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What is Coaching?

Coaching is a partnership that focuses on supporting the client to reach her/his goal through engaging in powerful conversations that offer a new way of seeing and encourages effective action.

Why Coach?  What’s the Return 

for Investing Valuable Time in Coaching?

Every organization has its own approach to performance management and coaching.  But all models view coaching as interactive.  When you coach, you listen actively, ask questions, share views, and negotiate solutions. You give and receive feedback.

Coaching helps individuals grow as professionals and contribute fully to the success of an organization.  Done well, it can turn performance management into a collaborative process that benefits everyone.

Coaching focuses on what needs improvement and what’s going well.  The overall goal is to help people become more effective.  You coach individuals to help them overcome obstacles, maximize individual strengths, and reach their full potential.

In today’s environment of changing technology and evolving organizations, coaching can have a strategic impact.  It provides continuous learning and develops people to meet current and future needs.  Coaching is an investment that you make in developing your key resource-people- for the long-term benefit of your organization.

Source:  Why Coach?  What’s the Return for Investing Time in Coaching, Harvard Business Online   “Coaching for Results”
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The Chinese characters that make up the verb “to listen” tell us something significant about this skill.

`.

Power of Three

Critical Components of Coaching
1. Presence:  Listen more effectively, deal with the source of a problem rather than symptoms, hear what the client isn’t saying, focus solely on the client’s agenda
2
    Perspective:  Point to what is working, keep
        client focused on forward movement, offer a new

        way of seeing a situation/issue, point to a client’s

        strengths
 3   Powerful Conversations:  Asking

       questions helps to unlock the client’s wisdom and 

   potential, Empower client, teach client to be self-


   reliant, put the burden of discovery where it belongs,

       teach the client to find the answer within.

Source:  Management Coaching Curriculum developed by Janis Glenn and Jackie Jordan-Davis, TASC
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8 WAYS TO USE LEADERSHIP COACHING

Since it can be tailored to meet so many different needs, leadership coaching can be used in a wide range of ways to assist managers, leaders, and organizations including:

Performance Coaching

Interpersonal Skills Development

Team Building

Problem Solving

Transition Management

Conflict Resolution

Promotion Support

Succession Grooming

Elements of Coaching

What does it take to establish and be engaged in a successful coaching relationship?

Establish relationship—clients must have camaraderie and a solid comfort level with a coach so that they feel safe, and open to reveal themselves and examine their values and behaviors in a new way, so that they may shape their behavior in a new way. Likewise, coaches need to have a comfort level with their client. It is certainly unnecessary and likely unhealthy to coach or be coached by someone you do not respect.

Coaching ground rules—basically, both coach & client knows what to expect from the other, and that the environment is safe and the conversations are confidential.*

Ground rules also include: the boundaries established between coach and client; keeping commitments to coaching conversations; honesty; checking-in; determining ways in which coach and client will deal with resistance/breakdowns along the way; and how they will maintain the quality and integrity of the coaching relationship.

Mutually agreed upon issue(s)—what brings the client to the coaching relationship? What issues are causing the person pain, or what assessment of performance challenges has prompted an openness and readiness by the client to examine their behavior through coaching? Both coach and client must agree on the key issue(s) they will work on together.

Permission—to succeed, both coach and client must be fully present with each other and committed to the process. Without mutual permission/consent to be coached, little to no progress can be made

Assessment/analysis—What does the client have to say about the issue(s) that opens him/her up to coaching? Can you observe the client in the workplace and in various situations? Can you check-in and get assessments from others? If not, what other tools and strategies to assess the client can the coach employ to know the client’s frame of reference and reveal what root causes fuel their behaviors, and understand their value system? What powerful and revealing questions can you ask? What insights or distinctions can you make, based on the data and on your analysis?

Confirmation/Engagement—Once the assessment/analysis is completed and the coach has a coaching plan, does it make sense to the client? Does the client agree with the direction? If not, what fuels the resistance? Are they willing to continue to assess the validity, or do they strongly feel the coach is off-base and needs to go back to the drawing board? Coaches may have to go back to the ground rules and caution clients about how they agreed to deal with any objections/resistance/breakdowns. Coach and client must confirm the purpose and intended outcomes of the coaching plan, and make a commitment to engage in the process for a set period of time.

Coaching conversations—coaching takes place through conversations, over time. Coaching conversations yield observable, or quantifiable, as well as qualitative results along the way. Sometimes positive ‘results’ are actually the mistakes and breakdowns the client encounters, because by facing those obstacles, a person can find the space and inner strength to move forward.

Re-assessment & acknowledgement –successful coaching should/will come to an end. The coach and client can then have a closure conversation to reassess and acknowledge: what happened; what was learned (by both of them); and what’s next in terms of growth/development/’practices’ that will empower the client to continue on a path of self-coaching for his/her continued, optimal performance.

* Coaches whose services are paid for with federal funds cannot remain confidential if they are become aware that illegal acts are occurring within a program. In all cases, however, coaches should use their own ethical guidelines and obey all laws and codes of ethics regarding the sanctity and confidentiality of coaching conversations.

The GROW Model

The GROW model is a widely used coaching tool. The key is to use more ask than tell and to elicit ideas from the coachee/client. Coaching is not about problem-solving (in any model), but about enabling and providing people to come to their own discoveries and solutions about how to shape their behavior for the outcomes they desire.

Goal


Agree on topic for discussion


Agree on specific objective


Set long-term aim if appropriate

Reality


Invite self-assessment


Offer specific examples of feedback


Avoid or check assumptions


Discard irrelevant history

Options


Cover the full range of options


Invite suggestions from the coachee


Offer suggestions carefully


Ensure choices are made

Wrap-Up


Commit to action


Identify possible obstacles


Make steps specific and define timing


Agree on support

The Tao of Coaching, Max Landsberg, page 41

Examples of Useful Questions When Using GROW

GOAL

What is it you would like to discuss?

What would you like to achieve?

What would you like to be different when you leave this session?

What would you like to happen that is not happening now, or what would you like not to happen that is happening now?

What outcome would you like from this session/discussion/interaction?

Can we do that in the time we have available?

Will that be of real value to you?

REALITY

What is happening at the moment?

How do you know that this is accurate?

When does this happen?

How often does this happen? Be precise if possible.

What effect does this have?

How have you verified, or would you verity, that that is so?

What other factors are relevant and who else is involved?

What is their perception of the situation?

What have you tried so far?

OPTIONS

What could you do to change the situation?

What alternatives are there to that approach?

Tell me what possibilities for action you see. Do not worry about whether they are realistic at this point.

What approach/actions have you seen used, or used yourself, in similar circumstances?

Who might be able to help?

Would you like suggestions from me?

Which options do you like the most?

What are the benefits and pitfalls of these options?

Rate from 1-10 your interest level in/the practicality of each options.

Would you like to choose an option to act on?

WRAP-UP

What are the next steps?

Precisely when will you take them?

What might get in the way?

What support do you need?

How and when will you enlist that support?

Adapted from The Tao of Coaching, Max Landsberg

Dealing with Resistance

Some of the causes of resistance stem from:

Fear

Saving face/looking bad

Feeling threatened

Wanting to play it safe-not move from a comfort zone

Incompetency or mistakes might be revealed

Lack of care/resignation/lack of motivation

Coaching Skills to Counter Resistance/Breakdowns:

Coaching skills can help deal with resistance and breakdowns when they inevitably occur.

Communicating—in ways that people can hear you and where you can invite people (who are already committed to the process) to see things in a new way

Vigilant Listening—for the framework and possible obstacles that could create breakdowns

Active Calling Forth—checking in and exploring the resistance, and revealing the client’s framework and behaviors that may be causing unintended outcomes

Designing Interventions & Practices—designing tools and reflection exercises to promote the client to face the cause of the resistance or breakdown on their own, so that you constantly move the client toward self-generating, self-correcting behaviors

Clarifying Commitment & Intended Actions—determining what now can be done, and when the client commits to doing it, and exploring or providing (as appropriate) whatever support is needed for the client to keep his/her commitment

INSTANT PAYOFF COACHING

There are times when you could provide coaching to someone who is ‘stuck’ but there isn’t the time available to go through all the normal elements in the coaching process. This is a coaching model for ‘coaching in a hurry’ that can be done in a 5-15 minute time period. It is coaching around something that is task-specific, and can be addressed quickly if the person can see that they have some responsibility for their current situation, and likewise, that they have choices about how to proceed in that situation. It’s a fairly quick way to help someone get ‘unstuck.’

1. Ask the client to describe the current issue or problem, with specific examples and a small amount of relevant background.

2. Ask the client to describe the outcome—paint as specific a picture as possible of how things would be if she/he had sorted out the problem. Do not try to solve the problem, but note down any emerging ideas.

3. With the client, list all the obstacles /blocks that lie between items #1 and #2. Sort the blockages (for you own assessment) into 3 groups:

· blocks that exist in the client (lack of skill/knowledge, low motivation, attitude, etc.)

· blocks that exist in others (anxious customer, manager stressed and panicking, etc.)

· blocks in the situation (inadequate resources, shift in deadlines, etc.)

4. Jointly brainstorm ways around these blocks, and possible next steps. Agree on approach, actions, and timing.

The Tao of Coaching, Max Landsberg, pages 64- 65 
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The importance of knowing how and when to ask the great probing questions cannot be stressed enough.  Effective questioning is the key to effective facilitation.  Questions invite participation and get people thinking about the issues from a different perspective.  Questions are essential to stimulating a good conversation and for getting feedback from participants.

There are two basic types of questions:

1. Open Ended

2. Closed Ended

	Type of Question
	Description
	Example

	Closed Ended
	Requires a one-word answer.

Closes off discussion.

Usually begins with “is,” “can,” “how many,” or “does.”
	“Does everyone understand all of the expectations we have just listed?”

	Open Ended


	Requires more than a “yes” or “no” answer.

Stimulates thinking.

Usually begins with “what,” “how,” “when,” or “why.”
	“What are some of the things that you expect to get out of this meeting?”



When selecting questions to ask, there is a broad range you can choose from.  It is important to understand how each of these types of questions achieves a different type of outcome for a different purpose.

	Type of Question
	Description
	Example

	Fact Finding Questions
	Targeted at verifiable data such as who, what, where, when, how, and how much.

Use them to gather information about the current situation.
	“What is the new organizational structure of your organization?”

“How many days of training has your team received this year?”

	Feeling Finding Questions
	Ask subjective information that gets at opinions, feelings, values, and beliefs.

They help you understand views, beliefs, and culture.
	“How do you feel about the effectiveness of the new organizational structure?”

“Do you think your team is prepared?”

	Tell Me More Questions
	Help you get more information.

Encourage the participants to provide more details.
	“Tell me more?”

“Can you elaborate on that?”

“Can you be more specific?”

	Best/Least Questions
	Help you understand potential opportunities in the present situation.

Let you test the limits of the participants’ needs and wants.
	“What is the best thing about the new organizational structure?”

“What was the worst part of the training you received?” 

	Third-Party Questions
	Help uncover thoughts in an indirect manner

Are designed to help people express sensitive issues.
	“There is a concern that new organizational structures often create fear and distrust in an organization.  What do you think about that?”

“People are more likely to fail when they have not been trained properly.  How does that sound to you?”

	“Magic Word” Questions
	Let you explore people’s true desires. Useful in removing temporary obstacles 
	“If time and money were no obstacle, what would you like?


Developed by Shoshanna Cogan, M.S.
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When Giving Feedback:

Take responsibility for your role in the feedback process
· Think about what you say and how you say it.

· Think about the appropriate place and time to be giving feedback.

· Listen for clues and pay close attention so your feedback is appropriate.

· Use excellent listening skills and be fully present.

· Be aware of your and others’ cultural identities (age, gender, race, class, religion, sexual orientation, language, disabilities, etc.) might impact the process.

Protect the person’s self-esteem – this is a chance for them to grow

· Use specific examples when giving feedback.  Don’t generalize.

· Focus on the future.  Tell them what would you like to see differently next time, not what they did wrong.

· Demonstrate that you care.  Show empathy and sincerity.

· Model receptive behavior by responding well to the feedback you receive.

When Receiving Feedback:

Know your needs

· Do you have the ability to hear the feedback?  Are you in a safe place?

· Do you need time to process the feedback before you respond to it?

· Do you need to see things in writing?

· What can you do to ensure that you are receptive and open to the feedback?

ISSUES AND ASPECTS OF FEEDBACK


9 Guidelines for Giving Feedback: 

1. Be specific and support general statements with specific examples. 

2. Describe the facts and do not judge. 

3. Be direct, clear, and to the point. 

4. Direct feedback toward controllable behavior. 

5. Feedback should be solicited, rather than imposed. 

6. Consider the timing of feedback. 

7. Make sure feedback takes into account the needs of both the receiver and the giver. 

8. Plan your feedback. Plan what to say, and in what order. 

9. Own your feedback. 

9 Guidelines for Receiving Feedback 

1. Solicit feedback in clear and specific areas. 

2. Ask for clarification and make a point to understand the feedback. 

3. Help the giver use the criteria for giving useful feedback. 

4.  Avoid making it more difficult for the giver of the feedback than it already is. 

5.  Don’t ask for explanations. 

6. Assume the sender wants to help. 

7.  Be appreciative and thank the observer. 

8.  Share your improvement plan. 

9.  Remember that feedback is based on one person’s perception of another person’s behavior, not universal truth. 
COMMUNITIES OF PRACTICE (CoP)

Definition

Communities of Practice (CoP) are groups of people who share a concern, a set of challenges, or a passion about a topic, and who deepen their knowledge and expertise in this area by interacting on an ongoing basis. A CoP serves as a vehicle for intensive learning and professional growth.  

 

Research conducted over the past five years by the Harvard Business School demonstrates that Communities of Practice do the following:

 

· Share information, insight and advice

· Solve problems, and promote the spread of best practices

· Discuss their aspirations, situations and needs

· Create tools, standards and generic designs

· Provide significant professional development

· Help recruit and retain talent

· Generate new ideas and improve organizational performance

Communities in Action

Communities of Practice (CoP) add value to organizations in several important ways:

· They help drive strategy.

· They start new lines of business.

· They solve problems quickly.

· They transfer best practices.

· They develop professional skills.

· They help organizations recruit and retain talent.
A Snapshot Comparison

Communities of Practice (CoP), foram work groups, teams, and informal networks are useful in complementary ways.  Below is a summary of their characteristics.

	CoP
	To develop members’ 

Capabilities; to build &

Exchange knowledge
	Members who select

themselves
	Passion, commitment,

And identification with 

the group’s expertise
	As long as there is interest in maintaining 

the group

	Formal Work Group
	To deliver a product or service
	Everyone who reports to the group’s manager
	Job requirements and common goals
	Until the next 

reorganization

	Project Team
	To accomplish a specified task
	Employees assigned by senior management
	The project’s milestones and goals
	Until the project has been completed


RECOMMENDED TOPICS

(Source: From National Conference and Email Survey)

1. Assessment and Evaluation

2. Use of the latest Technologies

3. Creating Leadership Institutes

4. Building Strategic Partnerships

5. Member Orientation, Development, and Training

6. Feedback on Trainers’ Effectiveness

7. Management Coaching for National Service Leaders

8. Making Success Measurable

9. Stretching Your Dollars

10. Feedback on Trainer’s Effectiveness

11. Topical Calls:  What are the pros and cons for Program Directors?

12. Program Sustainability

13. Member Recruitment and Retention

14. Statewide Evaluation

15. InterCorps Councils/Citizenship Alums:  What is happening?

16. Coaching Methodologies

17. Creating Effective Communications Systems

18. Adult Learning Principles

19. Managing Transitions

20. Developing the Leader in YOU
 Executive Coaching

Summary of Highlights

Prepared by Janis Glenn, TASC   yourpathways@aol.com   443-994-1860 cell

(Source:  Executive Coaching with Backbone and Heart: A Systems Approach to Engaging Leaders with Their Challenges by Mary Beth O’Neill)

· Phase 1:  Contracting   Find a Way to be a Partner

Join with the Leader

1. Begin building a foundation for the relationship.

2. Engage in mutual assessment of the fit for a working partnership.

Familiarize yourself with the Leader’s Challenge

1. Listen.  Follow your natural curiosity.

2. Empathize.  Show you understand the client’s core concerns.

3. Confront discrepancies.  Help the leader notice inconsistency in thought and action.

4. Show respect by demonstrating your belief in the leader’s capabilities.

Test the Executive’s Ability to Own Her/His Part of the Issue

1. Keep the leader’s response to his/her challenge as the central issue.

2. Test the leader’s willingness to reflect on his/her part of the issue.

Give Immediate Feedback to the Leader

1. Feed back your ‘here and now’ experience of the leader.

2. Make your feedback relevant to the leader’s business issue.

Establish a Contract

1. Make the coaching offer explicit.

2. Describe the options.

Encourage the Executive to Set Measurable Goals

1. Sequence the leader’s business and personal goal setting.

2. Help the leader identify bottom-line, work-process, and human relations goals and measures.

3. Continually link business results to team behaviors and to the leader’s challenges in own leading.

· Phase 2 – Action Planning   Keep Ownership with the Client

Move the Executive to Specifics

1. Go from general venting to a particular plan.

2. Identify a next step now and check to see how it may change after looking at all five steps of the planning phase.

Help the Leader Identify Her/His Side of the Pattern

1. Learn how the leader habitually responds to pressure from the system.

2. Focus the leader on his/her pattern changes.

3. Help the leader connect her/his internal experience with his/her characteristic pattern.

Address Organizational and Role Alignment Issues

1. Ask the leader questions that review alignment issues.

2. Ensure the leader’s strategy takes into account the alignment of roles.

Plan for Resistance to the Executive’s Actions

1. Help the leader anticipate the push-back response.

2. Invite the leaders to plan for internal resistance as well.

Determine Whether You Have a Live-Action Coaching Role

1. Weigh the three criteria of live-action coaching for each client.

· The level of trust build between the coach and the executive

· The degree of which the leader fails to see and self-correct her pattern

· The extent to which you need calibration of the coaching because of too few signs of change in the leader

2. Clearly define the role of the coach in live action.

3. Determine with the client the range of intervention options to be used.

· Phase 3  Live-Action Coaching   Strike When the Iron is Hot

Assess Your Skill among the Range of Coaching Contexts

· Level 1:  Coaching the Leader

· Level 2:  Live action- coaching a group

· Level 3:  Live action – coaching the leader in a group setting

· Level 4:  Live action – coaching the leader in a one-on-one session the leader has with another person

In Live-Action Coaching

1. Ensure structure of the session.

The Executive defines and sponsors your role.

Position yourself for neutrality.

2. Follow the Client’s goals.


     Keep the client’s goals foremost when guiding your interventions.


     Stay active and stay out of the way.

3. Foster pattern breaking


     Look for opportunities to change patterns


     Stay within the contract you established about how actively you will 



Intervene.

4. Maintain alignment in the system.


     Honor your client’s authority in her system.  

· Phase 4   Debriefing   Define a Learning Focus

Evaluate the Leader’s Effectiveness

1. Discuss client’s strengths and challenges.

2. Identify key recurring patterns.

3. Assess the alignment of roles.

4. Plan the leader’s next step.

Encourage Executives to Customize Their Managing

1. Help leader diagnose individual employee’s development needs.

2. Ensure leader matches management style to the development needs of employees.

Review the Leader’s Skill in Management Competencies

1. Scan for management skills that the leader needs to strengthen.

2. Build a development plan for the executive that addresses these areas.

Customize Your Debriefing of Each Executive

1. Recognize the development needs of the executive you coach.

2. Match your coaching style to the leader’s level of competence and confidence.

Debriefing with Tough Clients

1. Identify the central pattern at play.

2. Give the Leader your best thinking on the issue.

3. Communicate your personal bottom line.

Evaluating Coach Effectiveness

1. Ask for feedback from the client first and follow with your own self-assessment.

2. Identify your strengths and challenges as a coach.

3. Identify patterns you participated in.

4. Re-contract for further coaching.

Resources:

Management Coaching for National Service Leaders

 “Leadership and the New Science” by Margaret Wheatley

“Evolve” by Rosabeth Moss Kanter

“Follow Your North Star” by Martha Beck

“Live Your Best Life” by Laura Berman Fortgang

“Drive Your People Wild Without Driving Them Crazy” by Jennifer White

“Now What” by Laura Berman Fortgang

“Executive Coaching with Backbone and Heart:  A System Approach to Engaging Leaders with Their Challenges” by Mary Beth O’Neill

“The Art of Possibility:  Transforming Professional and Personal Life” by Rosamund Stone Zander and Benjamin Zander

“Working with Emotional Intelligence” by Daniel Goleman, Ph.D.

“Coaching:  Evoking Excellence in Others” by James Flaherty

Harvard Management Communications Letter:  “How to Coach Your Employees” by Martha Craumer

“Coaching for Results” Harvard Business Online;  www.elearning.hbsp.org
The CCL:  Handbook of Coaching:  A Guide for the Leader Coach

Sharon Ting and Peter Scisco, Editors

“Appreciative Coaching:  A Positive Process for Change”

Sara Orem, Jacqueline Binkert, Ann Clancy

www.internationalcoachfederation.org
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NOTES AND ACTION PLAN
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