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Introduction 


While a great deal has been written about coaching individuals, there has been relatively little investigation of coaching teams at work. Yet in discussions with senior human resource and organizational development professionals, this ability is consistently cited as one of the most serious weaknesses in the capability set of managers at all levels. Even in organizations that have made considerable steps towards becoming coaching cultures,1 the focus of attention for that coaching is the individual.


However, few people in organizations work alone. Indeed, the whole point of having an organization is to harness the collective efficiency of people working together. Peter Senge makes the point succinctly when he says:


Knowledge generation . . . primarily occurs in working teams. Individual learning is a by–product of what goes on in really innovative teams. But individual learning is not the goal. In fact, if it becomes the goal, you are in trouble.2


Organizations employ teams because they have found that this is a more effective way to organize complex work than any alternative yet designed. Teams provide the bridges between individuals and the organization; and between the need to make localized decisions and customize, and the requirement to adhere to large–scale plans and strategies. Teams also provide the focus of activity that meets people’s needs for socialization. They establish the environment where people can share effort, reward and risk. They provide a sense of common identity, rooted in shared ideas, purpose, stories and attitudes. And they provide an opportunity for conversation, support, recognition and other activities that make people feel motivated and raise self–esteem.


Unfortunately, teams don’t always live up to their promise. The depressing evidence is that many, if not most, teams in the modern workplace do not harness their collective capability to anything like the extent that they could. Failures of structure and process, lack of purpose or commitment, internal conflict and poor leadership sap the team’s potential to work at its optimal level. Some of this loss of performance is inevitable — a simple dynamic of team size, for example — but most is readily manageable, if team members and leaders are minded to reflect intelligently on how they operate and have the skills to do so.


This is where team coaching can be beneficial. It helps teams review performance, boost results, improve communication and build rapport.


Very few goals at team or organizational level can be achieved without some form of performance management process. While addressing the issues that emerge from performance review at an individual level is helpful, in practice most issues involve interaction between team members or in some way have an impact on other members. Addressing performance solely at the level of individuals may be much less effective than engaging all the players in the issue. The more that other team members understand what is needed to help a fellow team member improve performance, the more achievable and sustainable that improvement is likely to be.


Secondly, team coaching, as we shall explore in the following chapters, is a significant part of the remedy for team performance shortfalls. It harnesses a combination of intelligence and curiosity to help teams think through what they are doing and why, how they will integrate individual skill sets and how they will innovate. It also helps the team ask questions that will stimulate the intellectual dialogue necessary for addressing performance issues effectively.


Team coaching also fosters a higher quality of communication, both within the team and between the team and external stakeholders in its activities, ensuring that the dialogue is both intellectual and emotional in character and content. And team coaching promotes the social dialogue that builds rapport, stimulates understanding of self and other team members, and develops the skills to avoid negative conflict and enhance positive conflict within the team.


The aim of this book is to bridge the gap between the limited but growing academic literature on both team learning and team coaching, and the practical experience of managers and workplace coaches. Some of the questions it attempts to answer are:


[image: image] How is coaching the team different from coaching individuals, and from other processes such as facilitation?


[image: image] What skills underpin effective team coaching?


[image: image] What is the responsibility of team members in this process?


[image: image] How do you know when team coaching has been effective?


[image: image] When is team coaching appropriate and when will other approaches deliver better results?


[image: image] How can organizations make team coaching a sustainable, automatic process?


Along the way, we demolish a number of myths about teams and coaching. Among these are the following:


[image: image] Teamwork is always better than working alone . Not true. A whole range of social factors conspires to undermine the efficiencies expected from working collaboratively. Research into team effectiveness suggests that limited collaboration (where everyone does their own thing, with clear guidelines and occasional liaison) often delivers better results than trying to get everybody to work together. Like any other organism, teams are subject to chronic diseases, such as social loafing (where everyone eases off a bit on the assumption that others will take up the slack). Nonetheless, well–managed teams, used in the right circumstances and for the right purposes, are the bedrock of a high–performing organization.


[image: image] Coaching is the responsibility of the team leader. Not true. If coaching is to work, it has to be the responsibility of the team as a whole. There are no spectators. The management of the coaching process belongs to both coaches and coachees.


[image: image] The coach is the team leader. Not necessarily. The role of the team leader is to create the environment where coaching happens, and to provide an example of good coaching practice (as both coach and coachee) for other team members to follow. Peer coaching is as important and frequently more important for a team’s success than coaching from the team leader or from someone outside.


[image: image] Coaching within the team is an occasional activity. Not when it’s at its most effective. In reality, the more coaching becomes integrated with day–to–day activities and processes, the greater and more lasting its impact on performance.


[image: image] Team coaching is about task performance. Partially true. But sustainable improvements in task performance are the result of effective management of three aspects of team focus: achieving the task; managing continuous, relevant learning at both the operational and the wider contextual levels; and managing behaviour within the team and between the team and external stakeholders. It is the integration of these aspects that provides the foundation for teams that are successful over the long term.



About the book 


The learning journey of this book follows a logical series of steps — just like coaching — starting with the nature of coaching and ending with helping the team make the decision to self–coach. On the way, we take a variety of detours that seem interesting and relevant — just like coaching. And we try to create insights by asking difficult questions— just like coaching. And if we spend some time in didactic mode, well, it is a book, isn’t it? So what do we cover?


In Chapter 1, we review the nature and processes of coaching:


[image: image] Where does the instinct to coach come from?


[image: image] How is coaching different from facilitation, mentoring, counselling and other forms of helping people look inwards to learn and grow?


[image: image] Why has coaching expanded in popularity so dramatically in recent years?


[image: image] What’s the difference between effective and ineffective coaching?


In Chapter 2, we take a look at the nature of the team itself:


[image: image] What’s the difference between a team and a group? Does it matter?


[image: image] What are the dynamics that underlie team effectiveness and how do they manifest themselves?


Chapter 3 focuses on the role and practice of coaching within the team, answering questions such as:


[image: image] Who does it? To whom?


[image: image] When is the best time to coach the team?


[image: image] How does coaching the team differ from coaching individuals and how can both processes be integrated for the team’s collective benefit?


[image: image] How can the team coach foster a coaching culture?


[image: image] When is it appropriate for the coach to be the team leader and when should the coach be an external professional?


In Chapter 4, we progress to considering the processes of learning within teams generally and within each of six key team types. We ask:


[image: image] What helps and hinders learning?


[image: image] How do teams increase the quantity and quality of the learning they experience?


[image: image] What should the coach do with each type of team?


In Chapter 5, we examine in more detail the issues that the team coach needs to manage and the skill sets required to do so. We present a framework for organizing team coaching and for developing the relevant skills. Among questions we ask are:


[image: image] How do you know you are coaching the team well?


[image: image] How do you avoid becoming too cosy?


[image: image] What is the right level and kind of conflict for an effective team?


We also offer some suggestions of useful techniques and approaches to cope with common issues that arise in team coaching, relating to the management of interpersonal relationships, temporal issues, and key processes such as goal setting, systems thinking and communication.


Chapter 6 brings the emphasis of team coaching back to the team members, where it belongs, asking:


[image: image] How can the team members ensure that they take responsibility for coaching themselves and each other?


[image: image] What can they do to assist the leader or an external coach in building the coaching habit?


[image: image] What help do both need from the organization?


Throughout the book are case studies drawn from countries as widely separated as Scandinavia, Chile and Australia. They illustrate the variety of approaches used around the world and the potential to learn from others’ experiences in an emerging area of knowledge.


This book isn’t meant to be a manual for the team coach, whether new in the role or experienced — although it could be used as such. Rather, it is intended to assist those engaged in or aspiring to team coaching in a dialogue that will help them define what team coaching means in their circumstances and environment, the outcomes they expect of it, and how they are going to make it work now and work better in the future.


The essence of coaching is to use the wisdom of the coach to bring to consciousness the wisdom that those being coached hold within themselves. The more we understand how coaching and learning work in a collective context, the more effective our teams will be.


David Clutterbuck
December 2006








CHAPTER ONE
What is coaching?


“A successful coaching engagement will have a cascading effect, creating positive change beyond the person receiving the coaching.” I Diana and Merrill Anderson1


There are various theories about the origins of the word coach in the context of people development, but somewhere along the line it shares a common ancestry with coax Coaches act as external stimulators to the potential that other people hold within them. They use a combination of patience, insight, perseverance and caring (sometimes called charisma) to help the coachee(s) find the internal and external resources to improve performance.


Beyond this generic definition, however, lies a wide spectrum of different interpretations about the proper role, behaviours and characteristics of a coach. Depending on circumstances, coaches may need to adopt very different styles to meet the needs of their coachees. Factors that may affect the coaching approach include the complexity of the task, the risks associated with getting the task wrong, the coachee’s starting levels of willingness, self–confidence and capability in relation to the task, and the coachee’s level of learning maturity (how well they are able to co–manage the coaching process).


All of these factors apply equally to individuals and teams, although in this chapter for simplicity our primary focus is on coaching the individual. Team coaching requires an additional repertoire of approaches and skills, which we will explore in Chapter 3.



Approaches to coaching 


Much of the practitioner literature written in recent years attempts to impose one or other perception of coaching as real, and to give different labels to other interpretations of the role. This is at best confusing to both coaches and coachees and is disingenuous. The truth is that coaching is multifaceted, multidimensional and highly variable according to purpose and circumstance.



SOME DEFINITIONS OF COACHING 


[image: Images] “Coaching aims to enhance the performance and learning ability of others. It involves providing feedback, but it also uses other techniques such as motivation, effective questioning and matching your management style to the coachee’s readiness to undertake a particular task. It is based on helping the coachee to help her/himself through dynamic interaction –it does not rely on a oneway flow of telling and instructing.” I Max Landsberg, The Tao of Coaching2


[image: Images] “Unlocking a person’s potential to maximize their own performance… helping them to learn rather than to teach them.” | Sir John Whitmore paraphrasing Timothy Gallwey


[image: Images] “Coaching is an ongoing relationship, which focuses on clients taking action towards the realization of their visions, goals or desires.” | US National Optical Astronomy Observatory


[image: Images] “Developing a person’s skills and knowledge so that their job performance improves, hopefully leading to the achievement of organizational objectives. It targets high performance and improvement at work, although it may also have an impact on an individual’s private life. It usually lasts for a short period and focuses on specific skills and goals.” | Chartered Institute of Personnel and Development, UK


[image: Images] “Working with individuals and small groups to improve their social skills and effectiveness in the workplace.” | Marian Thier3


A useful website for collecting definitions of coaching is the US e–publication Coaching Insider (www.coachinginsider.com). Among the many it offers are:


[image: Images] “A form of training where the supervisor/manager models or demonstrates a behavior or task and uses feedback to guide the employee while she or he practices the behavior or task.”


[image: Images] “The process of providing instruction, direction, feedback and support –in order to improve performance and results.”


[image: Images] “Coaches provide support, encouragement and help in daily living skills.”


[image: Images] “Providing guidance, feedback and direction to ensure successful performance.”


[image: Images] “A strategy used to help a client reach her fullest potential and achieve her goals. The coach first helps to define the goals and then supports the client in executing them by mapping out a strategy and helping her stay on track. Coaching helps to balance work, family and social demands as well as leisure and spiritual activities.”


[image: Images] “A person who teaches and directs another person via encouragement and advice.”


[image: Images] “A relationship between client and coach, in which they collaborate to meet the client’s needs. The agenda comes from the client, who is guided and supported in making desirable changes in one or more parts of his or her life, leading to a life that is more fulfilling and more balanced.”


[image: Images] “Coaching is essentially a conversation – it is a dialogue between you and I within a productive, results–oriented context. A conversation where, by asking relevant questions at critical junctures, I can encourage and support you to look at different angles and strategies.”


[image: Images] “Coaching is about performing at your best through the individual and private assistance of someone who will challenge, stimulate and guide you to keep growing.”


[image: Images] “Coaching provides a safe place for clients to identify what is and what is not working, try new behaviors, and learn from their new experiences” | NASA


[image: Images] “(Coaches) assist people to identify specific goals and then reach those goals faster and with ease. Provide client with the tools, perspective and structure to accomplish more through a process of accountability. Reframe beliefs and create a point of focus for clients to reflect upon.”


[image: Images] “Coaching creates a space of unconditional acceptance where learning, growth and transformation occur naturally as participants (a) find clarity, (b) align with their core values, and (c) take effective action toward meaningful goals. Coaching takes a holistic approach to learning and affirms each participant as whole, capable and resourceful. Spiritual growth is a natural and significant part of the process.”


[image: Images] “Coaching is a collaborative, solution–focused, resultsorientated systematic process in which the coach facilitates the enhancement of performance, well–being, self–directed learning and personal development of individuals, groups and organisations, who do not have clinically significant mental health issues or abnormal levels of distress.” | Coaching Psychology Unit, University of Sydney


Not surprisingly, these definitions present a variety of perspectives. Some are quite narrow and close to tutoring (the Coaching Insider website includes a number that equate coaching to pre–examination cramming for students, for example). Some are holistic, seeing coaching as an intervention into any and all areas of an individual’s life. Some emphasize what coaching is not (e.g. the last of the list represents the real concern that many psychologists have about coaching that oversteps the boundaries appropriate to a nonclinician).4 Some mention feedback by the coach; others do not mention feedback at all. The common threads, however, are that coaching is a relatively formal relationship that concerns:


[image: Images] Developing personal (or group) insight


[image: Images] Performance against specific goals


[image: Images] Support and encouragement


[image: Images] Experimentation


[image: Images] The effective use of questioning skills


Inherent, too, in all the definitions is the concept of a journey — a coach can be seen as a vehicle for taking the individual in the direction they wish to travel.


Part of the reason that there is such variation in interpretation of what a coach is and does is that two models of coaching dominate both literature and practice. The first, most common and most deeply embedded in managerial behaviour, we can call traditional coaching. The salient elements of this kind of coaching can be summarized as follows:


[image: Images] The coach helps the learner clarify the goal they wish to achieve. Frequently, this goal, or the relevant level of performance required, is not one that the learner has defined. In a linemanager–as–coach role, the goal may be a performance requirement resulting from team targets or a general competence framework. In sports, the standard required at various levels from beginner to master is typically set by a governing body. This same body may also set standards for the competence of coaches.


[image: Images] The coach agrees with the learner what they will do to achieve the desired level of performance. This typically requires a plan of activity that includes practice.


[image: Images] The coach either observes the activity or monitors the outcome and uses this information to help the learner identify faults or modify their approach. This may involve direct feedback or a review discussion, in which the learner creates their own feedback through guided reflection on what happened.


[image: Images] The cycle repeats itself. Gradually, in effective coaching, the learner develops the confidence to experiment on their own initiative and to bring more and more of their own observation and reflection to the review process, until the coach’s intervention is no longer required.


Those who describe themselves as “executive coaches” are often sniffy about traditional coaching, in spite of its long pedigree in the workplace. They espouse a model that we can call developmental coaching, which has its origins in Socratic dialogue5 but is more recently derived from a mixture of European developmental mentoring practices and behavioural science. The core of this model is that the coach:


[image: Images] Uses skilled questioning to help the learner develop an understanding of the situation, the processes at work within it and the internal and external forces working to encourage or discourage performance.


[image: Images] Helps the learner build and sustain the motivation to pursue chosen goals.


[image: Images] Is available for further stimulation and reflexive questioning as and when the learner needs it.


Sandwiched between these two models of coaching are many hybrids. Some executive coaches base their practice on a combination of observation of executives at work followed by feedback, but with a Socratic style to the reviewing process. Many coaches in both sport and technical training like to demonstrate, so the coachee initially observes, and to maintain an iteration of observe—try for yourself—discuss how it went—observe again. Others adopt what we can call a “suggest” style, focusing the coachee on what to observe about both their own performance, behaviours and feelings and those of other people. Indeed, it is sometimes helpful to think of styles of coaching as a spectrum from directiveness to nondirectiveness, ranging from tell (instruct, observe and give feedback), through sell (demonstrate, observe and give feedback) and suggest (focusing the learner’s experimentation and observation, but using self–feedback), to stimulate or ask (encouraging the learner through effective questioning to manage their own experimentation and observation). These alternative styles map fairly neatly onto the learner’s starting point, as shown in Figure 1.1.


FIGURE 1.1
FOUR APPROACHES TO COACHING


[image: Images]


Yet others recognize all these approaches as valid and have developed competences in all of them. These flexible coaches have the capacity to adapt to a wide range of circumstances and coachees’ requirements. They typically assess where the coachee is starting from in terms of motivation and ability and gradually shift style as the circumstances change.



BECOMING AN INSPIRING PRESENTER 


For example, a newly appointed director had recently been panned in audience feedback for his presentation at his company’s annual “top 100” meeting. His presentation was described as uninspiring, rambling and difficult to hear. Communication skills were tacked on to the list of issues his executive coach would work through with him.


The coach used a stimulating (ask) style to identify the specific communication problems and establish a set of improvement goals, which the director would work through with the company’s public relations manager, who would act as a subject expert. After six months, the content and appearance of the PowerPoint™ slides had improved (the PR department took over the production), but little further progress had been made. The coach and the director agreed to put the issue aside for the moment, as there were more urgent needs relating to sorting out the director’s team and because he was not highly motivated to address the problem.


Two months before the next top 100 meeting, the CEO made it clear that he wanted to bring the issue much higher up the director’s agenda. The PR manager suggested bringing in a second coach, one who specialized in communication skills. The first thing this coach did was drill into the reasons for the director’s low motivation to address the problem, by exploring the emotions he felt whenever he had to give a speech. The dominant emotion was fear. The communication coach agreed with the director to ignore the presentation skills concerns until the emotional base had changed. The style of coaching agreed on to start with was tell, because the director’s fear was so great that he could not self–observe, or even try to copy other people.


The company was about to begin a round of presentations to the investment community, so these became a platform for real but relatively unthreatening practice. The director took a small part in each of these meetings, with the size of his role expanding as the series progressed and as the size of the audience grew from two or three people to 25 or so. The communication coach and fellow directors gave direct feedback immediately following each session.


After a few weeks, the director had gained sufficient confidence to be open to a mixture of observing others and observing himself. A couple of presentations were videoed and the coach discussed these with him in detail. Gradually, the director began to see the slideshow and the lectern not as essential props (in the sense of propping him up) but as hindrances to free interchange with the audience. His growing confidence – both in himself and in his knowledge of what he was talking about – allowed him to deliver a much more relaxed, better–received presentation this time.


This wasn’t the end of the learning journey, however. Now that he and the coach had progressed to a stimulator (ask) style, they were able to address a range of issues relating to his role as a communicator and as a champion of effective communication within his division. How was he going to ensure that there were effective communication strategies? How could he bring about improvements in the quality of day–to–day communication within his division, especially with regard to employees who worked in small, remote teams?


By the time the communication coach had moved on, the director had established a new and much more productive relationship with the PR manager and his CEO. The next year, he co–led the team making presentations to investors.



Coaching compared to mentoring 


Another source of confusion is between coaching and mentoring. In practice, the skills of developmental coach and developmental mentor have many similarities. They both help people work towards goals by building their self–awareness, strengthening their motivation and providing emotional support. What distinguishes the approaches primarily is the difference in the purpose of the relationship. Put simply, coaching answers the question: “What do you want to improve in?” Mentoring answers the question: “What (or who) do you want to become?” Somewhere in between — depending on the nature of the goal — lies the question: “What do you want to achieve?”


At an executive level in particular, developmental coaching is also distinguished from developmental mentoring in the following ways:


[image: Images] Coaching is typically of much shorter duration, working on a specific improvement goal, such as presentation skills, managing meetings or developing particular attributes of leadership. It may be triggered either by a problem or an opportunity. Mentoring, on the other hand, typically has a much more open agenda and longer–term goals. Often goals identified in mentoring lead to coaching interventions. Mentoring almost always focuses on long–term opportunities, although it may also deal with current problems, in the context of achieving the longerterm change.


[image: Images] Developmental coaches tend to avoid giving advice. Developmental mentors also typically hold back on giving advice, helping the mentee to think matters through for themselves first, but they are willing and able to advise, based on their experience, when appropriate.


[image: Images] Developmental mentoring includes a wider spectrum of roles than coaching, including being a sounding board, helping the mentee develop wider and better networks of information and influence (i.e. helping them become more self–resourceful) and sometimes simply being there to listen and empathize.


Coaching and mentoring in all their manifestations are both about achieving change. They harness change processes that people can manage for themselves and make these more powerful by:


[image: Images] Enhancing the person’s awareness of what is happening, both within them and around them


[image: Images] Helping them through the process of commitment (sometimes by being the person they commit to)


[image: Images] Expressing belief in their ability to make the change


[image: Images] Supporting them through the inevitable points of relapse


[image: Images] Working on the quality of their thinking



Coaching compared to counselling and therapy 


Coaching is also sometimes confused with counselling or therapy. It’s true that coaches may use similar techniques to counsellors or therapists, but in general they need to be aware of the boundaries that it is dangerous to cross. Coaches who blunder into areas of therapeutic need where they lack specialist expertise have been lambasted in various articles as irresponsible and dangerous.6


Australian psychologist Anthony Grant7 defines several key differences between coaching and therapy:


[image: Images] Coaching deals with clients who are basically functional, although dissatisfied with some aspect of their lives, or who aspire to reach higher levels of performance; therapy deals with people who are in some manner dysfunctional or have psychological problems.


[image: Images] Coaching emphasizes finding solutions, rather than unravelling and understanding problems and difficulties. Coaching is there foremore future focused, while therapy tends to be more past focused.


[image: Images] Coaching doesn’t deal with clinical issues, such as depression.


Interestingly, many therapists and counsellors now argue that coaching is an important part of their toolkit, or should be. Equally, effective coaches need enough understanding of human psychology and behaviour to recognize danger signs and refer clients on where appropriate.



Taking an integrated approach 


One of the problems with taking a narrow view of coaching is that the opportunity may be lost to enrich practice with ideas, approaches and philosophies from other, related disciplines. Psychologist and coach Pauline Willis, of the Coaching and Mentoring Network, uses the model in Figure 1.2 to illustrate how the various disciplines interrelate with coaching and mentoring.


A set of core personal and professional competences sit in the middle of the diagram and around the outside there is a band of competences drawn from the specialist professional domains described. A coaching psychologist would be qualified in one or more specialist areas of psychology, for example. The domains described and the specific competences given are illustrative — a lot more could be added — but Willis’s approach allows for a much wider debate than normally occurs about the scope and nature of coaching and about the knowledge and skills base on which coaches can draw.


Both coaches and those who employ them will benefit from ensuring that they have a clear understanding of when it is appropriate for coaching to be context independent and when the context demands a form of specialist intervention. In many cases, it happens that a client requires more than one type of help — perhaps a business coach to help think through issues relating to strategy and a broad personal development agenda, and a psychological coach to address particular behavioural patterns that prevent them achieving their full potential.


FIGURE 1.2
THE INTEGRATED MODEL OF COACHING AND MENTORING COMPETENCE


[image: Images]


For example, a CEO being coached around building a new team also needed help to deal with his inability to confront and manage aggressive women. The roots of this problem lay in his maternal relationship as a child and were outwith the role and competence of the business coach, who referred him on to a behavioural psychologist with experience in similar issues.



The key steps in a coaching intervention 


A coaching intervention can be seen as comprising seven steps, as in Table 1.1.


THE SEVEN STEPS OF THE COACHING INTERVENTION





1 Identify the need to improve/change


2 Observe and gather evidence


3 Motivate to set and own personal improvement targets


4 Help to plan how to achieve those targets


5 Create opportunities to practise the desired skills


6 Observe in action and give objective feedback


7 Help to work through setbacks





TABLE 1.1
THE SEVEN STEPS OF THE COACHING INTERVENTION



Identify the need to improve/change 


All coaching starts with a need for change. Usually it is the coachee who determines and owns that need, but sometimes it is imposed by another party — a line manager, a close friend or relative, or society in general. The need may be very specific (e.g. meet defined targets for sales or customer satisfaction) or much broader (e.g. become a more effective team leader). It may be short term or long term.


Typically at this stage the need will not be sufficiently well defined to be classified as a clear performance goal; or the what may be clear, but the how much less so. I sometimes describe the phenomenon as “performance itch”: knowing you could and perhaps should perform better, but not as yet having addressed and thought about the issue in depth.



Observe and gather evidence 


Before tackling the performance issue, it is important that the coachee understands both what performance they should be (or want to be) aiming at, and the critical sub–areas of performance that hold them back. For example, in the sport of fencing a failure to hit the opponent is often caused by poor arm movement, which is itself a result of poor foot placement. Understanding the sequence of performance–influencing events requires observation, often over several sequences of the same task or situation. This initial feedback and analysis can come from a number of sources: an expert coach, working colleagues (particularly through 360–degree feedback) and from the individual themselves.


Some of the most dramatic changes in managerial behaviour have come about by using a technique I call scripting, in which the coachee writes down the text of encounters that go wrong and that seem to follow the same pattern of verbal exchanges. They also note down their feelings at each point in the conversation. Almost invariably, common repeated patterns emerge when they compare scripts from different occasions. With the help of a coach, they can determine which elements of the script they want to change and in what order.


Direct observation from a trained coach has the advantage of objectivity. In addition, the coach is usually able to draw on experience to identify real or potential causal factors that may not be apparent to the coachee or their peers. In general, the more sources of initial feedback the coachee is able to harness, the more useful and credible the evidence on which they can build.



Motivate to set and own personal improvement targets 


The step between recognizing an opportunity for personal change and doing something about it can be large. Most of us have a multitude of areas of knowledge, behaviour or skill where we can see potential benefits from improving our performance. Whether we will seriously engage in making those changes happen and in sustaining them relates to:


[image: Images] The value we attach to achieving the change and the expected benefits that will flow from it.


[image: Images] The degree of confidence we feel in our ability and the likelihood of achieving the change.


[image: Images] The amount of effort we expect to have to put into the change.


The equation underlying the extent of motivation for change is essentially as follows:


[image: Images]


See also Figure 1.3, which considers the degree of motivation on a 1—5 scale: the larger the grey zone, the stronger the learner’s motivation.


FIGURE 1.3
THE ZONE OF MOTIVATION


[image: Images]


Moderating the perceived effort/cost and the perceived benefits may also be the perceived risk (a good coaching question is: “What’s the risk of succeeding?”). Other relevant coaching questions include:


[image: Images] How important is this to the coachee’s self–image? The more the perceived change aligns with their sense of an ideal self, the more important it may be to the individual to make the change.


[image: Images] What will they have to stop doing in order to make the change happen? In a full life or a hectic working environment, there is often simply no room to add new goals or activities without dropping some existing ones.



Help to plan how to achieve those targets 


It is at this point that the coaching conversation comes into its own (more on this below). The critical steps include:


[image: Images] Clarifying outcomes (what does the coachee want to happen and what do they want to avoid happening?). This is about more than establishing goals (the G of GROW; see below). It also relates to re–examining and developing self–awareness around one’s motivations and how these link to both overt and unspoken values. The coach helps the coachee envision what success will look like. Important questions include:


[image: Images] What will achieving this do in terms of helping you to your next objective?


[image: Images] Will success open out more options for you or close options down?


[image: Images] Who else has a stake in this?


[image: Images] Mapping the influencing context: the internal and external drivers and barriers to achieving and sustaining the desired change. These factors may be internal (for example the coachee’s level of self–confidence); or they may relate to infield players (working colleagues whose help will be needed) or to outfield players (people who exert a more distant influence and/or stake in the change). The coach helps the coachee develop a greater level of understanding of each of these influencers, how they work, and the degree to which the coachee can overcome barriers and harness drivers.


[image: Images] Chunking up and down. Chunking in the coaching sense relates to either breaking down the learning task into manageable elements, or bringing apparently discrete issues together to create a larger, more aspirational task. The coach helps the coachee recognize the task constituents and prioritize the order in which to tackle them.


[image: Images] Establishing how you and the coachee will know you are making progress. Coaching questions include:


[image: Images] What milestones can you set along the way?


[image: Images] How will you and others assess that you have achieved these?


[image: Images] How will you feel?


[image: Images] What will other people tell you?


[image: Images] What will you be doing differently?


[image: Images] What will other people be doing differently?



Create opportunities to practise the desired skills 


Whether the opportunity to practise is created by a line manager or by the coachee themselves, once the plan emerges it is important to implement it rapidly. The longer it takes, the easier it is for commitment to seep away.



Observe in action and give objective feedback 


The primary difference between feedback at this point and feedback earlier in the process is that the former is more specific and more focused. The closer the feedback is to the point of practice, the more impact it is likely to have. A secondary difference is that in giving feedback at this point, the effective coach gradually shifts the emphasis from extrinsic feedback (feedback to the coachee) to intrinsic feedback (by the coachee to themselves). The more the reflective dialogue is based on intrinsic feedback, the readier the learner is to move on to new challenges.



Help to work through setbacks 


The story of personal change is peppered with setbacks. Sometimes you can predict these by effective analysis of the context, and prepare tactics to manage each situation as it arises. But at other times the coachee will feel discouraged, perhaps ready to give up. The effective coach recognizes that setbacks will occur, prepares the learner for the event, and gives support and empathy through the seven–step process of Review, Reaffirmation, Regroup, Revalue, Retarget, Resource and Relaunch:


[image: Images] Under review, the coach ensures that the coachee has opportunities to discuss progress and is getting the extrinsic feedback they need, and encourages them to take time to reflect on their progress.
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