COACHING AND MENTORING

An education course
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“Courage is what it takes to stand up and speak, courage is also what it takes to sit down and listen.” Winston S Churchill

Introduction
There are 4 key reasons why a manager should be able to coach:

· To create time for the manager. Having developed the skills of the team, a manager can delegate more

· Enjoy the fun of working with a team who relish working with the manager

· Achieve better results as a team more quickly

· Build interpersonal skills more broadly, and this leads to becoming better at interacting with customers and in your personal life

Coaching is to increase your effectiveness as a leader by helping others to develop and grow.
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Background
Why has coaching become vogue?

· “Delayered” management structures mean that people work in cross-functional teams in roles that are no longer prescribed and static. This has broken the relationship of the “boss” and “subordinate”, meaning the people have to learn new skills and habits from each other through coaching
· Organisations that coach are rewarding to work with and attract the more able staff in the labour market. To compete for staff (both recruitment and retention), organisations have had to develop a coaching environment.
· With rapidly changing market conditions and technologies, organisations have been less able to conduct training courses where staff is absent over several weeks. Training has become continuous and on-the-job: coaching.
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Definitions

Coaching
“A process that enables learning and development to occur and thus performance to improve. To be a successful coach requires a knowledge and understanding of process as well as the variety of styles, skills and techniques that are appropriate to the context in which the coaching takes place”. Eric Parsloe, 1999. 

In other words, it focuses on achieving specific objectives usually within a preferred time period.

Mentoring
“Off-line help by one person to another in making significant transitions in knowledge, work or thinking.” Clutterbuck and Megginson, 1999. 

In other words, it follows an open and evolving agenda and deals with a range of issues.
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Features
· Facilitate the exploration of needs, motivations, desires, skills and thought processes to assist the individual in making real, lasting change

· Use questioning techniques to facilitate the client’s own thought processes in order to identify solutions and actions rather than takes a wholly directive approach

· Support the client in setting appropriate goals and methods of assessing progress in relation to theses goals

· Observe, listen and ask questions to understand the client’s situation

· Creatively apply tools and techniques, which may include one-to-one training, facilitating, counselling and networking

· Encourage a commitment to action and the development of lasting personal growth and change

· Maintain unconditional positive regard for the client, which means that the coach is at all times supportive and non-judgemental of the client, their views, lifestyle and aspirations

· Ensure that clients develop personal competencies and do not develop unhealthy dependencies on the coaching or mentoring relationship

· Evaluate the outcomes of the process, using objective measures wherever possible, to ensure the relationship is successful and the client is achieving their personal goals

· Encourage clients to continually improve competencies and to develop new developmental alliances where necessary to achieve their goals

· Work within their area of personal competence

· Possess qualifications and experience in the areas that skills-transfer coaching is offered

· Manage the relationship to ensure that the client receives the appropriate level of service and that programmes are neither too short not too long
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Coaching Vs Mentoring
Even though there are many similarities, there is a subtle difference between the two. In its traditional sense, mentoring enables an individual to follow in the path of an older, wiser colleague who can pass on knowledge and experience and open doors to otherwise out-of-reach opportunities.

Unless the coaching is specific and skills focused, it is not generally performed on the basis that the coach has direct experience of their client’s formal occupational roles.
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Uses

Coaching and mentoring are used as techniques to improve business process in a number of different areas:

· Leadership skills

· Team development

· Re-engineering

· Changes in structure and culture

· Improving communication

· Preparation for a new role

· Managing projects

· Integrating new managers

· Stress management

· Independent sounding board

Back to Contents
The five essential skills

Some practitioners in coaching argue that there are five essential skills in coaching:

· Develop a rapport

· Deep listening

· Creative and open questioning

· Open and honest feedback

· Use of intuition
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And seven steps of coaching

· Assess the current situation. The coach establishes a rapport and begins the dialogue, using open questions. Clients become aware of their current situation and quite often start to recognise behavioural patterns that hinder success. 

· Creative brainstorming of alternatives to the current situation. How often have you experienced that feeling of being stuck in a situation, with no apparent options to escape it? All to often that leads to increased stress. The secret is for the coach to ask an unexpected question that takes the client out of the stuck state. Brainstorming should be as free as possible, with no limits on what is suggested.

· Hone skills. We’ve all experienced goal setting of some sort. Try to be SMART (specific, measurable, achievable, realistic and time-bound) about it. However, for a goal to be really useful, it needs to be meaningful to the individual. The best coaches devote significant time to working with clients to develop and refine the goal they really wish to achieve.

· Initiate options. Novice coaches are inclined to rush through this stage of the process, and at times they give advice. How much easier it is to tell someone! But advice is not great coaching … great coaches take time, ask open questions and let the client generate new options for action and behaviour.

· Evaluate options. In this step the coach works with the client to develop a set of criteria to evaluate the different options. For example, what investment (money, time, energy) and resources are needed to put a specific option into practice? It often helps to provide a visual stimulus by writing things down on paper.

· Valid action programme design. It’s like building a bridge. The best coaches work together with their clients to bridge the gap between where they are at present and where they want to be. This step requires rigour from the coach in order to gain the client’s commitment to action. Its all very well planning, but nothing will happen unless the client actually takes the first step. As with any journey its also important to know when you’ve arrived. Is time is spent on working with the client to recognise that they have achieved their goal.

· Encourage momentum. Finally, the good coach is a professional nagger. Clients continue to require motivation. To keep them on track, e-mail and phone calls can provide the necessary prompts.

This course examines these skills and steps to give a rounded overview of coaching and mentoring.
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Asking versus Telling
As highlighted in the Background paragraph, the “telling boss” is a thing of the past and has been replaced by the asking coach. Often the asking of a pivotal question can be more powerful than the instruction.

	THE ASK / TELL REPORTOIRE

	
	
	
	
	

	More empowering
	
	
	
	More controlling

	

	
	
	
	

	
	
	
	
	

	Ask questions & paraphrase
	Make suggestions
	Demonstrate
	Give advice
	Tell what and how

	

	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Higher, if client has reasonable skills

and at least one creative idea to 

bring
	
	Lower, unless the client's role is to repeat a relatively simple task that    has little scope for being redesigned

	
	
	
	
	

	
	
	
	
	

	Deeper understanding
	
	Deep understanding but only of the coach is a true expert

	
	
	
	
	

	
	
	
	
	

	Higher in most cases
	
	Lower, unless the client feels completely lost

	
	
	
	
	

	
	
	
	
	

	Slightly more, depends on client's

 speed of learning
	
	Slightly less, assuming that the task can be specified easily and that the client understands and follows the instructions

	
	
	
	
	

	
	
	
	
	

	Potentially high
	
	Very little

	
	
	
	
	

	
	
	
	
	

	Tasks which the client will 

probably

need to complete in some form
	
	"Mission critical" tasks where failure would lead to disaster; very simple tasks
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Eliciting feedback
The client needs to highlight to the coach the need for feedback, but the elicitation of feedback is a skill of the client rather than of the coach. Some useful hints:

· Choose the right “coach” for the right topic, a coach whom you can really trust, from your peers/subordinates/ bosses/friends depending on the subject:

· Management style (so choose someone who you manage)

· Presentation skills (a member of your audience)

· Give the coach as much notice as possible so that relevant examples can be marshalled:

· Explain at the beginning of major pieces of work what you would like, eg feedback topics and the frequency of discussion

· Remind your coach prior to the meeting – don’t just “turn up”

· Take the initiative in building a trusting relationship

· Volunteer your own perspective on areas in which you could improve (don’t just try to highlight areas in which you are phenomenally excellent)

· Explain what motivates and demotivates you; disclose other factors that might be relevant

· Receive the feedback genuinely

· Avoid being defensive 

· Follow what the coach says – show your genuine interest, summarise what you are learning and ask for specific examples and explanations

· Show you appreciation

· Make real progress and follow at least some of the advice

· Let the coach know that he/she has made a difference; thank the coach
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Providing feedback

There are 3 types of feedback that a coach can offer a client:

Positive
Applies to situations where the client did a good job. Rather than applying simple praise, the coach should specifically highlight why and how the client did a good job

Constructive
Highlights how a job could be done better next time. It needs to be delivered sensitively:

· Use the AID mnemonic. Actions – the things that the client does well or poorly in the area under review; Impact – the effect that those actions make; Desired outcome – the ways in which the client could do things more effectively.

· When describing the client’s actions, focus on specific observable facts and not on assumed personality traits

Negative
Not recommended: it ends relationships!

	Hints on providing feedback

	Bad feedback
	Good feedback
	Hallmarks of good feedback

	
	
	

	Creates defensiveness & confrontation; focuses on blame
	Creates trust & co-operation; focuses on improvements - possible or achieved
	Create a contract to discuss issues

	
	
	Acknowledge the client's feelings

	Does not improve client’s skill
	Increases skill
	Focus on "skills" not "person"

	
	
	Paint specific picture of desired skill

	
	
	Suggested practical steps

	Undermines client’s confidence and self

esteem
	Improves confidence in ability and potential
	Position as need to "build" or "demonstrate" vs "don't have" or "must prove"

	
	
	Balance negatives & positives; provide constructive actions

	Leaves client guessing
	Clarifies "exactly where I stand" and "what to do next"
	Verify with questions; ask for client's recap

	
	
	Jointly arrive at a plan

	Leaves client feeling "judged"
	Leaves client feeling "helped"
	Invite client to assess own performance first

	
	
	Offer support for the future
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How to structure a coaching session
The GROW model was devised by Sir John Whitmore. The acronym stands for:

· Goal: agree the topic for discussion, agree 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 client, offer suggestions carefully, ensure choices are made

· Wrap-up: commit to action, identify possible obstacles, make steps specific and define timing, agree support

In using the model, the following skills are appropriate:

· Use more “ask” than “tell”: elicit ideas from client rather than the coach showing he/she’s smart

· Think creatively rather than systematically particularly in the Option and Wrap-up stages

· Illustrate and check understanding using specific examples from the experiences of both the client and the coach

· In any follow-up session, lengthen or shorten the stages as appropriate.
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Preferred styles

The Myers-Briggs Type Indicator identifies and characterises people’s different types if interaction. Where people appear to conflict, it may be that they simply have a different style of working.

	MBTI - CHARACTERISTICS

	How you are energised
	
	What you pay attention to 

	Extrovert (E)
	Introvert (I)
	
	Sensing (S)
	Intuitive (N)

	
	
	
	
	

	External
	Internal
	
	The 5 senses
	6th sense

	Outside thrust
	Inside pull
	
	What is real
	What could be

	Blurt it out
	Keep it in
	
	Practical
	Theoretical

	Breadth
	Depth
	
	Present
	Future

	People, things
	Ideas, thoughts
	
	Facts
	Insights

	Interaction
	Concentration
	
	Using established skills
	Learning new skills

	Action
	Reflection
	
	Utility
	Novelty

	Do-think-do
	Think-to-do
	
	Step-by-step
	Leap around

	
	
	
	
	

	How you make decisions
	
	How you live and work

	Thinking (T)
	Feeling (F)
	
	Judgement (J)
	Perception (P)

	
	
	
	
	

	Head
	Heart
	
	Planful
	Spontaneous

	Logical system
	Value system
	
	Regulate
	Flow

	Objective
	Subjective
	
	Control
	Adapt

	Justice
	Mercy
	
	Settled
	Tentative

	Critique
	Compliant
	
	Run one's life
	Let life happen

	Principles
	Harmony
	
	Set goals
	Get data

	Reason
	Empathy
	
	Decisive
	Open

	Firm but fair
	Compassionate
	
	Organised
	Flexible


When asking people to work together, take into account their preferred styles, as the pairs in each of the 4 groups can conflict and prevent effective working. However, do not take psychology too far because you may read into a situation something that isn’t there – always stick to the facts.
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Coaching blocks
It is important to be able to overcome coaching blocks. The consequences of not doing so is that it is difficult to delegate and this leads to further problems – demotivation of staff, a failure to take a wide church of advice on a situation and overwork by the manager.

There are four “rationales” why managers will not “allow” themselves to coach, real underlying reasons and solutions that resolve the block:

	COACHING BLOCKS

	
	Typical rationale for not coaching
	Possible "real" reason
	
	
	Possible entry into coaching

	
	
	
	
	
	

	1
	Not enough time
	A need to be in control
	
	
	Agree very specifically how and when coaching will happen

	
	
	
	
	
	

	2
	Client won't respond
	Coach is frightened of being able to coach
	
	
	Ask client how he/she would like to receive coaching / feedback

	
	
	
	
	
	

	3
	The task won't suffer if I don't coach
	If I ignore it, the problem will go away
	
	
	Reassess your ability to be a true leader

	
	
	
	
	
	

	4
	I might hurt them
	They won't like me
	

	
	Start where safe - someone you get on with or who is good & could be great
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Instant Coaching
Sometimes, an urgent situation, where there is not time to build skills through coaching, needs a quick coaching solution to get out of a particular problem.

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

· Ask the client to describe the outcome – paint as specific a picture as possible of how things would be if the problems was sorted out. Don’t try to solve it there and then, but write down any emerging issues

· With the client, list all of the obstacles and blocks that lie between the current situation and the envisaged outcome and sort them out into 3 groups:

· Blocks that exist within the client (lack of skills or 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)

· Jointly brainstorm ways around them and possible next steps. Agree  an approach, actions and timing.
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The Skill and Will of Others
This model provides a solution to the situation where someone doesn’t quite do the job well enough. It is difficult to apply as it takes practice to assess the relevant skills and motivation of the client and the degree of intervention that the manager should make in consideration of these factors.

· Diagnose the client’s skill and will to accomplish the task. Skill depends on experience, training, understanding and role perception. Will depends on desires to achieve, incentives, security and confidence.

· Identify the appropriate intervention strategy:

	SKILL / WILL INTERVENTION STRATEGY

	
	
	
	
	
	
	
	

	High will
	
	Guide
	
	Delegate
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	
	
	

	Low will
	
	Direct
	
	Excite
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	Low skill
	
	High Skill
	



Direction of coaching

Direct
· Build the will

· Provide a clear briefing

· Identify motivations

· Develop a vision of future performance

· Then build the skill

· Structure tasks for “quick-wins”

· Coach and train

· Then sustain the will

· Provide frequent feedback

· Praise and nurture

· BUT supervise closely with tight control and clear rules / deadlines

Guide (low skill, high will)

· Invest time early on

· Coach and train

· Answer questions and explain

· Create a risk-free environment to allow early “mistakes” / learning

· Relax control as progress is shown

Excite (high skill, low will)

· Identify reason for low will, eg task / management style / personal factors

· Motivate

· Monitor and feed back

Delegate (high skill, high will)

· Provide freedom to do the job

· Set objective, not method

· Praise, don’t ignore

· Encourage the client to take responsibility

· Involve in decision making

· Use “you tell me what you think”

· Take appropriate risks

· Give more stretching tasks

· Don’t over-manage

· Finally, agree with the client the intervention strategy that you propose and the reasons for the choice.

When applying this model, ensure that that you address the client’s specific skill and will to execute a specific task.

In working with a client over a longer period, its necessary to increase both skill and will, and as this leads to success, the appropriate styles on route to “delegate” can be adopted gradually.
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Clearly, supervision may be required in the most unexpected circumstances!
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Reluctance to be Coached
There are two potential scenarios:

	DEALING WITH RELUCTANCE

	Client's mindset
	
	Options for the coach

	Intrinsic reluctance to be coached
	
	

	
	
	

	Unwillingness to admit scope for improvement (in general or in the specific coaching topic)
	
	Diagnose the client's barriers

	
	
	Emphasis factual evidence for the need to improve (the push strategy)

	
	
	Breakthrough by asking the client to coach the coach (pull strategy)

	
	
	

	Mistrust of the organisation
	
	Build the trust

	
	
	

	Temporary lack of available time
	
	Agree a later session

	
	
	

	Reluctance to be coached by you
	
	

	
	
	

	Unhelpful historical relationship with you
	
	Attempt to "bury the hatchet"

	
	
	

	Major differences in style between client and coach
	
	Discuss explicitly, and accept, the "style" differences if possible

	
	
	

	Perceived nature of coach's role in the organisation as being "highly evaluative"
	
	Be explicit about the coach's role, eg whether the coach determines the client's remuneration

	
	
	Stress that the coaching is non-evaluative
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There may be a reluctance to be coached!

Back to Contents
Motivation
· Know where your clients are in the positive or negative cycle of motivation:

	NEGATIVE CYCLE OF DEMOTIVATION

	
	
	

	
	Lack of confidence
	

	
	
	

	
	
	

	Unsatisfactory feedback
	
	Hesitant attempts

	

	
	

	
	
	

	
	Poor results
	

	
	
	

	POSITIVE CYCLE OF MOTIVATION

	
	
	

	

	Confidence
	

	
	
	

	
	
	

	Praise
	
	Aspiring to high standards

	
	
	

	
	Strong results
	


· Work on their confidence. If a client is in the negative cycle, this is the only / best thing to do, by:

· Working with them to develop a vision of how good they could be at completing a specific task or playing a specific role

· Recognising that improved performance in a specific area which might not be critical to their mainstream activities usually has positive spin-off benefits to their core activities

· Work on praise if they are in the negative cycle

· Identify their needs for support and / or training, even if it is to be provided by clients themselves or a third party.

· Know what most motivates clients. Everyone has different motivating factors.
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Cultural Differences
Coaching needs to take into account the cultural background of the client:

· They arise from national, racial and religious origins. Also, clients will be influenced by the culture of their previous organisation

· Differences can give rise to higher or lower levels of perceived performance and in more or less need for and acceptance of feedback

· Where there are cultural differences, be explicit with yourself, and ideally with them, about the implications for cultural differences

· Commit to building shared expectations in terms of management style,  adherence to deadlines, frequency of progress checks, need for creativity etc

The four main cultural dimensions are:

	FOUR CULTURAL DIMENSIONS

	Dimension
	Implications for the coach

	
	

	Directness - get to the point versus imply the messages
	Tailor style as appropriate

	
	

	Hierarchy - follow orders versus engage in debate
	Position coaching relationship carefully vis-à-vis organisational reporting relationship

	
	

	Consensus - dissent is accepted versus unanimity is needed
	Select from full repertoire of ask / tell styles

	
	

	Individualism - individual winners versus team effectiveness
	Reflect on focus of coaching, eg whether or not to focus on teamwork
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Coaching a Team – A Well-Defined Working Approach

A well-defined working approach is an integral part of effective team working and in a positive coaching environment. Constructive characteristics include:

· Leader holds a half-day meeting within the first 2 weeks to agree ground rules and a “team charter”

· Individuals’ objectives

· Working hours and likely “crunch” periods

· Individuals discuss personal needs for skills development early and openly

· Set example by sharing fast personal performance review with team

· Set clear expectations for feedback

· The whole team participates in drafting the work plan

· All team members feel comfortable providing and receiving ongoing feedback and “whistle blowing” if necessary

· Team reviews how it is working every 6 weeks or more frequently if needed or after major milestones are achieved.
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The difference between coach and psychologist
There are some dos and don’ts:

	Dos
	Don'ts

	
	

	Focus on helping the client with specific tasks
	Search for psychological problems that "might" exist

	Be business-like and frank
	Try to be "nice"

	Check that you are addressing the real issue
	Miss the point

	Moderate the amount and depth of your coaching
	Overcoach

	Refer people with major personal problems to a qualified counsellor
	Bite off more than you can chew


And don’t lose sight of strategic and operational issues that need your decisive action
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Inventories

Coaching (Self)Assessment Form

Answer the following questions for yourself and/or ask colleagues to complete a copy of this page based on their impressions of you:

How many times in the last week did I:
	1. Provide unconditional praise
	 

	2. Give constructive feedback
	 

	3. Check on a colleague’s level of motivation
	 

	4. Inspire a colleague
	 

	5. Ask for feedback
	 

	6. Consciously delegate a task
	 

	7. Hold a really effective team meeting
	 

	8. Provide upward feedback
	 

	9. Check a team’s morale
	 

	10. “Mentor” a more junior person
	 


	Totals
	

	1 - 3
	If you're not a recluse, study and apply these notes carefully!

	4 - 6
	You can significantly increase your effectiveness by applying just a few tips in these notes

	7 - 8
	You are nearly a master coach

	9 - 10
	Top banana


Priority areas to work on:

Feedback plan
Three people to whom I could give useful feedback:

Further information I need to gather on these 3:

When will I give feedback on these 3:

Useful questions to support “GROW”

Goal

· What is it you would like to discuss?

· What would you like to achieve?

· What would you like to achieve in this session?

· What would need to happen for you to walk away feeling that this was time well spent?

· If I could grant you a wish for this session, what would it be?

· 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?

· Is that realistic?

· 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 verify, if this is so?

· What other factors are relevant

· Who else is relevant?

· 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. Don’t worry about whether they are realistic at this stage

· What approach/action 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?

· Which options are of interest to you?

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

· Would you like to chose an option to act on?

Wrap-up
· What are the next steps?

· Precisely when will you take them?

· What might get in the way?

· Do you need to log the steps in your diary?

· What support do you need?

· How and when will you enlist that support?

What motivates people the most or the least? Rate the answers to these questions in a range of 1-4 for both the importance of the factors and the current satisfaction:

1. Manager showing concern for you as a person

2. Having some authority

3. Good personal relationships with manager

4. Manager’s decisiveness

5. Examples provided by manager

6. Being involved in planning own work

7. Recognition of your efforts

8. Delegation of work to you

9. Being promoted

10. Customer / client contact

11. Salary

12. Extent to which you get on with your peers

13. Praise

14. Attaining your own goals and meeting targets

15. Satisfaction with the job

16. Working conditions

17. Having responsibility for discrete areas of work

18. Working under pressure

19. A competitive environment

20. Your prospects of career development

21. Constructive feedback and coaching

22. Job security

23. The result of the completed work

24. Carrying out complex analysis

25. The organisation’s structure and processes

26. Your personal job title

27. Extent of supervision

28. Social functions

29. Detailed guidance on how to complete work tasks

30. Working in a team

31. Being given clear objectives

32. Attending high level meetings

33. Starting work early in the morning

34. Finishing work late in the evening

35. Other (specify)
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When to use 





Learning by the coach 





Initial time from the client 
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Learning by the client 





Quality of task completion 


























