness. People do not need another protector; they need someone who will inspire them and expand their possibilities.


Think of a sports coach. Do you think that her players would get anywhere if she was afraid her players would fall down, get injured, or lose a game? In fact, a coach knows her players have to experience these circumstances to learn and improve.


The value of championing has been shown in studies from numerous fields including healthcare, education, and business management. These studies show that when leaders (managers, teachers, doctors) hold the assumption that the others’ (employee, student, patient) capability is high, productivity or performance will tend to be high (Rosenthal and Jacobson 1968; Livingston 1969; King 1971; Eden and Shani 1982; Eden 1992). Key findings from studies on this phenomenon of self-fulfilling prophecies, or the “Pygmalion effect,” show that:


• What managers expect of subordinates is a key determinant of performance.


• Superior managers are able to create and convey higher expectations of their teams than are less effective managers.


• In general, managers are more adept at communicating low expectations than high ones, even when they believe the opposite.


• The phenomenon of self-fulfilling prophecies in business has the largest impact on employees who are relatively young. The reverse also holds true: Employees who are perceived by managers to be mediocre tend to perform at a lower level than their counterparts (Manzoni and Barsoux 1998). This set-up-to-fail syndrome becomes a vicious circle in which poor performance that is influenced by low expectations reinforces the manager’s belief that the performer is weak.


Your coachee knows his own limits only too well. If you ask him to do something he’s not comfortable with, your relationship should be strong enough for him to say “no.” But who knows? He may counter with an offer greater than his original thought. Here’s how that might sound:




Coachee: I need to talk to that employee about her continued lateness, but I just keep getting too busy and it falls off the radar….


Coach: What if you cut out everything you said after “but”? What if we ended our session now—early—and you went out there and got her and spent our remaining 20 minutes having that conversation?


Coachee: Now? But I’m not ready. I really want to have all my facts straight—like how often she’s been late—before we talk.


Coach: You can say “yes” or “no,” or you can make a counteroffer. Are you saying “no”?


Coachee: I guess I am saying “no” to that. But, OK, how about this as a counteroffer? What if we end early and I spend the 20 minutes gathering the data I need?


Coach: Great. What if you do that, and if you also pick up the phone and schedule a meeting with her for the end of this week?


Coachee: I could do that … and then I’d have a real impetus to finish my fact-finding today!





Here are a few ways to stretch your championing muscles. Try the following prompts with your coachee (if you don’t have one yet, enlist a friend, family member, or colleague who wants to live his or her biggest dreams).


“What’s bigger”? Ask your coachee, “What’s your dream?” Let her tell you all about it. Ask “What’s even bigger than that?” Let her answer, and then ask again, “What’s bigger than that?” Ask this four or five times—no kidding. Then ask, “What’s possible for you to do right now to move toward this dream?” Here’s how the conversation might sound:




Coach: What’s your dream?


Coachee: I want to open a senior citizen center.


Coach: Great. Tell me more about it. What’s going on at your senior center?


Coachee: It’s a place where seniors come and remain active in the things they’ve always loved. If they loved to cook, they cook the meals. If they enjoyed playing or listening to music, they can do that with local musicians who drop in. And if they’re near the end of their lives, there’s a hospice wing with counselors to make their final days peaceful.


Coach: That’s a beautiful vision. And I’m curious, what’s bigger than that dream?


Coachee: What do you mean?


Coach: I mean what could your dream hold that’s even bigger than that picture you just gave me?


Coachee: Well, I guess it could also have an organic garden tended by seniors and community volunteers. It could make money when the seniors sell the produce in their own store. It could be a local pet-sitting service. The elderly would have the company of the pets and the pet owners would have a reasonably priced option.


Coach: OK. What’s even bigger?


Coachee: Hmmm. It could be featured on the news and be a model for other centers across the nation.


Coach: And what’s bigger?


Coachee: I guess I could be famous for reforming senior care options.


Coach: So what do you want to do right now in your quest to become famous for reforming senior care?


Coachee: I guess I need to start getting famous by speaking about senior care at public events….





It may feel far-fetched to talk about what the coachee can do to become famous, and it’s not that you necessarily do expect her to become a celebrity in the world of senior care; it’s that thinking bigger can tap into actions that are more compelling and that might have a more profound impact than those that she’d focus on initially. In this example, if the coachee is thinking about opening a senior center, she’s thinking about somewhat daunting concerns like finding the funding, securing a property, licensing requirements, and so on. When she thinks more broadly about getting famous, she expands beyond those logistical concerns to what it would mean to do that while also being an advocate and champion for seniors.


“You can do that.” The next time someone tells you his big idea, notice how you’re naturally inclined to respond. Do you start in with the challenges he’ll face, the things you want him to consider, or the reasons it’s not a good time? Don’t judge your response—just notice it. The time after that, don’t just notice where you tend to go, but also take yourself to the “you can do that” frame of mind. Listen and give an unqualified “yes,” and see what’s possible from that place. Where does the conversation go when you’re approaching it from a positive frame of mind?


“Where am I holding back?” List the names of your coachees and employees and the important people in your life. For each person, consider where you might be protecting him or holding him back. When are you thinking small about what he’s capable of doing or becoming?


A coach afraid to champion her coachee, afraid to support him wholeheartedly in whatever he’s doing (provided it’s safe and legal) is thinking too egocentrically about herself. It’s not as if the coachee will do whatever the coach says. But that moment when the coachee has someone believing in him may be just enough time for new doors to open and something he never thought possible to come through those doors.


One tricky part of championing is taking it too far and making it into an agenda. I’ve done this—I’ve really made it “wrong” for a client to do anything other than go for his biggest possible dream. What I learned that the coach needs to remember is that this dream must remain the coachee’s dream for himself. If, for whatever reason, the coachee is choosing to downsize or not to follow his dream, that has to be OK. Championing a coachee’s dream simply lets him know that if he wants it, he can achieve it.
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One way to show positivity is through your language. Try an experiment: Notice when you are using negative language versus positive language. Do you talk about what is (“we’ve been talking about this for 30 minutes”) versus what isn’t (“we’re not getting anywhere”)? Do you outline the dos (“To fully focus on our conversation, please put your phone away”) not the don’ts (“Don’t take your phone out during coaching”)? Do you express a belief that your coachee will achieve his desired outcomes with words like when rather than if? Do the words no, not, can’t, and shouldn’t crop up a lot when you’re speaking? Experiment with using only positive language. It’s challenging (note: I said “it’s challenging” rather than “it’s not easy”). The effects of a positive outlook and positive language will be far-reaching: Using positive language tends to reduce conflict, improve communication, reduce defensiveness, and portray you as caring and credible.





In the workplace, coaches are often afraid to think big for their coachees because they think that it means you’re promising the person—or that the person will now expect—a raise, a promotion, or something else. What is the point, they wonder, in coaching someone when there is no chance of a raise and no sure opportunities for promotion? Be transparent that coaching does not promise any of these things and that it will require work outside the coaching relationship to make it happen, when it is even possible to happen.


The Skill of Acknowledging


One of the reasons people can’t see themselves doing great things is that they don’t see their own greatness. The world is pretty good at helping people see their weaknesses or limitations but slow to help them know their strengths and magnificence. Even those enlightened ones who know that they’re special may have a hard time promoting themselves because they’ve been taught that bragging is bad, and they have no healthy ways to “toot their own horns.”


A coach can help her coachee accomplish great things by acknowledging what she sees in the coachee. It’s like holding a mirror in front of a person and helping him see in himself what you see in him. The key in that phrase is “in him.” Acknowledging goes beyond simply recognizing people’s accomplishments or their successes; it reveals what you see at their core—perhaps a good person, a smart person, a thoughtful person, or a powerful person.


I tell my coaching clients that one of the reasons that they don’t see their greatness as well as others do is that we rate ourselves based on our intentions while others rate us based on their perceptions. Because other people can’t see our intentions, they don’t really know where we have—or haven’t—achieved what we set out to do. They are not holding us to that standard. We have to be able to see ourselves as others see us, which is greater than how we favorably or unfavorably measure up to our own high standards.


You might need some practice to get comfortable with this skill of acknowledging, of truly knowing your coachee. Here are some ways to do that:


• Use Tool 5-1 to acknowledge several aspects of people you know well—for example, your employees or friends. Recall and make note of what they’ve accomplished. List their essential characteristics. Then go deeper to consider who they are at the core of their beings. Write a descriptive phrase or analogy that reveals that core. You might even go so far as to share some of this with the people you’ve included.


• When you meet someone for the first time, listen as he tells you about himself. Stay aware of what personal strengths he’s revealing by what he chooses to tell you and how he tells it, by his nonverbal communication, and by the way he stands or sits. Challenge yourself to slip some sort of acknowledgment into the conversation—for example, “I know your proposal will go well because I can see you’re poised and articulate,” or “Your employees really are lucky to have you as their boss—I can see you’re fair and open,” or “You’re clearly a caring parent.”


• Try an acknowledgment in every conversation this week. This is similar to the last exercise but instead of just trying out acknowledgments in situations with strangers, see what happens when you intentionally do it with each person you speak with.


Acknowledgments usually start with the words “you are” because they are about seeing who a person is. The most effective acknowledgments are extremely brief and follow this formula: “You are” + adjectives, then stop! Let what you’ve said sink in. Don’t dilute the power of your acknowledgement by continuing to talk and explain. Just, “You are inspiring,” and that’s it.


Even if you don’t know a person well, you can acknowledge what you see right in front of you, such as:


• “You’ve been really open and honest in this meeting. Thank you.”


• “You are really confident and motivated. What a great place to start from!”


• “From what I hear, this will come easily to you because you have such great self-awareness.”


• “You’re really guiding yourself to a great answer—that’s being powerful!”


TOOL 5-1




Instructions: List your coachees, employees, or friends. Then consider what they’ve accomplished and what characteristics they possess. Finally, write an analogy to describe who each one is at her or his core. An example is provided.


[image: ]





People get noticed for their awards, speeches, and promotions, for their tangible successes. How much more would they be capable of if we also noticed them just for being who they are? How much more could they accomplish if they saw themselves in the positive light in which you see them?


The Skill of Visualizing


You can do two things to increase the likelihood of acting on an intention, goal, or desire. One is publicly stating your intention or goal aloud. The other is painting a vivid picture of your vision so that you can recognize it when it actually happens.


Painting a vivid picture of the vision is also useful when your coachee shares it with others in his life. Then he has not merely one person working to make his dream happen but his whole support system looking out for him as well. Finally, having a clear picture helps propel the coachee forward on days when his dream seems way out of reach.
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Many of my clients have created vision boards. A vision board is a collage or other visual representation of what you want at a given time. The idea is that keeping in front of you an image of what you want to have or to do in your life will keep you connected to your dream, stimulate you to action, and help you recognize it when it manifests itself. It’s not enough simply to make a vision board, sit back, and wait for everything on it to materialize, but it is a tool that’s meaningful and helpful to some people.


It’s very simple to make a vision board, even if your coachee doesn’t consider himself artistic or creative. Have him cut out pictures, scribble words, or sketch images of where he wants to live, what he wants to do, how he wants to look, what he wants to acquire, and so forth. Paste all of these images and words together on a large poster or gather them into whatever format he prefers. He should post his vision board in a prominent place. Check in frequently see how it helps him move toward his goals and dreams.





When a coachee tells you his goal—whether for a project, a team, a career change, or whatever—probe deeply to make it as tangible as you can. Who’s around when he reaches this goal? What does he hear, see, taste, smell at that point? What’s the predominant color or setting? When he pictures it clearly, what’s happening, and what’s going to happen after that?


For a coachee who likes visual reminders of what he’s moving toward, ask him to find pictures of what he’s described to you and to post them around his office. A simple visual cue sometimes is all it takes to keep a person tuned in to his vision. That’s why it helps to ask about the sensory details. For example, if his vision of a dream home has a lot of yellow in it, carrying around a yellow file folder will help him stay in touch with that vision every day.


Aligning Dreams With Values


Whether we’re faced with a task we really want to do—or one we’d really like to avoid—it’s important to know why we’re doing it. We often do things without questioning or because we “should.” We do things to reach a particular outcome without considering the other potential outcomes we’ll encounter. We may continue working toward a dream without realizing it isn’t still the one we want.


What’s going to hold a coachee to her dreams is how closely her actions and dreams fit with what’s important to her. You already learned your coachee’s values in your earlier work with her. How does her dream tie in with those values?


For example, one of my clients dreamed of starting her own website and eventually publishing a book comprising the columns she’d included on her blog. When she tried to make time to write her columns, however, she grew discouraged. She started questioning all parts of her dream. “Who am I kidding?” she said. “It’s impossible to get a book deal. I’ll never get enough done to fill a book. This could take me another 10 years.” What did compel her to write some columns for the blog was realizing that each column she wrote helped her honor her values of connecting with others and repairing the world.


Transformative Power of Questions


What can break people out of a rut? What can jump-start their thinking about possibilities? What’s the ultimate coaching tool for helping coachees turn their dreams into reality? Questions. The power of questions to get people thinking deeply and creatively is truly amazing. Questions get past people’s defenses and prompt them to devise answers that work for them.


Peter Ingram was the public works director when I was director of employee development for Redwood City. One afternoon, he sat down with one of his division’s supervisors to talk about staffing in his division. The meeting wasn’t going especially well. There was lots of blaming and frustration on the part of the supervisor who wasn’t certain that existing staff members had the capacity or passion to create success. He also was annoyed with the amount of time he had to spend on operational tasks and issues. After a moment’s thought, Ingram popped in a powerful question that changed the future of the department: “Where are your passions?” The supervisor visibly relaxed and began to talk about water conservation and how much he really wanted to take that program to a whole new level. Ingram reports, “I was so clear on what he felt he could do if given the chance that we began to explore the ultimate organizational change we made—to create a new water conservation program for the city.”


Not all questions have that much power. The kinds of questions that do have it are curious, open-ended, bold, and often naïve. They’re the questions that are hanging out in the room but no one’s asking; the questions the coachee is forgetting to ask himself. They’re the questions that really want to get at the heart of the matter or at the heart of the person being asked.


Where do you find the questions? Everywhere (or you can use the question generator in Tool 5-2). Here are some suggestions:


Build off what the coachee says, as in this example:




Coach: What do you want to talk about today?


Coachee: I don’t know. I feel confused.


Coach: What’s the confusion about?


Coachee: I don’t know how I feel about the new employee.


Coach: It sounds like you do know, but aren’t saying it. How do you feel about him?


Coachee: Well, he’s not motivated, and I’m not sure I can motivate him.


Coach: How might you motivate him?


Coachee: I tried the same things that have worked withww other employees, but they didn’t work with him. I’m not sure what to do next.


Coach: So, what might you try next?





Ask the dumb questions, the ones that only a naïve person would ask. These are the questions that you’d often think to preface with “Pardon my stupidity, but …” These are questions like, “Why do you think that?” “Why do you have to?” “Who told you that you had to?” “Is [fill in] true?” and “Isn’t [fill in] also true?”


Read up. I keep several books on my shelf that are loaded with thought-provoking questions. Here are some examples:


• Marilee G. Adams’ Change Your Questions, Change Your Life: 12 Powerful Tools for Leadership, Coaching, and Life, 3rd edition (Berrett-Koehler 2016)


• Michael J. Marquardt’s Leading with Questions: How Leaders Find the Right Solutions by Knowing What to Ask, 2nd edition (Jossey-Bass 2014)


• Warren Berger’s The Book of Beautiful Questions: The Powerful Questions That Will Help You Decide, Create, Connect, and Lead (Bloomsbury 2019).


Not only are these books full of tried and truly powerful questions, but they’re also fascinating reading. Gallup’s Q12 questions are especially relevant when doing workplace coaching.
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My most reliable coaching question is “What do you want?” Why that question? This question implies that the power is in the coachee’s hands; that she gets to decide how a situation resolves itself. It gives the coachee a blank slate to work from, and it focuses her on what she wants at that moment from the situation, or from the coaching conversation (“What do you want from me as your coach today?”). She may just be going down a path but isn’t sure it’s what she wants. It’s more than being able to ask for something tangible and getting it; it demands first that you know the objectives of your communication or the outcome you want for a situation. For example, a client was talking to me about an argument she’d been having with her boss. She talked about wanting to write a letter to explain her side of the story. “That’s nice,” I said, “but what do you want him to do as a result of reading it—agree with you? That might not be realistic. Repair your relationship? If so, do you need to explain your side (again)? Perhaps it would be better to write the following in a letter: ‘I want to have a good working relationship with you, as we once had. I want to sit down and talk about what we can do to recreate that.’”





Ask questions from your gut. Many questions live in your gut, but you’ve been taught to hold them there, not to be nosy or inappropriate. Be curious. If you have a question burning inside you, blurt it out.


Ask your coachee for questions. The coachee drives the coaching process, so ask him, “What’s the question you need to ask yourself about this situation?” My clients come up with brilliant questions for themselves all the time.


Have one or two “go-to” questions. There are some questions that just work in any coaching situation. Keep one or two of these in your back pocket at all times. When you or your coachee get stuck, pull out these questions. Trust that you have these questions to fall back on at any time. These questions sound like: “What do you want?” “How is that working for you?” “Where have you seen that to be true?” or “What’s behind that [desire, question, statement]?”
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Another coaching question I like is “What if that were true?” When a client says, “I’ll never achieve that thing,” I ask, “What if that were true?” When he says, “She’s trying to manipulate me,” I ask, “What if that were true?” Same with “My colleague hates me” or “I’ll never get this done in time.” Asking “What if that were true?” allows them to face their fear in a theoretical context. It can help them see that what they are fearing may not actually have such dire consequences.





At each of the 10 steps in the coaching process, there are questions it’s appropriate and helpful to ask. Tool 5-3 presents a list of them, arranged by step. These aren’t the only questions that work at each step—they aren’t even necessarily the best questions. But they are questions that will help you achieve what’s meant to be achieved at each step. As you add your own favorites to the list, keep it in front of you as a tickler when you work with your first few coachees.


TOOL 5-2


QUESTION GENERATOR




Coach instructions: Pick one word or phrase from columns 1, 2, and 3 to create more than 125 questions.






	Column 1

	Column 2

	Column 3






	What’s

	• happening


• possible


• working


• needed


• your wish


• your role


• the sticking place


• not being said


• your choice


• important


• fun


• next


	• or you?


• right now?


• from this perspective?


• when you get/do that?


• in the big picture?


• for/in that meeting/


• interaction?


• for/in your team?


• as a leader?


• in five years?







	Who

	• is responsible


• do you need to be


	 






	How

	• will you do/get that


• will this work


• do you feel


• can you be [insert adjective here]


	 










TOOL 5-3


QUESTIONS TO ASK AT EACH OF THE 10 STEPS








	Step

	Questions






	Step 1: Prepare Yourself for the Coaching Role

	Ask yourself:

• What’s my definition of coaching?


• What do I need to have in place to be a good coach?


• What do I want from coaching?


• What excites me about coaching?


• What gremlins are present for me around coaching? What do I want to do with them?


• At what other time have I overcome obstacles to do what I wanted to do?







	Step 2: Create Your Coaching Relationship

	Ask your coachee:

• What expectations do you have of yourself or me, your coach?


• What kind of meeting schedule would work for you?


• Where would you like to meet?


• To what amount of time shall we commit?


• What kinds of information would you be open to sharing (for example, personnel file, 360-degree evaluations, and the like)?


• How will we know if this relationship is working?


• How will we know when it’s time to stop?


• What’s the best way to deal with you when you’re resistant to coaching?







	Step 3: Facilitate Discovery

	Ask your coachee:

• What’s your favorite childhood memory?


• What is your idea of fun?


• Who is someone who inspires you, and why?


• Will you describe a perfect day?


• What is one of your greatest accomplishments, and why?


• What is your favorite book, movie, or song? What memories are associated with it?


• Which assignments or role in the past provided you with the greatest challenge? The least? Why?


• What makes you unique?


• What lessons have you learned from your successes or failures?


• What part of your education or work experience has been the most valuable to you over the years?







	Step 4: Agree on What You Want to Accomplish

	Ask your coachee:

• What is it to be a leader/boss?


• How does this goal fit in with your plans, way of life, and values?


• Why are you here?


• What in your life do you want to change?


• What obstacles are in your way?


• What can you do now and in the long term to get you there?


• What tools or resources do you require?


• How will you know you’ve changed?


• What does success look like for this goal?


• By when will you achieve it?


• Why is this goal important to you?







	Step 5: Use the Power of Possibility

	Ask your coachee:

• What excites you?


• What’s next?


• What do you want?


• What’s your dream?


• What’s bigger?


• How would you like this situation to resolve itself?


• Where do you see yourself in five years?


• How would you like to be remembered?


• What would you want others to say about you when you’re not listening?


• What do you want your contribution to be?


• What if that were true?







	Step 6: Partner to Enhance Growth Between Sessions

	Ask your coachee:

• How can you carry that perspective with you this week?


• What would remind you of that aha until we talk again?


• Can you try [fill in] this week?


• What assignment do you need to do to move you toward that goal this week?


• Will you take on this assignment? [yes, no, or counteroffer]







	Step 7: Realign When Things Go Bad

	Ask your coachee:

• What’s stopping you?


• What are you avoiding? What aren’t you saying?


• What do you feel is a roadblock to your success?


• Is this a perceived roadblock or a real one?


• What would you say if you did know?


• If you had unlimited resources and power, and there were no repercussions, how would you overcome this roadblock?


• What would be your next step?


• What do you want to tell your gremlin?


• What value are you stomping on right now?







	Step 8: Maintain Positive Changes

	Ask your coachee:

• Where are you feeling satisfied or accomplished?


• What will keep this feeling alive for you?


• What is working?


• What’s possible for you right now?







	Step 9: Complete the Coaching Cycle

	Ask your coachee:

• Is it time to complete our coaching relationship?


• What did you learn?


• What’s next?


• What do you want to celebrate about our work together?


• Is there anything else you need to say right now before we part?


• How should our relationship continue after the coaching is over?


Ask yourself:


• What did I learn by coaching this person?


• Where did I grow as coach?


• What questions do I have about coaching, and who can answer them?


• What’s next?







	Step 10: Prepare Your Organization

	Ask yourself:

• Who in my organization would benefit from coaching?


• Who am I the best coach for?


• How can I make my organization more supportive of coaching (or of development in general)?











Questions You’re Not Asking


Not all questions are created equal. Just as some questions can work better for getting your coachee to think about a situation differently, other questions can do the opposite and cause harm to the relationship. These are the types of questions you should avoid in coaching.


“Why” Questions


Coaching has as its focus the present moment and how the coachee can get from the present moment to the desired future. This is not the place for analyzing how a person got into his present circumstance or situation. We don’t ask, “Why are you in this predicament?” or “Why do you think you feel that way?” Leave it to therapists to determine why someone believes as he does or what happened in his past to create the situation he’s in now. Why questions (Why did you do that? Why didn’t you do this?) also can put coachees on the defensive.


That said, there are exceptions to this “don’t.” If there is learning that can be immediately applied from asking a why (or how) question, you should go with it. For example, if asking “How did you get so far behind in your work?” would lead to identifying some best practices the coachee could use right away to avoid getting behind, it’s worth asking. You just don’t want to go too far down the analysis road. Coaching is less about how you got where you are today than it is how you will move to where you want to be tomorrow.


“Why Don’t You …” Questions


Coaches want coachees to come up with solutions themselves. Asking, “Why don’t you call that person today?” or “Why don’t you look for a new job?” implies that the coach has the correct answer and, indeed, will judge the coachee if she chooses another approach. Also, because a “why don’t you …?” question is phrased in the negative, people tend to give a negative answer (for example, “Why don’t you make that call?” “Because I don’t want to!”). If instead you ask, “What would you do to remedy this situation?” people are guided to think positively.


Questions About Details


This step is about greatness. Greatness doesn’t spring from the stories coachees tell; it resides in what they’re capable of doing or becoming. You can do a lot of coaching without knowing all the particulars when it’s only your own curiosity that wants to know all the minute details. Sometimes you seek the details because you want to build rapport and show an interest in the coachee’s life. Remember that a little of that is fine, but manage yourself and your questions so that you’re not bringing the conversation to a mundane level of detail. Here’s what happens when you don’t manage yourself:




Coachee: I think I need to move out of this city.


Coach: Really? How long have you been here?


Coachee: About 10 years. But it’s just too expensive to raise a family here.


Coach: I know. How many children do you have?


Coachee: I have three.


Coach: That’s nice. How old are they?


Coachee: Five, seven, and 10.


Coach: Great ages. So, why do you think you have to move out of the city?





Although the coach might be interested in how long this coachee has lived here, or the number of children the coachee has and their ages, those details really aren’t going to move this conversation forward and asking such questions is distracting the coachee from the situation. The coach is right to bring the conversation back around to the original issue—moving out of the city. The client knows the answers to these detail questions already, so these questions aren’t helping him. That’s the litmus test: Who benefits from the answer to a question? If it’s just the coach, avoid the question. If the coachee can learn something from the response, it’s a good question. You’d be surprised by how many questions we think we need to ask to get a handle on the situation that we really don’t, especially if we are helping them come up with their own answers. If you do ask a factual question, tell why you are. For example, instead of asking, “How many presentations do you deliver?” just elaborate, like, “You’re feeling your presentations are not effective. How many a week do you have? The reason I ask is that maybe the content is getting stale for you as you’ve delivered it so many times.” Just offering this explanation can get you to an even better question, like, “So, what can you do to keep the content fresh even when it’s your ninth time presenting it?”


Here’s how the conversation could have gone:




Coachee: I think I need to move out of this city.


Coach: What is it you’re looking for that you don’t have here?


Coachee: Well, it’s really expensive to raise a family here.


Coach: So, you’re looking for a place to live that’s more affordable. What would that do for you?


Coachee: My wife and I wouldn’t have to work as hard. We could relax more with our kids.


Coach: So you’d have more family time. What else would living in another area do for you?


Coachee: If we lived closer to the ocean, as I’d like to, we could be outside more and I could do more sailing, which I once loved to do. Haven’t done it in a really long time.


Coach: OK. How about if we talk about what moving would involve, and also about how you can get those things you’re after—the family time, the sailing—right here and now without moving anywhere.





Close-Ended Questions


You already know that open-ended questions are those that open the door for more talking, and close-ended questions require only a couple of words in response. But you may be surprised how often you use close-ended questions or sometimes yes-no questions. When I started looking at this more closely, I was amazed how often I was shutting the door on valuable conversation. Here’s where I got caught: As a trainer, I’d ask, “Do you have any questions?” rather than the more encouraging open-ended inquiry, “What questions do you have?” As a coach, I’d ask, “By when will you do that?” rather than “What’s involved in getting that done?” As a parent, I’d ask “How was school today?” rather than “What was the funniest thing that happened at school today?” If people tend to respond to your questions with few words, consider how you’re phrasing those questions and try again.


Leading Questions


In reality, these aren’t really questions at all; they’re statements posing as questions. They sound like this: “Don’t you think you deserve a raise?” or “Are you a manager who frequently communicates with his employees?” or even, “That sounds pretty doable, right?” Try not to manipulate questions to steer your coachee toward a certain belief or action.


Multiple Questions


I also call these run-on questions. Like run-on sentences, these questions just don’t end. We heap on more and more questions because we’re afraid we didn’t ask it right the first time. Or our first question results in silence (and we all have a fear of silence), so we throw in another question to fill the space. People need time to consider their responses to your questions. They need to know what question they are being asked. Throw one out there and let it sit. If you do decide it was a bomb, break into the silence after several moments and just say, “I think that wasn’t the right question. What question do you want to be asked about this right now?” Usually, however, simply sitting with the silence long enough will produce some real nuggets from the coachee. Remember that he’s as uncomfortable with silence as you are, and to break the silence he’s likely to contribute something he wasn’t planning to talk about. At a minimum, he might say something like this: “That’s not really the big question for me.” That’s your perfect opening for this response: “Great. What is the big question?”


An interesting coaching tool is the Daily Question Process, a coaching exercise that was suggested to me at a conference I attended with executive coach and author Marshall Goldsmith. Goldsmith and a friend simply ask each other a series of questions every day that help them live life more fully—and happily. Questions like:


• Did you do your best to increase your own happiness yesterday?


• Did you do something to make your wife happy?


• How many sit-ups did you do?


• How many pages of creative writing did you write?


They each came up with their own list of questions based on things that they wanted to make time for or that have meaning for them. Goldsmith identified some of the major stakeholders in his life—like his wife and children—and asked them what they would like him to focus on on a daily basis.


Goldsmith has found that the repetitive nature of the questioning eventually leads to action. For example, he says, when you get sick of being asked every day how many sit-ups you’ve done and answering, “none,” you start doing some. When you are asked if you helped out someone less fortunate every day, that activity remains in the forefront of your thinking. And active questions—questions that focus on what you can do to make a positive difference for yourself and the world, questions like, “Did I do my best to maximize my performance yesterday?”—are especially effective.


If you want to use this tool, make sure you remember to check in with your coachee not just on the questions themselves but on this tool you are using. When it is no longer adding value for him, or when it starts to feel like you are nagging him, it is time to retire the tool. Also, as a coach is not a daily presence in the coachee’s life, it’s a better idea to teach him the tool and have him find someone else in his life who he wants to go over the questions with him each day.


How to Hear the Responses: Coach Listening


Coaching means you’re asking some big questions. How do you need to listen to the responses? How do you need to listen when your coachee is telling you her biggest hopes and dreams? How do you need to listen to hear the greatness within her? This is going to require a higher order of listening than just mechanically hearing another person speak, which we do automatically. How you listen to your coachee has a profound impact on her sense of self-worth and her ability to achieve.


So, how do you have to listen? The answer will be based partly on your designed relationship with your coachee. He may have told you he prefers positive input rather than being told what’s going wrong. He may have said he needs time to vent and wants to know you’re there to listen rather than having you ask any questions. If you didn’t have this conversation initially, you can ask at your next meeting, “How am I as a listener to you? What do you want more of or less of in my listening?” If you’re not ready to have that discussion with your coachee, have it with your children or your siblings. They’ll tell you. I hear it all the time: “Mom, I didn’t want you to tell me what to do. I just wanted you to listen.”


Make asking how you are expected to respond part of your everyday interactions. Try it at your next coaching session. Before you get under way, ask “What kind of response do you want from me after you share this?” Similarly, make it a practice to tell people what kind of listening and reaction you want from them. Doing so can circumvent a lot of difficult situations. For example, I asked a project team to do a practice presentation in front of my boss. I forgot to tell the boss that we really just wanted her overall opinion of how the senior management team might react to it. What we got was a critique that ripped the presentation apart piece by piece. I should have explained to her that although I was used to her feedback and could take it, this presentation was being made by a group of volunteers who’d worked really hard and who needed a little sugar-coating. I should have explained the purpose of her listening in on the practice session.


Beyond that, here’s how I define the kind of listening you have to do as a coach. Coach listening is brief and in your own words reflecting the essence of the content and emotion the coachee is sharing. Let’s deconstruct that. We’ll work with the following two examples:


• “My boss actually called me when I was on vacation last week. It made me so angry. She could have found what she was looking for herself. She tried to make it sound like she just needed me so much, that I’m indispensable, but really I felt she was just, once again, invading my private life.”


• “My team members are so unmotivated, and I don’t know what to do about it. I don’t think you can teach work ethics or desire to do well. They either have it or they don’t. What am I supposed to do with unmotivated people?”


Briefly means just that. If the coachee gives you a paragraph, you give him a sentence in a listening response. If he gives you a sentence, you give him a word. Here is a sentence for each of the examples above: “You’re angry you had to work on your vacation,” and, “You don’t think a boss can change the way people feel.” Don’t worry if you don’t capture everything the person has said. If you’ve focused on the wrong part of their message, they’ll let you know, and this is good data.


Reflecting what’s been said in your own words is the best way to show that you’ve heard what your coachee has told you. Rephrasing shows you’ve internalized his message and made it your own.


Reflecting the essence means you’re mirroring the most significant aspect of what the coachee has said, that which is at the heart of her statement. What’s the essence in each of the two examples above?


After listening to the first speaker’s message, I’d say she felt her personal time and space had been invaded, she’d been taken advantage of, or she was trapped. In the second example I notice feelings of being trapped again and of being inadequate and unable to perform. One thing to remember here: It’s OK if you don’t correctly identify your coachee’s core message—she’ll let you know if you’re way off base. But simply by trying to capture the essence, you avoid unnecessary details and get more deeply into the real message.


Both content and emotion are important. Thinkers or analysts among us (rather than feelers or emotional types) tend to focus on the content. They can be deaf to the emotion that’s present in what someone is telling them. Even us feelers can overlook emotional content. I learned this lesson the hard way while conducting a seminar for parents. I asked a parent for her impression of a book we’d just read. She gave a quick summary that was right on target. I said, “Thank you,” and moved on. My co-leader said, “Wait, Sophie, I think Joan is really upset about what she read.” I asked Joan if that was true. She nodded and began to cry. We ended up talking about the sadness that book created for her for quite some time. Many of the other participants had had similar reactions. A very rich conversation occurred because my co-leader noticed the emotion I missed in what Joan had been saying in her summary. I’ve carried that experience with me ever since that seminar and go out of my way to check for emotional responses while listening.


That brings up this fact: In coach listening, you do name the emotion. You don’t ask, “How are you feeling?” You say, “You’re angry that …” or “You’re hurt that …” Participants in my listening skills workshops often ask, “Aren’t you just creating anger that way? Might he not get over it if you just moved on? Wouldn’t your conversation in that group have been quicker and easier if you hadn’t stopped him?” My answers? No—maybe—and yes. No, I’m not creating anger—just naming it. The feeling already exists. When you name it, you validate the emotion, and the person experiencing it. When you don’t, the person can feel like you’re ignoring him. Even as a volunteer crisis response counselor I was told to say, “You’re depressed,” or “You’re devastated.” That doesn’t cause someone to feel that way; it validates how they are feeling.


If you’re wrong, they’ll tell you, and this is good data. Maybe he would have gotten over it and moved on, but is that what you want? To have him carry those sad feelings with him for the rest of the discussion? To have him think you didn’t care? And then again, maybe he wouldn’t have gotten over it. Then he wouldn’t remain a productive member of your conversation; I’d have lost him and possibly others who felt as he did.


Finally, yes, it would have been quicker and easier just to gloss over his emotions, but that’s not the goal in coaching. The goal is to peel the leaves off the artichoke to get at the heart inside, to remove all the layers your coachee has wrapped around himself that make him unable to access his solutions and magnificence. Naming the emotion and getting to the heart of an issue don’t always mean taking lots of extra time. It only takes a moment to acknowledge that the coachee seems to feel sad or angry or discouraged.


When reflecting a speaker’s feelings, you need a vocabulary of emotions. Repeatedly using the same words to describe someone’s feelings grows stale and disingenuous over time. One way to develop a more comprehensive and accurate vocabulary to describe feelings is to read and reread a list of feeling words, like the one presented in Tool 5-4. Add your own words to make this list more personally authentic.


TOOL 5-4


VOCABULARY OF EMOTIONS


[image: ]


Now, taking another look at the two examples above, how would your coach listening responses sound?


Here are several responses that meet all the criteria—briefly and in your own words, reflecting the essence of the content and emotion the coachee is sharing:


• “It’s annoying when you can’t get away from your boss!”


• “You’re fed up with having your privacy repeatedly invaded.”


• “It’s disappointing when your work ethic isn’t shared.”


• “You’re stuck and confused about what to do with your team member.”


You can give an active listening response even when nothing has been said or when the person’s words don’t match their nonverbal reactions, like these: “You were chuckling a bit. Does that mean you recognize that behavior?” “You just agreed to do that, but you don’t sound like you really want to,” or “That was a long sigh. What was that about?”


Having covered what coach listening is, let’s consider what it is not:


• Parroting—How annoying it would be if you simply repeated what the coachee said. Do you hear the difference? The coachee says, “I’m tired of being micromanaged. She wants a list of steps, and I don’t work that way.” A parroting response would be this: “So, you’re tired of being micromanaged and want to do things your own way.” A coach-listening response would sound more like this: “You want the trust of your boss to manage the way you know you can.”


• Advising or problem solving—It’s in our nature to want to help people. That’s not a bad intention, but it is bad in coaching where you want people to access their own answers. You may also jump in with your solution before you’ve heard the entire issue, and the conversation will go down the wrong path.


• Turning the spotlight on you—Coaching focuses on the coachee. Saying things like, “I know how you feel. I once had a boss who did this and that, and it always made me feel small” intrudes on that focus and makes it all about you.


• Being overly supportive—It is also a natural instinct to try to make people feel better, but doing this discounts how the coachee is actually feeling in the moment. We say things like, “This will get better,” “That’s nothing; some people have made much worse mistakes,” or “Oh, the person who said that doesn’t know what they’re talking about.” We have the best of intentions when we’re smoothing over people’s feelings, but this isn’t an effective way to show that you understand how they’re feeling and have heard them.


• Contradicting—You don’t have to play devil’s advocate to contradict someone. Sometimes, it’s much more subtle. For example, we may want the coachee to give someone the benefit of the doubt; to consider a situation from another perspective. That’s a sound coaching strategy, but it’s not the same as listening. People need to know you’ve heard them and their perspective before you ask them to take on another one. So, before you say, “Maybe your boss didn’t mean it that way. Have you ever thought about what’s going on for her?” first acknowledge what they experienced.


• Grading—Whatever the coachee says has to be OK. Watch your facial reactions and your nonverbal communication. Do you display a poker face, or do you smile when they’re “right” and frown when they’re “wrong”? Do you sigh when they say something that disappoints you? Do you sit up straighter when they’re talking about the stuff you like to hear? Even when I coach people on the phone, I try to keep myself from doing these things, and I pay attention to the tone of my voice and the message it may convey. Of course, you want to refrain from verbal grading. That’s when some of the things your coachee says get a response from you like “good” “great” or “aha,” while others get a “tsk,” a grunt, or no response at all. This isn’t to say that a coach can’t have a human response! It’s just that there are some moments when the coach must be listening and not reacting. It is OK, however, to note your or the coachee’s energy with a statement like, “When you talk about that, there’s an electricity in the room. It got me sitting up straighter in my chair. How about you?”


Only after the coachee has been heard and he’s sorted out his feelings about the situation will he be open to working on solutions. This is true even when he plainly asks for a solution, saying, “I’m so stuck. What should I do?”


Let’s look at two possible conversations starting from the same place. In this first one, the coach makes a number of mistakes:




Coachee: I’m so stuck. What should I do?


Coach: Well, it seems like a talk with your manager is in order. [giving solutions]


Coachee: I’ve tried that over and over. Each time she seems to get it, but then it only lasts a week or so.


Coach: When was the last time you had one of these conversations? [question about details; close-ended]


Coachee: About a month ago. But it’s hopeless. She’s that way with everybody.


Coach: Has your whole team had a retreat lately? [problem solving; close-ended]


Coachee: Not for a couple of years.


Coach: I think a retreat is a great idea. I once worked for a manager like yours and a team retreat really turned things around. It’s also a good way to bond outside the office, which you should be doing periodically anyway. [spotlight on the coach; problem solving]


Coachee: Well, OK.


Coach: Fantastic! [grading]. Can you make that happen? [close-ended question; leading question]


Coachee: Yeah….





Here’s the second conversation, which shows a better coaching approach to the same opening statement:




Coachee: I’m so stuck. What should I do?


Coach: You seem at a loss for ideas.


Coachee: Yeah. [After a few moments of silence] I’ve tried everything I can think of, but it’s hopeless.


Coach: It’s very unmotivating to be scrutinized so closely all the time.


Coachee: Yeah, it’s like I’m a kid and she’s my disapproving mom!


Coach: It’s a dynamic that really makes you feel small.


Coachee: Yeah. And I’ve been doing this job for 12 years. I don’t need to be told how to fill out a planning sheet.


Coach: It really irks you that your professionalism is continually called into question.


Coachee: Exactly.


Coach: You seem tired when you talk about this.


Coachee: I’m just bored. I feel like I’ve had this conversation again and again. I’m just tired of it.


Coach: It’s probably disappointing to be back at this stage again.


Coachee: Yeah. Maybe I should start looking for a new job. But I love this job—or I did before she came along.


Coach: So, you want to fall in love with this job all over again.


Coachee: Yeah.


Coach: What can you do to fall back in love with your job, despite this boss?





Rather than leading the coachee, the coach has waited until she sensed that the coachee knew he’d been heard and was ready to move on. Then she shifted from listening to moving the discussion forward. Those two conversations came from the same situation, but they have very different energy and very different outcomes—all because of one used coach listening while the other did not.




POINTER


Some people use the expressions “I hear what you’re saying” or “I understand” to convey that they’ve been listening. However, this feels like a canned response and doesn’t actually demonstrate that you were listening. Instead, say, “I hear you saying that you don’t think your staff is engaged” or “I understand you’re feeling overwhelmed.” The sentence stems alone are not enough to convey you’re listening.





Coach listening isn’t just about the things you say in response to a speaker. It’s also about what’s going on in your brain while the coachee is talking. To be a good listener, you need to be aware of some of the common internal blocks to listening and start noticing when you are using these so you can begin to manage them. If you were to do a Google search for “listening blocks,” you would likely encounter lists of 10-12 common blocks, including those Matthew McKay shares in his book, Messages: The Communications Skills Book. I’ve extracted the following from multiple searches I’ve conducted on those words:


• Rehearsing—You cannot be fully engaged in listening if your mind is racing because you’re thinking about what you want to say when the coachee finishes speaking. Instead of being present and focused on your coachee, your attention is on the preparation and crafting of your next comment. When you find yourself worried, “I don’t know how I’ll respond to this” or thinking, “I know what to say next. I’ve heard this concern before, I’ll start with …” this is the time to notice you are not being present and to bring your focus back to the coachee. When he stops talking, you can always say something like, “Wow. You’ve just said a lot. Give me a moment to process all of that.”


• Filtering—When you filter, you listen to some things and not to others. You pay only enough attention to ascertain whether your coachee is happy or upset or angry; then you let your mind wander. Another way we filter is simply to avoid hearing things we don’t want to hear, like if your coachee mentioned that the assignment he tried this week didn’t work at all, or that he failed at something.


• Comparing—Comparing makes it hard to listen because you are busy thinking about yourself and how you are in relation to how your coachee is; for example, asking yourself “Is he better at adjusting to change than I am?” Or, while someone is talking, you think something along the lines of, “He thinks he has a hard time with that. I had it much harder and you didn’t see me complaining.” Comparing is similar to identifying, another listening block, where everything you hear reminds you of something that you have felt, done, or suffered. Instead of listening, you are busy thinking about your own experience.


• Mind reading—Instead of listening to what your coachee is telling you, you are searching for hidden meaning, trying to figure out what he’s really feeling or even guessing how he’s reacting to you (“Did he just notice the new photo on my desk? Is that why he paused?”). Instead of listening as he provides context, you’re jumping ahead to, “What is he going to ask me to do?” Instead of focusing on hunches, assumptions, or wild guesses, listen to what the person is actually saying. Ask directly if you think that might not be the full picture; for example, “You’re saying you are okay that your boss didn’t ask you to be on this committee, but I imagine that could be disappointing. Was it?”


• Engaging with your coaching gremlin—Another thing that gets in the way of listening to a coaching client is when those negative voices pop up in our minds in the middle of coaching. When this happens, remember the steps for responding to the beliefs that limit you as a coach and, in the moment, be transparent: “You know, when you said that, it made me think that I don’t have the experience to guide you through this, but I know that that’s OK. You have the resources to get through this and I will help you reconnect with those.”


If you think your coachee is displaying any of these listening blocks, you need to call him out on them too. Educate him about what good listening is, and point out when he is—or isn’t—using it.


The Next Step


One of my favorite parts of coaching is helping people see their own greatness. The world is big on pointing out our faults, but how often do we get to see how powerful we are? The days when coaching is most rewarding for me are those days when people realize something they saw as a far-off dream can happen—or start to happen—now. There is magic in this step for coach and coachee alike. It’s not always true, however, that this magic happens in the moment when you are doing the coaching. Much of the coachee’s growth and discovery happens between coaching sessions, and that is the focus of the next step.


Applying the Learning




“A good coach will make his players see what they can be rather than what they are.”


—Ara Parasheghian, Former head coach of the Notre Dame Fighting Irish





• Who is your coachee at her core? Think about it and share it with her. No coachees? Try it on a family member.


• Do you believe enough in your coachees, employees, loved ones? Is there any area in which your opinion of what they’re capable of doing is holding them back?


• Can you create more questions in your life? Ask four questions in every interaction this week, especially when someone asks you for advice. Notice if you’re wedded to a certain response. What does that dynamic do for you?


• How do you want to listen? How does your coachee want you to listen? What parts of coach listening will be easiest for you? Which parts will be most difficult? What is your most prevalent listening block? First notice it. Then start managing it.


• As an argument is starting this week, pause and engage your coach listening skills. Instead of arguing your point, just reflect the essence of what the other person has said. Keep doing that until the tide of the conversation appears to turn. When it has de-escalated, you can return to your side of the situation at hand.







  Step 6


Partner to Enhance Growth Between Sessions




Overview


• How assignments enhance coaching


• What makes a good coaching assignment


• Ideas for finding and creating assignments





When my children were in elementary school, nightly negotiations were necessary as they tried to postpone doing their homework. “Why do we have to do homework?” they lamented. “Why do you think you do?” I asked. And after their first response, which usually had the word “torture” in it somewhere, they gave more informed answers, like “to practice what we learned that day,” “to get us ready for a test,” or “to show we know how to do it on our own.”


Coaching “homework” is critical for the same reasons. When coachees complete assignments between sessions, they demonstrate—to themselves as well as to their coaches—that they’re moving forward and can do so unaided. Assignments further the ideal that coachees become independent rather than developing a dependence on the coach to get things done.


Additionally, assignments (simply anything that will keep a coachee’s growth and development active and engaged between coaching sessions) help keep those sessions in the forefront of the coachee’s thoughts and behaviors instead of in the background of the coachee’s “real life.”


Finally, the “eureka!” moments of coaching generally don’t happen during sessions: They happen when the coachee is applying concepts from coaching to a real-life situation. They happen when they take some action and see the positive impact it has. So there’s no need to get disappointed or question your coaching skills if they’re not. It takes a while for an idea or learning to get fully processed. This more often happens when your coachee is doing, working, or performing at their job.


The Purpose of Coaching Assignments


The parallels between coaching homework and school homework end at their benefits, however. The way you completed assignments in school is very different from how you’ll work with your coachee to enhance her growth between sessions. Tool 6-1 outlines these differences.


TOOL 6-1


HOW SCHOOL ASSIGNMENTS AND COACHING ASSIGNMENTS DIFFER








	School Assignments

	Coaching Assignments






	Are created by the teacher.

	Are co-created by the coach and coachee.






	Are given to an entire class.

	Are customized to—and accepted by—the coachee, with consideration for his goals, his situation, the time available to him, and a host of other factors.






	Are routinely given every school night.

	Are given as needed; never given just for the sake of having homework but only to further the learning from a coaching session or progress toward a goal.






	Are graded.

	There are no right answers to coaching assignments and no right (or wrong) way of completing them.






	Are “torture” (ask a student!).

	Are compelling; assignments are endeavors the coachee is motivated and excited to try.






	Are “doing” only—school assignments are mostly observable or tangible.

	Coaching assignments can include nonobservable activities. For example, an assignment might ask the coachee to try behaving in a certain way with others and to notice the results of that behavior. Some coaching assignments are very subtle as the coachee simply tries out new beliefs or perspectives for herself.










Let’s expand more on each of the points highlighted in Tool 6-1:


Partnering to create assignments—The primary responsibility for achieving results through coaching is the coachee’s. It follows, then, that the responsibility for coming up with the tasks and projects that will help him achieve them rests with him as well.


At the same time, it’s often appropriate for the coach to suggest an assignment that she believes would help enhance the coachee’s learning between sessions. In such situations, she should make sure that she’s only suggesting, not mandating, the activity. Suggesting requires the use of language like:


• “You might try …”


• “I ask that you…. How does that sound?”


• “Would it be comfortable for you to …?”


• “How do you feel about …? Is this realistic? Do you like it?”


You must create a climate in which it’s OK for coachees to say “no” to an assignment you suggest. If you have a more autocratic style and impose your ideas on your coachee, or are the coachee’s boss, he may agree to do things he really doesn’t want to do, and often he won’t do them. Not following through is going to hamper the results that coaching can provide, and it does harm to the coachee’s morale as no one likes not following through on things they have said that they will do. It may make him feel like something of a failure.


CTI ensures assignments are co-created by using an accept, reject, or modify model in which the coach proposes an assignment, and the coachee can take it on, refuse it, or suggest a refinement. You could also teach them a technique that is based on a really terrific tool I learned from MindGym in which your coachee responds to an idea he doesn’t like with two categories of detail: three things he likes about that idea and three things he’d change. So, you can tell your coachee, he might respond as follows to an assignment he didn’t like—for instance, meeting with his boss: “What I like about that idea is it lets me advocate for myself, it is direct, and it gets me talking to my boss. What I’d change about that idea is I would like to practice on a colleague this week before I schedule the meeting with my boss, I’d like to practice with you at our next session before I raise it, and I’d like to do some research on X.” Helping coachees have productive ways to say no to things is a valuable lesson.


Later in this step, you’ll find ideas for coming up with assignments together as well as for starting a “storehouse” of assignment ideas on which you and your coachee can build.


Customizing the assignment and getting coachee acceptance—Assignments can be work-related projects, thought-provoking questions, a new mantra, or anything else that helps the coachee continue to progress toward her goals. They will vary greatly in their complexity, length, and format. Factors that help determine what your coachee’s assignments might look like include the coachee’s style and interests, the focus topic, the time and resources available, and the desired outcomes.


How much work a coachee can take on between sessions is not for you to judge. Your coachees are adults who should learn to take on only what they can manage with their regular workload, outside concerns, and state of mind. It’s your job only to create the relationship that is secure and open enough for them to tell you when they have reached their limits.


Related to the issue of how much the coachee decides to take on is the issue of whether to cut her some slack when she’s facing a tough situation outside of work. It’s not up to you to stop offering assignments when the coachee has several personal issues going on. It remains her responsibility to consider how much she can take on at any given time. When she doesn’t complete an assignment because of outside issues (at least those that were expected or already under way when she committed to the assignment), it’s important to point out that she had the opportunity to turn down an assignment because of stressors in her life before she took it on. Doing so would have been preferable to not honoring her commitment. This may seem harsh, but it’s a lesson better learned in a safe, supportive coaching situation than in a more demanding work situation where the stakes are higher.


Part of your initial relationship planning meetings should include talking about “homework”—how much of it there will be, who will devise and complete all assignments, and what the coachee wants done when she doesn’t complete the homework. Having all of those issues settled early in the process avoids conflict and misunderstandings at later sessions.


Giving assignments as needed—Not every session needs to have an assignment, and you don’t want to create one just because you feel it’s expected, but remember that there’s no forward movement between coaching sessions if there is no activity for which the coachee is responsible.


Doing and being—I’d bet that most assignments you’ve been given in your life have been oriented around getting something done. Many coaching assignments are about “doing” something as well: completing a long overdue report, applying for a job, meeting with a problem employee, and so forth. But coaching assignments don’t necessarily have that action-oriented, tangible target. Sometimes your coachee simply needs to think about an issue or a question, do some noticing or writing in her journal, mentally prepare for a tough meeting, or practice smiling more. These assignments are less transparent and often more powerful and change producing than are the “doing” ones. “Being” assignments ask coachees to try acting or reacting in a certain way and noticing the impact. Maybe it’s acting extroverted at a networking event, making one empathetic response per day, or considering each decision he makes that week from the perspective of a different audience.


Reinforcing that there’s no right or wrong ways to complete an assignment—Assignments created in this collaborative fashion may not look like any assignments you’ve given before—and that’s OK. Additionally, when your coachee comes back to you the following session, he may not have completed his assignment in the way you imagined he would. Or, after starting the assignment as designed, he may have found it didn’t work for him and changed it. You may not have been allowed to do this in elementary school, but in coaching it’s welcome. It means he considered the assignment and made it work for him. Now the assignment is more to his level, his interest, and his personal growth.


Although there’s no right or wrong way to complete an assignment, I caution both coach and coachee to be careful about choosing the right assignment as your starting point. The wrong assignment can have harmful results. For example, let’s say I instruct a coachee who’s working on her budget to come to the next session with a draft of it for review. If she really isn’t ready to produce a draft, that assignment could set her up for failure or sour her on future coaching assignments. In that scenario, I’d have been hoping for an outcome of movement, producing something, whereas the coachee’s hoped-for outcome was finding the confidence just to get started. That disconnect is why assignments are best created in partnership so that the coachee’s goal is served at every step. In that scenario, a better assignment would have been something like finding two people who’ve created budgets successfully and asking them what their first steps were. When the coachee brought that information to the next session, we could have talked about how she has accomplished those same or similar steps for other types of projects. These are two very different assignments producing two very different types of outcomes.


Making sure assignments are compelling—It’s interesting that many people who sign up for coaching are eager to receive assignments. They tell me it makes them feel they’re taking action in situations that have been hindering them. They’re anxious to have control over such situations and they feel that assignments empower them to work on their issues.


As you suggest a coaching assignment, be aware of your coachee’s spoken and unspoken responses. Usually you can see or hear in his response when an assignment really lights up his imagination and he’s eager to try it. The same is true when the idea falls flat and doesn’t really appeal to him. Point it out to build momentum: “Wow! You sound excited about this idea. More energetic than you did at the start of this conversation.”


Realize that there is a difference between being hesitant to take on an assignment and being unwilling or uninspired by it. When an idea you had does seem to die, ask your coachee what about that idea turns him off. If he says something like “That just doesn’t seem like something I’d want to do,” your suggestion isn’t an idea worth pursuing. But if his answer is more like “I’d love to do that, but I don’t know how I could” or “I’d like to, but it scares me,” it might be worthwhile to tweak the idea a bit and challenge him to take it on. Some people call these the juicy assignments: the ones that challenge coachees to do something they want to do, the ones they can’t wait to sink their teeth into, even if they have some apprehension about doing so. If their response is, “I’ve already tried that,” follow up with questions including, “How long ago? Is the context the same today? Could it be done again with a different outcome?”


Even assignments that coachees “have” to do can be made juicier. As Tara and Evan Marcus propose in their book It’s Okay to Play!, you can turn almost any task into a game. “When individuals find a game that is a fit for them, it lights them up and they are set free. Their energy is directed and purposeful. For example, when facing a daunting task, one game we suggest is the Superhero game. In this game, you give yourself the superpowers needed to help you get the job done. Imagine taking on the day as Organized Woman or Unstoppable Selling Man! Pretending to be super for the day sets a whole new level of intention and challenge.”


And why do that? People are supposed to be at work; they get paid to do it, so why should their assignments be exhilarating? When I spoke to the author, she added, “Life is short, why not make it engaging? If we can take on challenges that help us professionally and that we value, they will more effectively help us become unstuck and move forward. Why not take on something that makes us smile and helps us sail through our day?”




POINTER


You, the coach, should not have any assignments between sessions. Your role is to show up and do your best during these interactions; all preparation and assignments are the coachee’s responsibility. Not only is it a recipe for coach burnout to take responsibility for making calls on the coachee’s behalf, reviewing his resume, or thinking about what he needs to do, it is a way of building dependence on the coach that is counter-productive. As much as you are inclined to help, remember the work of coaching needs to come from the individual being coached.





Finding Assignments


Say your coachee wants to run her first marathon and you’ve never even jogged around the block. How do you help her come up with an assignment that will help her achieve that goal? Where do you and your coachee get ideas for assignments or steps she should take when you might have no knowledge of the subject?


The first and most important place to look is within the coachee herself. She often will know what she needs to do in a given situation, and she simply has to be prompted to describe it and commit to doing it. So ask her, “What do people getting ready for marathons do?” or “What do you think your first step is? What comes after that?” or “Where can you go this week to get ideas for what steps to take?”


Often your coachee will name her assignment in the course of talking about his situation and move right on. You need to slow her down at these moments to get commitment to the assignment that’s she’s already articulated. Here’s how that might sound:




Coachee: I’ve always wanted to apply for that fellowship. In fact, I really should just go ahead and do it. Fellowships are important and so is writing articles. I have a friend who wrote an article and got three job offers afterward. I’ve heard that the good journals are always looking for …


Coach: Whoa! You’ve just mentioned two possible assignments for yourself. Are these things you want to commit to doing?


Coachee: What assignments? What do you mean?


Coach: I heard you say you wanted to apply for a fellowship and write an article.


Coachee: I did? I guess I did. But I can’t do both those things. And I don’t even know what fellowships are out there.


Coach: OK. Can you figure out which ones are out there before we talk again? Is that something you want to do?


Coachee: I guess so. I guess I could at least start.


Coach: Could you come back with three possible fellowships next time?


Coachee: Sure.


Coach: What about the article? What kind of information about writing an article could you start looking for this week?


Coachee: Well, I would need to find a topic … and know which publications are out there … and what they’re looking for.





Listen for the “shoulds” in your coachee’s conversation. When you hear one, turn it into an assignment. If he says, “I should get a first draft done by next week,” say, “OK, will you?” If he says, “I’d like to start a website business on the side, but I don’t know where to get the funding,” say, “Can you find out by next week?” Another way to elicit assignments from the coachee is to ask questions like these:


• “What assignment do you want to work on?”


• “For what other action do you want me to hold you accountable between now and the next time we talk?”


• “What can you do at your next meeting that would demonstrate this behavior?”


• “How might you gather more information about that?”


• “Is there something you can use this week to remind you to do that?”


When he doesn’t propose an assignment idea, you can say, “I feel like you should be doing something this week to move you closer to your goal. What is it?”


Even then, your coachee might still be unable to think of a suitable assignment to move him toward his goal. Where else can you and he go for assignment ideas? Tool 6-2 lists some sources for inspiration, and provides an example of the assignments they might generate for a coachee working on time management skills.


TOOL 6-2


SOURCES FOR ASSIGNMENTS








	Source

	What Can You Find Here?

	Example






	Books

	Whether you’re looking at a business book, a self-help title, or a coaching manual, you’ll find exercises that are suitable for, or can be tweaked for your coachee to use.

	The first book that caught my eye when I was on the prowl for time management assignments was Jeffrey Mayer’s bright yellow Time Management for Dummies (1999). Its first section included a test of one’s time management savvy that was a great starting point for my coachee’s self-exploration.






	Magazines

	Articles and suggestions for self-improvement abound in a variety of magazines from nutritional and exercise ideas to relationship and parenting advice. These can often shed light on workplace issues.

	When exploring how to integrate time management practices into her life, my coaching client was drawn to magazine covers with titles like, “No-Cook Dinners” (Good Housekeeping), “Take a Break” (Real Simple), and “How to Make Your Life Sync Up With Your Soul” (O). Articles are full of workable suggestions.






	Internet

	A Google search for “Coaching Exercises” + “A topic” will connect you to hundreds of ideas for assignments; sites like Pinterest are libraries of examples.

	There are almost 2 million results for time management exercises, activities, and strategies from a Google search, presented as articles and videos. (Granted, it would take a time management expert to sort through all of these efficiently!)






	Workplace

	Coachees can ask peers or supervisors for ideas of what they need to do, look in old training manuals or binders, or even consider the assignments they already have to complete for work.

	One time-management assignment my coachee completed was as easy as turning on her computer and opening her Outlook calendar. We had her do an analysis of how many meetings she had scheduled per week compared with how many were unplanned, how many were “one-time” meetings compared to routine meetings, and how many started on time. This analysis uncovered a few unproductive trends.






	Other kinds of coaching, (e.g., sports or relationship coaches)

	Get inspired by the drills and practices that a sports coach uses or the discussions a marital counselor might conduct.

	Because I was on the lookout for coaching exercises having to do with time management, I was intrigued by something I saw in a televised football game: how the coaches used their time-outs. I asked my client how she could use time-outs in the workplace. She came up with the obvious: She would take one time-out each working day and use it as the athletes do—to plan strategy, to rest, or just to get a drink of water.






	Daily life

	Once you start looking for ideas of things your coachee can do to enhance their growth through assignments, you start finding ideas everywhere—in the supermarket, on a plane, stuck in traffic, or at the dinner table.

	I asked the client to observe people in the grocery store to identify time management strategies that she could adapt. She noticed how people used lists organized by where things were located in the store. It got her thinking about making to-do lists that grouped like tasks together (e.g. calls to make, emails to write).












POINTER


Once you realize that coaching exercises are all around you, setting up an idea storehouse where you can capture them is a great idea. You’ll have these exercises ready when you and your coachee feel stuck. My storehouse is a binder divided by topic area, with a page for each exercise. Yours can be notes on your phone or in a database. However you format it, it’s a great way to remember the good exercises you’ve come across. Even the act of writing them down or copying them for your storehouse helps move these activity ideas into your long-term memory so you can pull one out when you need it.





Remember, you aren’t the sole person responsible for brainstorming assignments for your coachee. You can share these potential sources with your coachee so that he can find his own coaching assignments. Don’t feel that you have to come up with all of the assignments, just as you don’t have to come up with all the answers. First and foremost, the coachee decides what needs to be done. Rather than scouring the shelves or the websites yourself for exercises appropriate to your coachee’s issues, send the coachee to those sources between sessions so he can create his own assignments. Going with exercises that someone else (including your coachee) has suggested or published is not a sign of your weakness as a coach; it’s a model of using your existing resources to great advantage.


Here are some exercises from my storehouse that are connected to certain desired outcomes I’ve encountered repeatedly in my coaching.


Assignments for Remembering


These are the assignments whose outcomes are to help coachees stay connected to a great new perspective or to a breakthrough she’s had during a coaching session. For instance, your coachee might have realized during the session that giving regular feedback to her direct reports is a gift to them, not a punishment or a chore. Perhaps you both really want her to remember that realization during the coming week. Here’s how that conversation might go:




Coach: That sounds like a new way to look at this situation.


Coachee: Yeah. I always thought employees pretty much dreaded these performance review meetings.


Coach: So, during the coming week, how do you want to remember that what you’re giving them—a clear vision of how they’re performing—actually is a rare opportunity?


Coachee: I guess I could just start out the meetings by giving them this perspective and helping them understand where I’m coming from with my feedback. That I just want to hold a mirror up for them to show them how they come across.


Coach: And how will you remember to do that?


Coachee: Oh, I just had an idea. This may sound corny, but what if I put a little mirror in my desk drawer this week so that when I open it to pull out their files for the meeting, I’ll be reminded?





Remembering assignments often involve some sort of visual reminder, like a sticky note on the computer, a job aid, a poster on the wall, or an automatic reminder in the coachee’s calendar. Help your coachee figure out what visual reminders he can place in his environment to recall what he’s trying to accomplish and who he’s trying to be. One of my former bosses had on her desk a collection of turtle figurines from all over the world. They reminded her to slow down. There also were some unanticipated benefits to the collection: We respected her for admitting to her tendency to move too quickly and for being vulnerable in front of us. Over the years, the whole team added to the collection with turtles we found on business trips and vacations. That became a sort of unifying activity.




POINTER


Using sticky notes as a visual reminder of assignments can be effective and I’ve suggested coachees use them time and again. Time management guru David Allen suggests that writing to-do items on sticky notes can free you from having them circling around in your head. The handwritten element of sticky notes adds to their value as our brains tend to process things better when written by hand compared to typing. But, remind your coachee to be careful not to overuse sticky notes as reminders or they will contribute to both physical and mental clutter. Too many notes makes a list of action items appear overwhelming. They no longer pop out and grab one’s attention; they get lost in a pile. Remind coachees to use them sparingly and to regularly dispose of notes that they no longer need.





Assignments for Thinking About a Topic


These are assignments in which your coachee simply needs to spend more time considering an idea or a question between sessions. Here’s how the assignment conversation might go:




Coachee: I don’t think I should have to check in with my employees to see if they’re doing what they said they were doing. I’m not that kind of a supervisor. That’s handholding, and my employees are adults!


Coach: You raise a big question there, you know? When you say you’re not the hand-holding kind of supervisor, it raises the question, “What kind of supervisor are you?”


Coachee: Well, I’m conscientious, I’m organized, I push my employees but they respect me. I …


Coach: Let me interrupt with a Dr. Phil–type question: How’s that working for you?


Coachee: Well, you know, it’s not going too well.


Coach: So, what kind of supervisor do you want to be?


Coachee: I don’t know—effective, motivating … I’m not sure …


Coach: Is what kind of supervisor you want to be something you want to think about some more this week?


Coachee: Yeah. I can see how it would be important to know that.


Coach: So how will you keep thinking about this?


Coachee: Well, I keep a journal. I can write about it every night.


Coach: Great. And will you send me a few bullets highlighting some key thoughts—not the entries themselves, unless you want to—before we talk again?





When asking your coachee to consider something, you might just ask her to set aside 10 minutes a day to sit with the question and think about it. It takes some time to come up with really meaty answers to meaty questions. Some of my clients carry with them for a week a written version of the question or idea they want to mull over so that whenever they have a spare moment or come across it in the course of their ordinary activities, they can think about it.


Assignments for Noticing


These are assignments in which your coachee heightens her awareness of something between sessions: “Monitor your reaction when you’re in meetings with that person,” “Notice how fast your heart is beating when that type of situation arises,” or “Count how many interruptions you have in one work day.” Again, you can ask the coachee to journal about what he notices, send you an email, or just keep a chart with tally marks for every time he noticed what he meant to notice. Noticing often involves objective observing— for example, counting the number of meetings on his calendar or the number of nights he made it home in time for dinner or tracking time spent on particular projects.


Many of my clients tell me that the biggest thing they’ve gotten out of coaching is that they’re noticing more. They notice when they’re unhappy so they can take action to improve their circumstances. They’re noticing and celebrating when they’ve reached a milestone or experienced a success. Noticing is a simple but extremely powerful tool, and I urge coaches and coachees alike to find ways and times to slow down or sit still and notice what’s happening for them.


By the way, your body is a great place to start noticing what’s happening for you at any given moment. We hold our stress and our heartaches in our bodies. Our heart rates tell us when we’re rushed or pressured. We feel in our gut when we’re doing something that conflicts with our values or ethics. Our illnesses tell us when we’re not getting enough sleep or working too hard. We often remain out of touch with what our bodies are telling us until it’s too late and we’re really suffering. Checking in with your coachee on whether he’s having some bodily (physical) reaction to a certain situation is a terrific way for both of you to learn what’s really happening.


Assignments for Enlisting Resources


This is the assignment to embark on when your coachee needs some expertise that neither you nor he possesses, as in this situation:




Coach: You say you’d like to increase your market share. When have you had an opportunity to do this in the past?


Coachee: I really haven’t. I was hoping you’d have some ideas for me about how to do it.


Coach: That isn’t really my specialty either. But my specialty is helping you figure out who has that expertise so you can get the information you need.


Coachee: Great. Where do I go?


Coach: Well, where were you thinking of going?


Coachee: My boss suggested I talk to the Chamber of Commerce. They might have some ideas about the local marketplace, and I think they also offer workshops on this topic from time to time.


Coach: What do you think of your boss’s idea?


Coachee: To tell you the truth, I’ve found the Chamber workshops to be a little simplistic.


Coach: Whose sophisticated ideas do you really admire?


Coachee: Hmmm. My friend works for the community college system, and she helped them capture more of the market so students would take classes through the college rather than through private vendors.


Coach: Great. She’s someone you can talk to about this.


Coachee: I don’t know. I haven’t spoken to her in a long time and …


Coach: OK. If not her, what about asking the Chamber of Commerce who in the area has seen his or her business really grow and then contacting that person to find out how he or she made that happen?


Coachee: I hadn’t thought about that. I guess they’d know some of the local success stories.


Coach: So is that who you need to talk to this week—local business owners who’ve been successful? Will you call three of them this week and ask them for 10–15 minutes of their time to learn about what worked for them? Incidentally, people love to share their successes and to be called on for their expertise. Is this something you can do?


Coachee: Sure. That feels a lot better than asking them what I should do, like asking for free advice. I just contact them and ask them to share their stories with me.





This coach started by discussing resources that already had been considered. Then she asked her coachee to pin down what type of people he wanted to speak with, and she gave him a new way to approach those resources. In the end, a tangible assignment was agreed on. Keep that conversation in mind for when you and your coachee need the input of some subject matter experts.


Assignments for Just Doing It


Coaching is a safe and comfortable relationship that should encourage people to go out and try new or risky things. A coachee should know that his coach has complete confidence in him, and that if he isn’t successful, his coach will be there to help him sort out the pieces. If your coachee feels that way about your coaching relationship, it might be time simply to give him a challenge and push him out there to do it. When his job requires him to do something that’s a stretch, when he’s talked about doing something for a long time but been slow to get started, or when there’s something he really wants to do that he keeps talking himself out of, it’s time to give him a “sink-or-swim” assignment.


The Center for Leadership’s most famous book, Eighty-Eight Assignments for Development in Place (CCL Press, 1989), and its successor, Developmental Assignments: Creating Learning Experiences Without Changing Jobs (CCL Press, 2006), posit that challenge and growth can be added to anyone’s job within an organization. They cite five kinds of opportunities that are developmental:


• putting people into challenging jobs


• having them work with people other than those they’re used to (mostly bosses)


• enduring a hardship


• taking courses (particularly ones in which they can interact with others at their level or in their industry)


• creating off-the-job experiences that would give them the skills they’re seeking back at work.


A coach can help her coachee locate an assignment like these that would give the coachee the growth opportunities he’s seeking. Of course, she’ll have to help him as he fumbles and experiments his way through it. Chris Emery, director of marketing at Insight Imaging, says, “I shift people into a blend of responsibilities that may fit or digress from their traditional roles. I let them work on some things that are in their self-described ‘comfort zone,’ and then I ask them to participate in activities and projects that provide them with a personal ‘gut check.’ If you never test someone, you will never know how high she can jump, or where she will land.”


There are some things I ask clients to just go out and do, and there are other things I ask them to experiment with. Experimenting is an especially useful practice when it comes to adopting new ways of being or interacting. When coachees face giving up something they like or that’s comfortable for them or integrating something new and difficult into their lives, it’s often more manageable if they think about doing it as a short-term experiment rather than adapting it for all time. I see people fail more often when they’re told to change the way they behave indefinitely than when they’re told to do it for one week—and then maybe one more week, and then maybe one week after that. I phrase most of my assignments as experiments now because sometimes it makes failure more tolerable and less damaging. With an experiment, we simply can design a new one and try again. It’s less of an absolute way of approaching a situation. Examples of short-term activities that a coachee surely can manage for a week include stopping by everyone’s desk to say “hello” in the morning, using only positive language, working from home, providing recognition to one person a day, or blocking off time on his calendar for nonwork activities that he should not reschedule.


It should be pointed out that there is some noticing that goes with experimenting (How did it work? How did you feel? What about it do you want to repeat?), but the most important thing is that you just create a space in which your coachee is willing to try something new for a short period of time.


Creating Accountability


Whatever assignments are created, you will need to lock in accountability. You need to make sure you do whatever you can to ensure the assignment will be completed. This starts by simply making sure you both know what the coachee is agreeing to and by when. Make sure the measurement is clear. “So, you will spend six minutes at the end of each day writing your tasks for the next morning. Is that right?” Summarize, or better yet, get your coachee to summarize—for example: “To recap, you want to listen more attentively and not interrupt. When will you be able to do that this week?” or “Tell me again what the new plan is? Let’s make sure we both understand.”


Make sure what the coachee is agreeing to can be done in the near future. If the coachee says, “I won’t get a chance to try that until my team member is back in two weeks, and then I’m off for a week,” you can respond, “Let’s think a moment. If you don’t want to wait three to four weeks to try this out, is there anything else you can do in the meantime or any one part you can start before you go?” The more time that elapses between your session and the assignment, the less likely it is the coachee will get to it.


You not only want to be clear about what the coachee will be doing, but you want to leave the session knowing the answers to these two questions: How will you know? How will I know? That is, if the coachee has agreed to think about the pros and cons of starting in an MBA program, how will he know that he’s done that thinking, and how will you, as the coach, know that he did it? If he agreed to make three phone calls on a particular topic, he’ll obviously know that he did it, but it may require that he shoot you a quick email to let you know that it’s done.


When the coachee needs to shoot you a quick email, I call it the “30-second email” and I ask for them frequently. To make this work, though, your requests really need to take less than 30 seconds. For example:


• Have your coachee rate her skills in a particular area on a scale from one to 10. Tell her every time she uses that skill in the next week to shoot you an email with a new rating. She can even put the rating in the subject line and leave the body blank. That’s a quick report.


• Ask him to send you a 30-second email with his estimates of talk time after each meeting he leads this week.


• Give your coachee a daily target for some skill, such as asking five powerful questions per day. Have her send you an email each evening with a number in the subject line.


• Give the coachee a simple format to follow, such as “After your next meeting, send me an email that has a thumbs up or a thumbs down and one sentence on why you gave yourself that rating.”


• Ask the coachee for a word to describe how he wants to be with his colleagues in his next meeting, maybe “engaged,” “lively,” “informative,” or “focused.” Then shoot him an email later in the week with the subject line, “Lively?” asking for a simple yes or no response.


This next tip for promoting coachee follow-up is a little bit counter-intuitive—give her permission to fail. Some coachees will be nervous about following up with you if they think their efforts must results in success. So, instead of saying, “I look forward to hearing how well that goes for you,” you might say, “I look forward to hearing how that works for you, or if we need to change course and try something else.”


Tying an assignment back to the coachees’ values is another way to increase the likelihood of him completing it. This might sound like, “Are you willing to commit to giving tough feedback in order to promote your value of authenticity?” or “How will doing this help you to be a good community member, which is one of the things that I know is important to you?”


The Next Step


By completing assignments on their own between coaching sessions, coachees learn what they’re capable of doing and reinforce what they’ve learned. Coaching assignments differ from other types of assignments because they are co-created, accepted, ungraded, and compelling. Devising exercises for coaching takes creativity and resourcefulness, as well as a willingness to let go and see how things work. Without assignments, coachees will make limited movement toward their goals.


There are other obstacles that limit a coachee’s progression. The next step addresses some of the more common challenges that arise in a coaching relationship and provides some strategies for handling them.


Applying the Learning




“Great ability develops and reveals itself increasingly with every new assignment.”


—Baltasar Gracian, 17th century Spanish writer





• Pick up a self-help book or magazine this week. Find two coaching exercises in it, and use them to start your idea storehouse.


• Find out what outcomes your coachee wants this week. What assignments might elicit those outcomes? With your coachee, devise one or two juicy assignments to complete by his next session.


• Ask for a 30-second email follow-up from a team member, family member, or coachee.







  Step 7


Realign When Things Go Bad




Overview


• Signs that coaching is derailed


• Realigning as coach


• Troubleshooting guide for coaching problems





Have you ever gushed to a friend about someone new you’re dating? You’re deliriously happy and your wise best friend asks, “But have you had your first argument yet?” She knows that it isn’t until you’ve worked through your first conflict that you truly know how this relationship might hold up. It may be stronger or it may collapse, and a lot can be learned from seeing just how that plays out. It is often in adversity that we learn the most about ourselves and our relationships.


In this step, we’ll consider ways to identify and treat problems (whether simmering or at full boil) that may arise in your coaching relationships—at least, the more common problems. Let’s start with deciding if things are going bad.


How Is the Coaching Going?


The following list probably misses some of the unique snags you’ll experience in coaching. Or maybe you’re hitting several of these potholes already and at once. Here are a few telltale signs that you’re in a coaching rut:


• It’s getting difficult—You’re starting to dread your coaching sessions or each one is a struggle.


• The agenda keeps changing—Your coachee can’t focus on what he wants; new issues surface week after week and there is no apparent theme.


• It’s sounding like a broken record—You’ve heard the coachee complaining about the same issues, or using the same excuses, or just saying the same thing over and over; you’d describe the coaching as being at a standstill.


• It’s boring—You have trouble staying connected and listening actively in your coaching sessions because it’s just downright dull.


• It’s superficial—Your conversation is only skimming the surface; the coachee stays at a very uninvolved or unemotional level and doesn’t seem willing to explore the situation more deeply.


• Your coachee is still thinking small—You simply can’t get the coachee to expand her vision of what she’s capable of; she continually rejects stretch assignments or creates a vision that is uninspiring to herself and others.


• Resistance and defensiveness enter the coaching—A formerly engaged and willing coachee starts to challenge you as his coach or becomes defensive.


If you recognize any of these signs from your own coaching relationships, congratulations! Yup, I said congratulations. Why? First, you’ve noticed that things have gone awry in your relationship, and recognizing that is a skill in itself. Second, you now have a chance to really deepen your coaching relationship and expand what’s possible for your coachee.


Granted, the period when some cracks are showing in your coaching foundation may not feel like a time to celebrate, but knowing that this is a time for great growth can be a good way to enter this step in the process. It’s bound to come for everyone.


The Unspoken Truth


I mentioned how great it is just to realize when things are going downhill. One of the skills that’s used to recognize a deteriorating relationship is listening to what’s not being said. For a coach, listening is more than framing reflections, as described in step 5; it’s also being very aware of what’s going on in the bigger environment. You have to be able not only to listen closely to the coachee but also pull yourself out of that conversation and look at it from the fly-on-the-wall vantage point. From that distance you get to see how the third party in the room is doing—that is, your relationship. As you’d expect, a skill like this takes practice.


To hone your ability to hear what’s not being said, during the next meeting you’re attending where you are not directly participating, stop listening to the words for a moment and tune in to the energy in the room. Are people engaged, listless, wanting something more? What can you tell about the participants’ relationships just by the tone of their voices and their body language? You don’t have to spend the whole meeting in this zone; just practice visiting it now and then to get a sense of what’s left unspoken. You also can try to achieve the same awareness in conversations with friends and family members. Perhaps then you might practice commenting on what you’re observing: “Did you notice the high energy level in the room when that vendor was talking to us? People were nodding and smiling. I’d say she really engaged us,” or “Your tone of voice with your sister was a little crisp this morning. I sensed a tension between the two of you. Anything going on?”


Looking Within for Fixes


Where do you think realigning starts in a coaching relationship that’s “gone bad”? It goes back to step 1 and preparing yourself. In a sense, when coaching is going off the rails, you have to start the cycle of steps from the beginning to get the relationship back on course.


Your beliefs are the first place to check in with yourself. Are any of the following voices present? “I don’t know enough about this.” “Who am I to be coaching this person?” “He can’t possibly make all this happen in his life.” Once again, it’s time to notice and name these beliefs and to decide what you want to do with them in this coaching relationship.
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Remember these techniques for taming your gremlins:


• Recognize that these voices are stating beliefs, not facts, and that beliefs can be changed.


• Notice and name your belief.


• Decide what’s true about the belief and be grateful for it.


• Decide what’s untrue about the belief.


• Decide whether you want to honor and live by the existing belief.


• Decide what you want to do with the existing belief—replace it with another, heed it, journal about it, sit with it, and so forth.





Here’s how managing your limiting beliefs might sound at this step. Let’s say it’s this limiting belief that is impeding your ability to coach effectively: “He’s never going to make this change; this is useless!” Start by remembering that it’s just a belief and, if you want to, you can work to change it. You might recognize the truth in it—that if coaching continues as it has been, it is useless. How lucky that you’ve noticed and can turn your sessions into something more valuable. Do you want to honor the voice that says, “He’s never going to make this change,” or the one that says, “I can coach through his resistance and help him make changes that will really make a world of positive difference for him?” This belief might just be the impetus for shaking up your coaching and getting your coachee back on track.


Another personal place to explore has to do with how you feel about your coachee. Let’s be honest here. Some people who report to you or whom you work with, but whom you don’t especially like, may need a coach. You may have angry or negative feelings toward some of the people coming to you for help. They may be people who, just unknowingly or unintentionally, hit your “hot buttons.” When it’s part of your job to coach all the people who seek your help, you have no say in who that will be. But when respecting and caring for your coachee is key, and when you really need to enjoy and want the very best for your coachee, can you have an effective coaching relationship with someone you don’t respect or like? Here are some questions to consider in identifying your feelings toward your coachee:


• What is it about you that makes it hard to like this person? Which of your buttons does he press? What does he bring out in you that you don’t especially like? What self-management is necessary to change your reaction to him?


• Why can’t you want the very best for her? Would her success mean that she’d surpass you professionally? Is that OK? If you don’t want your coachee to perform or achieve at her very best, this isn’t a good coachee for you.


• What would he need to do to earn your respect? Figure this out and share it with him. You’re working not only to improve the situation your coachee is in, you’re also modeling how to request what you need.


After doing your own work, if you think this person isn’t a good fit with you, for whatever reason, it might be time to suggest a new coach for her and to jump ahead to step 9.


Finally, there are going to be times when issues in your personal life distract your attention during a coaching session or make coaching difficult. Make it a regular practice to ground yourself before each coaching session, especially at times when the coaching is not going well. How do you ground yourself? Take a few minutes before the coaching session to get in a coaching frame of mind. Silence or turn off your phone, close the door, and review your notes from the prior coaching session. Think about anything going on for you that might get in the way of coaching and decide what you want to do about it. Is it so all-consuming that you want to reschedule your session? Can you set an intention to be there for the coachee and to come back to your pressing concerns after the session?


Be honest with your coachee at the start of his session about what’s happening for you. When you’re not honest about this, your coachee may think that he’s doing something wrong. When he can’t figure out what’s “off” during a particular coaching session, he’ll blame himself. Disclose for him when something is going on in your life, as you’d want the coachee to do for you. For example, “I’m here today to listen to you and guide you as I always am, but I’m also worried about my father who has pneumonia and is in the hospital. I’m not telling you this for sympathy or so you’ll ‘go easy on me’ today. I just thought I should let you know this is happening because it’s present for me.”
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Don’t ignore the “elephant in the room”—if there is resistance to your coaching, you aren’t going to be effective if you simply pretend it isn’t there. It’s better to be transparent with a statement like, “It seems like we’re not connecting today. What’s that about?” You may even wish to end the coaching session rather than continue with coaching that isn’t making any impression.





Transparency makes coaching through challenging situations easier because you don’t have to hold it in, think of solutions yourself, or hope your coachee isn’t noticing (she is). So just say it. For example, when she gives you a situation she’s in that seems untenable, you can say, “I’m stumped on that. That seems like a situation that’s not sustainable, and I’m a little stumped myself. What are you thinking when I say that?” Lifting the curtain on the inner workings of your brain and letting the coachee see inside helps create a deeper, authentic relationship with your coachee. It makes you human. And it invites the coachee to be a partner in figuring out where the conversation needs to go. It makes the coachee responsible for her situation. This is how it should be. As a coach, you do not need to provide all the answers. Being transparent makes this so much easier. You don’t have to pretend to know something you don’t. Here are some other examples of transparency to reverse bad situations:


• “Let me go back, if you don’t mind. That question didn’t take you anywhere productive.”


• “I’m stuck here. I want to ask you about XYZ, but I don’t know how to put the question together.”


• “Let me back up a second. I don’t think I understood this situation right the first time.”


• “Did I just ask you four questions at once? Please just answer the one you liked best.”


• “I’m not sure why I’m here. If this isn’t an issue for you, what can I help you with?”


• “I’m trying to think of a way to help you break this down and see that it really isn’t as big a commitment as you are making it out to be. I’m not finding an elegant way to do that, so let me just say flat out—I don’t think this is really as big a commitment as you seem to. What do you think of that?”


These statements don’t make the coach appear incompetent or unprepared. They are authentic moments when the coach is modeling good self-awareness, recovery skills, and connecting at a new level.


One word of caution about transparency. There is a fine line between being open and honest and turning the spotlight on ourselves. Transparent comments deepen relationships and move a conversation forward. Comments in which the coach becomes the focus of the conversation aren’t, as in these examples: “I’m stumped. I have this same situation and there seems to be no way out of it!” or “I know just what you mean. I experience that too. I get so frustrated when …” While both of these are honest, authentic reactions, they make the coach the center of the conversation. In fact, now the coach’s gremlin is coaching the coachee’s gremlin.


Realigning


The point in a coaching relationship where things go off the rails is the point that most new coaches fear—partly because they see this as a period of conflict and they’re generally conflict-averse. To the contrary, I choose to see it as a period of realigning and to think how lucky we are that we have the opportunity in these relationships to do so.


So, how to make the most of this opportunity? Overall, you want to keep it positive. Make sure your coachee knows how much you value your relationship and how much you value him. Explain that all relationships hit rocky points and that the work you do at those difficult times has real potential to move him along and to produce deeper results. Remind him of the agreements you reached in step 2, and get his commitment now to work through this with you.


In keeping it positive, you may have to steer the focus away from blaming. Sure, there are things he could be doing better as a coachee. There are also probably things you could be doing better as a coach. This isn’t about blaming; it’s simply about creating a rewarding relationship. Your focus needs to be on “what can we do from here?”
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There isn’t a world in which humans won’t make mistakes or slip up. Perfection isn’t the goal. It’s how we recover when we do inevitably find ourselves in these situations that make us resilient and stronger. What matters is how we elegantly dust ourselves off and correct our course. How we learn from our mistakes, clean up any damage, or find another route to success. Recovery is a critical life skill that coaching can help to impart.





Troubleshooting Guide


There are a lot of tips I’ve picked up for some of those common problem areas that crop up now and again (emphasis on again) in coaching. This section won’t present a comprehensive list of everything that can go wrong, nor of every possible solution, but it can be looked at as a place to start.


Your Coachee Repeatedly Says, “I Don’t Know”


My first coaching mentor, Caryn Siegel, taught me this amazing tip for addressing just such a situation: To the coachee who laments, “I don’t know,” simply say, “What would you say if you did know?” Somehow this question frees people to use their imaginations. It’s like saying, “If you don’t know, take a guess”—an approach that gives people the freedom to get it wrong. They can then answer theoretically rather than in some way that they’ll be held to, and they access answers they claim not to know.


Another way to address this problem is to ask the coachee to think of a time when she did know what to do in a similar situation or to ask, “What would you tell a friend in the same situation?”


Your Coachee Says, “You’re the Coach—You Tell Me!”


This is the time to remind your coachee of the coach’s role, which is not to give advice but to help him find the answers he has inside him. I usually phrase it this way: “I could give you my answer, but that would only be mine and might not work for you. What do you think needs to be done?”


I won’t lie, however, and tell you that I never respond to this question with my own answer, especially when I have some expertise in the problem with which my client is struggling. In those situations, I either say, “I can answer that for you at the end of our session, but I don’t want my answer to cloud yours. First, I’d like to hear how you would approach it” or “I’m going to step out of my role as a coach for a minute and tell you something I’ve learned in my years of being in your situation. Is that OK with you?” Being a coach does not mean you have to relinquish your role as a subject matter expert; it just alters the way you present that expertise. Remember, you are responding this way to help create independence, rather than dependence, on the part of your coachee.


Your Coachee Is a Glass-Half-Empty Person


Some coachees have a pessimistic perspective that isn’t easy to shake. When that’s the case, I often start coaching with a question about what it’s like for him to have such a perspective not just at work but in all aspects of her life. I ask what might be possible for her if she tried another perspective, such as “This is perfect” or “I choose to think positively about this situation.”


There also are some clients I let stew in their negative perceptions until we come to a place where it sounds ridiculous even to them. I start with the classic “What’s the worst that can happen?” question, but I don’t stop there. I keep asking, “And then what?… And then what?… And then what?” Here’s an example of that playing out:




Coach: So, what’s the worst thing that can happen?


Coachee: I’ll totally bomb this speech.


Coach: And then what?


Coachee: Well, then I’ll be embarrassed—and in front of my boss.


Coach: And then what?


Coachee: And then we won’t get the client and it’ll look really bad on my record.


Coach: And then what?


Coachee: I won’t get promoted again and no one will want to be on my team.


Coach: And then what?


Coachee: And then I’ll be unhappy.


Coach: And then what?


Coachee: Well, I’ll want to quit.


Coach: And then what?


Coachee: I guess I’ll either quit and get a new and better job, or I won’t quit and people eventually will forget about it.





Your Coachee Just Doesn’t Want to Do Something


As coaches, we try to get our coachees to focus on tasks that bring them energy, joy, or fulfillment. We don’t want their goals and tasks to be driven by “should” or “have to”—by reasons that don’t inspire them or enhance their growth. However, there are certainly times that coachees have to commit to doing things they don’t want to do or that they keep putting off. How do you help coachees do those things they must but don’t want to do? With their agreement, I often resort to bribery or punishment in such situations. I use the motivators we covered in step 4 to reward the coachee, or I ask her to impose consequences on herself if she doesn’t do what she committed to do. One client wanted to write a budget but had put off doing it for a long time. We agreed that there needed to be some incentive for him finally to complete it. We decided that he would pay $50 to the charity of my choice for every week he was late in getting the work done. This incentive and punishment was his idea because he said he hated to lose money (so it would be motivating for him to avoid it), and if he did have to pay, someone would benefit. (By the way, he never paid my charity a cent; he did the budget instead.)


Maybe you’d rather not go the route of reward and punishment. Tool 7-1 offers instead a terrific exercise that helps your coachee discover meaningful reasons for choosing to do even the most dreaded activities. Suggest that she complete the exercise then make special effort to notice what, if anything, changes for her when she’s doing the tasks she’s listed. Does knowing the actual reason behind her choosing to do them make a difference? Also suggest to your coachee that she review the list to identify trends—how many of the tasks listed there are done for others and how many is she doing for herself, how many have severe consequences if she doesn’t do them, or how many are done for financial reasons or to avoid conflict? Those are valuable insights to have when making significant changes.


TOOL 7-1


CHOOSING ACTIONS




Coachee instructions: In the center column below, list things that you don’t experience as fun, that you don’t enjoy doing. Use the active (present tense) voice. Example: Attend weekly staff meetings. Notice the words “I choose to …” in the first column. Those words will help you realize in a way you didn’t before that you’re making a choice, that the activities in the second column really aren’t being imposed on you—you are choosing to do them for a reason that is meaningful to you. That’s where the third column comes in: For each activity you’ve listed, write why you choose to do it. Continuing with the example above, I choose to attend weekly staff meetings because I want to be an active member of this team [or to enhance workplace communication, or because I want to be in the know]. Be sure the reasons you place in the third column are meaningful to you, not merely words you think you should be writing there.






	 

	Activities I Don’t Enjoy

	Meaningful Reason for Doing It






	I choose to …

	 

	 






	I choose to …

	 

	 






	I choose to …

	 

	 






	I choose to …

	 

	 






	I choose to …

	 

	 






	I choose to …

	 

	 






	I choose to …

	 

	 






	I choose to …

	 

	 







Source: Adapted from and used with permission from Rosenberg (2003).





Your Coachee Is Stuck


When your coachee complains about being stuck, it’s usually partnered with a strong belief about what he has to do in a situation or what is expected of him (for example, “I should be closer to completion on this project, but I’m just not getting anywhere”). These beliefs sometimes are stale or incorrect, but he’ll hold on to them because he doesn’t see that there are any other choices. Try some questions like “Is that true?” “What if it’s not true?” “Is the opposite also true?” or “If it’s true, what opportunities are present?” In the example above, maybe he admits he actually has done this tiny piece of the project or that he actually is at the stage everyone else expects him to be. Maybe it is true that he should be further along, but a meeting is being held tomorrow where he can enlist help.


To help your coachee get unstuck, have him try on another perspective—maybe even one that seems totally unrelated to his problem. Tool 7-2 lists some exercises that help people to move away from the place that they are stuck to consider their concerns from there.


TOOL 7-2


EXERCISES FOR TRYING ANOTHER PERSPECTIVE




• Out-of-the-box brainstorming


∘ Have your coachee state his problem (for instance, “I’m in a dead-end job”) and set it aside.


∘ Ask him to think of another unrelated topic—say, cooking—and for four minutes jot down everything he can about the new topic (such as preheat the oven, buy fresh ingredients, measure carefully).


∘ Ask him to consider what items on his cooking list can apply to his original problem. Who knows? He might find he just needs some seasoning to make that job more palatable.


• Mind mapping


∘ Have your coachee make a circle in the middle of a piece of paper (or on a whiteboard). Then have him start to put words, images, or thoughts about that situation on random spokes coming out of that hub. A mind map is a visual way to represent ideas and concepts. Its power lies in its simplicity and the fact that spatial representation assists in processing information.


• Step into someone else’s shoes


∘ Have your coachee name about eight different entities or perspectives. Some can be serious, such as myself 10 years in the future, or my boss; others can be more whimsical, such as my dog, my desk, Kim Kardashian.


∘ Ask him to step into each of these perspectives while thinking about where he is stuck. How will this issue look to him 10 years in the future? How would a celebrity look at it? His boss? He may walk away with a better lens through which to view his challenges.





One perspective that can help when a coachee feels stuck is that of “right now.” When we realize that the decisions that we’re making today don’t have to last our whole lives, there’s a lot less pressure to make the right ones. When we look from a right-now perspective at a situation we’re in that might not be perfect for the long term, we often see that’s it pretty darn good as it is. We may not want the situation to continue unchanged forever, but if we look at how it’s working for us in this moment, we may find peace with it.


Another powerful tool for the coachee who’s stuck is the “just-do-it” or “act-as-if” approach. When a client told me that he didn’t feel like an executive, despite recently having been promoted, I asked him what he thought being an executive entailed and told him to start acting that way. Because of the behavioral theory of cognitive dissonance, when people start behaving in a certain way that’s at odds with their beliefs, their beliefs tend to change. So, if a coachee feels stuck, ask him to behave as if he isn’t stuck; his belief about the situation may follow suit.
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If your coachee is a rash decision maker, try this simple decision-making tool designed to help him think more deeply about future impact of current decisions, called 10-10-10 by Suzy Welch. She suggests asking these three questions:


• What are the consequences of my decision in 10 minutes?


• What are the consequences of my decision in 10 months?


• What are the consequences of my decision in 10 years?





Your Coachee Is Living With Regret


I’ve found two approaches that work when a coachee is living with regret. The first is the get-over-it approach. When a person believes that the choice he has made is just the way it’s going to be and there’s no going back, he is more likely to move on. A person gets antsy when he thinks the door still might be open, or that there’s something he can do to get back to how things were before he made a particular choice. Help your coachee accept that he is where he is and that now he gets to move from where he is to where he wants to be.


The other approach is to help the coachee change his “What if” conversation. Tell him: “Instead of asking what in your life would be better if only…, ask what might be worse. Really consider all that could have gone wrong had you made different choices.”


Your Coachee Is Not Completing Assignments


When I’m coaching managers who are concerned because their employees aren’t following through on assignments, the first question I ask them is, “Did the employees help create them, or were these projects or tasks thrust upon them?” The thrusting may not have been overt. “Think hard,” I say, “even if you got a ‘yes’ from the employee, did you make it impossible for him to say no?” The origin of the assignment is the same place to look when coachees aren’t completing their assignments. Were the actions created by the coachee, created jointly, or imposed by the coach?


When your coachee doesn’t complete assignments that he had a hand in inventing, you might try the following approaches:


• Point out the difference between what he accomplished and what he agreed to do. Sometimes the awareness that he will be held accountable and that you did notice the assignment wasn’t completed is all it takes to get him to finish any future assignments.


• Find out what beliefs in his mind got in the way of his completing the action.


• Determine if the task needs to be changed.


• Break the assignment or task into smaller steps and check on these milestones more frequently than just during coaching conversations.


• Explore what he loses or misses by not completing the assignment (for example, “I don’t get to feel in control without creating a budget”) or what he gains by not doing it (“Ignorance is bliss; I can keep spending and just claim I didn’t know how much I had.”). Sometimes he’ll discover that the pull not to do something actually is stronger than the pull to do it, which he can then address.


• Ask how he thinks he can get back on track.


• Express confidence that he can do what he sets out to do.


Your Coachee Is Resistant


Part of dealing with resistance is helping the coachee to notice what he is doing. This can be scary for a coach, but I’ve seen it be very effective. Saying something like, “I notice that your eyes are rolled back and your arms are crossed. How should I interpret that?” or “I notice that you aren’t looking at me when you talk, and I’m feeling like you don’t want me to be here. Is that right?” can really bring the conversation into a productive place for moving forward.


In general, when your coachee puts up resistance, a powerful question can help unblock him. For instance, if he says, “There are no good options,” you can ask, “What’s the best of the bad options?” or “What would happen if we didn’t do anything?” If he says, “I have no time,” you can ask “What can you do in the time you do have?” If his resistance is, “You don’t understand how things work around here,” you can ask, “What am I missing about how things work?” or “What does it take to be effective here?” or “So how would you modify my idea to fit in with how things do work around here?” The key is not to contradict the resisting statement but to probe more deeply about it.


Your Coachee Pushes Away From Emotional Content


We’ve talked about how coaching brings emotional content to light and how coach and coachee alike may have concerns about doing this in the workplace. How do you handle a coachee who’s avoiding emotion? Like everything else, this can be a topic for coaching. Point out that as much as he wants to avoid how he’s feeling, he’ll keep carrying that feeling around with him until he does face it. Ask him to describe the benefits and risks of ignoring his emotions.


You can’t force someone to “Feel!” on command. Your job as coach is simply to slow the coachee down when you hear a flicker of emotion and to call it to her attention, to ask her what she wants to do about it.


Sometimes you have to model emoting. You can do this honestly just by saying and showing how sad it makes you to watch him keep things bottled up inside.


Your Coachee Becomes Very Emotional


On the other end of the feelings spectrum is the coachee who is very free with his emotions. Often this comes in the form of tears, but other emotions also are common and relevant. With these coachees you might take some or all of these actions:


• Acknowledge the coachee’s emotion.


• Describe the effect of his reaction on you and on the coaching session. Sometimes a strong emotion shown during a coaching session is an opportunity to address a wider issue. For instance, the coachee who gets extremely angry with you and who hears from his co-workers that he’s an angry person has this opportunity for a supportive individual (you) to give him objective feedback on that emotion.


• Determine if it’s possible to continue.


• Propose an approach for jointly refocusing on the issue you’re trying to address.


• Express support and reassurance.


Your Coachee Lacks Confidence or Is Fearful


This is one of the places where it’s most rewarding to coach because the result of addressing a lack of confidence is having coachees who recognize that they’re capable and strong. It’s like watching someone meet themselves for the first time. It requires encouraging behavior on your part (this includes using the skill of acknowledging, covered in step 6). Another really effective encouragement is pointing out the coachee’s past and current accomplishments. With the underconfident coachee, you’ll need to acknowledge even small accomplishments or those that might seem obvious. You’ll need to make links between the actions she’s performing on the job each day and those she’s ultimately trying to do. Referring to her prior experience successfully doing something similar helps her see that she’s capable of achieving future goals.


For instance, let’s say your coachee wants to run a retreat for his staff, but he’s afraid he won’t be able to put together an agenda, stand up and deliver a program, find the proper venue, or get the staff to attend. If you know that he puts together agendas for his boss each month, you may need to point out that this is a skill he already has. If he booked a social hall for his wife’s birthday two years ago, he knows how to find a venue. If he tells you that, between coaching sessions, he mentioned the retreat idea to a staff member who seemed excited about it, you can congratulate him on taking a step toward getting the staff to attend. People who lack confidence often don’t make the connection that what they’re already doing is an aspect of what they want to be doing.


You’ll also want to create a coaching environment in which the coachee’s efforts are recognized, even if he doesn’t achieve the desired results. Give him credit for trying his hardest, like your teachers did at school. Validate the coachee’s current level of accomplishment while advocating greater achievement by reinforcing for him the importance of doing something he’s not comfortable doing.


Rehearsing with your coachee is a common technique for overcoming a lack of confidence. Role-play tough conversations she needs to have with an employee, a boss, or a customer. Let her try out a presentation on you or give you some written report to read. When you role-play in the coaching session, your coachee learns that she has the words in her to say what needs to be said. She may never use them again, but if the situation arises where she must speak them, she has that extra level of assurance.


Encourage him to practice being confident. Have your coachee stand solidly with good posture and make eye contact with you. Then ask him to state aloud, in a good strong voice, something he’s sure of. It can be something as basic as “My birthday is September 6!” Ask him to notice what it feels like when he’s totally confident. Have him mimic the same posture and voice and say something riskier, like, “I want to become a better manager.” Work up to “I’m a terrific leader, and people want to be on my team” or “We can make $1 million more per year if we adopt this idea.”


You can also guide your coachee to rehearse mentally and to visualize the scary action going really well. Experiments with basketball players have shown this mental imagery to be very real. One group of players practiced shooting baskets every day; another group simply closed their eyes and visualized shooting baskets (they thought about how they were standing, how it felt when the ball left their hands, how the ball arced into the basket). In subsequent games, the second group of players did as well as or better than the players who’d actually been shooting baskets.
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You may have heard of Amy Cuddy’s research on body language and how we can change other people’s perceptions—and perhaps even our own body chemistry—by adopting what she calls “power poses.” While some studies have failed to replicate what Cuddy found in her original work, others have found beneficial impacts of postures that are expansive; that is, open and solid, like standing firmly with feet spread wide apart and hands on hips (the “Wonder Woman” pose) or adapting a wide stance with both arms in a v-shape (“Victory” pose). Cuddy suggests holding these poses for a full two minutes to boost adrenaline and promote feelings of confidence and power. Stand with your coachee and try one just to notice if it has any such effect on the two of you.





Have your coachee speak with someone who has done what he’s preparing to do, asking that experienced person how she did it. If you can find someone else who was nervous about doing it beforehand but did it anyway, that person would be an ideal role model for your coachee.


Your Coachee Is Overconfident


In my experience, I’ve found more people who are self-critical—who question their abilities—than I’ve encountered those who are overconfident. But I have had a few coaching clients who speak of themselves very highly and who don’t seem to be aware of the negative affect they are having on those around them, even when their managers have hired me to address their real performance problems.


The first thing I’ve done in these situations is to determine whether the coachee really is unaware of his inadequacies, or whether the bravado he displays is a cover-up for his lack of confidence. Sometimes, a straightforward “Do you really feel that way?” is all it takes to pull away his cover. Questions like “How else have you demonstrated this strength?” or “What makes you so effective as a motivator?” ask him either to support his assertions or to admit he doesn’t really have certain abilities. If you find that he’s masking his self-doubt, you can move to the tips for handling a coachee who’s underconfident.


But what if the coachee’s overconfidence is a result of a blind spot in his awareness of himself as an employee, manager, or partner? Have you seen the classic illustration of how to identify a blind spot (whether a strength or a weakness)? The Johari Window points to that situation in which your coachee is unaware of something about himself that is clear to others (Tool 7-3). Along the vertical axis of the figure is an assessment of how much a coachee is aware of a certain behavior or trait he exhibits; the horizontal axis shows how aware others are of that behavior or trait. If a negative characteristic falls into the quadrant where both he and others are aware of it, that’s an obvious area for improvement. If, however, a negative characteristic or weakness falls into the quadrant where others are aware of it, but he isn’t, that’s a blind spot for him.


When a troublesome characteristic is in that blind spot, your role is to help the coachee see himself more clearly. You can start by sharing the Johari Window with him to get him to buy-in to the idea that there may be trouble spots a person is unaware of. This coachee requires specific, timely observations. Tell him how it sounds to you (or to his colleagues) when he talks that way. Deliver the hard truth—the feedback that’s probably going to come as a surprise or an embarrassment to the coachee. For example, “You say you are an expert at asking powerful questions, but I just watched your meeting and 80 percent of your questions required only a yes or no answer.”


A coach can also help redirect a coachee who is focused on a negative trait or behavior that she’s aware of but others aren’t (a third pane in the Johari Window). Challenge her to figure out whether it’s a fault that really needs correcting when she’s the only one who knows about it. The final quadrant represents what’s going on in the subconscious and wouldn’t even surface as a coaching issue.


Incidentally, the Johari Window provides similar insight on positive traits that a person possesses. Again, the coach’s role is to point out strengths the coachee has that she doesn’t see in herself, or to help her think about how to make others aware of strengths she knows she has but that she’s not doing a good job of revealing to others.


TOOL 7-3


JOHARI WINDOW




[image: ]





Your Coachee Is Withdrawn


The typical tendency here is to try to pry the coachee out of his shell through questions. Another way to approach the withdrawn coachee is simply to let him be. You may have seen movies or read books in which therapists let their clients sit silently in their offices. Well, there’s merit in doing that. The therapists are waiting for clients to get comfortable with them, waiting for clients to be ready to talk about what’s on their minds, or letting clients experience some silent time (and in the midst of a crazy, pressured workday, that silence might be productive all by itself). They also are acknowledging that the clients are in control of their therapy time, driving the process. I advocate trying this approach in your coaching sessions.


Eventually, the withdrawn coachee will begin to participate. When she does, presenting a few good reflections of what you’re hearing or seeing will go a long way. Much of what you’re responding to as coach of a withdrawn individual is her nonverbal communication, so you might say, “I notice that your arms are crossed when we talk about that employee. What’s that about?” or “I notice that your face gets red when I ask you certain types of questions, and you don’t have a response. What’s going on for you?” or “I hear you saying ‘no,’ but I wonder what you’re leaving out of your response.”


The Next Step


When coaching becomes a drag, a bore, or a challenge for you or your coachee, it’s a sign that something is happening that needs correction. Just dealing directly with whatever it is will increase your connection to your coachee, and that will result in new joy and energy in your interactions. Over time, you’ll find yourself using some of the techniques from this step in the circumstances described here. You’ll add your own situations and solutions as you address each unique snag in each coaching relationship you have. And you’ll find that you, too, will get over some hurdles and become more confident in your own abilities to realign when things go bad. Getting past an obstacle is a moment of real success during coaching. But, ironically, achieving success can become an obstacle. Step 8 talks about what to do when that is the case.


Applying the Learning




“Failure is the opportunity to begin again, more intelligently.”


—Henry Ford, industrialist





• How are each of your coaching relationships right now? What signs are present to tell you whether your relationship is on or off track?


• How do you get yourself in the right frame of mind for coaching, especially when things between you and your coachee aren’t at their best?


• What techniques for handling trouble spots do you want to remember now so that you can pull them out of your toolkit when things go bad?


• If you are experiencing any of the trouble spots described in the troubleshooting guide, try implementing some of the tips to address them.







  Step 8


Maintain Positive Changes




Overview


• Determining readiness for maintenance


• Techniques for resisting the “pull of the past”


• Tracking further progress


• Locking in and broadening the learning


• Changes to the coaching relationship after initial success





In Weight Watchers (now WW), where I worked for a few years as manager of a national field coaching program, when a person reaches her goal weight, she moves from a regular membership to a lifetime membership designed to help her keep the weight off for the rest of her life. She usually attends meetings less frequently and only has to pay a fee when she rises above her goal weight. The continued weigh-ins and potential fees inform her when she gains just a pound or two so the gain doesn’t go unchecked and turn into 20, 40, or 100 pounds and put her back where she started.


In coaching, there’s a phase similar to a Weight Watchers lifetime membership. It starts when the coachee has made great progress, amassed many new tools, and doesn’t want to lose sight of these positive changes over time. The coachee wants someone out there checking in with him periodically to help him maintain all of the growth he’s achieved.


Defining your relationship should happen continuously during a coaching relationship, but this is a critical time to renegotiate your roles, logistics, and what kind of coaching is needed. It is also a time to celebrate successes and implement some strategies to maintain positive changes.


Recognizing Success


This step requires some helpers to notice, as do prior steps. People can achieve some success and not even realize it. Or, they’re just too busy to realize that they’ve achieved a desired result or reached the end of an activity or a process. Often, they’re so swept up they move right on to the next task without even stopping to give themselves credit for what they’ve just completed. Or, they can reach a milestone but give credit for it to circumstances or people outside of themselves.


Even when people do acknowledge to themselves the part that they’ve played in a successful milestone, sometimes they don’t want to speak about it or share it publicly. Here are some of the beliefs that stop people from wanting to have their successes recognized:


• A job well done speaks for itself—It should, but in today’s fast paced world, the world of overflowing inboxes, a job well done might be overlooked if your coachee doesn’t pause to reflect.


• Others will brag for me, especially if I speak highly of them—They might, but if your coachee isn’t excited enough about her accomplishments to share them, how can she expect others to be?


• Humility is a virtue—It is, so your coachee may have to think differently about self-promotion. Perhaps this definition from Peggy Klaus’s book Brag! The Art of Tooting Your Own Horn Without Blowing It will help: To brag is “to talk about your best self (interests, ideas, accomplishments) with pride and passion in a conversational manner intended to excite admiration, interest, and wonder without pretense or overstatement—in other words, without being obnoxious.”


• “I know I can do better”—Also true, but don’t let the quest for perfection stop your coachee from recognizing what he’s been able to accomplish.


Coaches can slow their coachees down, help them recognize their successes, and help them to learn whatever they can from the experience.


Many coachees reach this point and become apprehensive instead of comfortable with their success. They see that coaching will soon no longer be necessary and, at the same time, are afraid they can’t continue to move ahead on their own. Without a coach, they fear their work lives will revert to how they used to be. That apprehension is a normal part of advancing and sometimes just pointing this out to the coachee alleviates some of his concern.


Overcoming the Pull of the Past


Maintenance can be a rewarding step in coaching. Your coachee is now self-aware and self-directed. He’s seen the changes that are possible for him and simply wants to make sure things don’t start slipping back to how they were before the coaching process began.


But let’s be realistic: The lure of the old and familiar is strong. People have done things a certain way and interacted in the world a certain way for much of their lives. Even people who make significant changes during coaching can lose traction if unmonitored. Among the greatest challenges the coachee will face are the people in her life who display a strong negative reaction to change—even positive change. When a coachee becomes more protective of her time, schedules weekly check-in meetings with her employees, or goes back to school, they ask why must she upset the apple cart? Your coachee will appreciate you letting her know that this kind of reaction to her positive growth from others is normal.


Using the pull of the past as a topic for coaching, you’ll want to discern whether the fear the coachee has about slipping back to how he once was has a real basis or is just imagined. If it’s real, that makes it possible to take action, to make plans to avoid slippage. If there isn’t a real force that might drag him back to the former status quo, then coaching now should concern implanting some positive self-talk that will help him remember there’s nothing pulling him backward. A mantra like, “I did this, I want what I’ve created here, and everything is working for me from this new place” should help keep him moving ahead.


Another technique for warding off the pull of the past is reminding your coachee—and having her ask others in her life to remind her—of all the times in the past when she said things like, “I’d feel so much better if …” or “I really want to do….” Now that she’s made the changes she always wanted to make, she may not be as aware of how she felt before she made them. A reminder from people who knew how much she was striving for what she’s now achieved will provide another useful perspective for her to hold.
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In 2012, Charles Duhigg published the bestseller, The Power of Habit: Why We Do What We Do. As a coach, I’ve “prescribed” this text to numerous clients to help them understand how to modify a habit by noticing and experimenting with changing their routines, rewards, or cues (triggers). While even Duhigg cannot give a definitive answer to what it will take—or how long it will take—to modify a habit, he is clear that habits can be changed if you decide to do it and work at it.





Techniques for Sticking to It


Research has been unable to identify exactly how long it takes to break old habits or to form new ones, with results suggesting it depends on the person and what the habit is. People trying to give up bad habits should try to remember how long it took to form the habit in the first place. Something that may have taken years to develop isn’t going to be eradicated simply or quickly. That said, there are certain actions the coachee can take to increase the likelihood that positive changes he’s made during coaching will stick, or that the negative routines he’s eliminated won’t creep back in. Two of these actions are celebrating and committing.


The maintenance phase involves more than merely sticking to the successes your coachee has achieved. In this step, the two of you also might establish new ways of tracking the results of coaching. You might want to work on locking in or broadening the learning achieved to this point, you might take this opportunity to deepen the coaching relationship the two of you have forged, or you might need to help your coachee find new supports in the workplace.


Celebrating


Celebrating connotes festivity and fun. Celebrations in coaching can be festive, or they can be more sober times of reflection on what your coachee has accomplished. Celebrating is allowing your coachee to experience the elation of achieving his goals, affirming the work he has put into reaching this step in the coaching process. The way you and he celebrate can range from a simple recitation of what he’s accomplished to an elaborate milestone marker ceremony of his own creation. Or he can have a private celebration that consists simply of giving himself a reward—signing up for golf or tennis lessons, going out to lunch with a colleague or friend once a week, planning a vacation—that encourages him to continue being good to himself as he continues to act in and be a new way.


Reaching a milestone isn’t the only opportunity to honor achievement. Celebrations and rewards can continue to motivate coachees and help them maintain the positive outcomes they’ve produced. Perhaps there’s reason for celebration when a coachee has stuck with something for a given period of time, tried something new, or failed spectacularly (meaning his failure immediately was turned—by him—into a learning opportunity).
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Remember to celebrate both actual accomplishments (a culmination of “doing” tasks), as well as times when your coachee showed up in a certain way (displaying a new way of “being”). It may be that your coachee is still doing the same things but is doing them with more energy, more presence, or more self-awareness. This is worthy of noting and applauding.





Committing


The time to have your coachee commit to maintaining the positive changes he’s made through coaching is when he’s excited about the results he’s experienced in his work and personal life. At that moment, he’s closely connected to how it feels to be more effective and happy. It’s this connection that will help him stick with whatever has worked for him.


The coaching questions that work well at this point include:


• “What does committing to these changes mean to you?”


• “What will help you remain committed?”


• “How can you tap into how you are feeling right now in the future?”


• “What will be your signal that you’re straying from this commitment?”


• “What will you do when you notice that signal is present?”


You may want to have your coachee make his commitment more formal or public, from a simple statement made during a coaching session to a more elaborate commitment ceremony. During one of your discussions, ask him to make a declaration of what he is committed to and why. His declaration might sound something like this: “I am committed to remaining present with my employees because I feel a whole new level of respect from them when I do so, and it really is the nicest part of my day.” Or you might hold a ceremony during which he shares with you and others what he’s gotten out of coaching. The more he can state aloud to others his intention to continue the growth he’s achieved, the more likely that he will follow through on it. Request that he share his commitment to maintain the positive changes he’s made with more than a few co-workers, family members, or friends. Like a wedding or life commitment ceremony, this public announcement also serves to call others to support him in his progress when the going gets hard.


Tracking


My husband gave me an idea many years ago that I’ve gotten a lot of mileage out of in my coaching. The partner on a consulting team he managed had a new baby at home. The partner had to excuse himself from evening meetings to go home to his family. Everyone on the team was supportive and accepting of his need. The partner thought that the option should be extended to all team members. Why, he wondered, isn’t there a widely accepted excuse for all of us—not just those with babies at home—to leave work on time, to avoid meetings at inconvenient times, or not to put in so many extra hours? My husband and his team invented the idea of having a “virtual baby.” Each team member’s baby was whatever was important to that person. Not only did each one have to name his or her virtual baby (Family Dinners Baby, Gym Workout Baby, and Favorite TV Program Baby were all part of the exercise); each person also committed a certain amount of time to the baby and kept track of how he or she honored that commitment. The team distributed graphs that tracked individual and team progress over time and held each other accountable for sticking to the stated intention.


You can use this technique in your coaching too. What is your coachee’s virtual baby, and what sort of commitment is he willing to make to it? Is it taking regular guitar lessons? Spending two hours a week exploring other career options? Reading one business book a month? At regular intervals, have him report on how he’s treating his commitment to his “baby.”


Another way to track is to extend the Weight Watchers model and think about what you want to have your coachee “weigh in” on periodically. Decide what’s important to measure over time so that what you’ve covered in coaching remains alive, and check in on those indicators monthly or quarterly. For instance, ask your coachee, “How happy are you? How energetic? How motivated? How connected to your colleagues? How visible?” Just tracking these numbers over time—noticing trends and recommitting when numbers dip—is a powerful coaching tool.
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Several apps allow individuals to establish and track goals and targets and to receive feedback on habit streaks. They provide motivational tips, reminders, and a supportive community. Most of them are free. Google “Best habit tracking apps” to find one.





Locking in the Learning


For years I’ve taught listening and communication skills to a variety of audiences in diverse settings. My knowledge doesn’t always mean that in a stressful, emotional situation, I remember to use those skills. But I continue to be asked to deliver workshops on them and, over time, they have seeped into my way of listening. At a minimum, I am constantly reminded of how important it is to listen actively. I always leave those workshops recharged and recommitted to doing it.


You can create the same dynamic for your coachee by having him teach someone else what he’s learned through coaching. He can lock in his learning by making a presentation at a staff meeting, writing an article for the company newsletter, outlining what he’s learned for his team members, or serving as someone else’s coach or advisor in the precise area about which he’s learned so much.


Broadening the Learning


When my son was eight years old, he said he could stop playing baseball because there was nothing more for him to learn. I explained to him that even the pros can still learn more about the game (and, although I didn’t mention this to him, he was still far from a pro!). If you reach a similar point in the coaching, ask your coachee to consider herself a pro, then ask her what the pro in her area still needs to learn. If she’s feeling satisfied with all aspects of her work and personal life, how would she describe feeling extraordinary?


Coaching often brings the coachee to some new understanding about herself or her work. When that understanding occurs is a good time to think about other areas of her life to which she can apply what she’s learned. For instance, she may have learned to trust others so she could stop micromanaging—and she’s gotten good at doing this. Now she can think about where else she might learn to trust others.


At this step, you may want to ask the coachee to take on a stretch assignment or challenge at work or to step up to a new activity or responsibility. It’s time to challenge him to do something that really tests his new skills or outlook. At this step, too, the coachee is ready to broaden his learning, to take on deeper and more expansive coaching assignments, like the legacy assignment in Tool 8-1.


TOOL 8-1


LEGACY ASSIGNMENT




Coachee instructions: Read the paragraph below that describes what a legacy is and provides a framework for this assignment. Then review the guidelines for the mechanics of this assignment. Idea generators are provided at the end to help spark your creativity with this exercise.


A legacy is the gift you give to those who will follow you, what you bequeath to the next generation. To write a description of your legacy is to focus on the gifts you are leaving to your loved ones, your organization, and the world. This is not the same as writing your obituary—leaving a legacy doesn’t mean you’re dead. It’s a dynamic process—something you can do every day, not merely at milestones.


Guidelines


• The legacy assignment can take whatever form you desire—a newspaper article, a speech, a memo. Be as creative as you wish, and have fun!


• Don’t be afraid to imagine what doesn’t seem possible right now.


• Don’t worry about offending anyone. For example, if you want your next position to be your boss’s job, or even her boss’s job, just say that. It isn’t making any judgment on the boss or saying you expect her to get out of your way. You’re simply describing a situation you see as a fit for you, the fulfillment of some of your dreams.


• Write in the past tense: Not “I hope I” or “I want to” but “I accomplished,” “I achieved,” “I did.” Put yourself temporarily in the future looking backward and describe things as if they already have happened.


• Write in the first person (“I did this or that”) or in the third person (“In the last 10 years, Shu-Lin has …”). Some find the third person a bit easier because it feels more objective, less like bragging. The voice in which you write should fit the format you choose to use. For example, a speech you’re delivering requires the first person, but the moderator’s introduction of you before you deliver that speech requires the third person.


Idea Generators


• Imagine it’s today’s date in the year 2030 and you’re returning to your current work unit, team, or organization for a visit. What have you been doing for the past 10 years? Where are you now in your life and career?


• Imagine you’re leaving your current position (for a promotion, new job, retirement, or some other reason). What are you going on to do? What will you leave to your successor?


• Think of a milestone event you’ll experience in life in the next 10 years—a major birthday, a job anniversary, the launch of a product or service you designed—and plan the speech you’ll make at this celebration, recapping your successes and failures leading up to this event.


• What is the message you want to spread throughout the universe?


Source: Caryn Siegel and Sophie Oberstein, Redwood City Coaching Program.





The coachee is ready to tackle broader questions, such as “What’s my purpose in the world? What do I want to leave behind in this organization or in society? Just who do I want to be?” I’ve seen coachees write some really beautiful legacy descriptions that have inspired them in their current positions, new positions, and new roles in life.


Adjusting the Coaching Relationship


The maintenance step isn’t necessarily the end of the coaching relationship, but it is a chance to reevaluate the contribution that coaching is making and to redesign it so that it can be even more significant to both parties.


Relationship changes that are likely to occur during the maintenance step involve your current coaching schedule and the content of the sessions. If you’ve been meeting weekly for 45 minutes, consider whether this frequency and duration is still worthwhile. Also talk about the structure of the meetings you’ll have going forward and discuss what role your coachee needs you to play at this step.


Who you are as a coach to your coachee can change at this step. For example, you both may decide to deepen your interactions by having you become more directly involved in his learning. Maybe you want to attend a workshop or read and discuss a business book together. Perhaps you have an opportunity to work with her on a project so that you can see her applying coaching concepts. That gives you an opening in your sessions to relate what she’s doing on the project to the work you’ve done together. Or you might find yourself switching to monthly lunch meetings during which you’re more often removing your coaching hat and replacing it with an advisor hat or colleague hat.


When relationship changes signify a real shift in the focus or format of your relationship, consider going through step 9 and completing the coaching cycle. This will enable you to wrap up the old and begin anew.


Finally, although you should be soliciting feedback on your own coaching performance throughout prior steps, this step is one place where a more formal assessment might be administered. Because the way you’re going to meet and interact as coach and coachee will be changing at this step, you have a perfect excuse (if you need one) to seek more formal input from your coachee. Tool 8-2 is an evaluation you may wish to ask your coachee to complete. Use any or all of the items from this evaluation. Administer it verbally or in writing. Have the coachee complete it casually over the course of several sessions or do it in one fell swoop.


TOOL 8-2


COACHING EVALUATION




Coachee instructions: Respond honestly to the following questions about our coaching relationship for the full time we have been working together or for the time since you last completed an evaluation of my coaching. Some questions may feel redundant; only answer those that resonate with you.


1.  What goals have you accomplished during the time we’ve worked together?


2.  To what extent do you think coaching helped you achieve those goals? (100% = I couldn’t have done this without a coach;


0% = coaching wasn’t a factor in my getting where I am today):


Explanation:


3.  What have you learned about yourself during the time we’ve worked together?


4.  What can I do better as your coach?


5.  Which exercises did you really enjoy/benefit from? Which didn’t you get much out of?


6.  What do you think are the three most important characteristics in a coach? Write one characteristic on each line, then circle a number that represents how I display that characteristic (1 = not at all; 5 = completely).



[image: ]


7.  As your coach, have I done the following things? Circle “yes” or “no.”






	Made appropriate time and space for you?

	Yes

	No






	Built trust?

	Yes

	No






	Given you constructive feedback?

	Yes

	No






	Been open and flexible?

	Yes

	No






	Established accountability?

	Yes

	No






	Kept the focus on you and your development?

	Yes

	No







8.  If you would refer me to someone else as a coach, what would you tell others are my strengths?


Source: Full Experience Coaching.





Finding New Supports


As you start to recede as a regular focal point in your coachee’s support system, you’ll want to help him connect with others who can be there for him on an ongoing basis. Some of these supports may already exist, and he may have to go out and establish connections with others. For example, regular meetings of professional associations may be good venues he can use to stay current in his field and expand his professional and personal network.


This is also a time to consider other coaching models that might be more sustainable than a one-on-one approach over the long term. These models might include monthly goal-setting teleconferences or group coaching. Online tools and communities might also be good outlets for your coachee on a longer-term basis. And those are just a couple of the multiple longer-term coaching options in existence.


If your coachee is interested in a different coaching model and can’t find what she’s looking for, it’s a great assignment to have her create her own model. For instance, one of my clients created a support group in her workplace for employees who were completing degree programs during their nonwork hours. Group members brainstormed strategies for getting it all done, reviewed each other’s school work, and threw graduation parties to celebrate one another’s successes.


The Next Step


Maintenance is about having your coachee continue to do the things that have worked for her in coaching thus far and continue feeling good about doing them. This step is intended to make new work habits stick. Sure, there’ll be days when she gets discouraged or forgets everything she learned through coaching. And if you help her discover her most effective techniques for remembering her commitment to the positive strides she’s made, those days will become less troublesome and less frequent. At some point, though, the coachee will have maintained success for long enough for you to complete the coaching relationship. Step 9 focuses on when and how to stop coaching.


Applying the Learning




“The toughest thing about success is that you’ve got to keep on being a success.”


—Irving Berlin, composer





• How have you maintained positive changes you’ve made in your life? How can you use your experience to help your coachee maintain her changes?


• What is the legacy you want to leave as a coach, an employee, a person? Complete Tool 8-1 to describe your own legacy.


• How can your coachee celebrate or commit to a positive change he’s made?


• What virtual baby or weigh-in tracking needs to happen?


• How can your coachee lock in and broaden his learning?


• What new supports can your coachee use as your coaching relationship concludes?







  Step 9


Complete the Coaching Cycle




Overview


• What gets in the way of completion


• The four parts of a good ending


• How the coach completes the cycle





Coaching is a relationship designed from the beginning to eventually end. Because coaching is meant to create independence and to encourage individuals to achieve their own fulfillment, it’s a ripe opportunity for exploring and modeling how to reflect on what’s been and to plan for the future while producing closure in the present.


Although lots of energy and thought go into the earlier coaching steps, there is relatively little preparation for the crucial end phase of the process. Yet, this step can provide a great opportunity for growth and reflection, whether a relationship has been positive or negative. Not giving this step in the coaching cycle your attention would be like creating a fabulous PowerPoint presentation, turning it on for your audience, and walking away.


What Keeps You From Ending Properly?


I have overseen enough coaching programs to say that coach and coachee often hang on indefinitely in coaching relationships that should have been completed. Some things that keep you too long in coaching relationships include the following:


• Lack of awareness—An inability to recognize the signs that a relationship needs to be completed.


• Inertia—One or both of you believe it’s easier to let the relationship disintegrate or fizzle out than to address the ending directly.


• Comfort—Who doesn’t want someone who will focus on and listen to him or her? What a nice routine it is to talk regularly and be helped to steer your ship. The problem is that hiding in this comfort is dependence.


• Desire not to offend—The coachee doesn’t want to hurt the coach’s feelings and hangs on for that reason alone. This is especially likely when the coach is one’s boss or someone who might help him in his future career. Coachees often feel indebted to their coaches for all that the coaches have done for them; they feel a sense of obligation that means they wouldn’t suggest ending.


• Difficulty dealing with closure—Some individuals have difficulty with relationship endings in general. This is particularly problematic when neither party knows how to let go or when both have limited experience with endings.


• Fear or anxiety about change—Worry about what will happen when a relationship ends makes lack of closure the preferred situation.


• Feeling that ending is admitting to failure—If you stop the coaching, are you saying that coaching doesn’t work? Are you admitting that you’re a bad coachee (or a bad coach)? One client told me that several managers in his organization had started a coaching program together. Their relationships were all going great, but his wasn’t. He thought something had to be wrong with him when his coaching pair fell apart and their pairs didn’t. A coach may feel she’s failed to “cure” her coachee and that she hasn’t done her job.


• Striving for perfection—As much as we prepare for ending well, please understand that you can never tie up all the loose ends of life. Rarely is closure clean and straightforward. Don’t beat yourself up if you have to complete the cycle in a sloppy, inelegant way. Don’t worry if not everything your coachee set out to achieve has been accomplished. Sometimes a coachee needs a period of time for the coaching to sink in, for the economy to change in a way that will accommodate his goals, for the right person to cross his path, or for the right level of experience and maturity to develop, before an issue actually can be resolved. Months after we’ve stopped working together, I hear from clients who are only then realizing the results of our coaching conversations.




POINTER


Ending a coaching relationship is a change. According to change management experts, people resist change when they don’t understand why the change is occurring, when they feel they have no choice around the change, or when similar changes in the past have not gone well. Make sure that the coachee understands why you are suggesting stopping working together and that he is part of the decision of when and how to stop coaching. Process feelings around similar relationships in the past that have ended and about what those past endings are bringing up for the coachee now. We all have the capacity to embrace change (think about positive changes like moving to a nicer apartment, getting married, or upgrading to a new phone). Help your coachee articulate the benefits he’ll realize when coaching is over.





Difficulty With Closure


Knowing when something should end is an important life skill. My daughter learned it when she decided that the high school she attended for ninth and 10th grades, as part of its inaugural class, wasn’t meeting her needs. Not only did she learn that it was OK to follow her heart and her gut when it comes to knowing what kind of situation is best for her, she also owned the process of selecting, and enrolling at, a new school. Her decisive action prompted my husband to examine the job he was in at the time. In doing so, he realized that he was unhappy at work and needed to look for a better role somewhere else. Both of these changes were such good ones; my daughter and husband were both delighted with their new surroundings. But not everyone is so comfortable leaving situations like theirs. Even when they’re for the better, endings are often sad, confusing, and complex.


When you’re nearing the end of your coaching relationship, it’s time to start having some conversations about closure in general. Here are some questions you might discuss:


• What does closure mean to you? With your coachee, define closure. You might want to use some of the same techniques you used to define coaching in step 1 or just talk about what completing something means to each of you.


• Can you describe closure with a metaphor? Is it wrapping up a present with a tidy bow, breaking through a finish line, tucking a child into bed at night, or grieving the loss of cherished home or loved one? Using a metaphor will help you visualize what you are dealing with when you start this process with your coachee.


• What feelings are associated with closure for you? Is there generally fear as something familiar comes to an end or exhilaration at being able to start something new? Does closure feel warm and safe to you, or vast and unattainable?


Closure is often equated with quitting and quitting isn’t a popular topic in our culture and certainly not one that’s regarded favorably. Learning to quit—and to do so without judgment or guilt—is an important life skill, however, like when our dreams or activities are no longer inspiring us—or, even worse, they are creating guilt or disappointment or are draining our energy for more important things. What if the things we’re doing are only to please others at the expense of pleasing ourselves? Really, in our over-committed and stressful lives, isn’t there something that we can let go of to make room for something more rewarding?


For example, a coaching client confessed to wanting to quit a volunteer commitment she’d had for more than five years. She was still passionate about the cause and no one else was able to take on the role that she knew inside and out. Long story short, she decided to quit. The organization spent some time thinking about her project and decided it hadn’t been yielding the kind of results they needed. They asked a gung-ho new volunteer to try something different and many community members got quite excited about the new direction. My client, meanwhile, felt renewed and able to have some downtime with her family. Quitting turned out to be a win-win for her and the organization.


You need to get comfortable with endings before you can guide someone else through one. And in guiding your coachee, you will also be modeling some important “letting go” strategies.




POINTER


Remember that you should be talking about how and when to end coaching from the beginning to avoid surprises at this step. What goes wrong and leaves one or both people surprised by the abruptness of the end is most often a lack of communication. In a completely open coaching relationship, there aren’t many surprises. You’ve talked about how you’ll know it’s nearing the end of your relationship and how you want to handle that. It’s analogous to a good performance review. If you’ve communicated with your employee throughout the year and he knows how he’s doing, that review doesn’t come as a shock to him.





How Do You End a Coaching Relationship?


There are four parts to a good ending. These are:


• noticing a sign in the coaching relationship—recognizing that something is changing in the relationship and that you both might be better served by ending the relationship (at least in its current form)


• learning—incorporating into your trove of life lessons your successes and failures over the period in which you worked together


• celebrating—acknowledging what you’ve each contributed to the relationship and to the outcomes you’ve experienced together; letting yourself have some fun to recognize this contribution


• forward thinking—being clear and purposeful about what comes next and how you want to approach that next situation.


Noticing the Signs


Knowing when a coaching relationship needs to conclude is a tricky skill. The signs you think indicate that the relationship might be heading for an end often are really a coachee’s resistance to the work you’re doing, and coaching at that time may be more important than ever before. For instance, when a coachee seems to be less engaged in the process, it could mean that she’s simply achieved what she needed to and is ready to branch out on her own; or it may mean that she’s resistant to or threatened by an assignment and needs to be pushed to identify what’s going on and to get past it to some breakthrough. Similarly, a coachee may want to use outside issues, such as an increased workload or personal pressures like a loved one’s illness or a divorce, to justify ending the coaching process, but he actually may need the structure, support, or accountability that coaching provides during those difficult times.


Generally, you must use your intuition to reveal issues you feel are present that may indicate that coaching has served its purpose, then check with your coachee to see if he feels the same way. Check out your perceptions and assumptions when the first indicators appear. It’s the coach who needs to say what is most difficult to say: “This relationship may have run its course. What do you think?” The fundamental questions to ask when you have noticed some of the signs that the relationship may be headed to completion are:


• Are you still interested?


• Are we making progress?


• I’ve noticed…. What have you noticed?


• How can I help you right now?


Be careful here to make it clear that you enjoy working with your coachee and aren’t “firing” him; that you aren’t thinking of stopping your work together because he’s hopeless or because he didn’t follow through on some assignment. Explain that you’re raising the issue because you’ve seen some signs that the relationship itself isn’t working or has served its purpose. It’s important to let the coachee know two things: Ending a relationship is natural and OK, and you neither need nor want to end this one unilaterally. Many coaching pairs adopt the “no-fault rule” at the start of their relationship; this rule holds that there is no blaming if the partnership is not working or if one person is uncomfortable with it.




POINTER


Before we can effectively get to a future state, we have to let go of the past. As you talk with your coachee about a future state in which you will no longer play a part, pay attention to how your coachee feels about endings. He may even go through some of the stages associated with grief and mourning identified by Elisabeth Kübler-Ross: Denial, anger, depression, bargaining, acceptance. I’ve had clients who’ve framed the end of our relationship with “Even though losing you as a coach is not at all comparable to losing a loved one …” Be able to identify these stages and to meet your coachee wherever he is.





Here are some signs that a coaching relationship may be ready to end:


• You’ve spent far too many sessions doing clean-up work or troubleshooting and, despite repeated efforts to realign, you both agree it’s not working.


• You’ve been in the maintenance step for so long that you’re no longer coaching; for example, you’re sharing your issues with the coachee, there are no more assignments, or it feels more like two colleagues getting together to chat.


• You’ve come to the end of an agreed timeframe or the end of a formal coaching program.


• You no longer can give coaching the time or energy needed.


• The logistics no longer work. For example, your coachee wants coaching after work hours and you can only be there for him during the workday, or he moves to another facility or state and your coaching is done face-to-face rather than on the phone or via videoconference.


• You become friends and drift into a more informal relationship based on the growing familiarity between you. Friends don’t make good coaches because they’re invested in the relationship in a different way and often have individual agendas. They may also hold back constructive feedback in fear of jeopardizing the friendship.


• It’s just not a good fit between the two of you. The coachee has a need for a coach with a different style or approach. Something about the chemistry between you, or your differing styles and approaches, simply may mean it isn’t a good match.


• The energy that either or both of you used to get from the coaching sessions is not as long-lasting as it used to be.


Often, conversations about these signs will lead to re-contracting, rather than ending. That’s OK. Here’s how that sort of conversation might sound:




Coach: Jane, can we take a moment today to talk about where our relationship is since you were promoted last month?


Coachee: Sure.


Coach: Great. I’ve noticed that, since your promotion, there hasn’t been the same energy in our interactions and, more often than before, your assignments aren’t completed. What have you noticed?


Coachee: Well, yeah. I guess I noticed the energy’s been a little lower. You know that promotion was a big thing and it’s over, and I’ve been really busy trying to put things in order in my department since becoming the boss. I just don’t have the same kind of time.


Coach: That makes sense. You’re in a new place and have new concerns and challenges. Are you interested in seeing how coaching can help you in this transition period?


Coachee: Oh, yeah. I need your advice more than ever now.


Coach: That sounds like something different than you needed from me before. What do you need from me as a coach right now?


Coachee: Well, I’d love some more specific suggestions of how to hit the ground running without burning out.





Learning From the Successes and Failures


How many times have you left a conference or workshop eager to put into practice the great things you’ve learned—but found that demands at work or home got in the way or that you simply forgot some of the details before you had a chance to put them to use? Taking time to process what you’ve learned at these workshops increases the likelihood that you’ll incorporate at least some of it into your day-to-day work. The same is true with coaching. If the lessons learned are going to stick, you and your coachee really need to sit down and sort them out, to contemplate what the experience has taught them, and what might be valuable for them to take along to the next endeavor. Tool 9-1 suggests some activities to pursue with your coachee at the point of completion. They will prompt a conscious review of the exercises done, discoveries made, and lessons learned in coaching.


TOOL 9-1


COMPLETION ACTIVITIES




Pose powerful questions like these:


• What are you taking away from this experience?


• What have been your key discoveries?


• Looking back on where we’ve been together, what has worked? What hasn’t?


• What shifts did you experience?


Have the coachee write the story of where he’s been—who he was when you started and who he is now.


Have the coachee create a collage, poster, mind map, or other graphic that summarizes what was most important to him during the process.


Either have the coachee create a journal of his coaching experience, or create it for him. The journals my clients create include quotes and ideas that had meaning for them, names and pictures of their gremlins, their values, their life purpose statements, and so forth. Even when I create a journal for a client (as a parting gift), I first talk with my client about what I’m planning to include. Doing so becomes a useful activity because it requires him to reflect on what’s been most meaningful for him throughout coaching. I also include reminders of how he can use each bit of helpful information in the journal. For instance, if we’ve done a lot of work together on changing perspective, I might include a section of tips that remind him to continue seeking new perspectives for circumstances that are challenging (see Tool 9-2). One of the purposes of the journal is to remind the coachee of the exercises completed during coaching sessions and the examples and tools used.





TOOL 9-2


SAMPLE PAGE FROM A COMPLETION JOURNAL




Tips for Changing Your Perspective


• If you’re feeling stuck, consider whether you’re holding on too tightly to a limiting perspective. What “shoulds” are present in this situation?


• Ask yourself “Is this perspective true?”


• What other perspectives on this situation are there? (How are you looking at it? What’s another point of view? What’s another? And then another?)


• Don’t be afraid to look at your situation from some “out-there,” wacky, or unrelated perspectives. Set aside your current view and brainstorm a list of random elements related to a completely different topic. Look at that list and consider how any item there could apply to your current situation.


• Determine which perspective you choose to hold in this situation. What aspects of the situation might be different when viewed from that new perspective?


• Explore this question: “Where else in your life can you use this perspective?”


Source: Full Experience Coaching.





Celebrating Contributions and Outcomes


Leaders whom team members respect take time to celebrate when projects are completed. They understand that celebrating garners goodwill, shows real appreciation for the efforts of a hardworking team, motivates team members to continue their good performance, and builds relationships and rapport. Celebrations include team outings, gifts, awards, luncheons, and so forth. All of those also are appropriate ways to celebrate the work you and your coachee have done together. As you celebrate, encourage the coachee to acknowledge himself and you as his coach. You can celebrate even if the relationship wasn’t what you would deem an unmitigated success.


Celebrate the coachee’s having put aside other pressing concerns to take part in the coaching sessions, celebrate his honesty, or even that he tried and failed. Here are several suggestions for coaching-end celebrations:


• Give your coachee a fun gift. My clients receive Juicy Living Cards (Sark’s painted cards with positive messages; Hay House, 2003), a book, or music I think they’ll like.


• Go out and have a celebratory meal (or glass of wine) with your coachee.


• Ask “What do you need to say to be complete?” At the Coaches Training Institute (now the Co-Active Training Institute) where I took my coaching courses, every session ended with time for “completion”—the opportunity to say what you needed to say to be complete in the moment. It wasn’t necessarily all you had to say on the topic, and you always could choose to say nothing. It’s the simplest way to wrap up a meeting, a phone call, a training program, a session, or a relationship; and it helps people transition back to their typical activities. Noting that this idea is listed under celebrating rather than learning makes the point that you’re not asking coachees to spit back whatever they’ve picked up as a learning; it’s letting them describe any reactions they had, express any thanks they want to give, offer any recognition, or share any feelings.


Celebrating isn’t just a feel-good perk. It’s an important management and coaching tool.


Forward Thinking


If your conversations in which you identify the signs do lead to an ending, there are options to be discussed: Will you stop completely within the next several weeks and transition back to your former relationship as colleagues or boss and employee? Will you meet less and less frequently, weaning off slowly? Or will you recontract for another period of time and design a new coaching relationship for that period?


If you choose to end the relationship after a few more sessions, explicitly discuss how it will feel to return to your former relationship. Keep some of your coaching agreements—like confidentiality—in place indefinitely. Assure the coachee that nothing he has said will show up in his performance evaluations or will surface during a meeting. Make sure you both talk about what it will take to be comfortable again in your former roles.


Weaning off of coaching more slowly is simply that. It’s considering all of the questions and ideas in this step, just over a longer period of time. It might mean there is still a coaching project or assignment the coachee is completing at the same time that you two are focused on ending activities. What you provide during this period is observation of how well the coachee is doing on his own, integrating the skills he’s honed during coaching. Usually the people who elect to wean off more slowly lack some confidence that they can maintain the changes they’ve made through coaching without regular contact, so pointing out what he’s doing well is extremely beneficial in fostering ongoing independence.


Even though at this time you may be stepping out as a regular fixture in your coachee’s life, you want to help set him up for the future. Here are some ways to help with your coachee’s forward thinking:


• Ask “Where are you going? What’s next? What do you hope for?”


• Discuss what support your coachee will need in pursuing those plans. Who will support her on the job? What does she need from her supervisor to keep her on the right path? Is she ready to ask her supervisor for this?


• Put your coachee’s significant future dates in your calendar and contact him on those dates. For instance, if he has a big meeting in two months or if a project he’s been working on is coming to fruition in the next quarter, create a reminder in your calendar to check in with him before or after that event.


• Because she’ll no longer regularly be reporting to you on the progress of her goals, have her create in her calendar some artificial deadlines by which time she wants to have made certain progress. Rather than you checking on her on those dates, she’ll have a reminder to monitor her own growth and acquisition of goals.


• The final sessions should include a revisiting of the baseline measures that you first recorded when you were creating goals back in step 5. How have the meaningful measurements changed over time during coaching? How much more confident, alive, or efficient has he become? How can he integrate the indicators into his life going forward?


• Discuss tools and strategies she’ll use when future times get tough. List resources she can go to when she gets stuck in certain areas.


• • •


Noticing, learning, celebrating, and forward thinking can all happen in one meeting or over several sessions. Sometimes the four parts of completing the coaching cycle are distinguished from each other. That is, you really have a distinct celebration of what the coachee has accomplished and there is no recap of learning or intention setting at all. Or maybe you have a session devoted strictly to next steps. That’s an entirely valid way to go. Sometimes these four things overlap, and you find yourself bouncing from celebrating to intention setting to celebrating. That’s equally valid. And completion may not happen during the meetings at all. Much like the work of coaching, it can happen between or after sessions. Leave the door open for your coachee to come back to you after your final meeting to share what she couldn’t share at the time.




POINTER


Consider looking to sources outside of the business or coaching world for elegant questions about endings. The work of psychologists, poets and novelists, historians, and others can provide inspiration for a poignant and heartfelt ending. For instance, anthropologist and author Angeles Arrien created these questions to consider at the end of something:


• For what are you grateful?


• How are you stretched?


• How are you inspired?


• What are you going to do as a result?





Some coaches prefer to document completion using a written form. Tools 9-3 and 9-4 show two different approaches to that completion form. Tool 9-3 is the form I use with my clients, and it comprises five open-ended questions—two on learning, two on celebrating, and one on forward thinking. Tool 9-4 is adapted from the work of coach Ben Dooley. It has several more questions, and each one is categorized by which aspect of completion is being covered.


TOOL 9-3


BRIEF COACHING COMPLETION FORM




Coachee instructions: Thank you for being my client. And thank you for recognizing it was time for you to move on, and for making that known. Below are some questions to help us focus our remaining sessions together. Please take some time to think about your answers. If you want to write your responses (and send them to me) before we talk again, that’s great. It’s just as great if you’d prefer simply to look them over now and bring your thoughts to our next session.


1.  What has changed for you as a result of coaching?


2.  What do you want to remember about this coaching? (For example, what were some themes you discovered in our work together? What exercises did you particularly like? What “aha!” moments did you have?)


3.  How do you want to acknowledge yourself and what you’ve contributed to the coaching process?


4.  What is it that you have to say to feel complete (achieve closure) concerning any trouble spots we experienced together?


5.  How should our relationship continue when your coaching is complete?


Source: Full Experience Coaching.





TOOL 9-4


IN-DEPTH COMPLETION FORM




Coachee instructions: All events and relationships have a natural arc—a beginning, middle, and end (and there are no rules for how long each phase must be). Now the arc of our coaching relationship is reaching its end. Completion of coaching means that you’ve grown, shifted, and changed so that the current structure of this relationship isn’t serving you as it once did. You’re ready for something new to enter your life, and the best way to approach it is to allow some time to reflect on what has happened during the coaching process. Reflect with an appreciative eye rather than with judgment or blame.


Please take some time between now and our final session to consider the questions below. There are no right or wrong answers, and none of your responses will be “letting me (or anyone else) down.” These questions will focus your thoughts and intentions. They’ll help you honor and celebrate the journey you’ve taken, acknowledge your successes and failures, and clearly identify where you are right now. Doing all of those things will enable you to remain connected to your values and passions and continue to make powerful, effective advancements toward your goals.


At our final meeting, you’ll have a chance to share all you’ve discovered and to say whatever you need to say to feel complete. Until then, I look forward to celebrating you stepping into a new phase of your life.


1.  Where is the biggest area of your life/work in which you’ve grown?


2.  How can you keep that growth alive for yourself?


3.  How else have you changed (in relationships, personal growth, work, health, and so forth)?


4.  Of what are you most proud?


5.  What did you find scariest during the coaching?


6.  For what do you forgive yourself?


Next Steps


1.  What’s next for you?


2.  What new obstacles are in the way?


3.  In what area do you wish to grow more?


4.  How will you stay connected to and focused on your ongoing growth?


Our Coaching Experience


1.  What has worked in our coaching time together?


2.  What has not worked or what would you like to have seen more of in our sessions?


Options for Continued Maintenance


As you go forward with this new awareness and appreciation of your values, skills, vision, and goals, it may be beneficial to continue working with a coach in a new structure. Here are some options for you to consider:


• Hire a new coach who will work with you on specific new needs and direction.


• Find a new coach for general work. Coaches offer different styles and approaches and can have completely different effects on your growth and learning.


• Continue our work on a check-in basis, either once a month or every two or three months.


• Create a solid noncoaching support structure in your own circle to help keep you focused and accountable.


Celebration


How do you want to celebrate and honor yourself in this ending? For example, do you want to write a letter to yourself, have a glass of wine with your coach, take a walk and reflect on your transition, share your results with your boss, treat yourself to something special?


Source: Adapted from the work of Ben Dooley and used with permission.





The Coach’s Completion


You as a coach may fail to mark the end of one coaching relationship by just moving directly into another. But you have much to learn from each coaching relationship you complete, and drawing a relationship to a thoughtful close will help you continue to be engaged and excited about yourself and your coaching. You need to complete as much as your coachees do.


Just as you had the coachee revisit his baseline measures, this is an ideal time to do a post-coaching assessment of your skills. Go back to Tool 1-1 and see how your answers have changed. Or, consider the following questions:


• What has this coachee taught me?


• How have I changed as a coach?


• Is there something I haven’t said to my coachee?


Create a process and ritual for closing out a coaching relationship. This can be something basic, like taking a deep breath and bringing to mind a picture of the person with whom you’re finishing the coaching cycle then writing a quick note or journal entry about your experience working with her and what it taught you.


The Next Step


Whether closure is unanticipated or planned, dealing with it together and directly is critical for a successful coaching relationship. It is during the closure conversation that learning is cemented, that appreciation is articulated, and that celebration occurs. It is also the occasion for considering whether this relationship should continue and, if so, on what basis. When we don’t take time for closure, we dissipate our energy for future projects by continuing to carry the past with us, and we miss the peace of successful completion.


The previous nine steps have focused on how to coach, but not on the context in which you will provide most of your coaching. The final step will focus on workplace considerations that may affect the coaching.


Applying the Learning




“Great is the art of beginning, but greater is the art of ending.”


—Lazarus Long, fictional character featured in a number of science fiction novels by Robert A. Heinlein





• Is your coaching relationship showing any signs that it might be time to move to completion?


• Are you continuing this coaching relationship because of inertia, comfort, fear of offending your coachee, or any of the other unconstructive reasons discussed in this step?


• What do you want your completion process to include for you and your coachee?


• What are some 10-minute, 30-minute, 60-minute, and half-day activities you can do to celebrate when you and your coachee finish a phase of your coaching relationship or are coming to an end?







  Step 10


Prepare Your Organization for Coaching




Overview


• Types of workplace coaching


• Who needs coaching?


• Who is the best person to provide coaching?


• Building a coaching culture





Most of this book focuses on the process (the how tos) of coaching. This step is about where you’ll likely do most of your coaching—the workplace. So, what does workplace coaching look like? As my own experience shows, workplace coaching takes many different forms:


• At the City of Redwood City, we trained exceptional managers to become coaches through a program in which we paired them with one of their high potential team members who served as their coaching “guinea pig” throughout the four-month program. Additionally, our leadership programs included an element of peer coaching to both develop emerging leaders’ leadership skills and their coaching skills.


• At Weight Watchers, we identified the criteria that the individuals who lead meetings at WW locations had to meet in order to apply to become coaches to their meeting room colleagues. Even those who had already been coaching through prior initiatives needed to reapply. Then we put individuals accepted as coaches through a rigid multiday certification program that culminated with an exam in which they had to demonstrate their coaching skills. Once certified, we monitored coaches’ progress, and re-certified them periodically. Coaches received additional training to support them in coaching field employees through organizational changes. Oh, and we paid them a stipend for their additional coaching responsibilities.


• At NYU and Columbia University Irving Medical Center (CUIMC), we had a three-tier approach to coaching, but at each of these institutions, those three tiers worked somewhat differently:


∘ At both universities, we encouraged managers to regularly coach their employees, not just to assist them in their current roles but to find out what their broader career interests were and to prepare them for future job openings. At NYU, every semester we provided open enrollment training sessions on coaching skills that any manager could take.


∘ At both NYU and CUIMC, we had individuals in our Learning and Organizational Development functions who could serve as coaches for individuals in their internal client groups across the organization. At CUIMC, coaching was provided only to managers, not to individual contributors, and the coaching offered was at three levels: coaching to fill current skill gaps, coaching for success in one’s current role, and coaching for future development.


∘ NYU and CUIMC brought in external executive coaches for the most senior leaders with coaching needs.


Types of Workplace Coaching


Coaching in the workplace can be formal or informal, high or low-cost, part of an existing program or standalone. It can be provided to senior executives, managers, individual contributors, or all three; by the coachee’s direct supervisor or peer, or by an internal or an external coach. Coaching is just one form of development and needs to be part of an organization’s broader learning culture. Let’s look at each of these considerations in more detail.


Formal or Informal


Formal coaching is when an employee contracts with an internal or an external coach, usually to achieve a specific goal or for a specific time period. This is a relationship formed for the express purposes of coaching, and that relationship needs to be defined. So, even if you are the coachee’s manager, you would be doing the contracting that is part of step 2 to define how you will work together as coach and coachee, as opposed to direct report and supervisor. You might decide to undertake a formal coaching process when your organization wants to be able to measure the success of your coaching; when your organization leans towards more formal, structured programs; or when you’re just more comfortable doing coaching in a planned, formal context.


Coaching can also be a component of other formal programs like leadership development, 360-degree feedback or performance management initiatives, onboarding, or the roll-out of new products, services, or processes. For instance, in a six-month program for high-potential leaders at Redwood City, participants worked with three coaches: One debriefed their 360 results, a presentation coach worked with them before they delivered their culminating presentation to all department heads during the program’s graduation, and a peer coach from within the cohort worked with them on their goals throughout the program. Or consider: At a retail organization where I was consulting, high-performing employees were trained as peer coaches to guide their colleagues through a change initiative, resulting in a new way of greeting customers and responding to their concerns.


Informal coaching happens spontaneously and without a larger context. Independent L&OD consultant Kathryn Zukof explains, “Coaching happens in conversations. Hopefully, people in organizations are having coaching conversations every day.” These conversations can be between an employee and her manager, or peer-to-peer. They can take the form of a group debrief after a project milestone, of an existing employee coaching a new employee through their first ninety days, or of a manager providing on-the-spot coaching to an employee to support skill development or to correct mistakes.


For someone who wants to develop her coaching skills in an environment where there is no formal coaching program in place, I would suggest some informal “stealth coaching.” Think about the number of meetings you attend per day; the number of phone calls you make, emails you send, performance or project reviews you facilitate; or the number of casual conversations you have. In any of those instances, you can be coach-like and make a positive difference for someone even without a formal coaching structure to support you. You can use your listening skills to hear someone’s state of mind, you can use your ability to give feedback, or you may ask a question that opens someone’s mind to new possibilities.


High or Low Cost


Formal coaching can be costly. It may involve external coaches charging high hourly rates. It could include using assessments or instruments that have a high per-person cost. And it can be costly in terms of time. Informal coaching—coaching that happens on the spot and can be facilitated by anyone in the organization—need not be expensive. In additional to the ad-hoc coaching conversations that constitute informal coaching, creative low-cost opportunities to bring informal coaching to the workplace abound, including those listed in Tool 10-1.


TOOL 10-1


LOW-COST INFORMAL COACHING OPPORTUNITIES




• Executive roundtables—Bring senior leaders together once a month, or once a quarter, for a facilitated breakfast where the only topic is, “What is keeping you up at night?” While you wouldn’t necessarily want to call this “group coaching,” that’s in essence what it is, as you would likely wish to set up the confidentiality, accountability, and opportunity to find their own answers that coaching provides.


• Executives as coaches—Have each person on your executive team coach junior managers at all times.


• Monthly goal-setting support groups—Set up calls or gatherings where individuals state and report on progress toward their goals. Or, schedule daily intention-setting calls either at the end of each day or first thing each morning. Again, this is a format of group coaching in which aspects of a defined relationship would apply. Do ask participants to make a commitment of some timeframe; otherwise, these groups and calls tend to peter out as conflicting priorities arise.


• Coaching circles—Maintain a shareable database of individuals in the organization who want to both receive coaching and are willing to coach others. Have high-functioning divisions or departments adopt and coach divisions that are struggling.


• Trained project teams—At the start of each project, equip project team members with coaching strategies and methods so they can coach each other as situations arise as they work together. At the end of each project, or at key milestones, have them use their coaching skills to conduct after-action reviews.


• Upward feedback—Collect and disseminate input on managerial effectiveness from subordinates on a quarterly basis. Make acting on the feedback part of how managers are evaluated.


• Coaching for transitions—Assign an internal coach to every newly promoted employee no matter the level.


• Coaching resources—Widely distribute coaching articles, videos, or pointers. Publish a monthly coaching blog.





Even formal coaching can be secured at a lower cost. You can use internal coaches (we’ll talk more about this later in this step), coaches enrolled in a local coaching certification program, or pro bono coaches (if you work at a nonprofit). Your union or employee assistance program (EAP) may also provide coaching resources. You can also explore creative approaches like a coaching exchange with another organization—your internal resources coach some of their employees and they do the same for yours—or bartering with an external coach for office space, products you produce, or services you offer, like website design or marketing. When your company can’t afford to provide formal one-on-one coaching, you can also create a clearinghouse of external coaching resources that are available to your employees to engage directly at full, or a negotiated lower, cost.




POINTER


Some organizations make coaching available only to managers and executives. In fact, the majority of coaching in recent years has been used to provide leadership development (Sherpa Coaching). Oftentimes, this decision is made because the organization has limited coaching resources or budgets. This decision makes sense. Developing leaders has a ripple effect throughout the organization that training an individual contributor does not. Not only does responsibility for a more and more complex set of projects and goals fall on organizational leaders, but part of a leader’s role is to develop others.


Kathryn Zukof suggests that “An organization needs to make decisions about how to allocate their limited developmental resources across the different forms of development that can occur. This may mean funding external coaching for those individuals who have significant potential to move into leadership roles or other highly influential roles in the future while using more informal, less expensive modes of coaching for others in the organization.”





Who Provides Coaching?


While this book assumes that you are the person doing the coaching, let’s take a moment, while we are talking about the dynamics of workplace coaching, to consider whether you are actually the right person to do so. Tool 10-2 presents the pros and cons when coaching is provided by the coachee’s direct supervisor, by a peer, by someone else internal to the organization, or by an external coach.


TOOL 10-2


PROS AND CONS OF DIFFERENT COACHES








	Who Is Doing the Coaching?

	Pros

	Cons






	The coachee’s direct supervisor

	• Is familiar with the coachee’s actual job performance


• Can give feedback based on on-the-job observation


• Deepens relationship with team member being coached


	

• Boundaries can become blurred


• Coach who is also the boss has an agenda or desired result for the coaching (therefore may be less open to the coachee’s own answers)


• Often should be managing performance, not coaching


• Coachee may not feel comfortable providing constructive feedback on the coaching


• Can harm relationships with team members who are not being coached and who feel left out







	The coachee’s peer

	

• Develops collaborative and positive working relationships with fellow employees


• Can give more bang for the buck when two employees coach each other


• Highly customizable


• Expands base of coaching skills in an organization seeking to promote a coaching culture


	

• Requires administrative support (such as matching peer coach pairs and monitoring progress)


• Variety in coaching ability


• Often requires training for peer coaches


• Uneven commitment levels


• More disruption in coaching due to day-to-day work demands







	A coach internal to the organization

	• Is familiar with organizational culture and dynamics


• Has internal credibility


• Can use organizational knowledge and network to more effectively meet coachees’ needs


• Will be present when needed when coaching is a regular part of onboarding or employee development programs


	

• Confidentiality can be a risk


• Often internal coaches lack the capacity to take on additional coaching clients, unless coaching is their primary role in the organization







	A coach external to the organization

	

• Often perceived as being more objective and able to provide a bigger picture perspective


• Has external credibility


• May bring in expertise and tools currently lacking in the organization


	

• More costly


• Might not be available after coaching is complete to monitor ongoing progress


• Coachee may feel less accountable to an external provider











Direct Supervisor


The most important consideration when thinking about whether a direct supervisor should be the coach is whether the relationship can be honest and open. Is the supervisor coach going to accept whatever solutions the coachee creates for himself? Is the coachee going to be comfortable asking the supervisor coach for what he needs and wants?


If you coach someone who reports to you, your return on investment may be higher—just as, when you increase the performance of someone on your team, you and the rest of your team will benefit. Plus, it’s part of your job as a supervisor to nurture the growth and development of your direct reports. You’ll build trust and deepen your relationship with someone with whom you work on a daily basis, and that will improve your overall work atmosphere.


At the same time, it can be hard to step out of the role of someone’s boss to support them as a coach. As I mentioned in step 1, coaches shouldn’t have an agenda for their coachees. If you’re the coachee’s direct supervisor, it can be more difficult for you to give up expectations of your employee while you’re working together as coach and coachee. As coach to your own direct report, you’ll also need to give the coachee explicit permission to give you feedback on your coaching; to tell you at any time if something is not working or if he wants to stop the coaching. You have to assure the coachee that constructive feedback will be just that, and that there will be no ramifications in other aspects of your relationship as a result of any feedback the coachee provides to you. Of course, this can’t be empty rhetoric. This permission has to be real. Give each other permission to point out when one person isn’t sticking to his or her coach or coachee role.


In addition, when you’re coaching one or a few employees, especially from your own unit, there will be others who notice the attention you’re paying to the coachees. They may become curious, envious, or resentful. When people don’t know what’s going on, they fill the gap in information with their own worst fears or most negative assumptions. You’ll want to address this matter before it produces problems in the workplace (of course, with the coachees’ permission and without revealing any confidential information gathered in the coaching sessions).


The way you handle it may be as simple as a brief mention at a weekly staff meeting. It might sound something like this: “I want to let you all know that Rebecca and I are going to be working together as coach and coachee in the coming months. That’s why you may see us in my office with the door closed or going out for coffee. I’ve been working on developing my coaching tools, and I’m happy to work with any of you who have an interest in growing and developing in a particular area.”


Or perhaps you feel a formal description of the coaching program would be more appropriate. Tool 10-3 is such a description. Caryn Siegel, of CJS Consulting, and I created this sample description for managers enrolled in a coaching workshop. Each manager went through the program with one of his or her direct reports, and we thought the managers might need some help preemptively explaining their new relationship to the rest of their team members. The sample describes the coaching program, why the coachee was chosen, and what the impact of their involvement might be on the team. We advised each manager-coach to share the information with her or his entire staff.


TOOL 10-3


“CHEAT SHEET” FOR MANAGERS IN A COACHING PROGRAM




What Is the Coaching Program?


This series of six half-day workshops aims to improve the coaching skills of eight managers from the organization. Between workshops, the managers apply the coaching skills they’ve learned in one-on-one sessions with a pre-identified coachee, usually someone who actually reports to the manager on the job.


Why Is the Organization Offering This Coaching Program?


With budgets tight, the type of development that makes sense for us to invest in is development that happens on the job and is customized for the participating employee. Our coaching program is a successful example of such an investment, providing individualized development planning for employees and skills to equip managers to help employees accomplish their goals. Other outcomes for the organization include:


• decentralizing the responsibility for developing our folks


• managers with coaching abilities preventing some of the personnel issues that often find their way to HR


• strengthening the participating manager–employee pairs


• increasing productivity and morale among participating employees because they feel valued by the organization.


How Were the Participants Selected?


HR and department heads nominated manager–employee pairs to participate in the program. They were looking for pairs in which the manager has the potential to become a great coach and is very strong in other areas of management, and the employee is at a transition point in his or her career or has a goal he or she wishes to achieve. Because these sessions are for coaching rather than discipline, employees have good performance records.


Once nominated, managers and employees were told about the program. If they both left those discussions committed to participating in the program, they were accepted as one of the eight pairs.


How Can I Participate in This Program?


The coaching program will be offered again in the second quarter. If you want to participate, contact your supervisor or department head. If you meet the criteria listed below, if you have the time available, and if an appropriate partner can be found, you may be able to take part in the program. If you missed this opportunity, here are a few things you can do to be considered for the next similar opportunity:


• Tell your supervisor that this sort of opportunity is of interest to you.


• Watch the monthly employee newsletter for information about this and similar programs, including our organization-wide mentoring program that will launch a new cohort in September.


• Let HR know if you are looking for a professional coach or for a person to coach.


What Criteria Were Used to Select the Coachees in This Program?


We believe that coaching employees who are performing well will bring them to a level that will have a great impact on the organization. Therefore, we sought employees who:


• were at a transition point in their careers or were considering a position of increased responsibility in the organization


• had received positive performance reviews for a two-year period prior to participation


• had an excellent attendance record


• were recommended by a supervisor, department head, or HR specialist.


What Will Be the Impact on Your Team?


Although there may be short-term inconveniences caused by having your colleagues (manager and employee) involved in workshops and coaching sessions, you all stand to benefit from this investment in these ways:


• The job responsibilities of other team members may increase while these two people participate in the program. It’s an opportunity for cross-training.


• The manager (coach) has other direct reports who will benefit when the manager increases his or her ability to develop others in a customized and effective manner.


Source: Caryn Siegel and Sophie Oberstein, Redwood City coaching program.





Peer Coaching


Peer coaching is an interactive, collaborative process that is the “wave of the future,” according to leadership expert Marshall Goldsmith. It’s a low-cost, high-impact, customizable development tool that provides mutual learning for both colleagues—the one providing the coaching and the one being coached. Peer coaches listen, support, encourage, provide new perspectives, and offer accountability.


It’s common when training new supervisors to hear how hard it is to supervise people who used to be one’s peers. It can be awkward and uncomfortable to delegate tasks to people who used to be at your same level, or to evaluate the performance of someone who used to be your peer. A similar thing happens when you are coaching someone who is your teammate or who may have more experience than you do. What can you do in those situations?


• Be confident—Remember you were selected to coach because you have the skills and characteristics that make you effective. You have value to add.


• Define the relationship—“I love working with you, but today I’m here as your coach. I’ve been asked to share my observations about your meetings and help you come up with a plan to improve in the areas that might need tweaking. How will that work for you?” or “For the next hour, I’m going to be your coach. After that, I go right back to being your colleague. Is there anything we need to say to each other to make that work?”


• Add value—Show your colleague how much you have to offer by providing excellent feedback and asking excellent questions.


• Get an endorsement—Enlist the help of the manager or requester who asked you to coach this person. Let them establish your credibility and their desire for the two of you to work together.


Internal or External


Besides a direct supervisor or peer, additional internal coaching resources might be HR business partners, talent management professionals, or individual contributors or supervisors from elsewhere in the organization who have been certified and trained as coaches. These resources embrace the pros of internal coaches familiar with the organization, and of external coaches with a perspective outside of the coachee’s daily routine.


If your organization is going to create a coaching program using internal resources, there are several questions you need to consider. How will coaches be chosen and trained? How will you ensure the quality of the internal coaches? What is the process to remain a coach in good standing? What role does the coach’s boss play? What ongoing support will internal coaches need? These are the kinds of questions answered for an organization where we introduced a national coaching program. (Tool 10-7, at the end of this step, offers an abbreviated and adapted version of the Coach Handbook I provided to address these issues.)


When you coach someone from another department, you can offer some insight from an outsider’s perspective that might not be evident to someone immersed in the situation at hand. Sometimes there is a perceived (or real) notion that the coachee can be more honest with a coach from outside her immediate area, with its politics and intricacies. However, it may take longer to build trust and establish credibility with someone you don’t know than it would with someone you work with. Be sure to let each other ask those “dumb” questions that people who know the technical aspects of each other’s work wouldn’t need to ask. When you do build that trust and credibility, new bridges often are created between departments.


Moving even further from the coachee’s immediate environment is the coach who is not only external to the coachee’s department but also to the organization. When would you use an external resource? “External coaches work with lots of organizations,” explains co-founder of Dillon Marcus, Evan Marcus. “This means that they can avail themselves of a lot of different ideas. They can then share best practices when they are coaching in your organization.”


Some people feel more comfortable talking to an outsider, especially as it relates to confidentiality. This is especially true at higher levels in organizations. Marcus continues, “There simply is no one internal for someone on the executive level to talk to. You can’t have a head of HR who reports to the COO coaching him or her. An executive is going to have sensitive issues she needs help with that she wouldn’t be comfortable talking about with someone with whom she regularly works.”


Marcus’ observation is reinforced by Daniel Boockvar, managing partner at Mayer Experiential Ventures, who says, “Executives need a safe space to say things they’d never say to anyone else, to ask stupid questions and to show their anxieties. A coach creates that safe space and allows them to open up.”




POINTER


You can use the same tips to vet an external coach for your organization that you used in step 1 to evaluate a potential coach for yourself.





Building a Coaching Culture


I once had a terrible job. I was doing boring work that I didn’t care much about in an environment that resembled a dysfunctional family. Salespeople routinely yelled at recruiters, stole each other’s clients, and made the administrators cry. At the time I wanted to be a trainer, but clearly this was not an environment that fostered learning and development. So I created opportunities for myself. I wrote a training manual for anyone new to my position (with the turnover we had, it came in handy). I offered to lead staff meetings and to train new employees. I created and facilitated team training for salespeople and recruiters to work more effectively together. And I wrote a training column for the company’s national newsletter. In short, I found ways to develop the training skills I was seeking and to add training experiences to my resume.


Similarly, if you wish to coach and are in an organization that doesn’t support your efforts, you can create opportunities to do at least a little bit of it: You can use your listening skill to hear someone’s state of mind, you can use your ability to give feedback, or you may ask a question that opens someone’s mind to new possibilities. You can still make a difference in people’s lives through coaching, but clearly doing that in an environment with a coaching culture will be more fun, more rewarding, and, ultimately, more productive.


Are you in an organization with a strong and supportive coaching culture? Tool 10-4 will help you identify whether your organization embraces coaching or might be willing to embrace it.


TOOL 10-4


HOW’S YOUR COACHING CULTURE?




Coach instructions: Review the list of questions and place a checkmark to the left of any to which you would answer “yes.”






	Check If Yes

	At Your Organization …






	 

	

1.  Does the organization believe in continual learning and change versus maintaining the status quo?







	 

	2.  Is professional development highly regarded by individuals at all organizational levels? That is, do leaders and individual contributors alike recognize the importance of ongoing development, make time for it, and have good experiences when they do?







	 

	

3.  Does the organization invest in the professional development of its employees? Are L&D initiatives well funded and well publicized? Do employees have access to ongoing developmental activities?







	 

	4.  Do new and existing managers and leaders believe that developing others is part of their job responsibility?







	 

	5.  Does senior management seem aware of the benefits of coaching?







	 

	6.  Do senior leaders receive coaching?







	 

	7.  Do senior leaders formally or informally coach others?







	 

	8.  Are the results of developmental efforts in the organization broadly communicated? Are positive results of coaching measured and reported?







	 

	9.  Are there formal coaching programs in place?







	 

	10. Is coaching a regular part of onboarding new employees or helping a promoted employee transition to his new role?







	 

	11. Is regular informal coaching of one’s direct reports expected?







	 

	12. Are courses on coaching available to all (qualified) employees? Are coaching refresher courses offered to keep coaching skills sharp? Is coach training part of all management and leadership development programs?







	 

	13. Are coaching and feedback models in the workplace in alignment (as opposed to multiple models being used, with new ones introduced sporadically and without regard for those that came before)?







	 

	14. Are people at all levels rewarded or recognized for giving feedback or are coaching conversations happening across all organizational levels?







	 

	15. Is the organization accepting of mistakes and of learning from mistakes?







	 

	16. Could the workplace be described as collaborative, not competitive?







	 

	17. Is the workplace a trusting environment? Does the culture promote openness, confrontations, honesty, and dialogue, or is it best to withhold information?







	 

	18. Do employees know what is expected of them and how they measure up to those expectations?







	 

	19. Do employees and supervisors establish performance and developmental goals?







	 

	20. Is there accountability? Are there consequences when individuals meet—or don’t meet—their goals or expectations?








Interpreting your results:


Items 1-4: If you checked these items off, your organization seems to embrace the growth and development of its employees, which is an important prerequisite to their embracing coaching as one method of development. If you did not check them off, your organization has less of a learning culture. You can, of course, still coach in an organization that does not have a learning culture, but you probably want to work simultaneously on raising the profile of your learning function.


Items 5-8: If you checked these items off, you are in a good position, as your senior leaders are champions of coaching in the workplace. Their commitment is sure to trickle down to others so that workplace coaching becomes a popular and accepted tool. If you did not check them off, you might consider launching a campaign that shares the positive benefits and results of coaching with senior leadership. Remember tool I-1—coaching benefits. You may want to use it to help senior management understand coaching’s merits. An organization is motivated by results. Use the improved performance of the individuals you have coached to justify the coaching process.


Items 9-14: If you checked these items off, congratulations! You have a culture in which coaching is present and used. If you didn’t check off these items, read on.


Items 15-17: If you checked these off, you work in a workplace culture that is positive overall. It’s an organization where people feel cared for and safe to try new things and to learn in the process. If you did not check off these boxes, your coaching in these organizations will be very different than coaching in a more trusting and risk friendly organization can be; you will have to work harder to gain the coachee’s trust and to engender honesty. And you may have trouble thinking bigger for your coachee when you know the constraints under which he works. You might even have to do your coaching outside of the workplace, as this environment probably isn’t one that supports growth and development.


Items 18-20: If you checked these off, there seems to be a strong aspect of accountability in your organization. For those who didn’t put check marks here, it’s not that you can’t coach someone in an environment where there is little accountability, but that it will be harder for you to get the coachee to follow-through or to appreciate the value of following-through. Step 8 can help with accountability in a coaching relationship.





As Tool 10-4 indicates, building a coaching culture requires first an overall workplace culture that is trusting, supports risks, and promotes accountability. Then, you need that workplace culture to make learning and development a valuable asset to the organization; coaching will be just one component in this learning culture. Finally, coaching itself needs champions at the highest organizational levels.


Kathryn Zukof puts all of these factors together when she suggests that “the best way to create a coaching culture is to convey to managers that developing their employees is the expectation—it’s their job. Hold them accountable for the successful performance of their employees and their growth. Organizations should evaluate managers based on these results—are they grooming employees to be successful in their current roles and to meet the future needs of the organization? If so, then the organization can position coaching as a tool to help them meet that expectation.”


To build a coaching culture, you need to promote its benefits—both theoretical and actual. As examples and data from early successes with coaching circulate around the organization, momentum builds. Aaron Vieira, senior director of Talent & Organization Development at Columbia University Irving Medical Center, gives this example: “There are multiple steps to developing a coaching culture. It usually starts with the introduction of high-quality external coaching for executives. Assuming the outcomes from those engagements are positive, that helps demonstrate the value of coaching to leadership. Talent leaders can then create the business case for building internal coaching capacity, using equally skilled internal coaches to provide coaching for leaders and managers across the organization. This further increases awareness about coaching and its potential to help others. Eventually, it is important to engage the learning and development team to design coaching programs to equip managers to coach their employees. Once coaching becomes a well understood and practiced management style, then coaching starts to become more informal. Managers begin providing ‘spot coaching’ to employees more often, and employees begin to adopt the same approach with their colleagues. Building a coaching culture is a long-term endeavor. It truly needs to be a multiyear process, because it takes time to hardwire this mindset and these skills in any culture.”


This top-down model is extremely effective, but you don’t have to wait for this trickle-down to happen before embarking on some informal coaching initiatives, like those listed in Tool 10-1. Informal coaching will surely benefit some individuals in the meantime; they just won’t create an entire organizational culture.


Coaching and Feedback Alignment


Before implementing a coaching program at one international company, my team and I did an audit to find out what other coaching initiatives were in use globally. Our results were surprising: More than 35 different coaching models existed across the organization. And, while many of these models were in completely different departments or geographies, in some areas they’d been introduced to two to four coaching models over as many years. In those areas, coaching programs and coaching models were regarded as just another “flavor of the month.”


At another organization, managers who came to open enrollment trainings offered by the same training department were introduced to three different feedback models (by the three different trainers who created the courses at that organization). Program evaluations indicated that this was confusing—and frustrating—for participants.


Does this resemble your organization (or one you’ve worked for before)? Are coaching and feedback models in the workplace in alignment? Or are multiple models being used, and are new ones introduced sporadically and without regard for those that came before)? Think back to your response to question 13 on Tool 10-4. This is a question worth considering.


When an organization approaches coaching and feedback in a uniform way, a common vocabulary is possible. If everyone is using Sir John Whitmore’s four-step G-R-O-W model, for example, then everyone will approach problems in the same way: Goal, Reality, Options, Way Forward. It allows for a shorthand when talking with each other about how to respond to a challenge, like, “Are we considering options too quickly here, before we’ve fully explored the realities of this situation?” Similarly, if the organization has committed to the F-A-S-T approach to feedback (Frequent, Accurate, Specific, and Timely), you can make some assumptions that employees throughout the organization are getting the same quantity and quality of feedback.


Getting to a consistent model for coaching and feedback in an organization can be difficult. People who invested in prior coaching programs—either financially or by writing them themselves—remain invested in them. People for whom one model has worked are understandably resistant to switching to a new one. I’ve personally resolved this in two ways:


• At one organization, each of us in talent management put the steps from our preferred models on different colored sticky notes. We then posted them in vertical columns on the wall. From there, we looked for overlap so that we could remove any duplicates, and for places where steps could be merged with, or subsumed by, a step in someone else’s model. What we were left with was a unified, consolidated model that we could introduce to participants in our programs. Figure 10-1 shows how that looked when we did it to merge our various models of giving feedback into one common approach that worked for our organization.


• At Weight Watchers, I created the coaching model that I’ve used for the past few decades. The beauty of it is that instead of being a step-by-step approach that competes with other models that may have come before it, it is based on some very broad principles about how people make changes in their lives. A model like mine is flexible enough that any step-by-step processes that others in the organization may embrace can still be mapped to it. Example 10-3 is the coaching model I’ve used ever since my time at Weight Watchers, regardless of whether I’ve used it by itself, or in concert with other coaching models my coachees may have seen and used.


FIGURE 10-1


USING STICKY NOTES TO REACH FEEDBACK MODEL ALIGNMENT


[image: ]


The trick is, if you’re going to introduce any new coaching or feedback model to an organization, you need to help people map the new one back to whatever models they have already been exposed to. That way, you’re not asking them to throw out how they used to do things and do something totally alien to them. And you’re also helping them to see how numerous seemingly disparate models and components fit together. Don’t leave people flailing to make these connections themselves. Here’s how that mapping might look in a theoretical situation (Tool 10-5), if I were introducing the Seven Cs Coaching Map from Virginia Bianco-Mathis and Lisa Nabors’ Everyday Coaching in a workplace where the model currently in use was Nadine Greiner’s four-step executive coaching model of Assessment, Goals, Implementation, and Review from The Art of Executive Coaching.


TOOL 10-5


MAPPING COACHING MODELS
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That’s it—just make a map so that people understand that coaching is considered and thoughtful, not haphazard and here today, gone tomorrow.


EXAMPLE 10-3


COACHING MODEL FROM FULL EXPERIENCE COACHING




People Have Their Own Best Answers


People know the answer that will work best for them. For example, what works for one person to lose weight and keep it off—portion control, exercise, a low-fat diet—may not be what works for others. People need to come to their own best way of doing things.


While people have the answers they need inside of them, sometimes the answers are buried pretty deep, covered with a lot of clutter like self-doubt, hectic schedules, prior experiences, and so on. It is the coach’s job to help people realize they are capable of solving their own challenges and then to help them remove the clutter to access the answers they have inside them through questioning, mirroring, active listening, or other techniques.


When coaches or trainers provide all of the answers, participants learn how to rely on them, not how to figure things out for themselves.


People Do What Is Most Aligned With Their Values


People are going to take action when they know that their action will lead to something that is important to them. For example, if a coach is working with an employee on properly filling out expense reports the first time, if she can link filling out the reports to something that matters to the coachee, his odds of success are far greater. Maybe what’s important to him is being a good team member and not causing extra work for other individuals in the organization. If that’s the case, the coach can show him that when he fills these reports out incorrectly, it requires other employees’ extra time to track them down to make the necessary corrections. If what’s important to him is having cash on hand for family trips or needed home repairs, the coach can start by asking him about what he would spend his money on if he had it and then remind him how much faster he could have it when he takes some time initially to properly submit his expenses.


When people do things that do not align with what they value—or what they feel is important—there is discord, low energy, and usually little success. Coaches can help people to articulate what it is that is important to them and how the actions they are taking are in line with—or not in line with—those values.


People Need to Be Helped to Notice


Much of the work of a coach is in helping coachees become more aware: aware of how they are doing at something, aware of the impact their actions have on others, or aware of how they are feeling while they are doing something. It seems strange to say that people need to be taught how to experience what is actually happening, but in our society, we often don’t have time to stop and reflect, so this is a skill that people need to be reminded of. A coach can be a kind of mirror to reflect what the coachee is doing and how people are reacting to it. She can help a coachee identify moments of fear or unease so that he can employ the right strategies for dealing with these emotional reactions. Or she can help a coachee identify when nay-saying voices in his head are keeping him from doing something well—or at all.


People Will Grow Within a Defined Relationship


Why do people develop best in a defined relationship? Because they know what is expected of them. Because there is safety when there is a “container” for their relationship. Your coachees will be more willing to explore and take risks when they know the parameters and expectations of your work together. Even something as simple as starting out an informal coaching discussion by asking, “How can I help you as a coach today?” or “What kind of support do you want today?” helps build that container.


People Will Grow Within an Accountable Relationship


People make positive changes when they are being held accountable for those changes. Instructors at the Coaches Training Institute in San Raphael, California, say “Without accountability, coaching is just a nice conversation.” Yes, you want to help people to find their own answers, align their goals with their values, and help them to be more aware, but without the element of accountability—of holding them responsible for doing something—you have done little more than getting them to think during a very fulfilling conversation.





Measuring Coaching Success


Sharing the successful results of your coaching program will go a long way toward getting buy-in and creating a coaching culture. But how do you measure the results of coaching when they are often so personal and subjective? How do you communicate the positive results coaching has had on an entire organization?


According to the most recent annual coaching survey from Sherpa Coaching, the most prevalent tool to measure coaching results currently is a 360-feedback instrument administered before and after a coaching engagement. Yet, as coaching has evolved, organizations want to balance these individual results with results that can point to organizational impact. And they’d like to see these results in less anecdotal and more concrete and quantifiable forms. Pre- and post-assessments aren’t going far enough in demonstrating how new skills are being applied in the workplace. Tool 10-6 outlines some additional methods of measuring and reporting on the success of coaching.


“It’s hard to quantify the results of coaching in a classic KPI (key performance indicator) world,” says Boockvar. “Sure, you can measure coaching’s success on an individual level with pre- and post-measurements, but on a macro level, it’s a challenge. One place I would look is at the engagement surveys in my organization. Have the percentage of people who are looking for other jobs dropped, and the percentage of those who would refer our company to a friend increased? I would expect scores in these areas to improve by offering robust developmental opportunities, especially coaching, which provides a safe space for growth and learning.”


TOOL 10-6


MEASURING THE ReSULTS OF COACHING




• Record trends in individuals’ progress towards measurable individual goals.


• Track progress on organizational measures, which involves knowing which measures matter to the organization and collecting baseline data. For example, track things like percentage of those who are promoted who were coached; turnover rates on teams with managers who have, or haven’t, been coached; number of those leaving the organization who have, or haven’t been coached, and so on.


• Publish coaching success stories in a company newsletter.


• Host a panel where individuals who have been part of coaching pairs share what they got out of it.


• Add questions related to coaching to your regular engagement or satisfaction surveys, such as “How much of your satisfaction comes from the developmental opportunities you are offered and what are these opportunities?” Or, “How often do you get feedback and how often does that feedback improve your performance?” Yes, this data is about perceptions, but when perceptions are shown to change over time, it can be quite telling, especially about an organization’s culture.


• Survey coachees and coachees’ supervisors after coaching, or at regular intervals, to determine how much of what they took from the coaching experience they are applying on the job.


• Conduct interviews and observations on the job after coaching.


• Work with individuals from accounting or finance to identify all related costs and financial impact.


• Share coaching stats with senior leadership team and organizationally, including the number of people in the organization trained as coaches, and the number of coaching hours used, in both absolute terms and as a percentage of overall development hours.


• Have a web page for coaching in your organization that includes testimonials and results.





Your Coaching Journey Begins


While these 10 steps to successful coaching apply to coaching that takes place anywhere on any topic, coaching in the workplace presents its own unique considerations and challenges. Workplace coaching is a customized form of organizational and professional development that employees are now seeking and benefiting greatly from. But, in this environment, it’s important to make sure coaching is being done by the right people, for the right reasons, and producing the right results. It can be daunting to take on coaching in the workplace—but also exciting.


Applying the Learning




“An organization’s ability to learn, and translate that learning into action rapidly, is the ultimate competitive advantage.”


—Jack Welch, Former CEO of General Electric





• How will you determine whether a mentor, or an internal versus external, or supervisor versus peer coach would be best in a given situation? Have you weighed the pros and cons described in Tool 10-2?


• How ready is your organization to embrace workplace coaching? What items from Tool 10-4 are most important for you to work on? What is an action you can take today in those areas to help garner support for coaching relationships where you work?


• If you are creating a formal coaching program using internal coaching resources, have you spelled out the specifics of that program, as in Tool 10-7 below?


• Are there creative, low-cost ways, like those listed in Tool 10-1, for you to bring informal or formal coaching to your workplace right away?


• How and with whom will you share the results of coaching?


• What coaching and feedback models will you use? Do they already exist in your organization, or can they seamlessly complement what already exists?


TOOL 10-7


SAMPLE INTERNAL COACH HANDBOOK (ABBREVIATED AND ADAPTED)




Congratulations on Becoming a Coach!


Thank you for contributing your talents and time as a coach to your fellow service providers. Our organization relies on its pool of talented, dedicated coaches to help their colleagues provide the high-quality programs and services that we are proud to offer to our customers.


Coaching benefits the organization in many ways. We transfer valuable skills and knowledge from one service provider to another. We spread our organizational values and culture. We foster a collaborative environment. We help new employees feel connected and less overwhelmed, and we help all employees experience greater success. And all of these contributions improve the experience for our customers.


Being a coach can be a valuable and enjoyable experience: It’s a chance to build your leadership and communication skills. It’s a learning opportunity for you as you listen to your coachee’s questions, insights, and observations. It’s a way to leave a “legacy” of your knowledge and experience in the organization. It’s the opportunity to reflect on your own strengths and experiences. I hope that you will experience all of these benefits of coaching—and many more.


This handbook is only one of the resources available to you as a coach. The talent management team is always available to support you. A coach group on our intranet will allow you to share your tips, challenges, and questions with a supportive community of your peers. You should never feel you are on your own while coaching—help is just an “ask” away.


Thank you for your work on behalf of our organization and enjoy!


Your Senior Organizational Leader


How Are Coaches Chosen?


The following selection criteria have been created to help field supervisors select candidates to become coaches:


• possesses coaching competencies described later in this handbook


• exceptional customer service skills


• has two to four hours available per week to coach


• works a minimum of 30 hours per week


• passes initial coach certification program.


Field supervisors should interview or observe individuals they are considering using as coaches to ensure they are a good fit with this criteria.


Any employee who meets these criteria can be recommended as a coach, regardless of how long they have been working here.


The field supervisor must send the names of those individuals she’d like to send to coach certification to the talent management team, along with their resumes and rationale for selecting them. Please be sure to include their top three customer service skills and top three coaching competencies (list provided).


What Is the Process to Become a Coach?


Once a potential coach is selected by their field supervisor, they will participate in a certification program comprised of:


• online pre-work and passing a quiz at the conclusion of the pre-work


• attending an instructor led certification program—offered remotely or in-person


• completing—and passing—an assessment call.


What Is the Process to Remain a Coach?


To remain a coach on an on-going basis, one must:


• Remain available to coach two to four hours per week.


• Maintain satisfactory scores on coachee feedback forms.


• Maintain a record of coachee performance improvement.


• Attend biannual recertification training.


What Is the Role of the Field Supervisor?


• Select coaches using the criteria in the “How Are Coaches Chosen” section.


• Match coaches and service providers who need coaching.


• Periodically observe the coach and provide feedback on their coaching.


• When possible, let the coach know how the service providers they have coached are faring after coaching has ended.


• Serve as a sounding board; provide guidance as requested.


How Does Coaching Differ From Performance Management?


It is important that coaches and field supervisors have a clear understanding of where the role of coach ends, and what is the sole responsibility of the field supervisor. Primarily, this distinction is about differentiating coaching, which both coaches and supervisors can do, from performance management, which is the role of the supervisor. This chart summarizes the distinction and should be used as the basis of a conversation between a new coach and their field supervisor:






	Field Supervisor

	Coach






	Manager of the team—coaches service providers and coaches

	Coaches service providers






	Provide consistent and ongoing feedback as needed

	Must adhere to maximum allowable coaching hours






	Some feedback may involve consequences that may impact a service provider’s employment (or future employment)

	Provides positive and developmental feedback in coordination with the field supervisor






	Both: Provide coaching for new and existing service providers for the purpose of improving customer service or team performance.







Coaches provide skill development at the discretion of the field supervisor. Only the field supervisor is having conversations about the service provider’s performance and only the supervisor is making decisions about the service provider’s employment—hiring, staffing, development, scheduling, termination—in relation to that performance.


What Is the Role of the Talent Management Team in the Coaching Program?


• Certify new coaches.


• Periodically observe coaches and provide feedback.


• Provide biannual recertification training.


• Provide periodic informational and networking conference calls and webinars for coaches.


• Provide electronic survey tool for coachees.


• Continually evaluate the effectiveness of the coaching program and of the coaches themselves.


• Provide and edit content of coach resources page on intranet.


• Provide some organizational opportunities for recognition of coaches.


• Maintain roster of coaches, including certification, recertification, and evaluation dates.


How Do Leader Coaches Get Paid?


When coaching during your scheduled hours, you do not need to complete any paperwork. When coaching outside of your regularly scheduled hours, fill out a miscellaneous time sheet using the coaching pay code. Please obtain your field supervisor’s permission if you are scheduling coaching outside of your scheduled work hours in excess of four hours in a given week.


Mileage to coaching sites will be paid according to established human resources policy.


What Resources Are Available for Coaches?


• Ongoing Support and Training: After completing the initial coach certification, we will be looking for ways to support you as coaches and enhance your coaching skills. Biannual recertification will provide some more sophisticated coaching skills. In the interim, coach conference calls and webinars will be offered quarterly.


• Intranet: The following items can be found on the Coach Resources page on our intranet:


∘ Onboarding Guide for TMs and Coaches—Describes each step in the onboarding process for new employees, including what the role of the coach is along the way.


∘ Customer service standards—Tell you what the organization expects from a great employee. This will be a useful reference tool when you are setting goals with your coachee.


∘ “The Coach Approach” blog—Monthly posts on coaching topics.


∘ Coach group—Post your questions and respond to the inquiries of your peers in this confidential, private discussion board.










  Conclusion




“I never cease to be amazed at the power of the coaching process to draw out the skills or talent that was previously hidden within an individual, and which invariably finds a way to solve a problem previously thought unsolvable.”


—John Russell, Managing Director, Harley-Davidson Europe





I’ve been coaching for more than a decade and it’s changed my life for the better. Watching my clients navigate their successes and obstacles has been an amazing gift. But the gifts I myself have received from coaching are even greater. Not only have I developed skills that make me more effective in my work and personal lives, but I’ve gotten to really engage with others around universal truths about how people make positive changes and achieve greatness in their lives. Let me elaborate a bit further on these gifts.


The Gift of Personal and Professional Growth


My first coaching client worked in a sterile, gray cubicle in a call center located in the basement of a large office building. One of the things she was looking for from coaching was opportunities to inject some color and beauty into her life. “There are so many beautiful things available to us,” she said. “Why should we spend any time in environments that are less than that?” Another early coaching client was working on leaving her current job, but, she told me, she wanted to focus part of her coaching on an examination of herself. She didn’t want to start a different job and to have the same issues surface. She wanted to make sure the problem with her current job was actually about the job itself, not about her. A more recent client reminded me how setbacks and disappointments—like not getting the funding for his start-up—can cause people to examine their very identity, not just the situation at hand. “I thought I was meant to create and run a company,” he lamented. “When I didn’t get the funding, it made me question if I really am an entrepreneur.” As a result of these clients, I pick the beautiful office supplies over the standard ones, I examine what I’m bringing into challenging situations so that I’m not simply running from them, and I know to unravel identity from the circumstances at hand. These are just a few examples of the wisdom that comes from my clients in every coaching session. Some of these truths are themes that run throughout my experience coaching others; each and every time I hear a client reveal or discover it, it reminds me of how to be and how to behave in the world.


Then there is the literal learning that I do when I’m coaching. For example, if a client is struggling with running effective meetings, creating psychological safety on her team, or time management, I’m reading up on those topics. Sometimes, if she’s game, I’m suggesting that my client read the same books and articles that I am reading, and we talk about what she’s taking from those materials. Sometimes, I’m asking her to try out a tool or exercise that I find in those resources. As a coach, I’ve also found it helpful to stay up to date on some perpetual topics like motivation, how we learn, and how we change that will help me to be a better coach. Of course, the other topic to stay on top of is coaching itself. I attend workshops, recertification events, and read articles on the changing field.


Not to mention that as a coach, I am constantly pushing myself to be at the top of my game when it comes to reflective listening, relationship building, and being present with people. I am so thankful that having coaching clients gives me the opportunity to hone in on these skills on a regular basis. And I push myself by purposefully coaching individuals who are different from me and different from my prior clients.


The Gift of Learning to Trust Your Intuition


It’s hard to practice being a coach. You sort of have to coach in order to practice. You can’t prepare in advance as you would if you were giving a presentation or running a meeting. You can’t plan for possible requests or arguments as you might do in a negotiation or debate. You need to “meet your client wherever she is;” to respond in the moment to wherever the unique individual in front of you goes. And for that, you need to use—and trust—your intuition.


Until I was a coach, I never really considered myself an intuitive person. That was something only the very special people were. But I have come to realize that because I am intuitive—meaning I understand things quickly without conscious reasoning; I make pretty good choices based on my natural inclinations. What I’ve learned through coaching is that most people have that intuition; it’s just that some stifle it more than others. Coaching will help you release yours.


The Gift of Vulnerability


Neither you nor your coachee enters the relationship without some level of vulnerability—uncertainty, risk, or emotional exposure. So what’s the gift in that? Simply that, as shame researcher and author Brené Brown, writes, “Vulnerability is the core, the heart, the center, of meaningful human experiences.”


As a coach, you get to share and model vulnerability with another person. In other words, you get to share these benefits—and to experience them. If you’re not willing to fail—and you will fail—there is no innovation. If you can’t be seen, you can’t be truly loved. When you’re vulnerable, you are creative, appreciated, and courageous.


The Gift of Understanding the Power of Transparency


I can’t say enough about how transparency works for a coach. When you embrace transparency, you never have to question what you’re doing during a coaching conversation, you never get stuck worrying about what to say to your client next, and you never have to worry that you sound unprofessional. All of these are blocks to listening. With transparency, you can completely listen to what the client is saying and respond authentically.


For example, authentic responses could be when I say:


• “I was so intrigued by what you were saying, I didn’t think at all about what I was going to say next.”


• “You just said so much I can’t sort out where to go next. Let’s both take a few seconds to process that and then you tell me where does it send you?”


• “I heard what you said. I’m just so touched/surprised/impressed that I don’t know what to say next.”


• “There are three ways we can go based on what you just told me, and I’m not sure which is the best route to take. Shall I share with you where I’m thinking we might take that?”


I could go on and on, but the idea is this: Narrate what’s happening for you and you become quite present with the other person, what might have been your problem is now a shared problem, and you can face any daunting conversation.


And, if you can do this a coach, you can do it as a manager, a parent, or a friend, because being transparent is being authentic and building bridges from one human being to another.


The Gift of Letting Go of the Illusion of Control


As a coach, I can put some suggestions in to the world, and I can help guide people, but I cannot do the work for them. I cannot ensure they follow through. They have to do that. In essence, I have to give up control and let them learn their lessons in their own way on their own time. That’s hard for an efficient, risk taking, somewhat impatient person as I am. Being a coach helps you experience handing control over to someone else and being OK with wherever they go from there. You realize that not all situations will go the way you think you they should and that that’s really OK.


I have clients who say they want to find a new job but really just want their current job to be more engaging. Some clients say they want higher positions in their organizations—and even start applying for them—when in reality they doubt that they could do the new job and are only applying because they think they’re supposed to want to advance in the organization. I had a client who mourned the demise of a business plan she’d created. But when I asked her if she truly would have wanted to devote the next phase of her career to that business, she realized it wouldn’t have been a fit with her strengths, and it would have become a burden.


Many of my clients don’t achieve the goals they initially contact me about—and I’m proud of that. Instead, almost all of them tell me they live their day-to-day lives more happily, more aware, and more purposefully. Many of them come to realize that the things they initially thought they wanted weren’t actually what they wanted (only what had been expected of them), or that they really hadn’t thought through what they wanted and were only reacting to circumstances.


So, know what you want and be willing to accept another alternative—another astute thing my clients have taught me.


• • •


I hope that coaching will be as meaningful and fulfilling for you as it has been for me. You’ll be opening the door to people expressing themselves and experiencing themselves in new ways. You’ll be giving people experiments to improve their work and personal lives. You’ll be increasing awareness of people’s own strengths and desires. You’ll be helping them become positive forces in the workplace and in society. And while you’re doing that, you’ll be amassing a number of gifts yourself. Congratulations on embarking on your coaching journey.
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Jane Led terrific team Honest, hard Jane is like

Smith retreat, has loyal working, warm, sunshine. She

reports (lowest
turnover rate in
organization),
successful client
project

inspiring, fun

lights up her
people and
produces
beautiful results.
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Topic Level of Satisfaction

My leadership | 1 213 4|5 6|78 9|10

abilities

My creativity 1 2 3 4 5 6 7 8 9 |10

My visibility 1 2,3 |45 6|7 ]8] 9|10

in the

organization

My time 1 2,3 |45 6|7 ]8] 9|10

management

My work-life 1 2,3 |45 6|7 ]8] 9|10

balance

My career path | 1 213 4|5 6|78 9|10
1 2,3 |45 6|7 ]8] 9|10
1 2,3 |45 6|7 ]8] 9|10
1 2,3 |45 6|7 ]8] 9|10

Source: Adapted from the work of Caryn Siegel, C|S Consulting, and used

with permission.
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360-DEGREE FEEDBACK SURVEY RATER FORM
Please return this form to HR by April 15.

Part 1. Rate the participant on the 22 competencies listed on the left-
hand side by circling the appropriate number on the right.

Legend:

1 =IsPooratit; 2 =ls Fairatit; 3 =Is Good at it; 4 = Excels at it
Competency Rating

Community Building

Effective 1 2 3 4 5

communication with
diverse individuals and

groups
Relationship building 1 2 3 4 5
Sensitivity 1 2 3 4 5
Building team spirit 1 2 3 4 5
Administrative 1 2 3 4 5

organizational ability

Leading by example 1 2 3 4 5






