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Introduction



As a leader, senior manager or executive, you are often required to act as a coach or mentor for your staff. This book will enable you to set up robust coaching programmes that can make a significant difference to staff retention and motivation. It will give you the knowledge and skills you need to encourage your staff to grow so that you can get on with your own essential leadership role.


People often join or set up a business because they have a specific set of skills. After a few years, these skills often bear no relation to the positions they find themselves in. Promotion has seen them rise in the company and suddenly they are faced with managing or leading a team of people. When you have built up a business, you feel responsible for it. This brings with it many challenges. There is a reluctance to let go and trust others to carry out even minor tasks.


Michael E. Gerber, in his series of E-myth books, suggests that you need to create a business (or business unit) that works apart from you and not so much because of you. He describes this as working on your business projects and not becoming caught up with merely working in your business. Instead of being consumed by the systems and processes, you nurture your business so that it supports you. This enables you to experience the joy and satisfaction you desired in the first place. As a good manager of people, therefore, it is vital to recognise that others often have greater, more relevant skills than you.


At the International Coaching Federation’s (ICF) first European conference in Grindlewald, Switzerland, in 2001, Tim Gallwey (author of the Inner Game series of books and a pioneer of coaching) coached four total beginners at tennis using what he referred to as ‘self-directed learning’ – a way of enabling people to play a sport using their own internal knowledge and encouraged by a specific set of questions. Gallwey started by explaining that, as babies, no one teaches us how to walk. Parents don’t say ‘So, here’s how you walk. You place one foot forward and then shift your weight so that you can balance and then bring the other foot forward...’ and so on. So how do we learn? Simply by watching and observing how others do it. By being encouraged, by having the support of those around you and by being very self-motivated. As Gallwey began to help people play tennis there was no instruction on how to hold the racquet or how to stand. All he did was to encourage people to take part and ask a series of simple questions, such as the following:


•   Where do you want the ball to go?


•   Do you feel comfortable holding the racquet?


•   How fast is the ball travelling?


•   If the racquet is facing that way, where will the ball go?


He was just there in the background, encouraging and very gently asking key questions.


At the end of one hour all four players were hitting the ball over the net. They had gained confidence and, despite their initial misgivings, had grasped the basics in a very short time. All of them enjoyed the experience and wanted to continue.


Although similar skills are employed in both coaching and mentoring, this book is mainly for those who would like to find out how effective coaching can be in the workplace. It will also be of value to those wishing to take the Institute of Leadership and Management (ILM) Certificate and Diploma in Coaching and Mentoring in Management at Levels 5 and 7. It focuses on the challenges you will face when trying to balance the dual roles of manager or leader and coach.


You may be wondering exactly what an effective coach does. At the ICF conference mentioned above, Gallwey was asked this question and his reply was very simple. He said that it was the job of the coach to recognise that all the knowledge and solutions were inside the individual being coached and as long as we (and they) look externally for the answers, these will be elusive. Coaches use very specific skills and strategies built up with experience but, in essence, they work with the knowledge and potential the coachee already has. It is up to the coach to nurture and encourage that individual potential. Another comment I have always remembered was that unless we, as coaches, look (and learn from) our own inner wisdom and guidance, we, too, will not be effective in our own lives or when coaching others.


As a leader in the workplace you may question whether you will always be effective as a coach. You may confront challenges in the areas of trust, confidentiality and power differences. Coaching is, to a great extent, a particular mindset and way of behaving. The process works best in a calm and relaxed atmosphere where both parties can be totally focused on what is happening at the present moment. This may not always be appropriate or useful, particularly when quick decisions need to be taken and guidance is essential. Coaching will only be effective in the workplace when there is an atmosphere of openness and honest communication.


It is, however, without doubt the most powerful way of ‘being’ with, and of nurturing the potential in, others I have ever come across. Transpersonal coaching is now emerging and this has evolved as a result of coaches exploring more of the psychological and spiritual aspects of coaching. I believe it is also the result of companies recognising that employees are motivated by having health and well-being high on the list of company values. Healthy and happy staff stay in role and this saves money on recruitment and training.


A study by the International Personnel Management Association noted that ordinary training typically increased productivity by 22%, while training combined with coaching increased productivity by 88%. Companies such as British Telecom, Ernst & Young, Kodak, the Britannia Building Society and Unilever, to mention a few, are now employing the principles of coaching and mentoring to help with staff development. Through the ILM Centre for Quality Education and Development based in Brighton, Kent County Council and Kent Fire Service have trained over 50 of their senior staff to be workplace coaches. Newcastle City Council has so far trained over 25. In addition I have supported the following institutions in creating a coaching culture in higher education: University College London, Conservatoire for Dance and Drama, Royal College of Art, Regent University, Bath Spa University, University of London, University of Winchester, Imperial College and London School of Economics.


As a manager or leader in the workplace, you will know how vital it is to motivate your teams and enhance the skills of the people you lead. Part of your role is to help and encourage your team to be successful. By using coaching skills in the workplace, you will support your team members to take ownership and responsibility for their actions. As a leader it is easy to give suggestions and to jump in when the answers are clear. However, allowing people to come up with their own solutions and to work out their own strategies is far more empowering. Your people need room to grow and make mistakes without feeling pressured.


By employing coaching skills and behaviours you will be able to support and challenge individuals appropriately. Using incisive and open questions, being calm and in the moment plus listening on a deeper level will all serve to motivate and encourage direct reports to explore different ways of addressing an issue or situation. They will be encouraged to think creatively and come up with ideas and solutions. Additionally, if you build on the success of each individual, it will inspire them to even greater achievements. This in turn will increase their morale and boost their self-confidence.





CHAPTER 1:



What is coaching?


Coaching is a way of ‘being’ with someone in a more focused and meaningful way. It is a way of encouraging and supporting someone to achieve a goal, change a behaviour, develop or build on existing skills. The focus of coaching is the individual being coached (the coachee). The coach makes interventions to support the coachee to move forward and to take responsibility for their own decisions and actions. Although a coach need not have knowledge or expertise in any areas of their coachees’ work, they are skilled professionals trained in methods and processes that enable their coachees to develop and change positively.


A coach creates a particular energy when working with their coachees by being a non-judgemental listener and reflector of the ideas and issues that arise.


They do not put forward their own ideas and suggestions during the coaching session. Instead, they remain totally convinced of the potential of those they coach. This enables the coachees to discover and explore hidden areas and to build on their inherent ability for development. Coaching focuses, for the most part, on the present situation and future possibilities.



EXTERNAL COACHING



External coaches are asked to come into a company to improve individual and business performance. They may have no previous knowledge of the company concerned but are highly skilled in supporting behavioural change and understanding business processes. They may also hold qualifications or have experience in the following areas:


•   Neuro-linguistic programming (NLP).


•   Personality assessments.


•   Setting up 360° feedback.


•   Managing change/acquisitions.


Case study


Taking over a company in trouble and turning it around is a real challenge. This is what was facing my client at the beginning of the year. As the new CEO he was expected to reverse the fortunes of the organisation and make it profitable in a very short space of time. He had to convince the board of directors to change direction and then make sweeping changes throughout the organisation. This is why he brought me in as an external leadership coach. He asked me to support him in his style of communication and in enhancing team engagement over the next 18 months.



Quiet leaders do not speak loudly or make rash arbitrary decisions. They use considered, effective communication and explain clearly how to embed the changes. They work to get their teams on side, to motivate the workforce and to take ownership of actions and different ways of working. This is the leadership style of my client. 



Nonetheless, it was necessary for this CEO to be assertive with certain members of the board and his leadership team. They had done things the same way for years and found it hard to adjust and accept that different ways of working would benefit the company in the long term. I used coaching techniques to support him to be quietly assertive and to use his ‘circle of influence’ plus his excellent record of achievement to his advantage. He devised ways of working with his leadership team that were new to him, yet he found them essential for this difficult role. His multinational team all have different ways of working and often misunderstand phrases and expressions English speakers take for granted. ‘Ballpark figure’, ‘under the radar’, ‘over the top’, ‘too hot to handle’ and ‘dangerous ground’ are just a small selection of confusing expressions I have heard at international business meetings. I have worked with this CEO to cut out jargon, phrasal verbs and expressions that may confuse his teams. He has used ‘clean language’ questions (see Chapter 11) such as ‘What kind of [their words] is that?’ and ‘Is there anything else about [their words]?’ so he achieves clarity when foreign nationals use their own expressions and explanations. In this way he is able to remove his assumptions and be respectful to their language and ways of communicating. As a result his own leadership teams are also learning from this way of working so cross-cultural communication is clear, considered and jargon free.


Thinking strategically, planning the various stages, communicating well and gradually introducing the teams to new methods and processes have begun to reap rewards. The clarity of communication, which is so essential when companies are going through change, is now in place. He made sure one-to-one meetings were held with his direct reports at every stage. Then he used clean language questions to ensure they understood and were fully engaged in the process. This really made a difference and cut down the misunderstandings and errors. In addition the team came up with a powerful metaphor where they were a crew of a racing yacht. Each member of the team had a role on the yacht and they often spoke of how they could enhance the performance of the team and win the race. This made speaking about difficult issues easier to cope with. They found they could address difficult conversations without fear of becoming emotionally involved. The CEO also met regularly with the board of directors to keep them abreast of the changes being implemented and to inform them of the tangible benefits to the organisation. He used a couple of useful NLP ‘anchoring’ techniques (see Chapter 7) to build his confidence when presenting information. He was then able to express himself clearly and succinctly thus getting across the messages that were vital to impart.


The company will continue to change and grow at a rapid pace over the next few years. There are many challenges facing the CEO and the organisation but the better the communication, the easier it will be to implement those changes. This will result in bringing all stakeholders confidently into the future. Using an external coach enabled this CEO to enhance communication, embed the changes and ensure all stakeholders were on board.



INTERNAL COACHING



Internal coaches are those people who support their own staff or staff from other departments in the same organisation. They may be experienced in coaching or mentoring and may or may not have formal qualifications. An internal coach or mentor will also have knowledge about the successes, failures and challenges their organisation is facing. This can be a great advantage but may also get in the way of successful coaching, as you will see in later chapters.


One of the most common questions asked about coaching is how it differs from other interventions, such as mentoring, counselling and teaching. The following is a summary of the key differences.



MENTORING



While mentoring and coaching have moved closer over the past ten years, most people agree that a mentor acts as a guide who assists an individual to learn faster and more effectively than they might do alone. An effective mentor will use a range of skills and techniques to allow an individual to obtain a clearer picture of an organisation and their role in it. They may give advice and direction and are usually experienced in their mentees’ work. They encourage questions and help their mentees to build up a sense of how their mentees’ careers might develop. In this way a vision of what is possible may emerge for the mentee, and they gain confidence in their role and a renewed sense of purpose. A mentor can be particularly helpful for people new to a role or for those looking to gain knowledge and skills from a more experienced colleague.



COUNSELLING/THERAPY



Counsellors and therapists explore specific, deeper, underlying personal issues and problems. They are trained to use interventions that go to the heart of an issue. Because these issues can be greatly influenced by events in the past, counsellors often look beyond the individual for a solution. In direct contrast to coaching, they avoid putting the burden of responsibility for the problems onto the individual. Instead they use skills and interventions that enable the individual to view things from a different perspective. They encourage people to move forward positively using a range of specialised techniques.


Coaches/mentors should be very aware of when a session is moving into personal, psychological and emotional areas and should maintain strong boundaries. Some coaches may be trained in psychology, psychotherapy or counselling. In this case they may draw on their skills and knowledge in a coaching situation. However, it is important that they clarify with their coachee when they are moving into a therapeutic area/role and gain their coachee’s agreement before proceeding in this direction. Generally it is not advisable to move into this second role even when professionally trained – usually a referral to a therapist is a better option. Sometimes coaching may cease so that the person can have therapeutic treatment, but it is possible for someone to be receiving both coaching and counselling concurrently.


Coaching is not appropriate when a client has any of the following:


•   Experience of trauma, or physical, mental or sexual abuse.


•   Addictions, dependencies or misuse (alcohol, drugs, gambling, etc.).


•   Serious health issues, such as anorexia.


•   Indications of mental illness, such as severe depression or phobias.



TEACHING AND TRAINING



Teaching and training are similar in that the teacher or trainer is seen as the expert sharing their knowledge and/or skills with the individuals they are instructing. The methods of teaching and training vary and, at best, are interactive and participative, giving those under instruction the chance to practise.


Many of the skills used in teaching and training can be employed when coaching. Teachers and managers find that coaching comes relatively easily to them as they are used to dealing with people in a variety of situations. The only difficulty is, as they put it, ‘Taking off their own knowledge hats’ or ‘Stopping themselves from trying to fix it for people’.



CONSULTANTS



A consultant is called in when you need expert advice and guidance in a field where you have little or no knowledge. A business consultant will be experienced and knowledgeable in a variety of areas that may include, among others:


•   setting up systems and processes;


•   information technology and data protection;


•   finance and financial systems;


•   employment law and legislation.


A consultant will share expertise, instruct managers and staff and visit regularly over a set period of time in order to support the implementation of any of the above.



WHY IS COACHING SO VALUABLE?



Coaching is widely recognised as being of value and importance to most organisations. At its best it recognises and encourages every individual’s growth and potential. It provides a safe space where individuals can explore areas that may otherwise remain just out of reach. Coaching supplies the challenge and support people need to face up to and to explore their undiscovered potential (see Figure 1).


[image: Illustration]


Fig. 1. Coaching as support.




[image: Illustration] One doesn’t discover new lands without consenting to lose sight of the shore for a very long time. [image: Illustration]





(André Gide)


Coaching enables people to discover their strengths, to concentrate on areas for development and to learn from their mistakes. It motivates them to move forward in their role, and to take responsibility for their goals and actions. It discourages the command and control method of management and, instead, nurtures and draws out each individual’s hidden talent and skills.


Perhaps you can remember a time when you were involved in some kind of activity that stretched you beyond your own limits. You may have achieved something that at first appeared impossible. At school you may recall having a teacher who encouraged you to learn and pass an exam, despite feeling that you would surely fail. To be an effective coach, it is essential to believe in the potential of your staff allowing individuals to be heard and appreciated. This will have an amazing impact on their self-esteem and, ultimately, on their personal growth and job performance.




[image: Illustration] Coaching is an activity designed to improve performance . . . and coaching in the work place must involve turning work situations into learning opportunities as this is increasingly seen as an important part of what it is to manage. [image: Illustration]





(John Whitmore in Brealey, 2002)




[image: Illustration] [Coaching involves] 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 skills and goals. [image: Illustration]





(Jarvis et al., 2006)


Coaching skills can also be used to introduce a more collaborative approach to:


•   appraisals;


•   performance management;


•   action learning; and


•   meetings and group discussions.


A real advantage of coaching is that it encourages a person to focus on their strengths as well as areas for development. It enables individuals to challenge beliefs about themselves that may be holding them back. It can open a closed door and can release people from self-imposed restrictions. It gives people the permission to move forward in the way that is right for them.


As individuals you believe what you think is real. You find it hard to grasp that what you feel is different from the facts of the situation because the feeling is created from thoughts that are hidden from the conscious mind. What is useful to understand is that feelings are the result of your thoughts taking shape. If you can start to change your thoughts (and you can) you can control your feelings.


I had a client who was fearful of heights. She wanted to go on holiday with her husband to the Alps but was afraid of the cable car and walking along steep paths. Her thinking about these future experiences was controlling her feelings. When we began to explore when her fearful feelings started and when they diminished she realised it wasn’t the walking on steep cliffs or the travelling in the cable car that was fearful, merely her thoughts about them. She was feeling her thinking, i.e. having an emotional reaction to her thoughts, and not the actions she would be doing on holiday. After a while we began to focus on the amazing views she would see, the feeling of exhilaration she might experience and the enjoyment she could have. She began slowly to allow the fearful thinking to subside. She thought about how she might take small steps such as climbing a hill near her home and experiencing the view; or taking a lift to the top floor of an apartment building. She could begin to change her thinking around the holiday so it was something to look forward to.


My client Sam was convinced he would fail at a promotion he was offered but he thrived in this new role. Sally had a great singing voice but was too afraid of singing in public. When she joined a singing duo a few months later she was amazed at her enjoyment and now has regular gigs. My colleague wanted to start her own business and was highly motivated; when she did some research, however, she knew it wasn’t for her. She is now employed in a job she loves. Individuals are consistently restricted by their thoughts around future experiences; coaching can transform and challenge this thinking, sensitively and non-judgementally.


Coaching is of value, therefore, because it promotes:


•   increased confidence and self-awareness;


•   enhanced emotional intelligence;


•   effective resolution to issues and challenges;


•   business/personal growth and career advancement;


•   better decision-making and clarity around goals;


•   improved time and stress management; and


•   enhanced verbal and non-verbal communication skills (adapted from Association for Coaching, 2006).



THE BENEFITS OF COACHING: SOME EXAMPLES



In 1999, as an ex-BBC radio broadcaster, I was asked to coach programme presenters at the BBC for them to gain confidence when tendering for new programme slots. The then Director General, Greg Dyke, was very open to creating a coaching culture. His vision was to ‘make the BBC the most creative organisation in the world’. Today the BBC has forward-thinking leaders who have embraced and spread a culture of coaching throughout the organisation (see Chapter 19).


This has had a very positive effect on the way the BBC has handled the changes that have taken place within the organisation. Their leadership coaches have regular coaching supervision and have learnt to work more collaboratively. This has promoted an atmosphere of trust and openness among the staff and a willingness to learn from their mistakes. One-to-one coaching sessions and group coaching are carried out on a regular basis, thus helping staff to feel supported and valued.


Another example of where coaching has had an impact is a special needs school in London, where a coaching culture has been adopted by training senior staff to be workplace coaches. All professional conversations now take on a supportive coaching style, and one-to-one confidential coaching sessions have been set up for all who request them. As a result, the staff feel supported and this has increased motivation. This atmosphere of openness and trust extends to the classroom and meetings with parents, and it has had an immense impact on teaching and learning within the school.


Mentoring has also been a vital part of the programme as teachers new to their roles have benefited from having the advice and experience of more senior staff. Within two years, the school has gone from floundering at the bottom of the league tables to becoming a high-performing institution.


During the one-to-one voluntary coaching sessions, the following areas were identified as being particularly suited to coaching:


•   Supporting and motivating staff.


•   Staff setting and achieving their own development goals.


•   Performance appraisals.


•   Planning and structuring lessons.


•   Professional coaching conversations following classroom observation.


•   Solving problems.


•   Communicating with colleagues and parents.


•   Effective delegation.




[image: Illustration] The voyage of discovery is not in seeking new landscapes, but in having new eyes. [image: Illustration]





(Marcel Proust)


Case study


In a retail company where I am a coaching supervisor for the internal coaches there was a belief among the staff that appraisals were a waste of time. The lead coach and the HR department had gone some way to changing the appraisal system. They had adopted a coaching style of appraisals where staff were encouraged to be open and share concerns. However, it seemed that the door to openness and trust in the process had been firmly closed. Staff were holding on to the past evidence where appraisals had been a one-way process and where they felt they hadn’t been heard.


During supervision of the lead coach (Anita) I asked what she would like to have happen in the appraisals; what she would like to see, hear and notice to show her that people were trusting in the process. Anita replied that she would like people to be more proactive, suggest development areas and training courses, and come up with ideas and new ways of working.


One of Anita’s strengths is her ability to persuade and engage staff in new ways of working. As I asked her to think about her strengths, she realised that the new appraisal system had not been clearly communicated to the staff. She had not informed them of the changes in a way that had appealed to all learning styles. It was apparent that staff did not trust or believe in the new system as it had not been clearly presented.


Her action was to ensure that the new appraisal system would be communicated at the next staff meeting. I asked what she needed to happen so that staff would trust the process and what she would notice as a result. I also asked what would happen just before the meeting to ensure clarity and understanding. Anita was able to think through her strateg y and plan well for the meeting so everyone was engaged with the new appraisal process. Staff would feel heard and appreciated, previous beliefs around the process would change and a door would open for trust in the process.


At Upstream Connections (a web-design and optimisation company in Sussex), coaching sessions from an external coach were set up. This was initially for the four department managers on a regular fortnightly basis over 12 months. The main focus of the coaching was to support the newly-promoted managers in their roles. After the coaching programme, the managers identified the following as particularly useful:


•   Developing themselves as managers through the one-to-one sessions.


•   Unlocking areas of expertise and enhancing existing skills.


•   The importance of effective delegation.


•   Improved communication between individuals and departments.


•   Feeling valued and supported.


As a result, the company has encouraged members of staff to adopt a coaching style of management. It feels this will result in more effective meetings, more motivated staff and enhanced performance. It also realised that its staff turnover was greatly reduced when people felt valued and supported. It has saved considerably on recruitment costs, and staff have taken charge of their own learning and development as a result of the coaching.


To become an effective coach, therefore, requires a great many skills, not least of which are the skills of an effective leader.





CHAPTER 2:



Becoming an effective leader and coach



WHAT MAKES A GOOD LEADER?



Think of someone who has been a leader for you in your life. This may have been a teacher, parent or grandparent, or a manager or boss:


•   What behaviours did/do they exhibit that inspired you?


•   Why are they important to you?


Some of the behaviours you thought of may be as follows. They:


•   listened well;


•   took time to understand your point of view;


•   were non-judgemental;


•   gave unconditional praise;


•   allowed you space to grow and make mistakes;


•   gave freely of their knowledge and wisdom;


•   made you feel worthy and valued.


Today we call this using EI – emotional intelligence.


What comes to mind when you think of a great leader – what is it that makes them stand out, that makes them important? You may have identified their passion, energy, a certain presence, humour, humility and so on. These traits are about the way people come across: the qualities they show to the world.


Now think of someone who is slightly threatening to you. What do they do that causes this threat? Very often, someone appears threatening because they have not asked for permission before making a suggestion or request. They may use a question such as ‘Why don’t you do X?’, which seems lightly accusing in tone.


A true leader, on the other hand, would show more humility by suggesting, ‘Perhaps you would like to try X’. This is more like an offer – you are free to make a choice. Obviously if you work in a position where ‘orders’ are vital, such as the fire service or army, then this approach would not always be advisable. However, people still feel resentful when they are not consulted – when they are not asked for their permission – and this can cause resistance.



A TRANSFORMATIVE LEADERSHIP MODEL



Sam Walton, founder of Walmart, often visited Wal-Mart stores across the country to meet with associates to show his appreciation for what they did for the company. Sam Walton gave ‘rules for success’ in his autobiography, one of which was to ‘appreciate associates with praise’ (Walton, 1996).


There are four factors to transformational leadership, (also known as the ‘four Is’):


•   idealised influence;


•   inspirational motivation;


•   intellectual stimulation;


•   individual consideration.


Each factor is discussed to help managers use this approach in the workplace.


•   Idealised influence describes leaders who are exemplary role models for associates. Managers with idealised influence can be trusted and respected by associates to make good decisions for the organisation.


•   Inspirational motivation describes leaders who motivate associates to commit to the vision of the organisation. Leaders with inspirational motivation encourage team spirit to reach goals of increased revenue and market growth for the organisation.


•   Intellectual stimulation describes leaders who encourage innovation and creativity through challenging the normal beliefs or views of a group. Leaders with intellectual stimulation promote critical thinking and problem solving to make the organisation better.


•   Individual consideration describes leaders who act as coaches and advisors to the associates. Leaders with individual consideration encourage associates to reach goals that help both the associates and the organisation.


According to Northouse (2001), a transformational leader has the following qualities:


•   empowers followers to do what is best for the organisation;


•   is a strong role model with high values;


•   listens to all viewpoints to develop a spirit of cooperation;


•   creates a vision, using people in the organisation;


•   acts as a change agent within the organisation by setting an example of how to initiate and implement change;


•   helps the organisation by helping others contribute to the organisation.



QUIET LEADERSHIP



In David Rock’s brilliant book Quiet Leadership (Rock, 2007) he states that one of the roles of good leadership (and coaching) is to improve people’s thinking. I often use the quote from Nancy Kline’s book Time to Think: Listening to Ignite the Human Mind: ‘The quality of our listening determines the quality of their thinking.’ So you can improve people’s thinking by listening more attentively to them, giving them more space to think and reflect. As we now know through advances in neuroscience, the brain makes millions of connections creating maps or neural pathways. This helps to predict the outcome of a situation, which helps people feel more in control. If as leaders you tap into these pathways to help individuals gain clarity using short ‘clean’ questions, the changes can be fast and highly effective. You are then able to challenge their thinking and explore new pathways that can change perspectives and encourage fresh ideas.


It is useful to check out other leadership styles and models from authors such as Steve Radcliffe, who in Leadership Plain and Simple talks about being focused on the future, engaging your teams in that future and then making it happen: Future – Engage – Deliver. Take a look at ‘The Five Practices of Exemplary Leadership Model’ by Jim Kouzes and Barry Posner (www.leadershipchallenge.com/about-section-our-approach.aspx).


Case study


Coaching at the Royal Bank of Scotland (RBS) in the City of London I was placed with an ex-major in the British Army. He had taken the leadership role as a department head and had a somewhat autocratic style of leadership. He was considering a corporate retreat for his staff. He had a solid structure in place so that the aims for the retreat were clear, all his staff were on board and he had clearly communicated the timetable and process. Listening closely, however, I noticed that he was intending to be quite directive in what was discussed and who would be leading these discussions. He was making assumptions about the way the staff would interact and what they wanted to discuss without first checking this out with them. He had some real concerns about a particular project but was intending to launch into these concerns without consulting staff.


I asked him what he wanted to happen at this retreat and what outcomes he was looking for. After responding that he wanted to get staff engaged and on board with this new project, I challenged him to consider how he might do this by asking for their ideas and suggestions.


This is part of that interaction:


Coachee: I want to ensure they are engaged with this project.


Coach: And what happens just before they are engaged with this project?


Coachee: Um, I’m clear about what is needed and how I’d like them to take it forward.


Coach: So quite directive – and you have said you want to be less directive during this retreat, is that correct?


Coachee: Yes, in the past I have had feedback that they feel resentful when they are not consulted. So I suppose they want to come up with ideas and suggestions for ways forward so that they are motivated.


Coach: What would you be asking if you were more consultative and less directive?


Coachee: I’d ask them to discuss ideas around what is needed and discover how they would take it forward, I suppose.


Coach: How does that feel to you?


Coachee: Slightly out of control!


Coach: How can you be less directive and stay in control?


Coachee: Well, in the introduction I need to get some discussion and ideas from them, but ensure I bring them back to the aims of the project so we don’t lose sight of the overall objectives.


Coach: What kind of introduction do you need when getting them to discuss ideas?


Coachee: Yes, that doesn’t come so naturally to me. Let me think . . . perhaps something along the lines of, ‘You are all aware of this new project we have coming up. It will take up a good deal of your time over the coming months. Today I’d like to hear your ideas on how we might take this forward.’ Then I guess I need to listen more and incorporate their ideas to ensure full commitment.


By ensuring the staff are consulted and ideas listened to this leader is setting the scene for a successful project.



GIVING PERMISSION



When we ask people for their permission we are giving their power back to them, their sense of self-worth. We are validating them and their opinions – showing them that what they say/think/feel is of value. Good leaders know how to engage with people, and they create strong communities. Asking for permission also creates good boundaries. If you ask people for their permission, you get their buy-in and so there is no comeback later on. For example, you would invite a positive response if you said either of the following:


•   Would you agree to meet out of your office for the coaching sessions as this would enable us to speak freely and would be less stressful?


•   As your coach, I would like to suggest we have the sessions outside the office, as this can be more effective. Are you OK with that?


If, on the other hand, you said, ‘I want us to have the sessions outside the office as this is more effective’, you would not allow the person any choice and would end up inviting resentment and resistance.


You may be able to think of a few situations in your own job where asking permission could be useful. Think of a person you really trust: there may be no need for permission as the trust is inherent in the relationship. But everyone needs to feel valued and, even when you know that permission is not needed, rather than just taking it for granted, asking for permission can build on the trust you already have in place.



WHAT IS THE INTENTION?



The intention behind the words is always more important than the words themselves. For example, in a meeting someone may say, ‘Can I just finish!’ Here the intention is: ‘Shut up, I am speaking.’ Or someone may say, ‘I’m sure you don’t mind my leaving early, do you?’ The intention here is clearly ‘I know this will not be convenient for you but I’m going anyway.’


Why not state your intention, but do it sensitively? For example: ‘Give me a minute. I just want to finish this section’ or ‘I’d like to leave early as I have an appointment, is that OK?’


Many discussions are unclear when the intention is vague or hidden. People speak around and around an issue instead of coming to the point and stating their intention.


Take Emma, for example, who is very competent leader of a large retail department in Croydon. She is efficient and does an excellent job but her staff are often confused by her mixed messages. There can be no gaps between the real aims of a message and the one that is actually delivered. Being succinct is a real skill and can be learned. It is essential when dealing with day-to-day problems on the shop floor that messages are passed on clearly and without misunderstanding.


Here is an example of a recent communication from Emma:


‘What we need here is to change this area perhaps making it less cluttered. So if you can ensure that happens and take away this section, we could perhaps attract more customers. I have noticed that it’s a real turn off for customers when the area feels too confined, they like to be able to see the goods clearly.’


Her intention is to give advice and inspire the employee to make the area less cluttered. What she has achieved is to confuse the issue and demotivate the employee.


More succinct, clear and motivating would be:


‘This area needs to be less cluttered, would you agree? We know that customers prefer to shop in a less confined space so why not take away this section as a start?’


So Emma needs to practise and think about what is her real intention before she conveys it to her employees. This saves time, confusion and misunderstanding.



BEING A ROLE MODEL



As a leader, you will be aiming to be a role model: you will be someone who inspires others to be proud of their achievements, someone who guides and supports people so that they enjoy the journey as well as the end goal. Martin Luther King was a leader who inspired me as a young woman, and I, like many others, have never forgotten his ‘I have a dream’ speech. As I listened to that speech I had no inkling that one day I would witness Barack Obama being elected as the first black president of the USA.


Martin Luther King spoke from the heart: he was totally authentic and it is this quality that marks a true leader. People will be looking to you, as a leader of your department or organisation, to make authentic connections – to foster strong relationships so that people feel trusted and valued and are able to share their own vulnerability. As a leader in a coaching role, you will stand back from issues to see the bigger picture. You will be that person who is slightly in the background but whom everyone is aware of; a person with solid principles, a clear vision and shared purpose.


A leader, therefore, is someone who:


•   can be trusted and who inspires trust;


•   is consistent in dealing with people;


•   supports mistakes;


•   motivates others;


•   takes time to listen;


•   gives unconditional praise;


•   has a vision and can communicate this vision;


•   is able to delegate effectively;


•   is influential;


•   can manage expectations and disappointments;


•   can justify decisions; and


•   is proactive and energises others.



SHARING LEADERSHIP



In their book, Power up: Transforming Organisations through Shared Leadership (1998), David Bradford and Allan Cohen argue that a new model of shared leadership has become essential in today’s markets:
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