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Praise For The Four Greatest Coaching Conversations


“A fabulous book for managers and coaches. Successfully delivers the vision of simplicity of framework that recognizes adaptability of approach in changing mindset. The impact for our business has been significant.


Coaching is a critical skill for any people manager and there are many tools available. Often they are complex and give the sense that hours of preparation and coaching is needed for an impact or they are too simple and do not reflect the complexities of real life. This book offers a practical and simple framework to orient though coaching conversations, whilst recognising that different situations need a different approach. A great toolkit for any manager.”


—Brooke Finlayson, Chief Learning Officer, Mondelez International


“Mining insights from thousands of coaching engagements, Conner and Hirani have brilliantly demystified the coaching process and uncovered the conversations that truly matter. Their book offers a powerful system that will help all coaches increase their relevance, multiply their impact, and enable others to be at their best when they need it most.”


—Liz Wiseman, bestselling author of Multipliers and Rookie Smarts


“A very practical book on deepening coaching conversations by two very accomplished and thoughtful coaches, backed up by research and great case examples.”


—Peter Hawkins, Professor of Leadership and Co-Author of Systemic Coaching: Delivering Value Beyond the Individual and author of Leadership Team Coaching


“This approach to coaching has fundamentally changed the Integrated Device Technology culture. As a result attrition is down and financial performance is up. I see leaders who have experienced this work changing their entire vocabulary and approach to their jobs. They are more thoughtful in their actions and much deeper in their thinking.”


—David Shepard, CEO and Senior Executive, Semiconductor Sector


“Jerry and Karim redefined the art of coaching conversations with these Four Great Coaching conversations that transcend and transform. This book offers a path to master the technique and methodology, I am sure that this book will soon become a classic.”


—Enrique Lopez, Author and Founder of Academia Interamericana de Coaching


“The Four Greatest Coaching Conversations is essential reading for any coach or leader wishing to expand their repertoire of coaching skills and to facilitate growth and transformation that lasts. Jerry Connor and Karim Hirani offer an impressive guide for coaches that is well grounded in theory and research, yet practical and full of how-tos. A resource anyone coaching would find invaluable.”


—Tony Clitheroe, Exec Coach, PCC, ICF (International Coach Federation) President 2014–2018, WA Branch Australasia Charter Chapter


“Pragmatic, robust and insightful . . . a great resource for managers looking to adopt a coaching style with their teams and for leaders wanting to nurture a coaching culture within their organisations.”


—Abi Marchant, HRD Food Sector, 2011–2017


“This book brings a rich diversity and depth of background research, and combines it with wisdom harvested from vast amounts of collective practice to create an elegantly simple set of heuristics. It is accessible and eminently practical, while laying out natural sequences for guiding you through ever deeper layers of mastery in your coaching practice.”


—Jonathan Reams, Associate professor, Norwegian University of Science and Technology


“This book is deep yet easy to read. It is rigorous in the treatment of the data and with the wisdom of the practice of coaching that infers what is not easily apparent; it is ambitious without claiming to be ‘the ultimate coaching approach’; it is exhaustive and written in the spirit of apprentice in the background. For a coach or manager, this will be of much value to you, your coaching practice and your leadership.”


—Francisco Villalta, PCC, Senior Coach, author of Nacemos con alas luego aprendemos a volar (Amazon’s Best Selling) and Memorias de una rosa


“At last, the secret is out! – a breakthrough guide for coaches and leaders alike. A must-read guide for coaches, managers and leaders who wish to use coaching conversations to skilfully cut through complexity to reach clarity and create fundamental change that lasts.


For the past decade I’ve used Jerry and Karim’s four greatest conversations, with outstanding results. I love the fact that I can use this approach whilst maintaining the integrity of my own (personal) coaching style. By following the guidelines outlined in this book a coach or leader will feel extremely confident about creating fundamental change in both the mindset and behaviour of the coachee. It’s about time the four greatest conversations were shared with the world!”


—Judy McGinn, PCC, Executive Coach, ICF Australasia Western Australia Branch Professional Development Team Coordinator and Facilitator


“Chalk full of research-based insights and practical tools to support changing one’s underlying mindset in order to make sustainable behavioral change and overcome common leadership challenges. Changing our mindset is fundamental to sustainable behavioral change. This book provides the context, tools and research to do just that.”


—Carmen T Acton, MBA, Co-Director Internal Programs, ICF San Francisco Bay Area Coaches


“I have been coached personally by Karim, and as a business we have worked with BTS Coach for 4 years with the frameworks and techniques in this book. The impacts of the Be and Relate shifts in particular have been significant for me, professionally and personally, and for other individuals as well as us as an organization. It’s hard to capture the magic of a great coach in a book or other medium, but this book does a brilliant job of explaining these powerful ideas and practical ways to apply them.”


—Jivan de Silver, Strategy Director UK Market, Global Hospitality/Leisure Business


“Most managers I coach admit that, despite their best intentions, they tend to revert to advising and problem solving, rather than coaching. The Four Greatest Coaching Conversations gives leaders practical examples of how to use the right coaching conversation when coaches need help to build confidence, connection, inspiration or to have their mindset challenged. Stories, tips and example coaching questions help readers make sense of and apply the ideas presented. Drawing on a combination of neuroscience and psychological theory, Connor and Hirani’s book is a useful tool for managers to build their mastery in the core leadership practice of coaching.”


—Dr. Vicki Webster, Incisive Leaders


“Karim and Jerry have captured the essence of coaching in this informative and instructive book. Their models are profound and are based both on extensive research and psychological theories getting to the heart of how coachees and organisations can meet their potential. They present these simply, illustrated by case studies and offer clear, step-by-step explanations as to how to use these in coaching conversations. The chapter on subpersonalities adds an additional perspective, which takes their models to a new dimension. The exceptional element in this book is the way they combine simplicity with depth and offer line managers and coaches an innovative way to help individuals, teams and organisations make profound changes in a short time. I think this will become a must for all of us who have coaching conversations.”


—Keren Smedley, PCC, author of several books including Who’s that Woman in the Mirror


“This book, The Four Greatest Coaching Conversations, integrates coaching skills, presence and psychological theories perfectly, and is for people who want a higher level of coaching skills. It inspires me. If you want to improve your coaching proficiency and coach presence as a master, this will help you to deeply see the coachee more than the presenting issues and goals of the coachee. After reading this book, you will feel like you got a masters degree in coaching.”


—Sabrina Park, PCC, APAC (Asia Pacific Alliance of Coaches) President 2013–2015, Founder of ‘Positive 100 Days Project’ movement for world peace


“This is a great book for anyone learning, or honing their skills, as a coach or as a line manager. Through a series of real-life examples, the authors provide a thought provoking and structured approach to coaching individuals who are open to transformational change. On the face of it, the model, tools and techniques are simple to use, and yet reach deep into the psyche of individuals, enabling them to achieve sustainable change.”


—Kate O’Loughlin, Team and Leadership Coach, The Talent Toolbox, author of The Science of Talent: How to find, grow and keep the right people in your organisation


“We all need to know why we do what we do and how to shift our thinking to create new behaviors and habits in a safe space to unlock our own potential and that of our organizations. Connor and Hirani’s The Four Greatest Coaching Conversations are the keys to transforming employee motivation and productivity quickly and effectively – a must read for all professional coaches and leaders.”


—Maria Newport, co-author of 3 Elements for Effective Recruiting: Preparation – Selection – On boarding and Managing Principal of Newport O’Connor (Executive Coaching & Consulting)
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PART ONE



The Four Greatest Coaching Conversations










Introduction



WHAT MAKES A GOOD COACH A GREAT ONE?


Imagine someone you know comes to you feeling really low. “The presentation bombed,” she says, referring to a board-level presentation she’d been preparing for ages. “I’ll never be taken seriously at that level.”


How do you respond? Whether you have a coaching or line-manager relationship, how can you coach her? Does this kind of situation sound familiar?


As a coach it should make your ears perk up. It is a prime opportunity for one of the four great coaching conversations. It is a chance to help this person pick herself up after a difficult meeting and help her learn from this experience and emerge with new confidence in communicating her ideas. It is an opportunity to make a huge difference.


Most good coaches will recognize the chance to be helpful here by listening or offering some time to reflect on what happened—but great coaching is about more than this. Great coaches can turn this kind of situation into an opportunity to shift mindset, a sustainable way to create deep and lasting change in their coachees. That is because they know how to identify and use the four greatest coaching conversations. This common situation of responding to a setback is just one of them.


Discovering the Four Great Coaching Conversations


We started to identify these conversations based on some remarkable data. We are both founders and key leaders of BTS Coach. BTS Coach was the pioneer of affordable coaching, and the company manages around 300 coaches in more than 40 countries, coaching nearly 10,000 individuals a year. To manage quality, our coaches have always been asked to keep anonymized notes on their conversations.


By 2012 we realized that this data was a goldmine. Inadvertently, we had created a record of more than 100,000 conversations in which leaders were at their most open about the challenges they were struggling with and the insights that unlocked change. And, of course, what truly unlocked the change was mindset.


Each coachee was coming in with a live and critical challenge. In each situation, they needed to make a mindset shift in order to change. The power of this data was that through the conversations, we could track what the coaches were doing that created this shift.


Something fascinating emerged from this data. At the root of vastly different situations and scenarios, particular mindset shifts and certain conversations kept recurring. A leader who wants to influence peers, a line manager who wants to coach, or a salesperson who wants greater trust with customers may all need the same mindset shift to achieve their goal, and they may all need a similar conversation to help them.


We grouped our findings into four areas, each related to a mindset:


1. “Be.” These were conversations about the individual’s resourcefulness, confidence, and ability to stay calm, open, and empathetic in any situation. This included authenticity and being yourself when you most need it.


2. “Relate.” These were conversations about relationships with other people. This included influencing, building trust, giving a difficult message, collaborating, or dealing with conflict.


3. “Inspire.” These were conversations about direction, change, and purpose. This included responding proactively to situations of uncertainty, and knowing what you stand for and how to lead for it.


4. “Think.” These were conversations about solving problems in a new way. This included identifying bias and seeking input from diverse sources, having creativity, strategy, innovation, and insight. This was about looking beyond the obvious.


These areas were pervasive. For example, a leader seeking coaching on public speaking and a leader seeking coaching on managing emotions might actually need the same thing when viewed through a mindset lens. In both cases the Be conversation would enable them to choose their attitude or state in critical situations.


Interestingly, the truly great coaches would pick this up and used the right tool for the right mindset. The critical coaching conversation with the individual who wanted to be more confident at public speaking followed the same path as the coaching intervention with the person who wanted to manage their emotions. If the shift is the same, the coaching approach is the same.


And, logically, if you need to match the conversation to the shift, the same technique will not work for Relate, Inspire, and Think shifts. In each case, if you want to change mindset, something very different is required.


These findings are remarkable. Let’s explore further how the shifts are different and why this is important to understand.


Each shift is fundamental and creates a step change in performance. But each shift is different and requires the coach to work in a different way.


Take two examples:




One coachee was a talented marketer. In everyday business, her quality shone through. But when it came to “selling her strategies” to senior leaders or making the case for a course of action with critical peers, she was less effective. The coach focused on what we will discover are classic Inspire questions. He asked the coachee to shape her vision for the difference her strategies might make. He coached her to clarify the change she wanted to lead in the business and build a strong narrative to bring it to life for the board. But it still failed. Why? Because the coach was focusing on the wrong conversation. Our coachee did not lack a clear sense of purpose or the ability to shape a story. The issue here is one of resourcefulness in negotiation with senior leaders. The only way to really address this is with the Be conversation, which will help her understand why she is becoming defensive and losing authority with senior audiences, and help her respond at her best in these negotiations with senior leaders.


Another coachee was an entrepreneur. After early success, he was experiencing a series of losses. Naturally he was starting to question his business idea. In this case, the coach focused on the Be conversation. The coach helped the coachee understand the doubts that began to creep in with the constant failures. The coach then helped the coachee build new, more resourceful responses to enable the entrepreneur to bounce back from disappointment. But the business kept failing. In this case the need was not a Be one. It’s critical for entrepreneurs to notice feedback their products receive in the market and to challenge the way they think about their business. This points to the heart of learning agility. Rather than helping the coachee become more resilient, the need here was to coach his assumptions about the business. This is a classic Think coaching need.





Each of these cases used the wrong coaching conversation, and the coaching ultimately did not create sustainable behavior change or results. There are many such stories in our data. We track impact by whether an individual experienced “significant change” in coaching. And there is a direct correlation between addressing the conversation the coachee is really talking about and the coachee making significant change.


But what does this mean for you as leader and coach?


You need to be able to identify and listen for clues as to which of the four great coaching conversations the coachee is seeking. The appropriate map for that conversation can then guide you. If you do this, your chances of helping your coachees make a sustained and significant change—a change in mindset—increase dramatically.


So what are they?


Put simply, the heart of the four conversations are (we will look at the underlying mindsets later):


1. The Be conversation, when someone is feeling lousy, unconfident or unresourceful


2. The Relate conversation, when someone needs to build trust or connection with others


3. The Inspire conversation, when someone can’t inspire themselves or others with a clear purpose or direction


4. The Think conversation, when someone needs to find new ideas or creative solutions


Critically, they work beyond formal coaching sessions. Most leaders know that coaching needs to be responsive in the moment—you don’t always have the luxury of a series of conversations around a long-term goal. A colleague may come to you and say, “I’m frustrated with my colleague after our meeting. Help.” The beauty of these four conversations is that the ideas can be used in the moment, over a five-minute focused coaching conversation, or over a longer-term planned conversation around an objective.


Let’s take each in turn.


Conversation 1: The Be Shift


When someone is feeling lousy, unconfident, or unresourceful


The example at the beginning of the chapter is typical of a Be conversation. We introduced a team member who was feeling low after a presentation to the top team. While the cause may be different, all human beings experience the need for this conversation every day. There are topics about which we are defensive, unsure, or anxious. Situations or people that don’t bring out the best in us. No matter who you are coaching, you will find there are times when they aren’t at their best. When they feel lousy, unconfident, or unresourceful about something.


Changing the way your coachees respond to situations like this can be transformational. The mindset change is to do with building their ability to be their best when they most need it, and therefore holds the key, for example, to being confident and authoritative with a senior audience, or calm and authentic in a difficult work situation.


The ubiquity of this conversation was highlighted in 2016 when we worked with Singapore Management University to analyze more than 900 coach/coachee interactions.1 Each interaction covered at least four coaching sessions over a period of several months. Working independently, a doctoral student categorized these conversations according to Be, Relate, other, or a mix. The levels will be discussed in Part Three of this book. For now, focus on the areas in totality. Put the table above in between these two paragraphs.


The results show how significant Be and Relate conversations are to most leaders today. They are at the heart of emotional intelligence. In particular, the Be shift is the most common need expressed in North America and the second most common globally.
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Conversation 2: The Relate Shift


When someone needs to build trust or connection with others


Here is a typical Relate situation:




Imagine you lead a sales team. One of your top account executives has been trying to close a deal. Every one of the key decision makers in the customer business is on board except for one finance director. “I’ve tried everything,” fumes your team member, “but he’s so small minded. All he thinks about is cost. What can I do?”





How do you respond? How can you coach your team member to learn from this experience and emerge with a reconceived approach to influencing the finance director? How can they recognize their judgments and reactions, and shift the mindset toward others to greater understanding, empathy, and response?


Most coaches regularly encounter this situation, where people come to us for coaching in dealing with others.


In fact, according to research with Singapore Management University, this need is the most common one expressed in both the European and Asian samples, and it is the most common need across our data set.2 This is not surprising. Success for most people depends on their ability to engage with, influence, and coach others. It sits at the core of leadership. And it is often the one element that most defines effectiveness.


We will explore the Relate conversation in more depth—and how to help the account executive—in Chapter 2.


Conversation 3: The Inspire Shift


When someone can’t inspire themselves or others with a clear purpose or direction


Here is a typical Inspire situation:




Imagine you are coaching a high performer. She has been working flat out over the past year and has exceeded all her targets. But she is exhausted and starting to get feedback from others that she is overly driven and not inspirational. She opens up to you, sharing that she’s starting to wonder whether it’s all worth it, and she needs some support to reignite her inspiration.





How do you respond? How would you coach her? How can you help her discover what is really important to her and how to lead in a way that is inspiring to her and those around her?


This kind of conversation is becoming much more prevalent in the modern world. In generations past, success was typically defined by pursuing a well-defined career and completing defined tasks to certain levels. It was less important to know what you wanted, nor to chart your own course. Now people are expected to “own their own careers,” to “lead in uncertainty,” and to create their own vision for success. This conversation is core to coaching others in this area.


As a coach it’s a brilliant mindset changing conversation to coach people who want clarity on who they want to be and the change they want to lead. It’s one of our favorites.


We’ll explore this conversation and how to coach the “marketer” in Chapter 3.


Conversation 4: The Think Shift


When someone needs to find new ideas or creative solutions


A typical Think situation might look like this:




Imagine a factory manager comes to you for support. He has been challenged to increase efficiency and cut costs. The ideas generated so far feel stale. He wants some support to “get out of this rut.”





How do you respond? How can you coach him to think differently and hence to create genuinely breakthrough ideas? The Think conversation addresses this, as well as how we create and innovate new solutions.


This conversation is not about giving people new ideas or creative solutions. That wouldn’t be coaching. It is about challenging thinking. It is about coaching to view a situation through new and different lenses, unleashing new levels of creativity and innovation in the coachee. This shift enables some people to step back from a situation and pick out the root cause, to create strategic insight and develop radically new ideas.


It is about recognizing habitual thinking, such as, “how I or we normally think about this,” and consciously moving beyond these assumptions to create new ways of looking at it. It’s about getting curious again.


In Summary – the Four Greatest Coaching Conversations







	The Four Greatest Conversations

	When do you use this conversation?

	How might it help your coachees?






	The Be conversation



	When someone is feeling lousy, unconfident, or unresourceful

	Being at their best when they most need it, confidence, resilience, emotional control, resourcefulness, having a growth mindset






	The Relate conversation



	When someone needs to build trust or connection with others

	Influencing others, giving difficult messages, listening, building relationships with those they find challenging, overcoming conflict








	The Inspire conversation



	When someone can’t inspire themselves or others with a clear purpose or direction

	Leading in uncertainty, setting direction, clarity, knowing what they stand for, meaning and values






	The Think conversation



	When someone needs to find new ideas or creative solutions

	Creativity, problem solving, strategic insight, challenging the way things are done, coming up with breakthrough ideas, innovation









The Secret Behind the Four Greatest Coaching Conversations


So why are these conversations so important? What is the secret behind them? Why did they stand out so strongly in our data? We found that these four conversations are so critical because they work on mindset. This means the change they unlock is deeper, longer lasting, and more significant. This is because mindset is at the heart of behavior change.


To bring it to life, consider this scenario, which may sound familiar to you:




You receive more feedback that a member of your team is frustrating his colleagues with his poor communication and lack of sensitivity. You are unsure what to do. You have given him this feedback on several previous occasions, and he’s committed to changing. You’ve sat down and shaped a development goal to this effect. You had some great coaching conversations, but he still isn’t changing.





Why not? And how come all those carefully crafted coaching skills aren’t working?


It’s because these conversations do not strike at the turning point for change. A good conversation is not enough. We know this ourselves—think about the New Year’s resolutions that fail or the commitments to better ourselves that never end up coming to fruition. Behavior change takes more than good intention. It requires a change in mindset. In the above example, the team member will not change his behavior until we address the mindset. To do this, let’s look at mindset.


What do we mean by changing mindset?


A close friend had a heart bypass operation when he was 56. It was necessitated by high cholesterol. The specialist advised him to alter his lifestyle to avoid a repeat. In spite of good intentions, he failed to substantially change his lifestyle, and sadly he died of heart disease five years later.


Why didn’t he change? He had all the knowledge and skills he needed. He most certainly had the motivation. In fact, my friend is not unusual. According to one study, only one in seven people manage to change despite being told by a doctor that they have a condition that will threaten their life if they don’t change.3


Or take a business situation. In 2007 Apple launched the iPhone. At the time, BlackBerry was the dominant player in the market. For the next four years BlackBerry’s sales grew, and it continued to ignore the danger from its smaller competitor. BlackBerry executives couldn’t see how users would abandon their keyboards for touchscreen technology. As a result, BlackBerry neither adapted nor changed, and it is now a fraction of the size of Apple.


Or take this behavioral example. According to research, 65 percent of employees in North America want more feedback.4 So, it should be easy to persuade managers to give it, right? Far from it. Time and time again, we find that giving feedback is one of the behaviors managers find most difficult and generally avoid. But why, especially when people clearly want it?


In each of these cases, change is not happening. My friend didn’t change his lifestyle even though it was in his interest to do so. BlackBerry did not challenge their views of the market, even though they remained market leader for a few more years and had plenty of time to respond. Managers are not changing their views on giving feedback to team members, even though we know employees want feedback.


In each case telling people to change isn’t enough. Nor is it enough to simply come up with good coaching intentions, ask coaching questions, or give them models and tools to improve. There is something else at stake. That something is mindset.


Mindsets are the beliefs, assumptions, and mental frames—often unconscious—that shape people’s actions. If our coachee is unaware of mindsets, they may find that their good intentions to change lapse in the face of stress, and then old habits kick in. Mindsets have corresponding physiological and emotional components.


Recent advances in neuroscience help explain this. We learn that the frequent firing of neurons in the brain create deep pathways, or “rivers of thinking.” The good news is that brains are “plastic,” and these pathways can be changed. The bad news is that new connections will have to be built to do this.


But without creating new connections, natural reactions will be defined by these established neural pathways. So, our coachee’s mindset—either their new one, or their old one—will play a key role in driving their behavoir—either their new one or their old one—which in turn drives their impact and results. In the three examples above, unlocking the mindset that drove the behavior would have been key to my friend changing his diet, BlackBerry facing the challenge of Apple, and persuading managers to give feedback.


Let’s take another simple example to illustrate the impact of changing mindset on behavior.


If a manager believes that negative feedback will upset an employee and leave them unmotivated, then the manager will probably hold back on giving the feedback. Even if the manager does try to give feedback in spite of their belief, it may not work. Say for example the manager attends a feedback skills workshop and returns with a new feedback model. They try it on their employee. But because they believe that giving negative feedback will upset their employee, they are anxious when they give it. In their anxiety the message comes across more bluntly and more aggressively than they intended, skewing the truth of the message. The employee picks up the anxiety together with the clumsy message and does, in fact, become upset.


The manager’s mindset (negative feedback will upset the employee) has meant that trying to adopt a new behavior on its own didn’t work—and in fact backfired, reinforcing the original mindset.


Mindset Drives Behavior Drives Results


“Your beliefs become your thoughts, your thoughts become your words, your words become your actions, your actions become your habits, your habits become your values, your values become your destiny.” (A quotation attributed to Mahatma Gandhi)


By contrast, suppose the manager recognized they held this belief or assumption that feedback will upset their employee (notice the certainty of the assumption—it “will”) and was able to change it with the Be conversation. Perhaps they replaced the belief that “feedback will upset my employee” with a belief that “my employee would love to know how they are doing.” In this scenario, the results would be different. The manager can now give the feedback with confidence. They will therefore be free of anxiety and hence able to deliver the message clearly and with care. And, of course, the result will be different. Mindset drives behavior, and behavior drives results. This is expressed well by A.J. Crum, P. Salovey, and S. Achor, who define a mindset as “a mental frame or lens that selectively organizes and encodes information, thereby orienting an individual toward a unique way of understanding an experience and guiding one toward corresponding actions and responses.”5 It has been repeatedly confirmed by authors such as A.B. Frymier and N.K. Nadler.6


As we go through each conversation, we will refer to research that shows the impact of changing the mindset on business results. This works.


So, a great coach needs to coach with an awareness of mindset.


In fact, because coaching involves adult learning and growth, it is rarely simply about transmitting information or imparting new skills. Usually we are coaching others to learn to expand perspective, or change the way they look or respond. In other words, to change mindset.


We often hear, “Well, if they had a better attitude they would succeed,” or, “They just need to change their outlook.” But no one provides the answer to actually do that—change the attitude, outlook, or mindset. This book will show you how we have successfully worked with others to do this, thousands of times.


As coaches, we need to master the art and science of coaching to transform mindset. By doing this we can truly help coachees grow and change. It is a science in the sense the below-the-surface workings of the four conversations have been researched and tested. It is an art because every human being is different—each response to the questioning in the four conversations will be different, each insight for the coachee will be different, and each real-life application will be different.


We will help you identify when each of the four conversations is needed and how to have them. You don’t need to have any coach training to use them, but if you have had formal training, the conversations should complement it.


This book is written in that light. Everything discussed in the following pages and the four conversations are all about changing mindset. Changing mindset is the power of the four conversations.


This book goes beyond foundational coaching models you may have come across, like GROW, listening, or asking questions. This book will help you to understand mindset, truly listen for the right conversation, and ask powerful questions by leveraging the tools and process to change it. This will enhance any approach to having great coaching conversations.




Note on coaching methodology: does our approach align with coaching professions, such as the International Coach Federation or European Mentoring and Coaching Council?


We believe it does.


While this book is aimed at line managers and the coaching all of us can do every day, these conversations could take place in the context of a professional coaching intervention, i.e., one that has a coaching ethical framework, with a coaching contract, and in service to the objective of the client. Many coach trainings will offer tools/models/processes from Neuro-Linguistic Programming or teach models about the gremlin or critic in our minds to support our coachees. What we are adding to the field is other models, researched theory, and frameworks that shed more light on the territory of experience. This adds to the power of noticing what the coachee is really talking about, and it provides focus on the mindset change that will drive the goal.


This means we can listen with greater attunement, ask more powerful questions, offer direct awareness/insight, and provoke lasting change. In coaching mindsets we will still be listening, asking questions, creating awareness—but with the wisdom of the four great conversations behind us.


We feel these models contribute significantly to the coaching process.


With transparent contracting and aligning the conversation with the coachee’s goal, these tools can be adapted to be powerful in professional coaching.





You will discover a shortcut into simple, proven, transformational ways to shift the mindset in each of the four conversations, giving you the ability to have a genuinely transformative impact when your coachee most needs it.


Are the impacts of these conversations proven?


Because we coach at volume, we are arguably the first coaching business to be able to use “big data,” and to test and refine its approach. We have always believed in transparency and openly share our methodology with coachees before their coaching. We believe this means we can go deeper, faster. And the results support this. Our NPS (net performance score) is 98 percent, and more than 97 percent of our coachees claim to have made changes as a result of the coaching. Most significantly, the number of coachees who claim that the change is significant and lasting (an indicator of mindset change) is correlated to the coach picking and using the relevant conversation for each coachee.


Why is this important? Because every tool shared in this book will have been tested and refined with thousands of coachees. You will be tapping into the insight from thousands and thousands of coaching hours and hundreds of coaches. And we’ll be sharing those tools that have maximum impact, supported by data.


Furthermore, we will also show how our four areas are the most relevant ones in today’s world by sharing research from thought leaders in the areas of leadership and development. They highlight the same four areas! We will discuss the business or organizational impact for each of the four conversations. For those who like more insight, we will share how these four mindsets relate to human psychological development.


How to Read this Book


This book is divided into three sections.


Part One: The Four Greatest Coaching Conversations


This section brings the four conversations to life. Each chapter takes a conversation and helps you understand it, experience it, and discover how to coach others. We suggest going through the theory to understand the concepts and then working through the reflective exercises at the end of the chapter with your own examples to really live it. The more you have experienced it yourself, the more you will be able to authentically support someone else in these great conversations. At the end of each section you will find additional hints and tips on how to successfully work with the insights when coaching others.


Part Two: Organizations Have Mindsets Too


In Chapter 5 we’ll look beyond coaching individuals and explore the way organizations and teams can be considered to have mindsets too—and how the four conversations can help solve business challenges.


Part Three: Going Deeper: Understanding Mindset Change


In Chapters 6, 7, and 8, we’ll move from the practical to the theoretical and give a little more depth and analysis to the research and thinking behind this work. Is there genuinely a psychological difference between the conversations? What are the principles behind changing mindset? We will look at the psychology behind these conversations and how to master coaching others to change mindset. In the final chapter, we’ll look beyond the four great conversations and give you a glimpse of how these conversations expand as your coachees become more mature and sophisticated.


For the purpose of simplicity, we refer to anyone using coaching skills with others in the workplace as a coach, whether as a leader having a development intervention, as a line manager having a great conversation, or as a professional coach. The person being coached will be referred to as the coachee.
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