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The Chartered Management Institute is the only chartered professional body that is dedicated to management and leadership. We are committed to raising the performance of business by championing management.


We represent 71,000 individual managers and have 450 corporate members. Within the Institute there are also a number of distinct specialisms, including the Institute of Business Consulting and Women in Management Network.


We exist to help managers tackle the management challenges they face on a daily basis by raising the standard of management in the UK. We are here to help individuals become better managers and companies develop better managers.


We do this through a wide range of products and services, from practical management checklists to tailored training and qualifications. We produce research on the latest ‘hot’ management issues, provide a vast array of useful information through our online management information centre, as well as offering consultancy services and career information.


You can access these resources ‘off the shelf’ or we can provide solutions just for you. Our range of products and services is designed to ensure companies and managers develop their potential and excel. Whether you are at the start of your career or a proven performer in the boardroom, we have something for you.


We engage policy makers and opinion formers and, as the leading authority on management, we are regularly consulted on a range of management issues. Through our in-depth research and regular policy surveys of members, we have a deep understanding of the latest management trends.


For more information visit our website www.managers.org.uk.
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Transform the way you work


The Chartered Management Institute’s Chartered Manager award is the ultimate accolade for practising professional managers. Designed to transform the way you think about your work and how you add value to your organisation, it is based on demonstrating measurable impact.


This unique award proves your ability to make a real difference in the workplace.


Chartered Manager focuses on the six vital business skills of:




	Leading people


	Managing change


	Meeting customer needs


	Managing information and knowledge


	Managing activities and resources


	Managing yourself





Transform your organisation


There is a clear and well-established link between good management and improved organisational performance. Recognising this, the Chartered Manager scheme requires individuals to demonstrate how they are applying their leadership and change management skills to make significant impact within their organisation.


Transform your career


Whatever career stage a manager is at Chartered Manager will set them apart. Chartered Manager has proven to be a stimulus to career progression, either via recognition by their current employer or through the motivation to move on to more challenging roles with new employers.


But don’t take just our word for it …


Chartered Manager has transformed the careers and organisations of managers in all sectors.


• ‘Being a Chartered Manager was one of the main contributing factors which led to my recent promotion.’


Lloyd Ross, Programme Delivery Manager, British Nuclear Fuels


• ‘I am quite sure that a part of the reason for my success in achieving my appointment was due to my Chartered Manager award which provided excellent, independent evidence that I was a high quality manager.’


Donaree Marshall, Head of Programme Management Office, Water Service, Belfast


• ‘The whole process has been very positive, giving me confidence in my strengths as a manager but also helping me to identify the areas of my skills that I want to develop. I am delighted and proud to have the accolade of Chartered Manager.’


Allen Hudson, School Support Services Manager, Dudley Metropolitan County Council


• ‘As we are in a time of profound change, I believe that I have, as a result of my change management skills, been able to provide leadership to my staff. Indeed, I took over three teams and carefully built an integrated team, which is beginning to perform really well. I believe that the process I went through to gain Chartered Manager status assisted me in achieving this and consequently was of considerable benefit to my organisation.’


George Smart, SPO and D/Head of Resettlement, HM Prison Swaleside


To find out more or to request further information please visit our website www.managers.org.uk/cmgr.
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Preface


A tale of two managers


A long time ago in an organisation far, far, away…


Let me introduce Sam and Gene. They are both managers in a Business Development Agency. They each run teams of advisers whose job it is to interact with the business community offering advice and guidance and, where appropriate, grant funding for business development projects.


Actually none of that is true; I made it up. Sam and Gene are fictional, but their characteristics are an amalgam of many managers I have known. I think you’ll recognise them too. They could work in any organisation: large or small; private or public; profit-making or not. Their problems are with the people side of their work and this is what we shall concern ourselves with as well. Sam and Gene are male but that too is irrelevant to the tale and certainly does not explain the mixed fortunes they enjoy. We’ll also say that they are of a similar age, background and level of educational achievement.


Let’s start with Gene. It is Gene’s opinion that success is a result of a strong management style. He likes to give clear, precise instructions to his team so that nobody is uncertain about what is required. A highly competitive man in all aspects, Gene likes to win and encourages his team to be similarly motivated. He has a low tolerance for mistakes so his team tends to check and re-check all work. This takes time and makes output poor, but accuracy is good and the tellings off are few. In the short term Gene gets results, but throughout his career he has been frustrated by the tendency for results to tail off and worsen over time. He feels his teams become complacent and lazy too quickly and that he has to drive them harder and harder just to maintain standards.


Sam is also convinced that success is a result of a strong management style. He likes to engage with the members of his team as much as he can and finds that when he asks questions and gets his people thinking, they seem to take more ownership for problems and approach their work with more enthusiasm and innovation. When errors occur, Sam likes to make sure that lessons are learned and the same mistakes never occur twice in his team. Sam’s reputation is as a long-game player. His senior managers know they have to be patient but Sam gets spectacular results in the end. For his part, Sam is frustrated that results are so long in coming and wishes there was a way to speed things up.


There was no talk of coaching in Sam and Gene’s day, but it was undoubtedly a feature of Sam’s style and a missing component of Gene’s. Whilst they each enjoyed success it was Sam who prevailed over the long term. With an even better understanding of coaching, Sam could have accelerated his results and Gene – if he added coaching to his skill set – could have used his obvious strengths to even greater effect, and over the longer term.


This is a little book about coaching. It does not pretend to offer you a silver bullet to slay all your people problems and it does not suggest that coaching is a panacea to solve all workplace ills. It does offer straightforward, practical, proven tactics for using coaching to get results through people, which in the end is the essence of management in my view.


So whether you’re a Gene or a Sam or somewhere on the spectrum between the two, I hope you will find ideas here to become a manager who coaches and thus a manager who is successful.


How to use this book



You’ll have seen from the contents page that the book is divided into ten chapters. If you’re new to coaching, I would recommend that you read the book cover to cover. If you’ve had some coaching experience or read up on it before, you may prefer to read single chapters. With this in mind I have tried to make each chapter ‘stand alone’ and I hope you will forgive the repetition that this requires.


Whatever your preference, please remember that you cannot acquire coaching skills without practice. It is vital that you try out the techniques and ideas described so that you can absorb them in your own way. You will undoubtedly make mistakes along the way, but this is how you’ll learn. The people whom you coach will come to no harm provided you’re honest in what you’re doing and that you genuinely set out to help them move forward.
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What is coaching?



Introduction



Everybody’s talking about coaching these days, but what does it mean? Isn’t it what football managers do? Well it might be, but these days football managers seem to have an army of separate defence coaches, goalkeeping coaches and so on, so that’s not a helpful comparison. Perhaps you’ve seen a life coach on daytime TV or read a life coaching, self-help type book. There might be a useful definition to be extrapolated from life coaching, but in a business context we’ve rarely the time or the expertise to delve into personal, lifestyle issues. Becoming a manager who coaches must require us to use coaching in a very different context.


This chapter is about setting a foundation for all the information that follows. Before we can begin to develop our coaching skills we must have a clear understanding of precisely what coaching is, but this is not as easy as it may seem. Coaching is an emerging area of Human Resource Development (HRD). It draws upon a very wide range of influences, from sport to psychotherapy, and it is changing every day. We must arrive at a working definition which helps you to recognise exactly what coaching is and what it isn’t and how you can weave coaching into your existing set of management skills.


I will not be inviting you to discard what you already know about managing people, but I do hope to offer concepts and techniques that give you fresh options and new ideas when things seem difficult or the going gets tough. Equally I hope to show you the way to take your team’s development to new heights, in the words of one of my course participants:


 


I’ve turned to coaching because I’ve taught them all I know, but I know they’re still capable of more.



Coaching defined



My Collins English Dictionary defines the verb to coach as ‘to instruct by private tutoring, to instruct and train, to act as a coach’. This is too loose a definition to be useful, and is contaminated by references to training and instructing which might prove confusing as we’ll see later on.


Let’s instead turn to a couple of well-known writers in the coaching field for their views:


 


Unlocking a person’s potential to maximise their performance.


John Whitmore, Coaching for Performance
(Nicholas Brealey, 2002)


From this definition we can see that coaching is an activity designed to help improve someone else’s performance. A comparison can be drawn with the world of sport, where coaches try to get the best out of their team without actually being on the field of play. In modern organisations, coaching must also involve turning work situations into learning opportunities as this is increasingly seen as an important part of what it is to manage.


 


Developing a person’s skills and knowledge so that their job performance improves, hopefully leading to achievement of organisational objectives. It targets high performance and improvement at work, although it may have an impact on an individual’s private life. It usually lasts for a short period and focuses on specific skills and goals.


Jessica Jarvis, The Case for Coaching (CIPD, 2006)


Some definitions suggest that coaching is purely the support and guidance provided for individuals to enable them to apply their existing skills more effectively and thus improve their job performance at work, but most include the learning theme by suggesting that coaching aims to enhance the performance and learning ability of people at the same time. A good number of definitions cite techniques such as motivation, effective questioning and deliberately matching our management style to the coachee’s (person being coached) readiness to perform a particular task. We can conclude that coaching is based on helping coachees to help themselves, but that it does not rely on a one-way flow of telling and instructing.


It seems that coaching is a means of systematically increasing the capability and performance of people at work by exposing them to work-based tasks or experiences that will provide relevant learning opportunities, and making sure that learning is accessible to them later on. It is about performing and learning.


As far as the learning part is concerned, coaching is very different from teaching or instructing. The coach encourages people to learn for themselves; the coach usually takes a ‘back seat’ role, while still being able to give guidance and help when people really need it. Coaches help their teams to review experiences regularly so that they understand what has been learned.


There appears to be no universally accepted definition of the term coaching and, as described below, when it is placed alongside other development interventions an exact definition becomes even more difficult.


However, a synthesis of the numerous definitions out there identifies three elements that can constitute a working definition for this book:




	Coach and coachee establish a relationship based on trust that has the intention of improving the coachee’s performance at work.


	Coaching thus becomes a process that is centred on the coachee but focused on performance.


	Coaching is a learnt skill and an essential element of the managerial role in these changing times.





Let’s develop these ideas a stage further now by considering the similarities and differences between coaching and other ways of dealing with matters of performance and learning at work.



Coaching v. managing



It is again difficult to decide on a single definition of the word ‘management’ and this is not helped by the modern trend in organisations to label almost everything and everybody as management in some way. Arguably, everybody in an organisation is a manager to the extent that management is about deploying resources to get the job done. However, most would agree that a manager in an organisation has some degree of responsibility for people and some say in how those people go about their work.


With this in mind, it follows that managers are coaches and always have been; it’s just that not all managers realise this and many would prefer it were not the case. However, if you are a manager with responsibility for people, then you need to understand what good coaching is all about and should be congratulated for investing in this book!


The most prevalent management style – even now – is a command and control type approach. Management structures for most of the last century were modelled on the military and, despite the advent of ‘flat structures’, ‘matrix management’ and the like, this is still the most common approach and feeds the appetite for command and control. Command and control – or telling people what to do and how to do it – works well in dangerous situations, emergencies or where there is no time for anything else. However, it does little for learning and enjoyment at work and thus becomes hard to sustain and causes resentment and poor performance in the end. Why does it persist? Because so many of our role models behave like this, reward structures are geared towards short-term results and because, until recently, there was a lack of a viable alternative.


Coaching has changed all this and gives us great cause for optimism. Coaching is still about mobilising people to get things done, but in a way that recognises that people are complex, living, feeling human beings and that these factors cannot be ignored.


Managers are coaches and coaches are managers. It is perfectly possible to combine both roles though not always wise to do so. There is an imbalance of power, with managers having more power and resources than the people in their teams. This is not an insurmountable barrier to coaching but it cannot be ignored.



Coaching v. instructing



Within the manager’s role lie the tasks of enabling the people whom they manage to do the job and further developing those talents so that they do the job well. This is most commonly achieved by a teaching, instructing type approach. By this I mean the manager will sit with their member of staff explaining what they need to do and how they need to do it. Perhaps this is so common because we are programmed from school to believe that telling and instructing are the most appropriate way of passing on skills. There is a time and a place for instructing of course, but in the modern world of work this orthodox approach has three flaws.


Firstly, it requires that you, as a manager know how you get results yourself. You probably do for the technical aspects of your role, but what about subtle behavioural aspects of performance? If you’re naturally assertive, intuitive, likeable, confident, bold or whatever it can be virtually impossible to identify how it is exactly that you’re good at those things and frustrating to try and help others become adept at things you find easy. Some of the best football players become the worst managers.


The second problem to overcome is then finding words to pass that knowledge on. Let’s say you can identify how exactly you behave in an assertive way or go about accessing your intuition, how do you communicate that in words? Imagine trying to explain snow to an Arab or sand to an Eskimo. The problem is that other people seldom share our frame of reference, sometimes referred to as our ‘model of the world’. We have to explain things in a way that fits with other people’s experience, but do so by drawing on our own unique experience. The chances of getting this right are slim, and the likelihood is that something will get lost in translation.


The third challenge is recall. There is a host of research that shows it’s very difficult for people to remember what they have only ever been told or shown. One study suggests that people have forgotten almost all of anything only ever explained to them after about three months. This improves if we tell and show, but in order to demonstrate to our staff what we need them to do, we have to be able to do it ourselves. With the pace of change these days that’s virtually impossible and is not the wisest use of our management time anyway.


Even if you are able to overcome these obstacles, an instructing type approach may still not be appropriate. It is vital to find ways of developing the people you manage using methods that are suited to their own particular skills and talents.


Since the early 1990s managers have increasingly acknowledged the need for a coaching approach in the workplace. However, there is still more telling and instructing than we need and it is important to explore the shortcomings of this approach.



Coaching v. training





	‘You’ve done a bit of that coaching stuff, see if you can pull a bit of a training workshop together for the team.’


	‘There’s not much classroom training going on in the summer, so put yourself about and do some one-to-one coaching instead.’


	‘I like that coach we hired, see if we can get her to deliver the customer service workshops.’





Whilst I won’t pretend that they are direct quotes, these senior management style comments do serve to illustrate the foggy understanding of the differences between training and coaching and suggest some of the difficulties that might be encountered in moving from one discipline to the other.


Coaching is not one-to-one training (‘Sitting by Nellie’) and training is not group coaching. While both are ultimately concerned with making people bigger and better at what they do, training is a teacher-centred approach best deployed when a performance gap to do with a lack of knowledge or skill has been identified. Coaching on the other hand is a learner-centred approach that is best used in addressing performance gaps that are to do with attitude or state of mind.


Classroom trainers have always been asked to carry out one-to-one training when the need arises and that practice still happens. The problem is calling this activity ‘coaching’. I remember being invited to watch some coaching take place in a call centre. This consisted of a sales trainer listening in on an adviser’s call and afterwards pointing out the mistakes that had been made and the sales leads that had been missed. This is not coaching. At best it is feedback, at worst it is destructive criticism.


What if we want our trainers to be coaches too? Trainers know about learning styles, differing speeds of learning, engaging the learner by asking questions and so on. The good news is that as coaches they will definitely need to be drawing on their skills in these areas.


The bad news is that a lot of other things they do as a trainer will be counterproductive as a coach. The most obvious of these being telling and instructing. In training – particularly technical training – these are vital skills and we use them to pass on information and check that we have been understood. In coaching we’re more concerned with helping learners find their own way forward and are probably best advised to avoid telling and instructing as far as possible. This is because when we tell or instruct we assume responsibility for making the learning happen, we deny our learners the opportunity to think for themselves and, as we saw with instructing, we end up simply passing on our recipe which is unlikely to be quite as appropriate for our learner anyway.


A desire to help people achieve their own results is a useful starting point, but the best advice for the trainer cum budding coach is to undertake some coach training.



Coaching v. mentoring



More fuss has been made about the distinction between coaching and mentoring than most other facets of coaching put together. I don’t want to add to this fuss and would stress again: to the coachee or the mentee the difference is meaningless as long as they are getting the help they need. However, since this chapter is about clarifying definitions, I will attempt to draw out the differences between the two so that you are clear and so you have an intelligent answer should anyone ever ask you the question.


Like teaching or instructing, mentoring is essentially development through exchange of wisdom, with the wisdom moving from the more experienced, usually older, manager to the less experienced, usually younger, protégé. To be a mentor therefore requires us to have ‘been there, worn the t-shirt’, so to speak. Mentoring is very popular amongst businesses that seek quickly to guide talented employees into the top jobs. It often goes hand in hand with highly structured graduate development schemes.


Mentoring is seldom concerned with day-to-day operational issues, as these are the responsibility of the line manager. Mentoring is normally more focused on long-term development matters and, as such, mentors are often selected from outside the direct reporting line of the mentee. This has a particular advantage of course, if it is relationships within the reporting line that are proving problematic for the mentee.


Coaching – as we’ll see in detail later – does not rely on the coach being more experienced than the coachee. In fact, coaching does not require any background knowledge of the issue at hand at all. Indeed some of the best coaching I’ve witnessed happens when the coach knows nothing at all of the situation their coachee describes and thus their coaching is more pure, uncontaminated by their own experiences.


Coaches too are often selected from outside the reporting line although I personally believe it is often easier to combine the roles of manager and coach than it is of coach and mentor.


In the end, perhaps it is more useful to consider the similarities than the differences. Coaches and mentors are both concerned with the growth of other people. Their rewards come from seeing the people they work with grow and develop; they are not driven by ego. Coaches and mentors both set store by their ability to listen and to ask questions designed to help people think. The skills and attributes of coaches and mentors are very similar. A mentoring session may provide opportunities to coach and a coaching session a chance for mentoring. Good coaches usually make good mentors and vice versa.


The European Mentoring and Coaching Council (EMCC) has given up trying to separate the two, hence the name. The Coaching and Mentoring Network similarly combines the two and organisations may be best advised to adopt a similar tactic (website details can be found on page 186).



Coaching v. counselling



I’ve heard it said that, apart from the spelling, there is no difference between coaching and counselling. There’s a degree of truth in this but, again for the sake of clarity, I’m going to point out the differences such as they are. In fairness, it’s relatively easy for me to do this as I am concentrating on coaching that takes place at work, usually delivered by the line manager. We’ll see later on when we come to look at the different types and branches of coaching activity that the lines of distinction do become far more blurred.


As with mentoring, the skills of the coach and the counsellor are the same. They each listen, ask questions and offer observations in the spirit of helping their ‘clients’ find their own solutions. Neither coach nor counsellor would go down the ‘You should…’, ‘You must…’ route. The difference does not lie in the skill set; it is more to do with the content of the conversation and the desired outcome.


Counsellors are concerned with identifying root causes. They will guide us on a journey through our past to identify problems and critical incidents that have left a mark and cause us problems still. With such issues identified, the work of the counsellor develops into one of exploring ways of dealing with those problems and making changes. We can easily see that relationship counsellors, substance abuse counsellors, bereavement counsellors, etc. focus on dealing with what’s happened.


Coaches are concerned with moving forward. Coaches help their coachees to identify a desired set of circumstances, to examine how that contrasts with current circumstances and then to plan out a series of steps to get from one point to the other. The coach starts from the here and now and, although aware that situations in the past can cause problems today, is more focused on creating mobility and momentum and on getting people started. Coaches focus on dealing with what must happen next.


Imagine you’re playing in a football match and your team is 3–0 down at half time. The team counsellor would examine the mistakes of the first half, but the team coach will set out the tactics for the second. Both are useful, and as ever are often combined. As always, the needs of the people we help trump any academic debate around the differences.


However, getting the positioning right is crucial. I’ve seen many a coaching programme get off to a shaky start because staff perceived that they were going to be counselled and were obviously uneasy about how well their managers were qualified to offer this kind of help and whether it was appropriate to talk about potentially emotive personal issues in a work context. There may be a time for counselling at work of course, and what starts out as a coaching session may move in that direction. With this in mind it is worth checking out your organisation’s welfare and access to counselling policy if you have the slightest suspicion that a coaching approach may uncover a deep-seated issue and thus need a professional intervention.



Coaching compared



The following compares all these forms of workplace development in their simplest terms:










	    Managing


	‘Do this.’







	    Instructing


	‘Here’s how to do this.’







	    Training


	‘Have a go at doing this.’







	    Mentoring


	‘My advice would be to…’







	    Counselling


	‘What feelings does this invoke?’







	    Coaching


	‘How do you think you could…?’








An appreciation of these similarities and differences is useful when it comes to positioning coaching in your team and in your organisation. You may well find that if your team is unclear about what coaching involves, then they may not engage as fully as you’d wish.


Comparing coaching to these others forms of workplace development and people development methods has helped us understand coaching relative to other approaches, but let’s now refine our understanding of coaching in absolute terms.


Coaching is…


Coaching is about helping people move out of their comfort zones (see Figure 1.1).


[image: image]


Figure 1.1: Moving from the comfort zone to the learning zone


By definition, we are working in our comfort zone when we are performing tasks and activities we find relatively easy and straightforward. Many would argue that there is absolutely nothing wrong with people operating in their comfort zone provided the job gets done, and that not everybody is hell bent on climbing the greasy pole chasing promotion after promotion. This is true, but it is less true than it once was. In these changing times the work that people are comfortable with will change even if they don’t and thus we have to help our teams to constantly renew their knowledge and skills. All too often we handle this badly and move people too quickly from comfort zone to panic zone without recognising the learning zone in-between.
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