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Coaching to Improve Performance Introduction
Welcome to Coaching to Improve Performance.
Coaching is one of those words that is buzzing around businesses,
however, it is rarely represented correctly and at best given lip service in
terms of putting it into practice.
Many businesses are founded on an autocratic hierarchy which tells its
workers what to do rather than growing the individual talents of its
employees for the benefit of the customers and its profits.
Coaching other people is a very satisfying and rewarding task as it
enables people to create change through learning. It helps people to be
more, do more, achieve more and above all contribute more.
This manual will seek to put right the misconceptions about coaching and
equip you with the skills to truly develop others and gain satisfaction from
doing so.
The manual can be used as a reference manual or read from cover to
cover.
In it you will find information on all aspects of coaching provision. You will
also be able to test your effectiveness using the self analysis
questionnaires and by utilising the tried and tested methods highlighted.
Remember, from little acorns large oak trees grow!
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Coaching – How Do I Rate as a Coach?
Self Assessment Questionnaire
Read through the questions and circle the number which represents your
behaviour as a coach.

To what degree do I….
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.

Set specific performance standards and expectations for my
employees?
Help employees set their own goals?
Carefully plan for a coaching session by determining what I want to
say and what I want the outcome to be?
Address specific behaviour rather than attitude or evaluate
judgements?
Begin a coaching session by expressing empathy and understanding?
Use active listening techniques such as paraphrase or restatement to
ensure clear understanding between myself and my employee?
Give the employee opportunities to offer suggestions?
Use open-ended questions to encourage employees to open up and
express themselves?
Demonstrate support by using praise and agreement to reinforce
what the employee says?
Create an open environment that encourages collaborative, two way
communication?
Guide employees in a problem-solving process rather than tell them
what to do?
Help employees develop a performance improvement plan?
Meet regularly with employees to monitor their performance
improvement efforts?
Reward employees for achieving the desired results?
Explain how what they do fits into the “big picture”?
Communicate to employees that I have confidence in them and their
abilities?
Prioritize areas for improvement rather than address everything at
once?
View coaching as one of my most important managerial
responsibilities?
Show a genuine interest in the employees during a coaching session
through positive, non-verbal behaviour?
Give positive reinforcement to an employee for improving
performance even if the employee has not yet met my expectations?
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Scoring:
Add up the values of all the circled numbers.
Then use the following scale to determine your success as a coach:

101-120 You are a top-notch, supportive performance coach
81-100 Your coaching skills need some fine tuning
61-80 You need to focus on a few areas for improvement
41-60 Coaching skills improvement needs to be a top priority
0-40 You need to closely examine your basic management
practices
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What is Coaching?
A dictionary definition for a coach is:
“A vehicle that takes a person from where they are to where they
want to be”
This can be true of the many people transportation vehicles and the
personal coach who helps an individual achieve their goals where they
could not have done by their own actions solely.
Put more simply, coaching is a conversation, or series of conversations,
one person has with another. The coach intends to produce a conversation
that will benefit the other person, the coachee, in a way that relates to the
coachee’s learning and progress. Coaching conversations are not
restricted a work environment and can happen in many different ways and
circumstances.
Coaching has many forms and falls within many different aspects of
human activity. There are sports coaches, musical coaches, life coaches,
voice coaches, time management coaches, to name a few. In this day and
age it appears that there is a coach available to help you with everything
that you do.
The person who decides whether a conversation was a coaching
conversation or not is normally the person being coached. If someone
acknowledges the following to be true after a conversation they would
probably accept that it was coaching:




The focus of the conversation was primarily themselves and their
circumstances
Their thinking, actions and learning benefited significantly from the
conversation
They were unlikely to have had those benefits in thinking or learning
within that time frame if the conversation hadn’t happened

So when we apply these simple principles, we realise we have been
coaching each other for ages. For generations, whether over the garden
wall a cup of tea or a beer in the pub we have all talked about what
happens in our lives. We share our troubles and our dreams. We listen to
each other and advise each other. Sometimes this process really helps.
Maybe we realise a solution, make a decision, or perhaps just feel better
as a result of having the conversation.
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Where are You Already Coaching?

Read through the following, which do you do regularly?


Give friends or colleagues advice



Listen to others’ problems, to help and support them



Explain to other people how to do something better



Train others in new knowledge and skills



Manage the work of others



Give other people feedback or observations of their behaviour so that
they can improve doing in something



Conduct job appraisals, or assessments of people’s work performance
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Where Does Coaching Come From?
The most recognized forms of coaching come from the sporting world.
Having evolved over thousands of years, the figure of a sports coach
working alongside top athletes is accepted without question. There may
seem to be a contradiction in having someone who can't do what you can
do, as well as you can do it, help you to improve. Andre Agassi's coach
can't play tennis like Agassi does, and yet he plays a vital role in
improving Agassi's game. So why does Agassi get help from a lesser
player?
The reason is quite simple: because coaching is proven to work. It
improves the results an individual is generating. A tennis coach needs
coaching skills more than they need to be a good tennis player
themselves. By applying principles of observation and feedback, sports
coaches can make the difference between a world-beater and an 'alsoran'.
Strangely, where someone has all the skills needed to produce a result
themselves, they can't always help someone else to do it. For example, a
world-class tennis player might have real difficulty in coaching someone
else to the same standard. This is because the perspectives and skills of a
coach are essentially different from those of a tennis player. If a tennis
player wants to become a great coach, they must begin to focus on
developing coaching behaviours and skills. It's not enough to be able to
'do' - you have to be able to coach.
The same principle applies in business. Coaches work alongside individuals
to help improve their performance at work, regardless of whether or not
they could do that work themselves. What a coach can do, is help
someone see opportunities for improvement, as well as practical ways
forward.
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How to Approach Coaching
There are two main differences in the way that coaching can be
approached:
Firstly, there is the ‘teacher’ who’s method is to tell what should and
should not be done. Although this may address the immediate situation,
it restricts development to a fairly low level and can introduce dependence
when future situations arise, e.g.: “Every time there is a perceived
problem, all I have to do is ask someone and they will provide me with
the answer”. If you think back to the days of your education, you may
well believe that much of what you were taught has long disappeared
from the memory. This is because being ‘taught’ in the traditional
‘teaching’ way is unlikely to enhance our ability to learn and develop.
Secondly, there is the preferred method, which focuses on a very different
approach.
By assisting another person with their own learning you effectively reduce
their dependence on the answer being given, and increase their own
ability to learn. You could summarise this:
By the use of open questions, you can allow someone to search for
the options available to any given situation and establish their goal.
This is sometimes referred to as GROW (Goals, Reality, Options,
Will) and is covered in more detail later on in this guide.
Although these methods are very different in approach, you must
remember that the two can be quite closely linked. Both options will
provide you with knowledge, which is of course essential. However the
second option will enhance your ability to think for yourself. The coachee
will now be in a position to do something they thought they were
previously unable to do.
Coaching for Ability
Although the focus of coaching is on learning, the learning should be for a
purpose. Thus enabling the coachee to develop, improve and possibly gain
a new ability. In order to do this, they need to learn new knowledge and
new ways of thinking and acting.
Creating the Relationship
The way in which we act with people can have a big impact on their
effectiveness in their place of work. The relationship between the coach
and coachee will therefore have a direct influence on the value of the
coaching sessions. It is safe to say that if you, as the coach, are feeling
uncomfortable in the presence of the coachee it will have a detrimental
effect on the learning. The same effect could also be seen if the roles are
reversed.
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Trust will play a very large part in the relationship building, the key point
must therefore be two-way open and honest communication.
Some relationships will just happen and others will need developing. This
is a fact of life.
Both parties will need to establish what it is that they are expecting from
the other person, and what they will need to contribute to the relationship
themselves. It is very much a two-way thing and there may therefore be
many expectations on either side.
One of the dangers is that a breakdown in the relationship could arise if
one party is more giving than the other, e.g.: one person may regularly
put themselves out to assist the other in various circumstances, but
should these actions not be reciprocated ‘when the boots on the other
foot’ the other person may feel uncomfortable or dissatisfied with the
situation.
What normally happens is that the first impression you give becomes the
expected approach, as a relationship has already been formed. We must
be careful not to make assumptions at this stage and should approach all
interactions with integrity.
The purpose of the coaching relationship is to increase the learning and
aid the development of the individual. It is imperative that both parties
know where they stand, what they expect to happen and by when. It is
absolutely necessary, therefore, that the appropriate actions are followed
through on what has been agreed.
Coaching Effective Learners
With the introduction of performance management, there is a very strong
emphasis on taking ownership of our own self-development. Effective
learners will use all the options available to ‘manage’ their learning and
not just rely on ‘on the job experience’ or being nominated for a course to
attend.
We must as an organisation support this approach and encourage
ownership and responsibility by all individuals, as if it were second nature.
Our main objective being to embed a structured and planned development
process in such a way that it matches that of the desired goals.
Communication
To pay attention to the communicational preferences of the other person
is often called effective communication.
Consideration of how people prefer to communicate normally leads to a
positive response, and is often the way in which they feel more
comfortable in communicating themselves. It is understandable,
therefore, that to communicate in an alien way could hinder the
effectiveness of the coaching session.
©Sales Training International Limited
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So how do we know the method we should adopt? Different people will
have different methods and preferences with regard to communicating.
There are probably endless possibilities.
Working to the coachee’s agenda along with the use of effective
questioning will assist you to:





build trust (open and honest communication)
show a visible interest in their performance (active listening and
reflective questioning)
help identify their needs (ongoing support)
establish and identify their goal (raise awareness and generate
responsibility)

An important aspect of communication within coaching is to provide
feedback. To provide open, honest and constructive feedback can
increase our learning capabilities, and indeed help us to learn very
quickly.
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How Does Personal Coaching Happen?
A personal coach will often work within arranged coaching sessions. The
coach will normally use a blend of observation, talking, listening,
questioning and reflecting back to the individual they are working with. If
the situation or circumstances are suitable, a coach might also use other
media, such as telephone, or e-mail.
Coaching might consist of two people talking in a room about things the
coachee wants to change. This is sometimes called 'off-line' coaching. It
might also be one person observing another person doing something, e.g.
talking to customers or colleagues, then discussing that afterwards. This
can be called on-line coaching.
Other coaching conversations might easily happen outside a formal
coaching session. For example, a casual discussion around a challenging
situation or goal may easily produce a conversation in which the individual
receives coaching.
Whether coaching happens in the workplace or outside, the two activities
can easily merge into the same thing. It's often impossible to separate
work from life anyway. People's lives don't package themselves into neat
little bundles-job, home, money, health, etc. Our lives seem to contain
themes that run through them like common-coloured threads. If you're
not happy at work, that's likely to show up somewhere else. If you're not
feeling healthy or full of energy, then that's likely to be mirrored
elsewhere, e.g. in your relationships or social life.
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The Coaching Relationship
The role of coach provides a kind of support distinct from any other. A
coach will focus solely on an individual's situation with the kind of
attention and commitment that the individual will rarely experience
elsewhere.
If you imagine yourself being coached, you will perhaps appreciate why so
many people engage the services of a coach. This person, your coach, will
listen to you, with a curiosity to understand who you are, what you think
and generally how you experience the world.
Your coach will reflect back to you, with the kind of objective view that
creates real clarity. During conversations, your coach will encourage you
to rise to challenges, overcome obstacles and move into action.
What's most important during that conversation is you, your success,
happiness and ultimate fulfilment. Having worked to establish exactly
what you want to achieve from coaching, those goals and objectives
become the focus for the conversation. As a consequence, the only
agenda happening in the conversation is your agenda, which your coach
will often guard more closely than you do. When you're ready to quit, no
longer care that you wanted to get that job, lose that weight, or have that
lifestyle, your coach stays committed to those goals.
When things don’t go well, your coach supports you. When you experience
success, your coach acknowledges your achievements. Your coach will
also help you to pinpoint exactly what you did that worked so well, so that
you can do it again. A coaching relationship is like no other, simply
because of its combination of objective detachment and commitment to
the goals of the individual.
Little wonder then that so many people are finding that coaching
relationships can help them develop and learn in ways that enable them to
have or achieve what they really want.
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Learn to Coach by Being Coached
One of the best ways to learn how to be a good coach is to be coached.
You will experience what it feels like to be a coachee. You will understand
what works and what doesn't, what feels right and what feels wrong.
Surprisingly, that might not always be what you expect. For example, as a
coach, silence can be uncomfortable, whilst for a coachee, the same
silence can feel wonderful. A sense of rapid progress during a
conversation can feel great for the coach, and yet turbulent for the
coachee. So if you're serious about developing your coaching skills, I
recommend you get some sort of coaching as part of your development.
As well as helping you develop as a coach, who knows, you might just find
there are other benefits for your personal goals as well!
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Coaching: In Business
Coaching is now big in business. Many organizations have come to realize
that they can improve both the performance and motivation of their
people through coaching. Increasingly, a 'coaching' style of management
is preferred to the more traditional approaches of 'command and control'.
Instead of managers directing people, giving detailed instructions for what
to do, and when to do it, they focus more on encouraging people to think
for themselves. When problems arise, those managers who coach don't
automatically jump in and solve them. Instead, they challenge others to
resolve situations. These managers provide support, feedback and
guidance - but rarely answers.
Managers who coach often place as much importance on the development
of people reporting to them, as the tasks those people are performing. For
the manager, this means fewer queues of people at their desk asking
what to do next (and much less worry if the manager wants a two-week
vacation). More of the manager's focus is on establishing conditions in
which people can perform independently of the manager. Creating these
conditions means more time is spent on activities such as objective
setting, one-to-one meetings and team briefings. One-to-one meetings
can now become coaching sessions, as the manager adopts a more
supportive, challenging and developmental approach.
Within team meetings, the manager can use the coaching skills of
listening, questioning and goal setting to encourage the group to take
responsibility for situations. Over time, colleagues learn more, perform
better, and are generally more motivated by this nurturing style of
leadership. As they become used to the manager's expectations of them,
they begin to automatically respond to situations with more responsibility
and empowerment.
Managers who coach improve productivity, morale and job satisfaction for
their colleagues. Such managers, in turn, find that people are less
dependent upon them, which often reduces pressure, or frees up time to
concentrate on other priorities. As more businesses go multi-site or even
global, the distance between managers and their teams widens. Here, a
coaching style is essential for both sanity and success. As a coaching
manager increases people's independence, they directly reduce the
dependency on themselves to be on-site, supervising what's happening.
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Executive Coaching
Organizations are now willing to invest in personal coaching for their
senior managers and executives. By improving the performance of the
most influential people within the organization, we are able to improve
results at an organizational level. In short, we create a positive influence
on people who have influence. Senior managers encourage typical
behaviours and ways of being within the rest of their organization. What
they say and how they behave establishes similar standards for people
who work for them.
Executive coaching is often done by coaches operating from outside the
organization, whose services are requested for an agreed duration or
number of coaching sessions. Increasingly, personal coaches are also
being trained internally, as organizations realize the opportunity this
presents. Internal coaches normally cost less, and can operate very
effectively because of their knowledge of the operation.
Within business, situations that benefit from personal coaching might
include the following:
A manager with potential has been promoted and is having difficulty
performing in the new role
An individual is being groomed for senior management and needs to gain
skills or experience before they are able to make that move
An individual has relationship issues that are creating problems at an
organizational level
An organization has decided to align management behaviours to a set of
core values, e.g. integrity, collaboration or innovation. Some managers
will need coaching in these specific areas
For example, during coaching a marketing director realizes he acts
competitively against the sales director. Because of the competition he
feels, he encourages his own department to withhold support and
information from the sales department. This causes him problems. Last
year he mistimed the launch of a range of sports gear - bringing it out on
exactly the same day as their main competitors. Sales could have told him
this was a mistake, but they heard about the launch too late. During
coaching, the marketing director improves his relationship with the sales
director, and encourages his department to adopt a more collaborative
style.
This results in marketing telling sales more about their plans for the year,
and what type of products they are thinking of launching. As the flow and
exchange of information improves, so does the quality of products and
sales campaigns.
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The Manager as a Coach
The manager must be seen as a focus of support not as a threat or a cop.
Here lies the problem, as the manager traditionally holds the paycheque,
the decision to whether you succeed or fail and also whether you keep
your job. This situation is fine as long as you see motivation as a carrot
and stick exercise.
However, for coaching to really work, the relationship between the coach
and the coachee must be one of partnership through endeavour, of trust,
of safety and of minimal pressure. The carrot and the stick have no place
in this arrangement.
Can a manager, therefore, be a coach at all? Yes, but it demands the
highest qualities of that manager: empathy integrity and detachment, as
well as a willingness, in most cases, to adopt a fundamentally different
approach to his staff. He will also have to find his own way, for there are
few role models for him to follow, and he may even have to cope with
initial resistance from some of his staff, suspicious of any departure from
traditional management. They may fear the additional personal
responsibility implicit in a coaching style of management.
These problems can be anticipated and generally are easily coached away.
The polarities of management or communication style with which we are
familiar place an autocratic approach on one end of the spectrum, and
laissez faire and hope for the best on the other.
TRADITIONAL MANAGEMENT
Boss feels in
CONTROL

Dictates

Performer is
OBLIGED

Persuades
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Dictates
When you were a little child, your parents told you what to do, and
scolded you when you didn't. When you went to school, your teachers told
you what to do, and caned you if you didn't.
When you joined the army, the sergeant told you what to do, and God
help you if you didn't, so you did! When you got your first job, your boss
told you what to do too. So when you reached a position of some
authority, what did you do? You told people what to do, because that is
what all your role models had done. That is true for the majority of us: we
have been brought up on telling, and we are very good at it.
The attraction of telling or dictating is that, besides being quick and easy,
it provides the dictator with the feeling of being in control. This is,
however, a fallacy. The dictator upsets and de-motivates his staff, but
they neither dare show it nor offer feedback, which would not have been
heard anyway. The result is that they are subservient in his presence but
behave differently when his back is turned, with resentment, with poor
performance at best, maybe by downing tools or even by sabotage. He is
anything but in control – he is deluding himself.
Recall
There is yet another problem with the dictating end of the
traditional management spectrum: the problem of recall. Put
simply, we do not remember very well something we are told.
The table below prove this.
It depicts a piece of research carried out by IBM, but has been
repeated more recently by the Post Office.
A group of people were divided randomly into three sub groups,
each of which was taught something quite simple. This was the
same thing in each group but taught in three different ways. The
results speak for themselves. One thing that they show which
particularly concerns us, however, is how dramatically recall
declines when people are only told to do something.

Told

Told and
shown

Told, shown
and
experienced

70%

72%

85%

10%

32%

65%

Recall after 3
weeks
Recall after 3
months
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Persuades
If we move along the traditional management spectrum to the right we
come to selling or persuading. Here the boss lays out his good idea and
attempts to convince us how great it is. We know better than to challenge
him, so we smile demurely and carry out his instructions. Nicer maybe, if
a bit phoney, and it gives the appearance of being more democratic. But
is it really? We still end up doing exactly what the boss wants, and he gets
little input from us. Nothing much has changed.
Debates
When we get further along the line to discussing, resources are genuinely
pooled and the good boss may be willing to follow a path other than his
own option, provided it is going in the right direction. Sir John HarveyJones said:
If the direction everyone else wants is not where I thought we should
go, I'll go ... once the thing is rolling, you can change direction
anyway. I may see they were right or they may realize it isn't the
right place to be and head towards my preferred course, or we may
both come to realize that we would rather be in a third alternative. In
industry, you can only move with the hearts and minds.
Attractive as democratic discussion may be, it can be time consuming and
result in indecision.
Abdicates
The far end of the scale, just leaving the subordinate to get on with it,
frees the manager for other duties and gives the subordinate freedom of
choice. It is, however, risky for both. The manager has abdicated his
responsibility, although the buck still stops with him, and the subordinate
may perform poorly due to a lack of awareness of many aspects of the
task.
Managers sometimes withdraw with good intent, wishing to force
subordinates to learn to cope with more responsibility. This strategy
seldom serves its purpose, because if the subordinate feels obliged to take
responsibility, rather than choosing to, his personal ownership remains
low and his performance will not reflect the benefit of the self-motivation
which the manager hopes to generate.
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Coaching
The majority of managers will position themselves on the scale
somewhere between these extremes, but coaching lies on a different
plane altogether and combines the benefits of both ends with the risks of
neither.
COACHING

Boss
KNOWS
What is going on

Performer CHOOSES to
take responsibility

In responding to the manager's coaching questions the subordinate
becomes aware of every aspect of the task and the actions necessary.
This clarity enables him to envisage the near certainty of success, and so
to choose to take responsibility. By listening to the answers to his
coaching questions, the manager knows not only the action plan but the
thinking that went into it. He is now far better informed than he would be
if he told the subordinate what to do, and therefore has better control of
what is going on.
Since the dialogue and the relationships in coaching are non-threatening
and supportive, no behaviour change occurs when the manager is absent.
Coaching provides the manager with real not illusionary control, and
provides the subordinate with real not illusionary responsibility.
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The Role of the Manager
What this throws up is, 'What is the role of a manager?'
Many managers too frequently find themselves fire-fighting, struggling to
get the job done. By their own admission they are unable to devote the
time they feel they should to long-term planning, to visioning, to taking
the overview, to surveying alternatives, the competition, new products
and the like. Most importantly, they are unable to devote the time to
growing their people, to staff development. They send them on a training
course or two and kid themselves that that will do it. They seldom get
their money's worth.
So how can managers find the time to coach their staff? It is so much
quicker to dictate. The paradoxical answer that if they coach their staff,
the developing staff should much greater responsibility, freeing the
manager from fire-fighting not only to coach more but to attend to those
overarching issues that only he can address. So growing people is
enlightened self-interest rather than idealism that offers no added value.
Sure, at times it will be all hands to the pumps and to hell with the
niceties, but that is acceptable and accepted in a culture in which people
feel cared for.
If managers manage by the principles of coaching, they both get the job
done to a higher quality and develop their people simultaneously, it
sounds too good to be true to have 250 days a year of getting the job
done and 250 days a year of staff development per person, but that is
precisely what the manager/coach gets.
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Life/Lifestyle Coaching
Coaching outside the workplace is now becoming common. This type of
personal coaching is increasingly viewed as an acceptable form of support
to anyone seeking to improve specific areas of their life, or simply their
quality of life in general. Personal fulfilment, health, fitness, relationships,
financial freedom are all common subjects for this type of coaching.

Why do people choose life coaching?
Coaching makes a valuable contribution to the process of helping people
to experience life the way they want to experience it. For some people
coaching can literally change their lives for the better. With the support of
a coach, people can make clearer judgements about situations, learn more
from experiences, make better choices and implement more effective
decisions and actions.
For most of us, life can be difficult. We place tremendous pressure on
ourselves to have a lot, do a lot, and be generally successful in those
areas of life we consider important.
That might be having a great job, having a great relationship, financial
freedom - generally living a fabulous life.
I'm not going to debate whether that's right or wrong, but I do believe
that coaching is a valuable counterbalance to that pressure. By enlisting
the services of a coach, we can often begin to focus on what really is
important to us, and begin to shape what we need to do to be more in line
with that.
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A Comparison of Coaching and Therapy
There are obvious similarities between coaches and therapists. Both work
with people, both do a lot of talking and listening, both deal with people's
problems. However, whilst coaching and therapy work within similar
areas, they are not the same thing. Coaching supports general life
situations, improving our performance and creating desirable results.
Therapy normally focuses on specific, significant problems, e.g. trauma,
mental illness etc.
For example, coaching would be appropriate in the following situations:








Putting together a life plan, understanding our aims and goals
Finding ways to reduce stress in our lives
Building a life/work balance that fulfils us
Improving our ability to relate to others
Improving our awareness of ourselves
Improving our self-discipline and motivation
Improving our health and well-being routines, e.g. diet, exercise

There are obviously many more. What you'll notice from the above is that
they are all goal-based objectives. That is, we want something we don't
currently have and might use a coach to support us in attaining that. In
addition, the problems associated with the goal might be making us
unhappy, or even sick. For example, you're working 12-hour days on top
of a 2-hour train journey and your relationship is in serious trouble
because of that. In such situations, coaching is now an option where,
before, therapy might have seemed to provide the only available support.
Indeed, I would be surprised if a therapist would welcome clients who
simply want to create more structure around their job in order to shorten
their working day!

When Coaching Isn't the Answer
It is important that a coach recognizes inappropriate situations for
coaching. Where someone has issues that would be better addressed by a
therapist, the coach should understand their own limitations. The skills
and experience of the coach must be taken into account. As a guide, a
coach with no relevant, specialist skills should avoid the following
situations:






Ongoing dependency on class 'A' drugs, e.g. heroin, crack, cocaine
Significant drink problems, e.g. someone drinks to get through the day
Where someone has experienced violent or sexual abuse and needs further
support to deal with that
Where someone is abusing others, either physically or sexually
Mental illness, e.g. extreme and violent mood swings, ongoing depression, etc
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The skills of a therapist are often specialized to their area of therapy, e.g.
addiction, abuse, mental illness, etc. To support individuals with extreme
conditions or situations, a therapist will undergo specific training and
development. They will normally have relevant models, processes and
terminology to deal with that situation. For example, Alcoholics
Anonymous has a famous 12-step process that assists people to give up
drinking. Some psychiatrists study Freudian theory, etc.
You will also notice that there is more emphasis on the 'problem' within
the above situations. Often, the focus of coaching is more on 'solutions';
e.g. 'What do you want instead?' The focus during therapy tends to be
more about the original, underlying problem, e.g. 'What causes you to
avoid relationships?' A therapist may decide that an in-depth assessment,
analysis and diagnosis of someone's problem is appropriate before the
individual can progress. Whilst a level of self-awareness is also valuable
within coaching, coaching doesn't rely upon an in-depth level of selfawareness in order to create results.
In summary, if a coach doesn't feel equipped to cope, they should refer
the individual to a relevant specialist. If a coach does want to work in one
of the above areas, then I would encourage them to go and get the
relevant training and support to do that.
So far, by now you may be asking yourself, why coaching, why change
what I am already doing. We will now look at some of the reasons for
change and why coaching provides the solution.
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The Nature of Change
The demand for change in business practice has never been greater than
it is today. That the traditional culture of businesses has to change has
been gaining acceptance intellectually for some years, but more recently
the phrase 'if they are to survive' has been added without much dissent.
How has this come about? Why does what was good practice in the past
still not hold good? Are we rushing into change for change's sake? How do
we know it is going to be any better? And for how long?
There are plenty of cynical responses: 'We have made all these grand
changes in the past and they did not make any difference.' 'No sooner will
we have made this change than we will have to change again.' 'Let's do
nothing, it's just another new flavour of the month.' These are the
anxieties of many who are threatened by the inevitable plethora of
uncertainties, but the questions and concerns are also very valid and we
need to address them if we are going to manage change well.
There are also pragmatic reasons for change, such as increasing global
competition forcing the pace toward leaner, more efficient, flexible and
responsive units. The pace of technological innovation frequently leads to
managers finding they have never learned the skills of the teams they
employ. Demographic changes, the further integration of Europe and the
realignment refinancing of the old Eastern bloc states pose new
challenges. Businesses are inextricably bound to the global social and
psychological trends as well as the economic ones. In addition, the
commercial and financial demands made by businesses, and their power,
mean that they also profoundly influence the surrounding culture.
So the culture has to change - but from what and to what?
The answers to this, and most of the questions above, depend more on
perspective than on consensus, but any new culture will have to deliver
higher levels of performance. No corporation is going to take the risks and
upheavals involved in major change just for the sake of change, or just to
be nicer to employees. Culture change will be, and needs to be,
performance driven. Competition demands it, and those companies and
individuals who don't perform better than has been acceptable in the past
won't survive in the oversubscribed, fractured, unstable markets of our
world today. When the opportunities for promotion and pay increases are
shrinking in most sectors, how do we drive up the performance?
Expressions such as 'our people are our greatest resource', 'we must
empower all our staff', 'releasing latent potential', 'downsizing and
devolving responsibility' and 'getting the best out of our people' have
become cliches in recent years. Their true meaning remains as valid today
as when they were first coined, but all too often they are hollow words.
They are talked about far more than acted on.
Coaching for performance is just what it says - a means of obtaining
optimum performance - but one that demands fundamental changes in
attitude, in managerial behaviour and in organizational structure. It gives
the cliches substance.
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Most of the businesses who adopt coaching have done so because they
have embarked on a process of fundamental change – or at least would
like to have. They have recognized that if they are to achieve a real
performance improvement, their managers must adopt a coaching-based
management style.
These companies have already identified that coaching is the management
style of a transformed culture, and that as the style changes from
directing to coaching the culture of the organization will begin to change.
Hierarchy gives way to support, blame gives way to honest evaluation,
external motivators are replaced by self-motivation, protective barriers fall
as teams build, change is no longer feared but welcomed, satisfying the
boss becomes pleasing the customer. Secrecy and censorship are replaced
by openness and honesty, pressure of work becomes challenging work,
and short-term fire-fighting reactions give way to longer-term strategic
thinking. These are some of the characteristics of the emerging business
culture, but each business will have its own unique mix and priorities.
However, there is another factor, more subtle perhaps, but so pervasive
that some find it hard to put their finger on. There is a growing awareness
in ordinary people leading them to demand to be more involved in the
decisions that affect them, at work, at play, locally, nationally or even
globally. Decisions made by traditional authorities, governments and other
institutions, previously immune from challenge, are being called to
question and sometimes to book by the media, pressure groups and
concerned individuals. Is this not what was happening within the former
Soviet Union and the Eastern bloc, and which led to the collapse of
communism? In our society today it is easier to get a hearing than ever
before, and cracks are appearing in impregnable citadels' dubious
respectability.
Those that have something to hide hunker down and snarl, but the
majority of thinking people welcome the changes, even if those changes
do generate some feelings of insecurity. It matters not whether one sees
this awareness as some evolutionary emergence, or merely the result of a
world shrinking from immersion in a sea of instant communication. It is
upon us.
Accountability
What does accountability mean? To be held responsible for your actions?
That sounds ominous, but would we not all like to be self-responsible? I
prefer the term responsibility because it is proactive. Accountability is
largely reactive. Accountability implies judgment.
Responsibility implies choice. Choice implies freedom.
People, ordinary people, are beginning to recognize not only that this is
what they want, but that it can be had to a greater extent than previously
understood even within our complex variety of social structures. Instead of
being threatened by this, managers should realize that they can capitalize
on it, give people responsibility, and that they in turn will give of their
best. This way everyone wins.
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There is much talk in companies today about getting rid of the 'blame
culture' - and almost no action. Blame is endemic to business, and
endemic to a dictating philosophy. Blame is about history, fear and the
past. We need to refocus on aspiration, hope and the future. Not only does
the fear of blame inhibit even the most calculated risk taking, it blocks
honest recognition, identification and acknowledgement of inefficiencies in
a system. Appropriate corrections cannot be put in place without this
crucial accurate feedback. Fundamental culture change will not happen if
blame comes along too. Most businesses, and most people, will have great
difficulty leaving it behind.
There is another good reason for increasing responsibility at work. Workrelated stress, in the US at least, is said to be reaching epidemic levels. A
recent survey conducted by an independent research company in
Minneapolis revealed that the leading cause of burnout was 'little personal
control allowed' in doing one's job and that this was prevalent at all times
irrespective of the economy.
This in itself suggests an urgent need for change towards working
practices that encourage personal responsibility.
But what is the reason for this correlation between stress and personal
control? Self-esteem is the life force of the personality, and if that is
suppressed or diminished so is the person. Stress results from long
periods of suppression. Offering someone choice and control wherever
possible in the work place acknowledges and validates their capability and
their self-esteem. Stress is thereby reduced.
However, for many people the fear of change, any change, looms large.
This is not surprising when you consider that there is little we can do to
prepare our children for the world they are going to live in. It certainly
won't be as we have known it, but we don't know how it will be. Perhaps
all we can hope to teach them is the flexibility and adaptability to cope
with what will be.
Most of what our great-grandparents taught their children would hold
good throughout their lives. By and large they lived in a stable state, or at
least stability was the accepted norm even if that was beginning to
change! Most of us were brought up with that stable state mentality, but
we are having to adapt to conditions that seem anything but stable. Our
grandchildren will have grown up with change as their norm, so all they
will have to cope with is the varying pace of that change. We are the
generation struggling to adjust to the fact that change is now the norm
because our teeth were cut on the illusion of stability. When much of what
we know and love is in flux, full acceptance of personal responsibility
becomes a physical and psychological necessity for survival.
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The Nature of Coaching
Building awareness and responsibility is the essence of good coaching

Raising Awareness
The first key element of coaching is AWARENESS, which is the product of
focused attention, concentration and clarity. Let us return for a moment to
the Concise Oxford Dictionary: aware means 'conscious, not ignorant,
having knowledge'. What Webster adds is: 'aware implies having
knowledge of something through alertness in observing or in interpreting
what one sees, hears, feels, etc.' Like our eyesight or our hearing, both of
which can be good or poor, there are infinite degrees of awareness. Unlike
eyesight or hearing, in which the norm is good, the norm of our everyday
awareness is rather poor. A magnifying glass or an amplifier can raise our
sight and hearing threshold way above normal. In the same way,
awareness can be raised or heightened considerably by focused attention
and by practice without having to resort to the corner drugstore!
Increased awareness gives greater clarity of perception than normal.
While awareness includes seeing and hearing in the work place, it
encompasses much more than this. It is the gathering and the clear
perception of the relevant facts and information, and the ability to
determine what is relevant. That ability will include an understanding of
systems, of dynamics, of relationships between things and people, and
inevitably some understanding of psychology. Awareness also
encompasses self-awareness, in particular recognizing when and how
emotions or desires distort one's own perception.
In the development of physical skills the awareness of bodily sensations
may be crucial. In the majority of sports, for example, the most effective
way to increase individual physical efficiency is for the performer to
become increasingly aware of the physical sensations during an activity.
This is poorly understood by the majority of sports coaches, who persist in
imposing their technique from outside. When kinesthetic awareness is
focused on a movement, the immediate discomforts and corresponding
inefficiencies in the movement are reduced and soon eliminated.
The result is a more fluid and efficient form that corresponds more closely
to the 'book' technique, with the important advantage that it is geared to
the particular performer's body rather than the 'average' body that the
book addresses.
A teacher, instructor or for that matter a manager will be tempted to show
and tell others to do something in the way he himself was taught to do it,
or the way 'the book' says it should be done. In other words, he teaches
the student or subordinate his way and thereby perpetuates conventional
wisdom. While the learning and employment of the standard or 'right' way
to do something will show initial performance benefits, the personal
preferences and attributes of the performer are suppressed, making life
simpler for the manager. The performer's dependence on the expert is
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also maintained, which boosts the manager's ego and his illusion of
power.
The coaching alternative of raising awareness surfaces and highlights the
unique attributes of body and mind of each individual, while at the same
time building the ability and the confidence to improve without another's
prescription. It builds self-reliance, self-esteem and self-responsibility.
Coaching should never be confused with 'here are the tools, go and find
out for yourself. Our own normal level of awareness is relatively low. Left
to our own devices we are liable to take an age to reinvent the wheel
and/or to develop only partially effective methods which can consolidate
into bad habits. So the awareness-raising function of the expert coach is
indispensable - at least until or unless we develop the skill of selfcoaching, which opens the door to continuous self-improvement and
discovery.
What we need to increase our awareness of will vary.
Each activity is geared to different parts of ourselves. Sport is primarily
physical, but some sports are highly visual too. Musicians require and
develop high levels of audile awareness. Sculptors and magicians need
tactile awareness, and business people primarily use mental awareness
but certainly other areas too.
Although all this explanation of awareness may seem daunting at first, it
is something that develops quickly through simple practice and
application, and through being coached. It is perhaps easier to relate to
the following lay definitions:



Awareness is knowing what is happening around you
Self-awareness is knowing what you are experiencing

Another term may add to our understanding of what we mean by
awareness: INPUT. Every human activity can be reduced to INPUT—
PROCESS—OUTPUT.
For example, when you drive to work, you receive input in the form of
other traffic movements, road and weather conditions, changing speed
and spatial relationships, the sounds of your engine, your instruments and
the comfort, tension or tiredness in your body. This is all input which you
may welcome, reject, take on board sufficiently, receive in its intricate
detail, or not even notice except for its major elements.
You may consciously be aware of your driving, or unconsciously acquire
the input necessary to drive safely to work, while you listen to the Today
Programme on the radio. Either way you are receiving input. Better
drivers will receive a higher quality and quantity of input, which provides
them with more accurate and detailed information which they process and
act on to produce the appropriate output, the speed and position of the
vehicle on the road.
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However good you are at processing the input received and acting on it,
the quality of your output will depend on the quality and quantity of the
input. Awareness raising is the act of sharpening the acuity of our input
receptors, often tuning our senses but also engaging our brain.
On our courses we define awareness as high quality relevant input. We
could add the word self-generated before it, but in a sense that is
already implied because input will simply not be high quality unless it is
self-generated. The act of becoming engaged in something itself provides
the quality. Consider the poverty of the image you receive if I say, The
flowers out there are red', compared to the input you get when I ask you,
'What colour are the flowers out there?' and you are compelled to see for
yourself. Better still if I ask what tone or shade of red they are.
One way gives a standard flower image, the other a detailed explosion of
life in a myriad of subtle shades of red as it is at a particular instant. It is
unique. In fifteen minutes it will be different, for the sun will have moved.
It will never be quite the same again. So self-generated input is infinitely
richer, more immediate, more real.
Another word that characterizes awareness is feedback - feedback from
the environment, from your body, from your actions, from the equipment
you are using, as opposed to feedback from other people.
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Generating Responsibility
RESPONSIBILITY is the other key concept or goal of coaching. The
relationship between business culture change and a growing concern for
accountability and responsibility, both collectively and individually.
Responsibility is also crucial for high performance. When we truly accept,
choose or take responsibility for our thoughts and our actions, our
commitment to them rises and so does our performance. When we are
ordered to be responsible, told to be, expected to be or even given
responsibility, if we do not fully accept it performance does not rise. Sure,
we may do the job because there is an implied threat if we do not, but
doing something to avoid a threat does not optimize performance. To feel
truly responsible invariably involves choice. Let's look at a couple of
examples. If you are given advice, especially if it is unsolicited, and you
take the action but it fails, what will you do? Blame me, of course, which
is a clear indication of where you see the responsibility lying. The failure
might even be attributable as much to your lack of ownership as to my
bad advice. In the work place, when the advice is a command, ownership
is at zero and this can lead to resentment, surreptitious sabotage, or
ownership of the reverse action. You gave me no choice; you damaged
my self-esteem; I cannot recover that through an action of which I have
no ownership, so I take responsibility for an alternative action which will
damage you. Of course, that course of action may damage me too, but at
least I will have got my own back'. If this (unconscious) sequence in italics
seems exaggerated to you, let me assure you that there are millions of
workers with bad employers who would acknowledge having followed that
track at times.
Here is another example of the difference between the normal or imposed
level of responsibility and high or chosen responsibility. Imagine a group
of construction workers being briefed:
'Fred, go and get a ladder. There's one in the shed.'
What does Fred do if he finds no ladder there? He returns and says,
There's no ladder there.'
What if I had asked instead: 'We need a ladder. There's one in the shed.
Who is willing to get it?'
Fred replies: 'I will', but when he gets there, there is no ladder. What will
he do this time? He will look elsewhere - but why?
Because he feels responsible. He wants to succeed. He will find a ladder
for his own sake, his own self-esteem. What I had done differently was to
give him a choice, to which he had responded.
This simple example clearly illustrate how important choice is for the
performance gain that occurs with full responsibility. That does not occur
unless the person feels responsible. Telling someone to be responsible for
something doesn't make them feel responsible for it. They may fear failure
and feel guilty if they do fail, but that is not the same as feeling
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responsible. That comes with choice, which in turn demands a question.
We will look at the construction of coaching questions in the next section.
AWARENESS and RESPONSIBILITY are without doubt two qualities that
are crucial to performance in any activity. In spite of considerable
variations in other areas, AWARENESS and RESPONSIBILITY consistently
appear to be the most important attitudinal factors common to
performance excellence. The attitude or state of mind of the performer is
the key to performance of any kind.
The Mind is Key
Research into performance in sport shows that the performance of the
mind is as important or more important than the performance of the body.
Top performance in business demands no less. The mind is key.
THE MIND IS KEY
Attitude of Mind

Knowledge
(Technique)

Experience
(Fitness)

Knowledge and experience may be the business equivalents of sporting
technique and physical fitness.
Neither guarantees a place at the top, and many successful people have
proved that neither is indispensable. A winning mind is essential.
A decade or so ago technical ability and fitness commensurate with your
sport were what coaches worked on. The mind was not universally
recognized to be so crucial and in any case that was what the performer
was born with and the coach could not do much about it. Wrong! They
could and did affect the state of mind of their performers, but largely
unwittingly and often negatively by their autocratic methods and
obsession with technique.
Coaches denied their performers' responsibility by telling them what to
do; they denied their awareness by telling them what they saw. They
withheld RESPONSIBILITY and killed AWARENESS. Some coaches still do,
as do many managers. They contribute to the performers' or employees'
limitations as well as to their successes. The problem is that they may still
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get reasonable results from those they manage, so they are not motivated
to try anything else, and never know or believe what they could achieve
by other means.
In recent years much has changed in sport and most top teams employ
sports psychologists to provide performers with attitudinal training. If old
coaching methods remain unchanged, however, the coach will frequently
be unintentionally negating the psychologist's efforts. The best way to
develop and maintain the ideal state of mind for performance is to build
AWARENESS and RESPONSIBILITY continuously throughout the daily
practice and the skill-acquisition process. This requires a shift in the
method of coaching, a shift from instruction to real coaching.
The coach is not a problem solver, a teacher, an adviser, an instructor or
even an expert; he or she is a sounding board, a facilitator, a counsellor,
an awareness raiser. At least these words should help you to understand
what the role implies.
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Qualities of a Good Coach
Take some time to list what you think are the qualities of a good coach.
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Your list may contain some of the following











Patient
Detached
Supportive
Interested
Good listener
Perceptive
Aware
Self-aware
Attentive
Retentive

Often the list also contains some of the following:






Technical expertise
Knowledge
Experience
Credibility
Authority

Some are less in agreement with these last five and pose the question:
does a coach need to have experience or technical knowledge in the area
in which he is coaching?
The answer is no - not if the coach is truly acting as a detached awareness
raiser.
If, however, the coach does not fully believe in what he espouses, i.e. the
potential of the performer and the value of self responsibility, then he will
think that he needs expertise in the subject to be able to coach. It is not
suggesting that there is never a place for expert input, but the lesser
coach will tend to overuse it and thereby reduce the value of his coaching,
because every time input is provided the responsibility of the coachee is
reduced.
The ideal would seem to be an expert coach with a wealth of technical knowledge
too. It is, however, so hard for experts to withhold their expertise sufficiently to
coach well. Let me illustrate this further with an example from tennis. Many years
ago several of our Inner Tennis courses were so overbooked that we ran out of
trained Inner Tennis coaches. We brought in two Inner Ski coaches, dressed them
in tennis coach's uniform, put a racket under their arms and let them loose with
the promise that they would not attempt to use the racket under any
circumstances.
Not entirely to our surprise, the coaching job they performed was largely
indistinguishable from that of their tennis-playing colleagues. However, on a
couple of notable occasions they actually did better. On reflection the reason
became clear. The tennis coaches were seeing the participants in terms of their
technical faults; the ski coaches, who could not recognize such faults, saw the
participants in terms of the efficiency with which they used their bodies. Body
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inefficiency stems from self-doubt and inadequate body awareness. The ski
coaches, having to rely on the participants' own self-diagnosis, were therefore
tackling problems at cause, whereas the tennis coaches were only tackling the
symptom, the technical fault. This obliged us to do more training with the tennis
coaches to enable them to detach themselves more effectively from their
expertise.
Let us look at the same thing with a simple example from a business context. A
manager saw that her subordinate, George, did not communicate sufficiently
with his colleagues in the next department, and knew that a weekly progress
memo was the solution. Such a memo, however, would contain inadequate
information so long as George's resistance to communicating with them
persisted. Instead of being satisfied with George's agreement to send memos,
the manager coached George to discover and let go of his own resistance. The
lack of communication was the symptom, but the resistance was the cause.
Problems can only be resolved at the level beneath that at which they
manifest themselves.
It is hard, but by no means impossible, for an expert to be a good coach. Of
course, the expertise is invaluable for many other aspects of a manager's
function, and the truth is that the manager is most likely to be an expert
anyway. But take the case of a senior manager in an organization that
computerizes a part of its operations. If he is a good coach he should have no
difficulty coaching his staff to develop their computer skills further, whether he
understands the new system or not. As soon as he does this, any credibility gap
that may exist in the minds of some of his staff will soon disappear, and he will
be able to retain command of that department. As skills become more
specialized and technically complex, coaching may be an absolute prerequisite
for managers.
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Collaborative Coaching
Coaching, to be successful, must be based on a collaborative style. The
coach and the coachee must be working on creating changes together. As
a collaborative coach, you do not ‘fix’ someone, solve problems for them
or assume any position of superiority or higher knowledge.
Instead the coach adopts the principle that the person being coached
probably knows more about their own situation than the coach does.. The
coach believes in the ability of the individual to create insights and ideas
needed to move their situation forward. The task of the coach is to use
advanced skills of listening, questioning and reflection to create highly
effective conversations and experiences for the individual.
For the person being coached, the relationship feels more like a
partnership of equals, than anything parental or advisory.

Non-directive versus Directive Language
A collaborative coach’s language is likely to be non-directive, as opposed
to directive,
e.g.
Directive Language

Non-directive Language

“Tell me exactly what you did”

“It might help if you speak
a little more about that”

On the following page there are some more examples of directive
language. See how you could change this to non-directive language. There
are some suggested answers on the page following.
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Directive Language

Non-directive Language

“No – the answer you are
looking for is six”

“You need to open up more”

“If you want to improve your
social life, you should get
out more”

“Go and join one of those
singles groups on the internet
– they’re really good”

“You’re still procrastinating –
you simply need to get going”
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Directive Language

Non-directive Language

“No – the answer you are
looking for is six”

“Perhaps tell me how you
worked your answer out”

“You need to open up more”

“I notice that you don’t
always seem to feel
comfortable discussing
some things with me, and
I was wondering what
caused that”

“If you want to improve your
life, you should get
more”

“What is it about your social
social life that you want out
to improve?”

“Go and join one of those
singles groups on the internet
– they’re really good”

“What could you do to
improve your social life?”

“You’re still procrastinating –
you simply need to get going”

“What’s stopping you from
getting into action?”

A coach with a purely directive style of language assumes authority and
superior knowledge in any given situation. Instructions are relayed that
the individual is expected to follow. Put simply, to the coachee this feels
more like being 'told' to do something, or being 'given' a new skill.
In addition, a directive coach will maintain responsibility for coming up
with most of the ideas and actions within the conversation. The coach isn't
so much working with the coachee, as working on the coachee. This style
might sound like:
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Directive Conversation
COACH: 'So you say you're procrastinating, what about?'
COACHEE: 'Well I guess you'd call it administration, I mean generally, I
don't like paperwork, you know, filling forms out, sending stuff off - I've a
desk full of paper, it's getting out of control.'
COACH: 'Right - and you want to get it back under control quickly don't
you?'
COACHEE: 'I guess I should.'
COACH: 'Well there's a number of different ways you could do
that, I'd suggest that initially, you sit down and make a list of exactly
what needs to be done, and make really firm commitments about when
you intend to do them.'
COACHEE: (hesitates)'Okaay. ..'
You will notice from the dialogue that most of the talking is coming from
the coach, who is clearly in control of the conversation. The ideas or
solutions are also coming from the coach, and the coachee is expected to
comply.
A collaborative style accepts that an individual often has their own
answers, and simply needs support for their own learning process.
For example, someone who constantly procrastinates or delays tasks that
are important to them usually knows enough about themselves and their
typical behaviours to be able to create improvement. Collaborative
coaches will simply focus the individual/coachee on the relevant areas of
their situation in order to surface ideas or insights needed to create
learning. This style might sound like:
Non-directive Conversation
COACH: 'What kind of things are you procrastinating about?'
COACHEE: 'Well I guess you'd call it administration, I mean generally, I
don't like paperwork, you know, filling forms out, sending stuff off - I've a
desk full of paper, its getting out of control'
COACH: 'What kind of problems does this cause you?'
COACHEE: 'All sorts, from minor embarrassments when I have to
apologize, to some quite significant stuff. I once had three credit cards in
a row refused simply because I'd not sent off the payments, I was left
standing in a foreign airport with no way to pay for my return flight
home.'
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COACH: 'How else does not dealing with this stuff affect you?'
COACHEE: 'Well now that I think about it, it makes me feel a bit of a
mess. I mean, an adult who can't even send off a form when I said I
would, and then have to request another because I've lost the original - I
make myself look pretty stupid.'
COACH: 'Okay, we've talked a bit about consequences, let's look in a
different direction - what stops you from getting this stuff done?'
COACHEE: 'Well I could say I don't have time, but I don't think that's
strictly true. I think it's more to do with the fact that I just hate doing it.'
COACH: 'What is it about the paperwork that you don't like?'
COACHEE: 'It's like being controlled, like someone else is making me do
homework or something, when I'd rather be doing something else.'
COACH:'That's interesting isn't it? Is that true?
COACHEE: 'Well no, of course not, in actual fact, the reverse is probably
true. If I got this stuff cleared I'd probably feel a whole lot freer and 10
pounds lighter - I could go and do whatever I wanted with a clear
conscience.'
From the dialogue, you'll hear the coachee coming to their own learning,
gaining their own insights and new perspectives on the situation. Note
that the coach influences the focus and attention of the coachee, without
telling them what to think.
In practice, an individual will feel like they've surfaced their own answers,
by exploring their own thoughts and ideas in a focused way.
Directive Language – Advantages
It is important to be clear that a directive style of language has its uses,
and can be highly effective. An example might be the case of simple skill
transfer. If I can work a food blender, and you can't, you're probably not
going to respond well to me exploring your thoughts or feelings about
that. You simply want to know what button on the blender does what, and
in what order.
Where an individual has little or no knowledge of a desired skill, and
simply needs to acquire knowledge quickly, directive language is often
effective. For the individual, this looks and feels more like instruction than
coaching.
Within personal coaching, adopting a more directive style may sometimes
be appropriate. For example, a simple piece of direct feedback may be
more powerful for an individual than lots of indirect observations. Consider
an individual who constantly goes off at tangents in conversation,
appearing unwilling to focus on the topic they say they want to work on.
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Examples of direct response or request might include:
'I notice that you often switch subjects. Jack, and I really
need you to stay focused on our original topic of how
feeling about this.'

you're

'Jack, what he thinks isn't so important to me - simply tell
me more about what you're feeling.'
Obviously for the above responses to be fully effective, the coach must
have a relationship with the individual based on trust and mutual respect.
The individual is then more likely to view the above responses as helpful,
rather than aggressive.
Directive Language – Disadvantages
Within personal coaching, directive styles have many disadvantages,
namely:









The coachee may feel dominated or controlled, as the coach assumes a
position of 'knowing better'
The coach assumes they have the best answers for the individual, and they
often don't
The focus is mostly on the thoughts of the coach - this reduces the ability
of the coachee to deepen their own learning in the conversation
The coach can experience significant pressure within the conversation to
know everything, and be able to fix everything.
The coach's focus is shifted to 'I must find the right answer' instead of
'create understanding, insight and learning' - this can result in valuable
information or clues being overlooked
The coach assumes they have 'buy-in' for the suggestions they make.
When they haven't, this becomes frustrating for both parties as little
progress is made
The solutions from the coach might not have perfect relevance for the
coachee, who may choose to view them as meaningless advice.
The coachee might actually enjoy the coach being in control, if they
have a tendency to avoid responsibility generally - the coach's directive
style reinforces this

Non-Directive Language - Advantages
By creating learning for the individual from the individual, we
experience the following benefits:




The coachee experiences being truly listened to and appreciates the
effort the coach makes to understand them
The relationship is based on equality, encouraging openness and trust.
The coach is not claiming to have all the answers and the coachee feels
their contribution is worthwhile
Insights, perspectives and ideas are highly relevant to the coachee,
and they relate to them with both ownership and responsibility
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As most ideas and actions come from the coachee, so does the
responsibility for their action and results
Solutions are developed according to the understanding of the person
experiencing the situation so they are normally of much higher
relevance and effectiveness
Thoughts and ideas provoke ongoing learning in the mind of the
coachee. As if the conversation is a pebble being thrown into a pond,
questions are the catalyst that begins a reaction
If an idea doesn't get the result the coachee wanted, the coachee still
feels ownership of the idea, and so will be more willing to work to get a
better result



Non-directive Language – Disadvantages



Adopting this style of language demands an advanced level of skill on
the part of the coach. Sentence structures and questions are designed
to influence - and not control
Until the coachee experiences the benefits of this style of conversation
for themselves, they may initially become frustrated with not having
the coach direct the conversation, or give them answers
The coach has much less control over what occurs during the
conversation, and this can sometimes cause discomfort for both parties
The coach must be able to distinguish blatant digressions from valid
topics of conversation. For example, when discussing your health, it's
probably relevant for you to talk more about your food than the
restaurants you go to - but not always
Conversations sometimes take longer, as the coach explores the
thoughts and experiences of the coachee at the speed with which the
coachee is comfortable
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Principles or Beliefs
Operating Principles for Coaches
There appears to be an underlying set of guidelines and assumptions that
support collaborative coaching. A room may be full of fabulous coaches
who all look different, sound different and appear different. However,
when they coach, they are operating from a group of assumptions and
beliefs that are common. For example, they all believe in the power of
coaching, and they all believe that they can coach. These assumptions and
beliefs are what help define effective coaching.
The coaching principles we are going to look at are:







Maintain a commitment to support the individual
Build the coaching relationship on truth, openness and trust
The coachee is responsible for the results they are generating
The coachee is capable of much better results than they are currently
generating
Focus on what the coachee thinks and experiences
Coachees can generate perfect solutions
The conversation is based on equality

Once we've identified this common set of beliefs, they serve as principles
with which can operate, to achieve effectiveness over time. By reflecting
on them, and comparing them with our own behaviours and approach, we
can often spot opportunities to improve. When sometimes coaching isn't
successful, they can also help us to understand why.
Take the example of a coachee who seems to be happy to spend the
whole coaching session complaining about his situation at work. In
addition, the coachee refuses to consider potential solutions or what they
might be doing to make things better. The coach tries everything they can
think of to help the coachee feel more positive about the situation, and
get into action to sort things out. Then, by reflecting on the following
principles, the coach is reminded to coach from the assumption that the
coachee is responsible for their circumstances and actions.
It may be that the coach was getting so frustrated with the whole
situation that they forgot to focus on that simple principle. Sometimes
issues within coaching can appear complex, when really a simple approach
solves the mightiest of problems.
Some of the key principles occur as rules of behaviour a coach must
remember, while others appear as perspectives of what the coach is there
to do, or not do. Where a coach is consistently able to adopt these
principles, this will improve their ability to coach effectively over time.
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Maintain a Commitment to Support the Individual
A good coach must want to coach the individual, and remain committed to
the coaching relationship. They must maintain a supportive attitude
towards the coachee, or consider withdrawing from the assignment.
At the beginning of the coaching relationship, this appears fairly easy. The
coach is probably thinking more about how to make the assignment
successful, than whether they do or do not want to help the coachee with
their situation. As time moves on, the coach may experience several
different factors that encourage them to withdraw their support. That may
or may not be something the coach is aware of. For example, simple
fatigue with the coaching conversations and even the coachee themselves
may creep in. Where the coaching process feels laboured, and is perhaps
showing little sign of progress, the coach might begin to withdraw their
commitment, even without knowing it. For the coach, this may feel like a
kind of resignation or boredom. It's important that coaches are almost
self-coaching in this instance. They must regularly evaluate where they
are in their coaching relationships, and identify any negative thoughts or
beliefs about these relationships.
If that sounds like analyzing analysis, it needn't be. When coaching, it’s
okay to have a couple of minutes' preparation before the coachee arrives.
In that time, you can read through your notes from previous sessions,
reflecting on what the individual's goals are, and remind yourself how you
are contributing to that. It gets you into the mental mode of supporting
the individual, regardless of how challenging the session might be.
Coaching from Non-judgement
On a tougher note, the coach may decide that they do not actually like the
person they are coaching very much! Remember, as humans, we have a
natural tendency to judge others. We compare how someone else looks,
thinks or acts, with how we do. We might approve or disapprove of other
people because of their hair, clothes, appearance, the words they use,
their tone of voice, etc.
What if a coach disapproves of the person they are coaching? What if they
hear of behaviour that they think is bad or wrong? A coach might hear of
lying, cruelty, and infidelity - any of which might encourage them to judge
the individual as 'wrong' in some way.
Let's not debate whether any of those behaviours are 'wrong' or 'right'. As
a coach, any disapproval impairs the ability to facilitate the process of a
coaching conversation. In addition, the coach's disapproval usually
communicates itself to the coachee - even if they don't voice it directly.
For example, imagine that a coach is working with an individual who
reminds them very strongly of a domineering ex-partner. This coachee
says something like 'You see, I have certain standards I will always live
by' and the coach remembers that's exactly what their ex-partner used to
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say! Before long, the coach is comparing them to their ex-partner, and
beginning to dislike them intensely.
The coach begins to have internal thoughts or dialogue about what the
coachee is saying,
e.g. 'Ooh - that's just what they used to do' or, 'you must be difficult to
live with'. This internal dialogue blocks your ability to listen fully, like
trying to watch TV with the radio on.
Where we do not see someone objectively, with an open mind, we are less
likely to begin to understand them. This lack of understanding has a direct
impact on our ability to relate to the individual, and how things are for
them. At the same time, we've diminished rapport, and so reduced our
ability to influence the other person.
The other person is likely to sense the coach's disapproval of them,
possibly from facial expression, tonality, gestures or simply the phrases
the coach is using, e.g. 'So why did you do that?' As the coachee
recognizes disapproval, they become more guarded in their responses.
Once a coach starts to see the coachee as 'flawed' in some way, they
begin to adopt the role of 'fixer'. Again, the coachee is likely to sense this,
and perhaps feel defensive or uncomfortable.
Where a coach's ability to relate to and understand someone is key to
their success, judgement becomes a real stumbling block. Instead the
coach must work at simply observing the coachee objectively - without
judgement. When a coach maintains a more neutral, open posture, they
can gather much clearer information and so gain more relevant insights
into the situation. A coach's own thoughts will be clearer, and they may
even feel calmer, as they gradually begin to appreciate how it is for the
person they're coaching. They aren't thinking things they can't voice, and
generally their mind remains quieter during the conversation.
A coach’s role is not to judge or disapprove of the way your coachee
treats other people, or indeed how they live their life. A coach’s role is
simply to make clear links between the behaviours the individual is
generating, and the results they are getting. For example, the coachee
might have aspirations of promotion at work, and knows the reason this
isn't happening is strongly linked to the lack of support he is getting from
his peer group. He discusses several confrontations with these colleagues,
and describes cruel things he's said, to 'get back at' or hurt people.
It's a very simple link for the coach to make between the person's goals
and his current behaviour. However, if the coach spends energy on
convincing the coachee that his behaviour towards others is 'wrong' in
some way, the individual may easily reject the suggestion.
Far more straightforward and motivating for the individual is to highlight
the fact that his behaviour simply doesn't work and has a direct impact on
his goals. We then have the opportunity to discuss more positive
behaviours that will benefit him, and his colleagues.
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What Does Non-judgement Feel Like For a Coach?
Well, put simply, to be in non-judgement feels like nothing, because
there's nothing going on! The coach is not having internal dialogue along
the lines of 'that's awful, cruel, dumb etc.'. The coach is not frowning with
disapproval, shaking their head or making little 'tutting' noises. Instead,
they are really listening and staying with the flow of the conversation.
Hopefully, judgement is replaced by a pervading sense of curiosity,
towards what is being said and what the individual is experiencing. The
coach's overriding sense of purpose is to seek to understand what's really
happening, and what's relevant or important about
that, given the goals of the coachee.
How Do We Let Go of Judgement?
Unless you've spent years gaining the enlightenment of a Buddhist
master, I think you're going to have to accept a lifelong journey with this
one. You will judge others, but the trick is to notice that you're doing that,
and give it up whenever you catch yourself doing so.
The following exercise will help you practise.
Meditation for Non-judgement
What is This?
A way of practising letting go of judgements we make about others and
allowing our minds to clear
When Would I Use It?
Whenever you can observe someone else. For example:




Someone making a speech or presentation
Someone who's talking to someone else
Someone involved in a group discussion, e.g. a business meeting

Why Would I Do This?




To develop a more objective view of someone else's situation
To help you relate to someone else more closely, e.g. when coaching
someone else
To create a stiller, clearer mind when listening
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Stage One – Become Aware
 Find someone who's appropriate for you to observe. You should be in
the same room or setting as they are, and be able to see and hear
them clearly. Ideally, you should be able to observe them without
being interrupted, e.g. by having to speak or join a discussion. Have a
notepad and pen ready in case you feel like taking notes
 Remain relaxed and focused. Let your breathing be steady, and your
posture relaxed yet upright. Begin to watch or take notice of the other
person.
 As you watch the person you're studying, begin to notice your own
thoughts. What are you thinking or saying to yourself? Just notice,
that's all, e.g.:
o I agree/ disagree?
o I like/don't like?
o I've heard this before.
o He/she reminds me of....
Notice your own thoughts with detachment, almost as if they
weren't yours, as though you are observing yourself observing.
Stage Two - Let Go of Your Own Thoughts
 As you notice your thoughts, let them go. Acknowledge a thought, then
let it pass. Like something floating past you on a stream, allow it to be
there, then let it go again. If it helps, write down any thoughts as you
notice them and then allow them to pass
Stage Three - Use Intention to Guide Your Attention
 Use one or two of the following to guide and refocus your thoughts:
o What is this person saying?
o How does this person feel about this?
o What is this person committed to?
This exercise isn't easy! - However the potential benefits are worth the
effort. If you're finding it difficult to do steps one to three all in one go,
perhaps just do the first one for a while. When that becomes easier, add
the second step. Finally, when you've mastered steps one and two, then
add step three.
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Build the Coaching Relationship on Truth, Openness
and Trust
When you start a coaching relationship, you seek to honestly serve the
individual you are coaching. This is worth mentioning, as our integrity in
this issue can so easily be corrupted.
One easy trap to fall into is when the person requesting and paying for
your services isn’t the person getting coached. This often happens in
business, where a more senior individual has requested coaching for a
colleague.
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Rating Openness and Honesty
Ask yourself these questions to help you understand levels of openness
and honesty in a relationship (this is especially useful if you can use an
existing coaching relationship):


Did you ever say anything to the other person that wasn't true (aka
a lie)?



Do you ever avoid talking about any subject or situation with the other
person?



Do you feel the other person ever avoids talking about certain things
with you?



Have you ever said anything about the other person that you wouldn't
want them to hear?



How freely expressive are you able to be when you're with the other
person?



How comfortable are you in this person's company?
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The Coachee is Responsible for the Results they are
Generating
We coach from the principle that an individual is ultimately responsible for
their lives and the results they're getting. That includes their job, the
relationship they've chosen, where they're living, etc. If we acknowledge
we are responsible for something, it follows that we have power and
influence over it. For example, if I acknowledge that I am responsible for
how good a job I have, then it's up to me to do something about it if I'm
not happy.
As a coaching principle, this sense of personal responsibility is key if we
are to empower individuals to act powerfully and positively in their own
situations. It is useful to break the word itself into two halves, as it
literally becomes 'response' and 'ability' - in other words, the ability to
respond.
Victim Postures
The opposite of this responsible, powerful posture is victim posture.
People who adopt a victim-like posture act as though life were something
that happens 'to' them, and they can do little or nothing to influence it. In
their language and behaviours it might show up as statements like 'Well,
what can I do about it?' or 'This seems to keep happening to me', or 'It's
pointless, there's not much I can do about it anyway.'
As a consequence of their diminished sense of responsibility, people with a
victim-like posture in a situation may also tend to blame others. For
example, 'My partner stops me from leading my life as I really want to' or
'My life hasn't worked out because of my childhood' or 'It's not fair.'
From a coaching perspective, a victim-like posture will impair the
coachee's ability to imagine that they have real influence over how their
lives are going, and the results they are experiencing. Coachees acting as
a victim will perceive far fewer possibilities for themselves in a difficult
situation. They may see no way out of situations and no point in
attempting to find one.
Where many of the issues you will be discussing during a coaching
conversation are potentially emotive, the assumption that we are
responsible for how our lives are going is not easy for many people to
accept. For example, where someone comes from a violent background,
has money problems and has just been fired, it's difficult to encourage
them to take a responsible view of their current situation.
As a coach, it's important to remember that it's a principle we're using,
and not necessarily the truth. To readily blame others for how our lives
have turned out doesn't tend to make us feel very powerful. Instead, we
feel like victims at the mercy of the twists and turns of life.
When we adopt a perspective of responsibility for our situations, we
immediately feel like we have some power and influence over them. In the
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example of redundancy, this type of situation often forms a crossroads for
people. Some people prosper from the situation, choosing positive action
or responses, which cause the apparent cloud to have a silver lining. Such
responses might include changing careers, going out and finding a better
job, returning to education etc.
Other people aren't quite as resourceful in their response to redundancy,
spending time blaming others, or arguing that there's not much they can
actually do. A person who adopts a responsible approach to the situation
is immediately more powerful than one with a victim-like stance.
Responsibility Is Not Blame
It is important to be clear that responsibility is not the same as blame.
Blame implies that someone has done something wrong, and should
possibly suffer as a result. Blame is also associated with shame, guilt and
suffering. Responsibility, however, is simply about acknowledging our own
influence in situations, and as a coach you must create a clear distinction
between the two.
If a coachee takes on blame instead of responsibility, this does little to
create a sense of personal power. More often, they are likely to feel worse
about something, e.g. worthless or bad. Where someone has a tendency
to adopt a martyr-like posture to situations, this really doesn't help.
A martyr-like posture would tend towards feeling 'bad' or 'burdened'. For
example, 'Oh that's typical of me - I'm just useless', or 'I always end up
doing something like this, I suppose that's just my lot in life, and I just
have to put up with it.'
Watch for the victim and martyr language in the following example:
COACH: 'Perhaps tell me a little more about what happened in
your relationship.'
COACHEE: 'Well, basically, they dumped me with no warning. Things
seemed absolutely fine when "Wham!" I get a note on the kitchen table,
no sorry, no nothing.'
COACH: 'I guess you must have felt pretty bad at that point.'
COACHEE:'Tell me about it - I feel terrible! I'm not sleeping, not eating what am I supposed to do now?'
COACH: 'What do you think went wrong?'
COACHEE: 'Who knows? It seemed like one minute I was living with
someone and the next minute they've upped and gone. I wouldn't care,
this is the third time this has happened to me, life seems to be dealing me
a pretty bad hand right now.'
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You will notice from the dialogue that the coachee feels that this is simply
something that's happened to them and that they are the victim in the
scenario.
As coach, it may sometimes be appropriate to ask your coachee to adopt
a more powerful posture, by 'trying on' this principle of responsibility with
you, i.e. acting as if it were true.
Then examine a situation from this perspective, to discover new insights
or learning:
COACH: 'If you were to adopt a perspective of responsibility for what
happened in the relationship, what would you see?'
COACHEE: 'I'm not sure what you mean - why would I do that?'
COACH: 'Well, it might help a little with getting more information that we
can use.'
COACHEE: 'Okay, well, my partner was always saying that I wasn't really
committed to things working out, that I didn't put enough into it.'
COACH: 'OK-what else?'
COACHEE: 'Well, my partner thought we should talk more, about how
things were going, if there was anything we weren't happy about - you
know the kind of stuff.'
COACH: 'What was your response to that?'
COACHEE: 'Well, at the time I said it was rubbish, why would anyone
want to do that?'
COACH: 'Is there anything you'd add to that now?
COACHEE: 'Huh - yeah, I guess I should have stayed more aware of
where my partner was at, at least that way I'd have known we'd got
problems.'
Now this might not be enough to save a relationship, but it may well
create learning of a better quality than could be achieved by simply
staying with a victim's perspective.
From the dialogue above, you'll notice that the coachee sounds more
powerful, more in control later in the dialogue. He/she is discussing things
within their own influence, namely whether they committed to the
relationship or didn't, whether they talked to their partner or not.
Ultimately, when we're working with an individual to create change in
their lives, this kind of fresh perspective may be just what's needed to
cast new light onto a situation.
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Responsible or Victim?
If you want to coach someone from a principle of responsibility, then I
recommend you be able to relate to that principle personally first. These
questions can help you understand your own ability to take responsibility
for yourself and your situations. Simply think about them for a while, then
consider each question in turn:


Do you frequently blame other people or things for your problems?



Are you able to make links to your own behaviours and the results you
get? E.g. I didn't put a ticket on my car so I got fined



Do you prefer complaining about problems rather than talking about
solutions?



In conversation, do you 'own' your own problems? E.g. 'I need to do
something about this.'



Do you complain that things 'aren't fair' or can you view situations
more objectively?

If this is difficult for you to think about, maybe ask someone whom you
trust for their opinion. Or next time you're discussing a problem or
situation you want to change, notice how much you talk about that as a
responsible, powerful person - or how much you simply moan and
complain!
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The Coachee is Capable of Much Better
Results Than They are Currently Generating
A coach must believe that the individual they are working with is capable
of being more, doing more and having more, especially in relationship to
their stated goals. That might be anything from increased fitness, to a
lasting relationship, a better job etc. If a coach secretly believes the
coachee is unlikely to succeed in their objectives, feeling that they're
simply not capable - then that simple belief is likely to undermine the
coaching process.
For example, imagine as a coach you're working with someone who says
they want to be able to speak confidently and powerfully to groups. After
some initial discussions, you agree to work with them to achieve this goal.
As the coaching progresses, you hear them make some attempts at a
speech, and decide that the person is really awful, very nervous and you
can't imagine the possibility of their ever giving a successful talk in public.
At this point, your ability to support the individual to achieve their goal
becomes inherently flawed. You have a negative expectation of the
outcome of the coaching, and this is probably going to get in the way
during conversations. You might already know that when parents or
teachers have a positive expectation of children, the children achieve
better results than where the reverse is true.
Whilst it isn't an identical situation, I strongly believe that the same
principle easily affects coaching, either of children or adults. As coach, if
you say one thing, and think another, somehow that communicates.
Maybe through expression, tonality or gestures,
your coachee will sense that you don't actually believe that they're
capable of achieving their goals.
In a worst case scenario, you may even undermine their confidence, and
make the achievement of their goals less likely. This must constitute the
reverse of coaching!
Now, in some cases it may be quite appropriate for a coach to form this
view. Coachees may set goals that you genuinely feel are unrealistic, or
place too much pressure upon them. Be careful, however, not to place
your own limitations upon other people.
For example, imagine you're coaching someone who tells you they want to
double their income within the next six months. Now whilst this kind of
income increase rarely happens, it is actually very possible. It's up to you
to decide whether you're willing to enter into a coaching agreement to
support them to achieve this. To do so, you must believe that they are
capable of creating the increase.
Do you say yes to the work, secretly believing the coachee isn't capable?
Do you tell them you think it's not possible, but you're willing to coach
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them into a more likely goal, and risk losing the work? This begins to
surface the question of integrity, doesn't it?
You should be sure that when something isn't possible for the person
you're coaching you deal with it honestly. If you allow yourself to enter
into a coaching relationship where you haven't told the truth about how
you feel, then the integrity of the relationship is corrupted.
As a coach, you would be constantly having second thoughts about what
you had committed to, and whether or not things were going to 'work
out'. Again, this is going to affect your ability to challenge and encourage
the coachee in an honest manner.
For the coachee, having a coach who secretly feels that the coachee is
going to fail is not the kind of support needed!
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Are You a Support or Saboteur?
Think about an existing relationship where you coach or support the goals
of someone else. The following questions will help you consider your levels
of commitment to this person:


How do you feel about the goals this person has described?



How achievable do you believe this person's goals are?



Do you believe this person will really benefit from the results they want
to produce?



How do you feel about the person you're coaching?
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Focus on What the Coachee Thinks and
Experiences
The focus of coaching conversations should be on the coachee and not the
coach. Does that sound obvious? It is possible for coaching conversations
to be all about what the coach thinks, knows, does, as though the coach
were an example to be followed.
When someone calls themselves 'a coach', that can set an expectation of
what being a coach should mean. Maybe people imagine that a coach has
sage-like wisdom, or limitless knowledge (that's not true by the way!). For
example, a coachee may think a coach has seen their sort of situation
before, and so knows what to do. They may imagine that the coach knows
more about life, how to be happy, how to be successful or fulfilled.
Added to that, if as a coach you have experienced getting some great
results with a few coaching conversations, it can be quite easy for success
to go to your head.
Perhaps a coachee might ask a coach, 'What would you do in this
situation?' This is an unintentional trap, laid to catch the coach's ego. The
coach's ego hears this and purrs - imagining that someone actually wants
to know what they think, so that they can be more like them.
Remember that a collaborative coach is not there to tell people what they
should do, or have them make choices based on their life and preferences.
In collaborative coaching, you're working with someone, to help them get
where they want to go.
The principal focus has to remain on the coachee's thoughts and
objectives, as those are the reason the conversation is taking place. If,
when coaching, I hear myself 'taking over' the conversation, introducing
my beliefs and views or giving 'advice', I begin to feel uncomfortable, as I
know I'm shifting the emphasis of the conversation.
As with all principles, occasionally I'll find reasons to work outside it. An
example might be where the individual appears reluctant to share their
experiences. Offering my own experiences or thoughts can create a
greater sense of sharing and trust.
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Exercise – Let’s Talk About You
Next time you're having a casual conversation with someone, begin to
notice the change in focus of the discussion from them to you. In other
words, are you talking about your experiences and thoughts, or theirs? If
it’s appropriate, keep the focus of the conversation completely on them
for a while, e.g. what they've been doing, what they've been
experiencing, what their thoughts and opinions are etc. After the
conversation, ask yourself:


How comfortable am I when I'm not contributing my own thoughts and
ideas?



How much did I have to resist adding what I thought or knew into the
conversation?



What effect did it have when I concentrated only on what they said or
thought?
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Coachees Can Generate Perfect Solutions
As humans we have an almost childlike wish to be the person who comes
up with the best thought, the cleverest answer or the winning idea. Like at
school, where praise and reward come to those with the 'right' answer.
In collaborative coaching, the rules of your game are subtly different. To
continue the classroom metaphor, you apply all your learning and
experiences to make sure that the person next to you comes up with the
answer. That may or may not be the answer that you'd thought of. Clear
ownership of the answer rests with the other person, who will normally go
and use it on their own, to get what they want, together with the praise
and reward.
As a coach, you win when someone else does. Your pleasure comes from
being part of someone else's process, and helping them see different ways
in which they can create the results they want. This becomes incredibly
fulfilling for the coach, and a huge motivation to continue coaching.
In practical terms, solutions or ideas spoken by the person being coached
are often more reasonable, pragmatic and likely to be formed into action.
That person will usually feel greater ownership of the idea, and link that to
a sense of responsibility for its success.
For example, you might be coaching a working mother having problems
juggling her life between work and home. We may have explored lots of
different aspects of the situation, in order to understand the different
values and factors involved.
As an observer, you might have the idea of changing her childcare centre,
as this seems to be causing the problems. You might advise this, with the
following potential consequences:







It's a perfect idea for the coachee, and she seizes it immediately
She rejects the idea because she has a 'polarity response' to advice,
i.e. automatically takes an opposing view
She rejects the idea because it doesn't feel right to her, or make
practical sense to her
She initially accepts the idea then disregards it later
She accepts the idea, switches to another care centre, but that makes
things much worse and she then blames me
She accepts the idea, and disregards her own instinct, which was to
involve her mother in the situation

A coach can resist the temptation to always have the answers. A good
coach will often operate from the perspective that the best quality
solutions come from the coachee, not the coach. The coach will still
influence those ideas and insights. The process of a coach's involvement
guarantees this. The coach's most common tools of influence are still
questioning, listening, observation and reflection.
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When we work with the rule consistently, however, we also develop an
understanding of when to break it. I would recommend that a coach stay
mostly out of advice, and not 'tell' people what they 'should' do.
Infrequently I'll ask permission to offer a suggestion, e.g. 'Can I offer a
thought?' then 'How would switching your childcare centre affect the
situation?'
By requesting permission, you're increasing the probability that the other
person will accept your idea, whilst acknowledging the intrusion.
Once you've offered the suggestion, let it go. Don't become attached to
their agreeing to it. They may or may not go with your idea, and that
might be immediately, or some time afterwards.
Above all, remember to give up the idea of 'appearing smart' by having
the 'right' answer. In the above situation, the best solution for the
coachee may well have been their own idea to involve their mother,
because of factors the coach wasn't aware of. The person's mother might
welcome the opportunity to spend more time with their grandchildren, be
flexible when and where they looked after the children, and do all this for
free. Until now, the coachee's mother may not have offered her services
as she respected her daughter's need for independence.
A collaborative coach needs to temper a basic human instinct to be 'right’
about something. By giving up an attachment to finding a solution to a
coachee's problem, we are actively encouraging them to find their own
solution. Collaborative coaching encourages someone to be more
powerful, more creative and more in action around situations, by helping
them to find their own ways forward.
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Exercise – Help Someone Else Find the Answer
For this exercise, you'll need to have a casual conversation with someone
where they are discussing a problem or frustration. You can have this
conversation by asking someone to do this, or you could wait for the next
time one happens naturally. It will be a conversation where the other
person is not asking you to solve their problem, they're just talking, or
complaining about it. For example, maybe they're too busy, too tired all
the time, fed up with their job, etc.
Rules of the Game
During the conversation, you must not give them any advice or
suggestions for a way forward. No matter how great your ideas or advice,
just pretend for a while that you don't have an answer - and they do.
Step One - display the relevant facts
Ask them questions until you've [both] heard what you feel to be the 'key'
or relevant facts about the situation, e.g. 'What's causing this?' 'How
supportive is your boss?' 'What actually is the real problem here?' If
observations work better than questions, then use them, e.g. 'You seem
to be spending a long time out of the office.'
Step Two - discover their answer
When you feel you've got enough information for them to answer the
following questions, use whichever seems appropriate:





'What
'What
'What
'What

are you considering doing about this?'
do you need to fix this/sort it all out?'
could you do to improve the situation?'
options do you have?'

Or any other question that requires them to think of their own solution to
their situation.
Step Three
(This step is optional.) If you are still 100 per cent convinced that you
have a better answer, the right answer, and that they-will benefit
tremendously from hearing it, then tell them. Perhaps use one of the
following phrases to link to the previous part:




'Can I offer an idea?'
'As you were talking, I've thought of something that might help.
What if. . .'
'You know, another answer might be to . . .'

Sanity warning
This can be a difficult exercise! - Especially if you're used to solving other
peoples problems for them. We can feel quite awkward or uncomfortable
not 'fixing' things for people. So if the conversation isn't going well, e.g.:



The discussion isn't flowing naturally
You can't think of the right questions or observations
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They really (definitely) can't think of any ways forward

Give up, and have a go another day! Go back to having a normal, casual
conversation, e.g. give your own views, experience, ideas, etc.
Alternatively, do step one on its own, then add step two when it feels
right. Simply ask a few more questions than you would normally, before
suggesting something. Before long, you'll find that feels more natural, as
you feel less compelled to give your idea or advice. Then when that bit
feels comfortable, simply ask them what their solution is, perhaps using
some of the suggestions in Step Two.

©Sales Training International Limited

Page 64

The Conversation is Based on Equality
As coach, you're working together with someone else, to give them
support in achieving something that they want. Your relationship will feel
more like a partnership of equals, than anything parental or advisory.
As you continue to work with someone, you strengthen the process of
coaching.
Together, you explore situations, causes, barriers and ways forward. The
person you are coaching must feel they are receiving constant support,
whilst remaining your equal. They must feel free to make requests or
contribute to the discussion at all times.
Where coaches adopt the unfortunate posture of superiority, e.g. 'trust me
- I know about this' or 'hey, I really think you should listen to me on this
one' not only can they alienate the coachee, but they also run the risk of
giving poor or irrelevant advice.
This imbalanced approach can also undermine the coachee's confidence,
as they begin to feel subordinate in the relationship. Alternatively, they
may dislike the inference that the coach is somehow 'superior' in matters
relating to their own situation. Even where people are actually quite
comfortable with a subordinate role, you diminish their ability to own their
own problems, or seek their own solutions.
By acting from a sense of equality and collaboration, we promote an
environment where the truth can be told, mistakes made and insights
discovered.

©Sales Training International Limited

Page 65

Are We Equal?
For this exercise, you'll need to consider a relationship where you support,
manage or coach someone else. The following questions can help you
determine the levels of equality between you and this person:


How much do you respect or admire this person?



If you weren't managing or coaching this person, how comfortable
would you feel asking this person for advice?



If this person really wanted to do something, and you told them you
didn't agree with that, what would they do?
o
o
o

Go ahead and do it anyway
Ask you more about your views before making a decision
Go with your decision, as they will assume you 'know better'
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Coaching Process and Structure
Building a good supporting structure or process is key to the overall
success of a coaching assignment. Several factors that alter the
effectiveness of coaching are independent of what actually happens in
each session. These factors include length of sessions, duration between
sessions, keeping appropriate notes and records, etc.
In addition, the initial coaching sessions will be distinct from, say, the final
session as the objectives for those sessions are different. At the beginning
of a coaching assignment we're placing more emphasis on seeking to
understand the coachee and their goals. By the final sessions we're
consolidating your learning, and finding ways to continue learning. A good
coach will appreciate the overall coaching cycle they are working within
and be able to maintain a view of this 'bigger picture' when needed.
Understandably, coachees like to know they are receiving a quality service
from a coach with professional standards they can rely on. Building a
foundation for coaching that is mutually understood and agreed helps with
this perception of the coach's services. No matter how skilled the coach is
within coaching conversations, if the coach is managing the overall
situation badly, then the coachee is going to be disappointed. For
example, if the coach can't remember what was discussed in the previous
session, or recall basic facts about the individual's goals, this can easily
cause frustration for the coachee.
By agreeing on how the coach will operate, the coach ensures that some
basic standards are met. By introducing a certain amount of structure to
an assignment, a coach can aim for standards such as the following:
1. The coachee understands key information relating to the
coaching: it is important that the coachee knows as much
information as they need to feel comfortable and enthusiastic
about the coaching relationship they're entering into. This might
include a basic knowledge of what coaching is, or simply how
often sessions are going to be and how long they'll last
2. The coach demonstrates a commitment to the coachee's success
or learning: the coachee needs to know that the coach is working
hard for them, focusing on their progress and taking their
development very seriously. The coachee may view various things
as signs of this commitment, e.g. the coach's enthusiasm and
energy during sessions, or simply the fact that the coach turns up
on time
3. The coach develops an approach tailored to the coachee: the
coachee needs to feel that the coach is approaching them as an
individual, and adapting their approach accordingly. This would
include requesting the coachee's views as to what is working for
them and what isn't, i.e. requesting feedback, reviewing progress
on goals, etc.
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4. The coach is a professional and can be relied upon: a coach will
often encourage high standards of professionalism or integrity
from the coachee during coaching conversations, e.g. keeping
promises or commitments made. To make that more acceptable,
the coach must lead by example. The coach needs to demonstrate
that they are a person of integrity, a person of their word. This
can be illustrated in simple ways, such as keeping appointments,
delivering information or documents promised, etc. When the
coach prepares a structured approach to working, this becomes
much easier to do.
So it is important that a coach considers these factors before beginning
a new assignment and decides how much process and rigour is needed
to support that assignment. For example, if a coach has agreed to
supply ten general coaching sessions over a six-month period, it makes
sense to schedule all ten sessions by mutual agreement from the
beginning. A good coach will probably want to plan their approach over
the course of sessions, e.g. What performance measures are possible?
What might be appropriate points at which to give or receive feedback?
Alternatively, if a coachee wants only two sessions around a specific
area or situation, then spending time agreeing lots of principles of
approach and guidelines may confuse the coachee, or get in the way of
the coaching conversations. The coach must then consider what is the
minimum structure needed for the sessions, to create a balance and
focus within each session.
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The Four Stages of Coaching
It is possible to identify four key activities or stages that effectively
support a series of coaching sessions.
Stage One – Establishing the Context for Coaching
Stage Two – Create Understanding and Direction
Sage Three – Review/Confirm Learning
Stage Four – Completion
Some of these stages will often happen naturally, while others require the
coach to make them happen. You will find that most coaching assignments
are more effective when you work with these stages as a foundation.
Whilst a series of coaching sessions will never develop according to a
prepared formula, you will find that working within a flexible framework
still feels useful. Additionally, it is easier to demonstrate to a client that
they are buying a quality service that has some robust thinking and
principles as a foundation. It's natural that people want to balance
investment with real results, or the probability of results. The stages or
activities that follow can support that conversation, by demonstrating a
clear focus on achieving the coachee's outcomes.
Once begun, the four activities are like plates that must be kept spinning.
For example, throughout the assignment the coach will always be
developing understanding and maintaining direction, constantly reviewing
progress in some way, etc. Much of this happens naturally, with little
additional effort from the coach.
So the following begins to build a picture of the various activities and
stages of a coaching assignment.
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Stage One – Establishing the Context for
Coaching
First, we must build a supporting context within which to coach. By
context, I mean anything surrounding the actual coaching conversations
that might help or hinder those conversations. This might be anything
from physical aspects, such as the room, lighting, etc. to non-physical
aspects, such as the awareness of the coachee of what's happening, their
enthusiasm, etc. This is key to an effective coaching process, in that we
are forming expectations, ground rules and awareness that we will use
throughout the coaching relationship. Once these principles are formed,
they create a foundation upon which subsequent coaching conversations
can be built.
Conversely, too much scene setting can be counterproductive to the
coaching experience. Part of what happens in coaching can only be
described as magical, and too much discussion of these aspects in
advance can simply spoil the surprise. If the coach explains the possibility
of amazing insights, wonderful events or mind-blowing breakthroughs,
then the secret is spoilt, isn't it? Worse, the coach might over-promise on
results that aren't delivered - which benefits no one.
Let's now look in more detail at some factors that can contribute to
building a great context within which to coach.
Make sure the physical environment supports coaching
Here, we must make sure the room is quiet enough, private enough, and
suited to coaching conversations. Are the chairs comfortable enough, is
there a table if we want one?
Do we have other facilities available to us to enable some flexibility within
the session? For example, flip charts, white boards, drinking water, paper,
pens, etc. all help spontaneity during the coaching session.
Maybe an idea is easier to understand when it's drawn as a picture,
maybe the coachee is being distracted because they're thirsty. Both
parties need to feel positive about working within the surroundings. If all
we've got is a room and two chairs we can easily create the impression of
an interrogation room rather than a place to relax and talk freely.
Ideally a room to be used for coaching sessions should be comfortable and not
too cosy - it's important that people can both relax and stay alert. Also, the
size of the room should create a subtle sense of warmth or intimacy If the
room is very large, the coach and coachee may feel 'lost' in the space or end
up sitting too far away from each other.
As a balance, if the room is too small, the space can feel awkward and the
coach and coachee may have to sit unnaturally close to each other.
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Make sure the mechanics of coaching are mutually agreed
Here, we make sure that both the coach and the coachee have agreed the
basic facts of the coaching sessions, for example:





Schedule/dates of coaching sessions.
Start and end time of coaching sessions.
Location of coaching sessions.
Who else might be involved in the coaching, e.g. their manager, other
coaches, etc.

If the scheduling information is available before the sessions start, it's
probably good practice to share this with the coachee in advance of the
coaching session. That way, the coachee can put all the sessions into their
diary immediately. As well as the obvious practical benefit of securing
appointments, the coachee is also encouraged to begin thinking more about
the coaching, and what the sessions might bring. Even by writing the coaching
sessions into their diary, the coachee becomes more engaged in the future
process, as they imagine the journey ahead. Also, the coachee is likely to work
between sessions more effectively if they understand when the next one is.
In any instance, I recommend that this information is typed up/photocopied so
that both the coach and the coachee have exactly the same information.
Misunderstandings at this point may easily lead to either person showing up
late or not at all for sessions. If the venue or meeting room is going to change
during the ongoing sessions, make sure that's really clear. It's ridiculously
easy to have two people sitting in different meeting rooms, each waiting for
the other person to show up!
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Exercise – I’m a Busy Manager – How Am I Going to Schedule
Regular Sessions?
This is a common situation, where a manager is trying to run a busy
operation plus make time to coach colleagues and team members. If this
is you, please consider the following questions:


What are the benefits you will get from coaching others, both
personally and professionally?



What are reasonable (and still challenging) goals to set for your
coaching?



What other situations give you an opportunity to develop coaching
skills, e.g. questioning, helping others find their own solutions,
supportive feedback etc.?



How flexible can your coachee be around a coaching schedule, e.g.
sessions at short notice?



How can you create more time to coach? (Make a list!)
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I would encourage any manager to think flexibly and creatively to create
more opportunities to coach. Many conversations between managers and
colleagues have the potential for some coaching type of input (many of
the exercises in this book are based on this simple principle). Rewards
over time include colleagues who are more effective, make better
decisions and solve their own problems! So if you are a busy manager,
and you'd like more time and less pressure - get coaching!
Is The Coachee Aware Of What To Expect?
Here, we make sure that the coachee appreciates what coaching is, how it
generally works, and what they might expect during the coaching
sessions. For example, they need to understand that coaching is not
training, and that this kind of learning happens in a different way to
training. They need to know that you'll be encouraging them to gain
insights, ideas and perspectives on situations that will enable them to act
differently, and get different results. They need to know that you will
encourage them to focus consistently on their desired goals or outcomes,
as a way of maintaining an effective course of action.
It sometimes helps give coachees a written overview of what coaching is,
broadly how it works, and what I'll be expecting of them (see Appendix ).
If possible, do it in advance of the session, giving the coachee the
opportunity to read and digest the information. This works especially well
where the coaching engagement is going to be fairly brief, e.g. 1-3
sessions. Additionally, some people welcome reading material as a way of
preparing for a coaching relationship.
The key is to find a balance of background information and discussion that
is going to enrol and engage the individual. A combination of both
documents and discussion up front often helps, enabling the coachee to
orient to, and benefit from, the experience.
The following identifies the key elements of a coaching overview:
Coaching Overview – Key Points
What Does It Do?
 Gives someone an initial understanding of coaching, what it is possible
benefits, etc
 Encourages a coachee to begin thinking about any goals or objectives
they might have
When Might I use it?
 During initial discussions about the potential of coaching
 In advance of the first coaching session
 When beginning a new coaching relationship, to give a new coachee
some background information or reading
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What Does It Cover?
 A brief description of what coaching is
 How coaching works, e.g. compared with other forms of learning or training
 What situations might be suited to coaching, and what are the typical
benefits?
 What the coachee can expect from their coach, e.g. behaviours
 What the coach will expect from the coachee
 Questions that begin to engage the reader, e.g. How might coaching benefit
you? What goals or objectives are you focused on? What would you like to
change, do more of, etc.?
Taking Notes
If you expect the coachee to take their own notes, then they need to
know that they're responsible for that. They also need to know that you'll
be taking your own notes, and intend to re-read them before each
session. This demonstrates both commitment and professionalism from
the coach. In addition, it's a practical way of ensuring continuity between
each session.
Because I type my own notes up afterwards, I sometimes offer to send a
coachee a copy of my own notes, as an additional support for their
learning. This can be a valuable discipline for both the coachee and
myself. For me, I can mentally review what happened during the session
as I'm typing it up. That helps me consider the discussion, my approach
and other possible perspectives on the situation.
For the coachee, they get to read someone else's view of what happened,
perhaps remembering a thought or idea they might not have done
otherwise. I also make sure that I record any agreements made, so they
can be reviewed during the next session.
I would also balance any recommendation to take notes with another that
says don't take too many! Some coaches tend to take too many notes,
perhaps because they are anxious not to miss anything. Unfortunately,
when a coach is writing notes their ability to observe or listen to the
coachee is usually impaired. I tend to write brief 'memory-joggers' and
then add other points from memory when I type the notes up afterwards.
Alternatively, if the coachee stops speaking to write some of the
conversation down, I sometimes use that opportunity to record a point.
Another option is to audiotape the session and then give the tape to the
coachee. The coachee might play this in the car, or at home, to review the
session. This can also be a useful way of continuing learning, even after
the assignment has come to an end. Of course, both the coach and the
coachee need to be comfortable with this first.
By various means, the coach and the coachee need to find a good,
practical way of recording key information from sessions. In order to
maintain both continuity and learning, it's important that both have an
accurate picture of broadly what happened and what actions were agreed
on.
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Engage the Coachee in Coaching
When we begin to build the context for coaching, we are also beginning
the process of engagement. By engagement, we simply mean that the
individual is interested, involved, and actively part of what's going on. If
an individual isn't engaged in the experience of being coached, then they
are much less likely to enjoy and benefit from it. When a coachee is really
engaged, they are completely committed to getting the most from the
experience. I would say that the more engaged an individual is, the more
coachable they become. When someone is coachable, they are more
receptive to new ideas and fresh perspectives - they are eager to learn.
For the coach, difference between coaching someone who’s engaged in
the thought of being coached versus someone who’s not engaged or
‘bought in’ can mean the difference between fabulous results and no
results. Consequently, a coach must carefully consider factors that might
affect the coachee's openness to being coached, both before beginning to
coach them and during the initial stages of an assignment. The following
checklist helps us focus on this a little more.
Checklist – Signs That the Coachee is Engaged in Coaching




The coachee's levels of enthusiasm for the conversation, e.g. energy,
ideas, questioning etc., all suggest active engagement
How active the coachee is between sessions, e.g. completing actions,
reading background material to the coaching, even over-performing on
agreements or commitments made
Level of openness in discussion, positive comments or questions,
willingness to consider fresh approaches or ideas

I would also acknowledge that if any or all the above are missing, then
that doesn't automatically mean that the individual is not engaged! This is
tricky, but nevertheless true. Some people learn and respond differently,
and some people become more engaged over time. Patience and flexibility
from the coach are needed.
The coach must view each coachee as an individual. Some people are
unlikely to respond positively to coaching in the first few sessions. They
may by nature be initially cautious in their response to anything new. This
might display itself as reluctance to discuss certain situations, hesitation
when changing behaviours or even a challenging attitude towards the
coach. The coach must balance a commitment to create progress and
learning, with sensitivity towards the coachee's way of learning.
We can now look in more detail at those factors that might affect an
individual's sense of engagement.
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Does the Coachee Want the Coaching?
If someone has requested, and paid for, coaching, we can usually assume
that they want, the coaching. This becomes less straightforward when
coaching within business, as the coachee may not have asked for it, and is
not paying for it. Indeed, the coachee in that situation may resent being
coached. Where a different person or department has enlisted the coach's
services, it is important to spend time making sure the individual is happy
being coached, and aware of the opportunity that being coached presents
to them.
Where an individual has been requested by their manager to attend some
coaching sessions, they might easily be sceptical and/or mistrustful of
what this means for them. They might imagine coaching is happening
because of a problem with their behaviour that they aren't aware of. Or
they may wonder if the coaching sessions are actually some kind of
'vetting' activity, e.g. for redundancy or promotion. They may be
concerned that whatever they say during coaching is reported back to
their manager or colleagues.
When the coachee has not requested the coaching, I make it a practice to
encourage the requesting manager to spend time explaining the
arrangement and the reasons for it. I normally request that the manager
brief the coachee personally, in advance of my first session. Whilst I can
tell the coachee why I think they are having coaching, what they really
want is to hear this from the manager. If it's possible, I would encourage
any coach to sit in on the session between the manager and the coachee.
That way they can help the conversation to be effective, by asking
questions or clarifying comments. In addition, the coach also gets to see
the manager and the coachee together, which may provide useful insights
into that relationship.
What does the coachee expect to happen?
If what begins to happen in the coaching is not what the coachee was
expecting, this can cause them discomfort. For example, do they know
what sort of approach the coach is going to use in the coaching? If they're
expecting magical answers or knowledge to be given to them by the
coach, this can lead to silent frustration and disillusionment during
sessions. This might easily disappear over time, as they become aware of
the benefits of a non-directive approach. More preferable is that they are
open to this approach from the very beginning of the sessions.
Negative expectations may arise when the individual has a poor view of
coaching, based on previous experiences. For example, maybe they work
within an environment where individuals are regularly critical of each
other and call this coaching or feedback. A colleague may have been
highly critical of them and told them to view it as 'coaching'. Not
surprisingly, a potential coachee with this type of experience might not
welcome an offer of coaching on a regular basis.
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Managing these expectations can be helped both by the coaching overview
document (see Appendix), and by the coach discussing expectations at
the initial coaching sessions.
Does The Individual Really Want Change?
This is a similar point to whether they want the coaching, but subtly
different. Some people say they want coaching, involve themselves in a
coaching relationship, attend sessions, join in conversations - and don't
actually want anything to change. It is not uncommon for us to have
problems that we don't want to solve, simply because by solving them, we
see that we could end up with what seems like a bigger problem.
For example, I might say I hate my job with its lack of responsibility and
low salary. I might spend a long time describing why it's so awful, and
what kind of job I'd really like to be doing. Between coaching sessions,
however, I might do nothing. Each coaching visit, my coach listens to my
complaints and wonders why I'm not acting from the insights and
decisions I appear to be experiencing.
The answer possibly lies in the fact that I never completely wanted the
change. You see, to go and get a better, more responsible, higher paid job
might confront my ability to actually do the job. Alternatively, I've been
discussing a subject that's easy for me to explore, and non-confronting in
nature. I may have other issues that are more challenging, but I'm simply
not up for talking about them.
This is another opportunity for the coach to use their advanced skills of
supportive feedback! Here, the coach needs to be open and honest about
what they think is happening, i.e. a reluctance to embrace change. This
enables them to explore what might be causing the apparent block, and
appreciate the coachee's views on what's happening. Together, the coach
and coachee must find ways to create progress. It might mean that the
coachee needs to consider what they really want more fully, or perhaps
how they're stopping themselves from having it.
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Does Someone Want to Change?
Consider the following questions:


During sessions, to what extent does the coachee demonstrate
enthusiasm for acquiring new thoughts, e.g. seeking other ways of
doing things, 'What could I do to change that?' 'What would I need to
do?'



During sessions, does the coachee prefer to discuss problems rather
than solutions?



Between sessions, how 'in action' is the coachee, e.g. do they complete
agreements, use new behaviours, continue to learn, read, do their own
research, etc.?
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Begin To Focus On Desired Outcomes
When building context, we also begin to explore what the coachee wants
to get from the series of coaching sessions. I would hope to start this
enquiry before the first session takes place. Using the coaching overview
document, the coach can suggest that the coachee consider what their
goals might be, and what situations or issues currently relate to those
goals.
By helping the coachee to begin thinking in this way, the coach helps the
coachee to enter the initial session with a sense of preparation. Perhaps
they've thought a little more about what areas of their life or work they
want to work on, or simply have somequestions based on the
information they've been given.
Also, by encouraging the coachee to imagine the future series of
coaching sessions - what might happen, etc. - the coach is also initiating
the learning process. This is sometimes called 'future pacing'. When we
'future pace' someone's thoughts we are begin-ing to engage them in
their future, helping them imagine what's going to happen before it
actually does. For example, if I want to future pace your goal of losing
weight and becoming much more healthy, I'm going to encourage you to
imagine what having that goal will be like. That would include how you
would look, how you would feel, how your experiences of life would be
different - a really rich appreciation of what losing weight and being
healthy would be like.
Future pacing is a valuable technique within any change process, as it
has the effect of drawing someone's mind towards having a goal. This
has both a practical and motivational result. By really thinking through
what the goal of weight loss would be like, we begin to identify any
practical issues with that. Maybe you don't actually want to lose as much
weight as you thought, and by imagining myself this much lighter you
can see that clearly.
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That's all great but how do I actually start off my first coaching
session?
It is important to start off any initial conversation with a coachee on a firm
footing. With a little advance preparation or thought this becomes fairly
simple. As you prepare, perhaps consider:


What do I want to get out of this first session?



How will I know that the session has been a success?



What might stop the session from being a success?



What do I want the coachee's experience to be?



What simple principle or belief do I want to remember during the
session?
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Relax the conversation, gain rapport
Introduce yourself if necessary, i.e. if you've not met before. Lighten the
situation a little by discussing something familiar and easy to them, e.g.
something about the company, their colleagues, maybe your journey (and
if you're really stuck there's always the weather!).
Check that the coachee is orientated to the conversation
Make sure they've had all the information they need as background, e.g.
'Did you have a chance to read the coaching overview - was that helpful?'
Explain what's going to happen in this first session, e.g. 'So I'm hoping to
spend the next couple of hours getting to know a little bit more about you
and what you'd like to get out of coaching - is that OK?'
Gently get to know them
Take some personal details down (where they live, if they have children
etc.), e.g. 'Can I ask you a few basic facts so I know a little more about
you.' This is an obvious place to create some more easy conversation, e.g.
take a genuine interest in what they're telling you, ask a little bit more
about their home life etc.
Gently explore what they think they'd like to get from the coaching
If some of these goals are already known, then acknowledge them, e.g.
'You mentioned on the phone that you'd like to focus on being more
organized, could you perhaps tell me a little more about that?' If no goals
have been discussed yet start with something gentle like 'What kinds of
things were you thinking of working on?'
Sometimes the coachee either doesn't know or isn't comfortable enough
to discuss goals yet. In this instance, simply have a general discussion,
e.g. "Perhaps begin then by telling me a little more about yourself or 'OK,
can you tell me a little more about what you do at work?'
Once you've found something that they are comfortable discussing, that's
it, you're off! You can then use all your skills of listening, questioning,
observation and feedback to begin to support their learning and
development.
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Stage Two – Create Understanding and
Direction
The second stage of a coaching assignment places a stronger emphasis on
what the coachee wants to achieve within the coaching whilst identifying
where they are right now. Once understanding and a sense of direction
have been established, these can be developed throughout all sessions.
Getting to Know the Coachee
Initially, the coach needs to form an appropriate level of understanding of
the coachee as a person, their current circumstances, issues, etc. This
information gathering will ideally begin before the coach and coachee sit
down to a coaching session.
Before you begin any new coaching conversation, it is useful to know:







The coachee's full name
Their age
What they do for a job/occupation
Where they live and where they work (and the type of journey
between)
Family circumstances, partner's name, number, names and age of
children
What general areas they would like to work with, e.g. confidence,
productivity, health, or finances

Some of that seems personal and asking for such information on a form or
over the telephone seems inappropriate. It is better to gather the most
basic details before the session, i.e. name, occupation and perhaps areas
they want to work on. Then at the beginning of the first session, you can
ask for the other information, family, where they live/work, etc.
People are sometimes surprised that I'm interested in knowing their
partner's name, where they live, or even how long they've been married.
However, most people happily accept that all these factors have a
potential influence on the work we are embarking upon.
For example, perhaps in the second session we are discussing a recent job
offer. You would want to understand the impact this might have on the
coachee's home or family life and, at that point, it's better for me to be
able to ask 'And what does Rachel think about this?' than 'Can I ask, are
you married?'
Both for the flow of conversation, and the sense of a relationship between
the coach and coachee, it pays to have some basic knowledge of a
coachee's life and circumstances upon which to build.
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Getting to Know What the Coachee Wants
From the first session, we need to begin agreeing what areas of their life
the coachee wants to change or improve on and what specific goals they
might have in those areas.
This begins the ongoing process of keeping a focus on those goals or
desired outcomes. These stated goals and aims form the basis for each
coaching conversation. The goals may change, or be refined, but a coach
must always keep the coachee's goals as the background for the sessions.
Without this constant focus, coaching conversations can develop into cosy
chats, with no real purpose or sense of direction. The coach and the
coachee may update themselves on what's been happening with the
coachee, what was interesting about that, enjoyable or frustrating, etc.
The point is, with no underlying goal or sense of direction, this is just a
cosy chat. Not that there's anything wrong with cosy chats, I love them they're just not coaching!
Maintaining Direction Within Each Session
The need to establish purpose and direction is also important within each
session. At the beginning of each session, a good coach will often want to
set a target for the coachee, e.g. 'What do you want to achieve in today's
session?' By agreeing on expectations, the coach can review progress
against that target if the discussion is drifting, e.g. 'We said we wanted to
find ways of creating more time for your children today – are you happy
that we continue with this discussion of promotion at work?
The coach needs to find a way to maintain progress, and stay flexible as
to the natural flow of the coaching discussions. Sometimes the coaching
conversation that occurs seems unrelated to any of the coachee's goals,
but a good coach may choose to continue. This is when experience and
intuition tell the coach that the conversation that's happening is valuable
and worthwhile. In these cases, such conversations can prove incredibly
relevant to the coachee's overall progress and are easily worth the
digression.
Using the previous example - by discussing the promotion at work, the
coachee may realize that the price she's paying for career success is often
her relationship with her children. She may decide that she needs to find
ways of balancing these different aspects f fulfilment and happiness.
Developing Goals
So when a coach begins working with a new coachee, it makes sense to
develop a good understanding of what the individual wants to work on
during the forthcoming sessions.
For example, if the coachee wants to get a better job or career, both the
coach and the coachee need to understand:
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What specifically does 'better job' mean? Is that defined by an increase
in salary, benefits, responsibility, working conditions, job content,
working location, job title, training, etc.? The possibilities for how a
coachee might decide a job is better than the one they have right now
are endless
What circumstances currently relate to that goal, e.g. money problems,
frustrations with current employer, contractual obligations, notice
period, etc.?
What are the coachee's reasons (motivators) for wanting the goal, e.g.
financial security/freedom, lifestyle, personal profile, respect, etc.?
What might stop, or form a barrier to, the coachee achieving this goal,
e.g. fear of change/risk, academic qualifications/work experience, peer
pressure, etc.?

Often, just discussing what a coachee actually wants and defining that
with real clarity can be of tremendous benefit. By creating a richer
appreciation of the motivators, circumstances and issues that are involved
in a person's goals, we can often create an immediate shift in their
perception. It is not uncommon for a coachee to have a complete change
of heart about what they want, when they gain this richer understanding.
In order to establish your coachee’s goals you need to raise their
awareness and then generate responsibility in them and other to do
something about it. In order to do this it is essential to ask the correct
questions and in the right manner to elicit valuable information that will
move the coachee to their desired results.
Let’s look at these questioning techniques.
It would be easy if any old question would do, but it won't. We need to
examine the effectiveness of various types of question. To do so let’s use
a simple analogy from sport. Ask anyone what is the most frequently used
instruction in any ball sport, and they will tell you: 'Keep your eye on the
ball.'
In all ball sports it is certainly very important to watch the ball, but does
the command 'Watch the ball' actually cause you to do so? No. If it did,
many more of us would be far better at our sport. We all know that a
golfer hits balls further and straighter when he is relaxed, but will the
command 'Relax' cause him to feel more relaxed? No, it will probably
make him more tense.
If commanding a person to do what they need to do does not produce the
desired effect, what does? Let's try a question.



'Are you watching the ball?' How would we respond to that?
Defensively, perhaps, and we would probably lie, just as we did at
school when the teacher asked us if we were paying attention.
'Why are you not watching the ball?' More defensiveness - or
perhaps a little analysis if you are that way inclined. 'I am', 'I don't
know', 'Because I was thinking about my grip' or, more truthfully,
'Because you are distracting me and making me nervous'.
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These are not very effective questions, but consider the effect of the
following:





'Which way is the ball spinning as it comes towards you?'
'How high is it this time as it crosses the net?'
'Does it spin faster or slower after it bounces, this time each time?'
'How far is it from your opponent when you first see which
way it is spinning?'

These questions are of an altogether different order. They create four
important effects that neither the other questions nor commands do:





This type of question compels the player to watch the ball. It is
not possible to answer the question unless he or she does
The player will have to focus to a higher order than normal to
give the accurate answer which the question demands, providing a
higher quality of input
The answers sought are descriptive not judgmental, so there is
no risk of descent into self-criticism or damage to self-esteem
We have the benefit of a feedback loop for the coach who is able
to verify the accuracy of the player's answer, and therefore the
quality of concentration

This leads one to wonder why all those sports coaches persist in giving
such an ineffective command as 'Keep your eye on the ball'. There are
probably two main reasons: they have never considered whether it works
or not, because it has always been done that way; and they are more
concerned about what they say than its effect on their pupil. We have
taken some time to explore this apparently straightforward act of
watching a ball in order to illustrate by simple analogy the very heart of
coaching. We must understand the effect we are trying to create AWARENESS and RESPONSIBILITY- and what we have to say/do to create
that effect, just demanding what we want is useless - we must ask
effective questions.
Similar questions also focus attention and evoke clarity in business. 'What
is the current stock?' 'What is the most difficult issue for you?' 'When is
the engineer going to arrive?' 'In what way will this price change affect
our most recent customers?' All these are specific questions which
demand specific answers.
These examples are probably sufficient to convince you that AWARENESS
and RESPONSIBILITY are better raised by asking than by telling. It follows
therefore that the primary form of verbal interaction from a good coach is
in the interrogative. Now we need to examine how to construct the most
effective kinds of questions.

©Sales Training International Limited

Page 85

The Function of Questions
Questions are most commonly asked in order to elicit information. I may
require information to resolve an issue for myself, or if I am proffering
advice or a solution to someone else. If I am a coach, however, the
answers are of secondary importance. The information is not for me to
make use of and may not have to be complete. I only need to know that
the coachee has the necessary information.
The answers given by the coachee frequently indicate to the coach the line
to follow with subsequent questions, while at the same time enabling him
to monitor whether the coachee is following a productive track, or one
that is in line with the purpose or company objectives.
Open Questions
OPEN questions requiring descriptive answers promote awareness,
whereas CLOSED questions are too absolute for accuracy, and YES or NO
answers close the door on the exploration of further detail. They do not
even compel someone to engage their brain. Open questions are much
more effective for generating AWARENESS and RESPONSIBILITY in the
coaching process.
Interrogative Words
The most effective questions for raising AWARENESS and
RESPONSIBILITY begin with words that seek to quantify or gather facts,
words like WHAT, WHEN, WHO, HOW MUCH, HOW MANY. WHY is
discouraged since it often implies criticism and evokes defensiveness, and
WHY and HOW, if unqualified, both cause analytical thinking, which can be
counterproductive. Analysis (thinking) and awareness (observation) are
dissimilar mental modes which are virtually impossible to employ
simultaneously to full effect. If the accurate reporting of facts is called for
analysis of their import and meaning is better temporarily suspended. If
we do need to ask such questions, WHY questions are better expressed as
'What were the reasons. . . ?' and HOW questions as 'What are the steps.
. . ?' They evoke more specific, factual answers.
Focus on Detail
Questions should begin broadly and increasingly focus on detail. This
demand for more detail maintains the focus and the interest of the
coachee. The point is well illustrated by the exercise of looking at a square
foot of carpet. After observing the pile, colour, pattern and perhaps a spot
or a stain, the carpet will hold little further interest for the observer and
his attention will begin to wander to more interesting things. Give him a
magnifying glass and he will look again in greater depth and for longer
before becoming bored. A microscope could turn that little piece of carpet
into a fascinating universe of forms, textures, colours, microbes and even
live bugs sufficient to hold transfixed the eye and mind of the observer for
many minutes more.
So it is in business coaching. The coach needs to probe deeper or for more
detail to keep the coachee involved and to bring into his consciousness
those often partially obscured factors that may be important.
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Areas of Interest
How, then, does the coach determine what aspects of an issue are
important, especially if it is in an area about which he is not particularly
knowledgeable? The principle is that questions should follow the interest
and the train of thought of the coachee, not of the coach. If the coach
leads the direction of the questions he will undermine the responsibility of
the coachee. But what if the direction in which he is going is a dead end or
a distraction? Trust that the coachee will soon find that out for
themselves. If they are not allowed to explore avenues in which they have
an interest, the fascination is likely to persist and cause distortions or
diversions in the work itself, rather than merely in the coaching session.
Once they have explored their interests, they will be far more present and
focused on whatever will emerge as the best path. Paradoxically it may
also be valuable for the coach to focus on any aspect that the coachee
appears to be avoiding. So as not to break the trust and the responsibility
of the coachee, this avenue of exploration is best entered into by a
statement followed by a question: 'I notice that you have not mentioned...
Is there any particular reason for this?'
Blind Spots
Golfers and tennis players might be interested in the physical parallel to
this principle. A coach might ask a pupil which part of his swing or stroke
he finds most difficult to feel or be accurately aware of. It is most likely
that in this 'blind spot' lies a suppressed discomfort or flaw in the
movement. As the coach seeks more and more awareness in that area,
the feeling is restored and the correction occurs naturally without resort to
technical input from the coach. The curative properties of awareness are
legion!
Leading Questions
Leading questions, the resort of many poor coaches, indicate that the
coach does not believe in what he is attempting to do. This will be quickly
recognized by the coachee, and trust and the value of the coaching
session will be reduced. Better for the coach to tell the coachee that he
has a suggestion rather than attempt to manipulate him in that direction.
Also questions that imply criticism should be avoided, such as 'Why on
earth did you do that?'
Be Attentive to the Answers
The coach must be fully attentive to coachees' answers to questions. Trust
will be lost if he isn't, but also he will not know the best question to ask
next. It must be a spontaneous process. Questions prepared in the mind
prior to the time of asking will disrupt the flow and not follow the interest
of the coachee. If the coach is working out the next question while the
coachee is speaking, the coachee will be aware that he is not really
listening. Far better to hear them through and then pause if necessary
while the next appropriate question comes to mind.
Most people are not good at listening to others; we are told to listen at
school, not trained to, or coached to. It is a skill that requires
concentration and practice. Yet strangely enough few people have
difficulty listening to the news or to a good radio play. Interest holds the
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attention; perhaps we need to learn to be interested in others. When we
really do listen to someone, or when someone really listens to us, how
appreciated it is. When we listen, do we really hear? When we look, do we
really see? We short-change ourselves and those we coach if we do not
really hear and see them, such as maintaining eye contact with them.
Obsession with our own thoughts and opinions and the compulsion to talk,
particularly if one is placed in any kind of advisory role, are strong. It has
been said that since we were given two ears and one mouth, we should
listen twice as much as we speak. Perhaps the hardest thing a coach has
to learn to do is to shut up!
Tone of Voice
What do we listen to and for? The coachee's tone of voice will indicate any
emotion and should be listened to. A monotone may indicate repetition of
an old line of thought, a more animated voice will indicate the awakening
of new ideas. The coachee's choice of words can be very revealing: a
predominance of negative terms, a shift towards formality or childish
language all have hidden meaning that can help the coach to understand
and therefore facilitate effectively.
Body Language
As well as listening the coach needs to watch the coachee's body
language, not with the purpose of making glib observations but again to
help with the choice of question. The coachee's high level of interest in the
direction of the coaching may well be indicated by a forward posture.
Uncertainty or anxiety in answers may be revealed by his hand partially
covering his mouth while speaking. Arms folded across the chest often
indicate resistance or defiance, and an open body posture suggests
receptivity and flexibility. I am not going to go into the many aspects of
body language here, but one guide is that if the words say one thing and
the body seems to be saying something else, the body is more likely to
indicate the true feelings.
Reflecting Back
So there are listening, hearing, watching and understanding, and the
coach needs to be self-aware enough to know which he is doing. However
clear the coach may feel, it is worth reflecting back to the coachee from
time to time and summarizing points. This will ensure correct
understanding and reassure the coachee that they are being fully heard
and understood. It also gives them a second chance to check on the
veracity of what they have said. In most coaching sessions someone
needs to take notes, but this can be agreed between the coach and the
coachee. When coaching it is good to take the notes so the coachee is free
to reflect.
Self-awareness
Finally, the good coach will be applying his own self- awareness to
monitor carefully his reactions, of emotion or judgment, to any of the
coachee's responses, including those to him personally, that might
interfere with the coach's necessary objectivity and detachment. Our own
psychological history and prejudices - and no one is free of either - will
influence our communication.
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Transference
Projection and transference are the terms given to these psychological
distortions that all those who teach, guide, coach or manage others need
to learn to recognize and minimize. Projection means projecting onto, or
perceiving in, another person one's own positive or negative traits or
qualities. Transference is 'the displacement of patterns of feelings and
behaviour, originally experienced with significant figures of one's
childhood, to individuals in one's current relationships'. In the work place
one of the most common manifestations of this is authority transference.
In any perceived hierarchical relationship, manager/subordinate or even
coach/coachee, both parties' issues or unconscious feelings about
authority will be operating. For example, many people give away their
power to the designated authority - 'he knows, has all the answers, is
more advanced' etc. - and make themselves small and childlike in the face
of it. This might serve the wishes of an autocratic manager for dominance
and dependency on him, but it works against the objective of coaching,
which is to generate responsibility in the managed.
Another common example of an unconscious transference reaction to
authority is that of rebellion and covert sabotage of the work goals.
Individual transference will increase the collective frustrations and feelings
of powerlessness wherever management style limits choice. One major
motor manufacturer used to be able to assess the state of labour relations
from the percentage of good parts dumped into the reject bins alongside
the assembly line.
Countertransference
Countertransference, which is a further complication of transference,
occurs when the person in authority, manager or coach, himself
unconsciously reacts to the transference from his own history by
perpetuating the dependence or the rebellion. A good manager or coach
will recognize his potential for this and compensate for the effects of all
manifestations of transference by consciously working to empower the
subordinate or coachee. If he does not, these distortions will creep into
managerial or coaching relationships, with the long-term effect of
seriously undermining what his management style is intended to achieve.
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The Sequence of Questioning – GROW
So far we have established the essential nature of AWARENESS and
RESPONSIBILITY for learning and for performance improvement. We have
looked at the context of coaching, at the parallels between coaching and
managing, and at company culture and change. We have explored the role
and the attitude of the coach, and we have considered questions as his
primary form of communication. We now have to determine what to ask
questions about, and in what sequence to ask them.
Formal or Informal
It is important at this point to stress that coaching can be loose and
informal, so much so that the coachee does not know they are being
coached. For the everyday management function of briefing and debriefing
staff, nothing is better than coaching, but it should not be identified as
such; it would just be managing. In this case coaching ceases to be a tool
of management and simply becomes the way to manage people, in my
opinion the most effective way. At the other end of the spectrum, a
coaching session can be scheduled and structured in such a way that the
purpose and the roles are unambiguous. While the majority of coaching is
of the former type, we will examine the latter in detail because, while the
process is the same, the stages are more sharply defined.
For reasons of simplicity and clarity we will look at one-to-one coaching,
although the format of team coaching or even self-coaching remains
exactly the same. Both of these will be elaborated in later chapters. Oneto-one coaching may take place between peers, between a manager and a
subordinate, between an erstwhile teacher and a student, between a
coach and a performer, or between a counsellor and someone seeking
their assistance. One-to-one coaching can even be used in an upward
direction, although generally covertly, by an employee on his boss.
After all, as no one gets very far by telling his boss what to do, coaching
upward has a much higher success rate!
So the sequence of questions to follow fall under the following four distinct
headings:
G
R
O
W

- Goals
- Reality
- Options
- Will

What do you want?
What is happening now?
What could you do?
What will you do?

This sequence assumes that it is desirable to visit all four stages, which is
usually the case when tackling a new issue for the first time. Often,
however, coaching will be used to progress a task or process that has
been discussed before or is already under way. In such cases coaching
may begin and end with any stage.
It may seem strange to set GOALS before examining the REALITY.
Superficial logic suggests the opposite, as we surely need to know the
reality before we can set any goal. Not so - goals based on current reality
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alone are liable to be negative, a response to a problem, limited by past
performance, lacking in creativity due to simple extrapolation, in smaller
increments than what may be achievable, or even counterproductive.
Short-term fixed goals may even lead us away from long-term goals.
Research with goal setting on team-training courses is that teams
invariably set goals based on what has been done before rather than on
what can be done in future. In many cases they make no attempt to
calculate what might be possible.
Goals formed by ascertaining the ideal long-term solution, and then
determining realistic steps toward that ideal, are generally far more
inspiring, creative and motivating. Let me illustrate this very important
point with an example. If we set about trying to solve a problem of heavy
traffic volume on an important route by 'reality first think', we are likely to
set goals based solely on relieving existing traffic flow, such as widening a
road. This might actually run counter to a more visionary long-term goal,
which would be formed by identifying the ideal traffic pattern for the
region at some time in the future, and then looking at the stages needed
to move in that direction.
So my suggestion is, in most circumstances, to use the sequence
suggested above. This sequence conveniently forms the mnemonic GROW,
to which I will refer frequently. I must stress, however, and I will repeat
often, that GROW, without the context of AWARENESS and
RESPONSIBILITY and the skill of questioning to generate them, has little
value. Mnemonics abound in the training business. There is S P I N, there
are SMART goals, there is G R I T and there is G R 0 W coaching. These
are occasionally presented or misperceived as panaceas to all business
ills. They are nothing of the sort; they are only as valuable as the context
in which they are used, and the context of G R 0 W is AWARENESS and
RESPONSIBILITY.
An autocratic boss might charge his employees in the following way:
My GOAL is to sell one thousand widgets this month.
The REALITY is that you did poorly last month with only 400 sold. You are
a bunch of lazy so-and-sos. Our principal competitor has a better product,
so you have to try harder.
I have considered all the OPTIONS and we are not going to increase our
advertising or repackage the product.
WHAT you WILL do is the following...
He has followed the GROW model to the letter but he did not ask a single
question. He created no AWARENESS and, although he thinks he has
threatened his staff into taking RESPONSIBILITY, this is not so, because
they had no choice.

©Sales Training International Limited

Page 91

If you get anything at all out of this book, let it be AWARENESS and
RESPONSIBILITY, not G R 0 W. Having said that, the strongest case for
following the GROW sequence with effective coaching questions is that it
works.
It is, however, subject to recycling. What I mean by this is that one may
only be able to define a vague GOAL until one has examined the REALITY
in some detail. It will then be necessary to go back and define the GOAL
much more precisely before moving forward again. Even a sharply defined
initial GOAL may be recognized to be wrong or inappropriate once the
REALITY is clear.
When listing the OPTIONS it will be necessary to check back to see if each
of them would in fact move you toward the desired GOAL. Finally, before
the WHAT and WHEN are set in concrete, it is crucial to make a final check
to see if it meets the goal.
We will now take a deeper look at each one of these steps in turn and at
the questions that best raise AWARENESS and RESPONSIBILITY within
each step.
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Goal Setting
So much has been written about the importance and the process of goal
setting that there is certainly no need for me to repeat it all in a book
about coaching. Goal setting could fill a book on its own.
We would invariably begin a coaching session by determining a goal for
the session itself. If the coachee has sought a session, clearly it is they
who need to define what they want to get from it. Even if it is the coach or
manager who has requested the session to resolve a specific issue that he
spells out, the coachee can still be asked whether there is anything else
that they want from the session.
Questions like:




What would you like to get out of this session?
I have half an hour for this, where would you like to have got to
by then?
What would be the most helpful thing for you to take away from
this session?

would elicit answers like:






An outline for the month that I can develop
A clear idea of and commitment to my next two action steps
A decision as to which way to jump
An understanding of what the principal issues are
An agreed budget for the job

Now we come to the goal or goals related to the issue at hand, and here
we need to be able to distinguish END goals from PERFORMANCE goals.
An end goal The final objective - to become the market leader, to be
appointed sales director, to land the ICI account, to win the gold medal is seldom absolutely within your own control. You cannot know or control
what your competitors will do.
A performance goal Identify the performance level that you believe will
provide you with a very good chance of achieving the end goal. It is
largely within your control and it generally provides a means of measuring
progress. Examples of performance goals might be for 95 percent of
production to pass quality control first time, for us to sell 100 widgets next
month, or to have run the mile in 4 mins 10 sees by the end of
September. Importantly, it is far easier to commit yourself to, and take
responsibility for, a performance goal, which is within your control, than
an end goal, which is not. An end goal should wherever possible be
supported by a performance goal. The end goal may provide the
inspiration, but the performance goal defines the specification.
Performance goals are crucial The lack of an established performance
goal played a major role in a notorious upset for Britain in the 1968
Olympics. Welshman Lynn Davies had won the gold medal in the long
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jump in 1964 and he, IgorTer-ovanesyan, a Russian, and Ralph Boston,
the American champion, were expected to share the medals. Along came
a very erratic American,
Bob Beamon, who, in the very first round, jumped some two feet beyond
the world record. When one considers that the world record had risen by
only six inches since 1936, this was a truly prodigious feat. Davies, Boston
and Ter-ovanesyan were all completely demoralized, and although Boston
got the bronze and the Russian was fourth, both were six inches behind
their best. Davies, who was a foot behind his best, admits he was only
focused on the gold, and that if he had set himself a performance goal of,
say, 27 feet, or a personal best, and kept going for that, he would have
won the silver.
Ownership of Goals
Although company directors may be free to set their own goals, all too
often they pass goals down the line as imperatives not to be questioned.
This denies ownership to those who are expected to meet these targets
and their performance is likely to suffer accordingly. Wise directors will
strive to maintain a healthy detachment from their own goals when they
are seeking to motivate their managers and will always encourage them
to set their own challenging goals whenever feasible. But if they don't do
this and a job is tightly proscribed, all is not totally lost, for the manager
may at least be able to offer his staff some choice and ownership of how a
job is done, who does what and when.
Even if a certain goal is an absolute imperative it is still possible to coach
for ownership. I was recently discussing firearms training with a county
police force. 'How would it be possible to have trainees own the absolute,
inflexible rules of firearms safety?', they asked. I suggested that instead of
presenting them with these rules at the outset, they should have a
discussion, using coaching, out of which the trainees would create their
own agreed set of safety rules. The chances are that it would closely
parallel the institutional ones. Where they were at variance, the reasons
for the variation could be coached out of the trainees, with minimal input
from the tutor. This way the trainees would have a far greater degree of
appreciation, understanding and ownership of the institutional firearms
safety rules.
The value of choice and responsibility in terms of self-motivation should
never be underestimated. For example, if a sales team comes up with a
goal that is lower than the boss wishes, he should consider the
consequences very carefully before overriding their figure and imposing
his own. He may do better to swallow his pride and accept their figure.
Insisting on his may well have the effect of lowering the performance of
the team even though his target was higher than theirs. They may or may
not consider his figure discouragingly unrealistic, but they will certainly be
de-motivated by their lack of choice. Of course, the boss has one more
option if he is sure of his ground and that is to start with the team's figure
and coach them upwards by exploring and helping them to dismantle their
barriers to achieving more. They then retain responsibility for the finally
agreed figure.
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Qualities of a Good Goal
In addition to supporting an end goal, which is not in your control, with a
performance goal, which is, goals need to be not only SMART:






Specific
Measurable
Agreed
Realistic
Time phased

but P U R E:





Positively stated
Understood
Relevant
Ethical

and CLEAR:






Challenging
Legal
Environmentally sound
Appropriate
Recorded

The point of a goal having most of these qualities is self-evident and
needs no further elaboration, but a couple of observations may be in
order.
If a goal is not REALISTIC, there is no hope, but if it is not CHALLENGING,
there is no motivation. So there is an envelope here into which all goals
should fit.
It is very important to state goals in the POSITIVE. What happens if a goal
is stated in the negative, for example we must not remain at the bottom
of the regional sales league? What is the attention focused on? Being at
the bottom of the league, of course! If I say to you, 'Don't think about a
red balloon', what comes to mind? Or if I say to a child, 'Don't drop that
glass, spill the water, make a mistake'? The example I like is from cricket,
when a wicket falls and, just as the next batsman passes through the
white picket fence, some wag says to him, 'Don't get out first ball'. He has
the whole long walk to the crease to think about getting out first ball, and
so he does. Negative goals can easily be converted into the positive
opposite, for example 'We are going for fourth in the league or higher' or
'I am going to block the first ball however tempting it may be'.
Goals must be AGREED between all the parties involved: the boss who
thinks he ought to set them, the sales manager and the team who have to
do the job. Without agreement, the vital ownership and responsibility of
the sales team is lost, and their performance will suffer accordingly.
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It may appear preachy to suggest that goals should be
LEGAL, ETHICAL and ENVIRONMENTALLY SOUND, but each individual has
their own personal code about these things and the only way to ensure
employees' full alignment is to conform to the highest standards. Younger
employees today tend to have higher ethical standards than their older
managers, who are often surprised and whose excuse is the usual 'we
have always done it that way'. Besides, the new accent on accountability
in business and throughout society, and the consequences of exposure by
a whistle-blower or a consumer watchdog, surely outweigh any short-term
gain that may tempt the unscrupulous!
Some effort may need to be made to ensure that all goals are clearly
UNDERSTOOD, for all too often inaccurate assumptions may distort some
people's perception, even of goals they have been a party to creating.
A Sample Coaching Session - Goal
MIKE
JOE
MIKE
J0E
MIKE
JOE
MIKE
JOE

MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
J0E
MIKE

Okay, Joe, what would you like to have by the end of
this half-hour?
Some kind of plan to get fitter
For the rest of your life or what?
No, that would be too tall an order, and besides it might
change once I get going. A realistic program for
three months would be great
Let's look long term for a moment. What is the purpose
of getting fitter for you?
I'm just feeling lousy about myself, and my work is
suffering. I want to feel good again
Fine. How fit would you like to be by when?
I would like to lose 15 pounds or so, and within a few
months be able not only to run upstairs and for the train
without getting out of breath, but actually to enjoy
running
Exactly what weight do you want to get down to, and by
what date?
210 pounds by the end of the summer; that's about
15 pounds I have to lose
What day exactly?
20 September
Today is 19 February, so that gives you seven months
Hmm! Two pounds a month, or maybe it will go faster
to begin with
What do you want to lose by 1 June?
Ten pounds by then
You could do that by not eating and yet not be much
fitter. How can we measure fitness?
I'll run 20 miles a week from the beginning of
September onwards.
Any particular speed?
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JOE
MIKE
JOE

No, I'll be happy to do it at all, and I'll know if I'm doing
it satisfactorily.
I don't care what speed, Joe, just give yourself a target
speed. What will it be?
OK, nine-minute miles

Joe now has a goal for the session, a long-term goal and a half-way mark.
His goals are specific, measurable and probably incorporate all the
qualities we recommend. Because there are no corporate imperatives in
this case, he has complete and total responsibility for his own goals.
Now it is time to take a look at REALITY.
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What Is Reality?
Having defined various goals, we need to clarify the current situation. It
can be argued that goals cannot be established until the current situation
is known and understood, and that we should begin with REALITY. Even if
goals can be only loosely defined before the situation is looked at in some
detail, it needs to be done first. Then, when the reality is clear, the goals
can be brought into sharper focus or even altered if the situation turns out
to be a little different from what was previously thought.
Be Objective
The most important criterion for examining REALITY is objectivity.
Objectivity is subject to major distortions caused by the opinions,
judgments, expectations, prejudices, concerns, hopes and fears of the
perceiver. Awareness is perceiving things as they really are; selfawareness is recognizing those internal factors that distort one's own
perception of reality. Most people think that they are objective, but
absolute objectivity does not exist. The best we have is degrees of it, but
the closer we manage to get to it the better.
To approach REALITY, then, the potential distortions of both the coach
and the coachee must be bypassed. This demands a high degree of
detachment on the part of the coach, and the ability to phrase questions
in a way that demands factual answers of the coachee. 'What were the
factors that determined your decision?' will evoke a more accurate
response than 'Why did you do that?', which tends to produce what the
coachee believes the coach wishes to hear, or a defensive justification.
The coach should use, and as far as possible encourage the coachee to
use, descriptive terminology rather than evaluative terminology. This
helps to maintain detachment and objectivity and reduces the counterproductive self-criticism that distorts perception.
REALITY questions, when applied to self, provide the most straightforward
means of self-assessment.
If a coach only asks questions and receives answers from the normal level
of conscious awareness, he may be helping the coachee to structure their
thoughts, but he is not probing to new or deeper levels of awareness.
When the coachee has to stop to think before responding, maybe raising
their eyes to do so, awareness is being raised. The coachee is having to
plumb new depths of their consciousness to retrieve the information. It is
as if they are delving into their inner filing cabinet to find the answer.
Once found, this new awareness becomes conscious, and the coachee is
empowered by it. We have a measure of choice and control over what we
are aware of, but what we are unaware of controls us.
The good coach will be inclined to follow the interest or chain of thought of
the coachee, while at the same time monitoring how that relates to the
subject as a whole. Only when the coachee is ready to leave each aspect
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of the issue should the coach raise anything that he deems to have been
omitted. If the coachee seems to have wandered far off the track, a
question like 'In what way does this relate to the problem?' may bring
them back or reveal a valid reason. Either way it allows them to continue
to lead the process.
By following the coachee's train of thought, rather than asserting his own,
the coach gains the coachee's confidence, because their interest and their
need is being respected. For example, in the business context, say a
senior manager, Alison, wants to investigate and correct an apparent
problem in Peter's department. If she raises the problem at the outset, he
is liable to feel threatened and become defensive. If that happens, his
description of what has occurred will be distorted to make things look
better than they are. However, if she lets him lead the conversation, will it
ever arrive at the matter which she wishes to address? Perhaps not
initially, but if Alison bides her time, or more commonly bites her tongue,
Peter may begin to feel safe enough to raise the matter himself.
He will seldom have no idea that a problem exists, though at first he may
not want to admit it to himself or others.
When a subordinate begins to see his manager as a support rather than a
threat, he will be much happier to raise his problems. When this happens,
honest diagnosis and dialogue are possible, leading to early resolution.
The blame culture which still prevails in the majority of businesses works
against this, as it causes 'false reality syndrome' or 'I will tell you what I
think you want to hear, or what will keep me out of trouble'. Any
corrections put in place thereafter will be based on a false reality. The
wise manager starts with a more general investigation and follows the
conversation of the coachee. The manager might assist the coachee with
another, lesser difficulty, thereby establishing credentials as a support,
rather than a threat. This approach is far more likely to lead in due course
to the cause of the problem, instead of the symptom which is what is seen
at first. Problems must be addressed at the level beneath that at which
they show themselves, if they are to be permanently eliminated.
In the majority of business coaching scenarios, the REALITY will concern
the facts and figures, the incidents that occurred, the actions taken, the
obstacles to be overcome, the resources and people available, etc. things called up by and from the mind. However, if the coachee is learning
a new physical skill, such as operating a tool of their trade, from a railway
engine to a tennis racket, the coaching will also be focused on the senses:
feel, sound and sight.
Body awareness brings with it automatic self-correction. If this at first
seems hard to believe, just close your eyes for a moment and focus your
attention internally onto your facial muscles. You will probably notice a
furrowed brow or a tight jaw. Almost simultaneously with that awareness
you are likely to experience a letting go, after which the brow or the jaw
will be fully relaxed. The same principle applies to a complex physical
movement. If attention is focused internally on the moving parts, the
efficiency-reducing tensions will be felt and automatically released,
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resulting in improved performance. This is the basis of the new coaching
approach to sporting technique and proficiency. Internal awareness
increases body efficiency, which in turn results in improved technique. It
is technique from inside out rather than from outside in. Furthermore it is
technique owned, integrated and unique to the body concerned, as
opposed to someone else's idea of good technique to which you have
forced your body to conform. Which is likely to lead to optimum
performance?
The senses are one aspect of self-awareness. Another aspect is emotions,
which have particular relevance to interpersonal problems at work or
indeed elsewhere.
Questions such as these will be used:








What do you feel when summoned unexpectedly to the boss's office?
What emotions are you left with following the recent round of
redundancies?
What do you think you are afraid of?
Where in your body do you experience tension?
In what ways do you inhibit your potential?
What is the predominant feeling you have when you know you have
done a good job?
Can you give me a rating on a scale of one to ten for your level of
confidence in your ability to give a good presentation this afternoon?

Self-awareness also needs to be brought to bear on our thoughts and
attitudes in the moment, and on those to which we normally have less
conscious access. Each of us brings with us, sometimes right from our
childhood, long-standing beliefs and opinions that will colour our
perceptions and our relationships with others. If we fail to acknowledge
their existence and to compensate for their effects, our sense of REALITY
will be distorted by them.
The Inter-connectedness of body and mind
Most thoughts carry an emotion with them; all emotions are reflected in
the body; body sensations often trigger thoughts. It follows therefore that
concerns, blockages and inhibitions can be approached through the mind,
the body or the emotions, and a clearing of one tends to free the others,
although not always. Persistent stress, for example, may be reduced by
identifying body tensions; by evoking awareness of the feelings that fuel
overwork; by uncovering mental attitudes such as perfectionism. It may
be necessary to work on all three separately.
It is time for a word of caution. A coach may become aware of probing
deeper into a coachee's hidden drives and motives than anticipated. That
is the nature of coaching: it addresses cause, not merely symptom.
Coaching may be more demanding than papering over the interpersonal
cracks in the office with directives, but it is also more rewarding in terms
of results. However, if you are inadequately trained in coaching or faint
hearted, stay out! If you suspect that a staff relationship problem has
deep- seated origins, then it is better to bring in a professional with the
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necessary skills. The boundary between coaching and counselling is only
that coaching is mainly proactive and counselling is generally reactive.
Reality Questions
The reality questions especially need to follow the 'watch the ball'
guidelines discussed earlier. Here they are repeated in slightly different
terms. They are as follows:





The demand for an answer is essential to compel the coachee to
think, to examine, to look, to feel, to be engaged
The questions need to demand high resolution focus to obtain the
detail of high quality input
The reality answers sought should be descriptive not judgmental, to
ensure honesty and accuracy
The answers must be of sufficient quality and frequency to provide the
coach with a feedback loop

It is in this REALITY phase of coaching that questions should most often
be initiated by the interrogatives WHAT, WHEN, WHERE, WHO and HOW
MUCH. HOW and WHY should be used only sparingly or when no other
phrase will suffice. These two words invite analysis and opinion, as well as
defensiveness, whereas the interrogatives seek facts. In the REALITY
phase of coaching facts are important and, as in police investigation,
analysis before all the facts are in can lead to theory formation and biased
data collection thereafter. Coaches will need to be especially alert,
listening and watching to pick up all the clues that indicate the direction of
questioning to be followed. It must be stressed here that it is the coachee
whose awareness is being raised. The coach often does not need to know
the whole history of a situation, but merely to be certain that the coachee
is clear about it. This is therefore not as time consuming as it would be
were the coach to need all the facts in order to provide the best answer.
One REALITY question that seldom fails to contribute value is 'What action
have you taken on this so far?' followed by 'What were the effects of that
action?' This serves to emphasize the value of action, and the difference
between action and thinking about problems.
Often people have thought about problems for ages, but only when asked
what they have done about them do they realize that they have actually
taken no action at all.
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It is surprising how often the thorough investigation of REALITY throws up
the answer before one even enters the third and fourth stages of
coaching. Obvious courses of action that emerge in the REALITY or even
on occasion the GOAL stage are often accompanied by a 'Eureka!' cry of
recognition and an extra impulse to complete the task. The value of this is
such that coaches should be willing to dwell sufficiently long in GOALS and
REALITY and resist the temptation to rush on into OPTIONS prematurely.
So, lest we do just that, let us revisit the coaching session that Mike is
giving Joe.
A Sample Coaching Session – Reality
MIKE
J0E
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
J0E
MIKE
JOE
MIKE
JOE
MIKE
J0E

So much for your goals, Joe; now let's have a look at
things as they stand now. How much do you weigh?
225 pounds in my clothes
When did you last weigh yourself?
Last week sometime
Next door in the bathroom are some scales. Would you
hop on them now?
... Oh sugar! I'm 235 pounds
Do you eat excessively?
Yes, I'm a bit of a chocoholic and I do like rich food.
Have you been eating a lot recently?
More than usual. I seem to when I am worried
What are you worried about now?
My health, middle age and I feel a bit insecure about my
job right now
Which bothers you most?
My health, I suppose, because I'm convinced that if
I could get a grip on that, my state of mind and
therefore my work would improve.
OK, let's stay with that for today, but in another session
we could look specifically at your state of mind or your
work. What do you eat too much of?
Chips and desserts
At every meal?
Most days both at least once
At home or when you're out? Lunch or in the evenings?
In the evenings at home, and when we eat out at least
two evenings a week.
With friends or with your wife?
Mainly just the two of us
Does your wife like to eat a lot too?
Not really, but she knows I enjoy it so she goes along
with it.
So you like sweets and chips, eat more when you are
worried, and this is generally in the evenings and with
the family. What about drink?
I sometimes have a beer at lunchtime, and I usually
have a bottle of plonk in the evening.
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MIKE
J0E
MIKE
J0E
MIKE
JOE
MIKE
J0E
MIKE
JOE
MIKE
J0E
MIKE
JOE
MIKE
JOE
MIKE
J0E

Exactly how many beers have you had in the last seven
days?
Let me see ... about 12.
And the week before?
About the same, if I'm honest
Shall we look at exercise now?
OK. I have started running, at least.
How often do you run and for how long?
I do about 15 minutes maybe twice a week.
When did you run this week?
I didn't, I just felt too miserable.
The week before?
On Sunday morning, just the once. I was going to again
but my calves still hurt
Does the discomfort of running put you off?
Yes. Ankles, calves, thighs, heaving breath - I hate it.
Do you take any other exercise - walk, cycle, even run
upstairs instead of taking the elevator?
No, but I do take an occasional sauna.
Do you like that and do you think it helps?
It helps my guilt and it is not too strenuous.

Joe is now more honest with himself about the REALITY of his
overindulgence in food and drink and of how minimal his exercise is. His
wishful thinking or self-delusion is now grounded in REALITY. More
importantly, he knows exactly where he is starting from.
Mike then takes him back to review his goal of 210 pounds, which is
perhaps unrealistic in view of the fact that he actually weighs 235 pounds.
However, Joe is so disgusted with the REALITY of his weight that he does
not wish to alter the 210 pound target, even though this now requires a
reduction of more than three pounds a month, average. Mike still
considers it to be realistic.
Fortunately Mike offers to coach Joe on his running to try to reduce the
discomfort he experiences, so this will give us the opportunity to hear an
example of coaching a physical skill. They set out on a short run together,
having agreed an easy pace and a goal of finding a comfortable running
style, pace and mental activity.
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE

OK, let's just find an initial speed that feels relatively
comfortable ... What are you noticing in your body?
My calves feel stiff.
Just place all your attention on your calves and tell me
exactly what you feel in them?
A tightness down the back of them
When do you feel it? All the time in both calves or what?
No, just when I push off, and it is more on my right
than on my left
Give your right calf a tightness rating on a scale of one
to ten, with ten being as tight as you can imagine.
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JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE

JOE

Actually it's now less, but it's about a five and the left
leg is a three.
What is it now?
It's down to a three.
Keep monitoring it and tell me when it reaches two.
Both calves are a two now or even less. They feel great,
but I notice my arms hurt as I swing them.
OK, just pay attention to the hurt in your arms and tell
me more about it.
Hey, as soon as 1 started to pay attention to them I felt
them relax, and I notice that I'm now holding them in a
lower position.
Is that more comfortable, then?
Yes, it certainly is.
It actually looks more fluid as well.
Yes, I really feel I'm moving quite well. Normally by this
point my breath is heaving, but I notice that I'm
breathing quite rhythmically.
Just follow your breathing for a while. Don't try to
breathe differently, but notice the inbreath and the
outbreath as it happens each time.
It's slowing down even more. I'll become a runner yet!
What is the quality you would most like to find in your running?
You mentioned it and I'm beginning to feel it - flowing.
OK, just rate how much you're flowing on a one-to-ten scale.
Well, it was about four but it's already a six.
Where in your body do you take your reading from?
My shoulders, funnily enough
What is it now?
It's an eight! I feel great!
Yes, and we're back at base three minutes faster
than you thought you could do it.
That's amazing. I feel I could do another 15 minutes, no sweat.
You will before long. Well done. You see how focusing
the attention internally clears up problem areas, leads
to relaxation, and is so interesting that boredom is
eliminated. It turns a chore into a pleasure.
You never even told me how to run more efficiently, but
I seem to have found that flow for myself. That makes
me feel good, and opens up possibilities in other areas too.

In coaching purely to learn or develop a physical skill on the field or in real
time, the process we use, repeated in different forms of course, is
complete at the end of this phase. The performance improvement takes
place through the application of AWARENESS during this REALITY phase,
as it did for Joe. However, for the overall improvement of Joe's health and
well-being, and for the furtherance of most business issues, which require
planning, investigation, reviewing and the like, there are two more phases
to go.
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What Options Do I Have?
The purpose of the OPTIONS stage is not to find the 'right' answer but to
create and list as many alternative courses of action as possible. The
quantity of options is more important at this stage than the quality and
feasibility of each one. The brain-stimulating process of gathering all the
options is as valuable as the option list itself, because it gets the creative
juices flowing. It is from this broad base of creative possibilities that
specific action steps will be selected. If preferences, censorship, ridicule,
obstacles or the need for completeness are expressed during the collection
process, potentially valuable contributions will be missed and the choices
will be limited.
Maximising Choices
The coach will do all he can to draw these options from the coachee or
from the team he is coaching/managing. To do this he needs to create an
environment in which participants will feel safe enough to put out their
thoughts and ideas without inhibition or fear of judgment from the coach
or others. All contributions, however apparently silly, need to be noted
down, usually by the coach, in case they contain a germ of an idea which
may leap into significance in the light of later suggestions.
One of the factors which most restricts the generation of creative solutions
to business and other issues is the implicit assumptions we carry, many of
which we are barely conscious of. For example:







It can't be done
It can't be done like that
They would never agree to that
It's bound to cost too much
We can't afford the time
The competition must have thought of that

There are many more. Note that all of them contain a negative or a
dismissal. A good coach would invite his coachees to ask themselves,
'What if...' For example:





What
What
What
What

if
if
if
if

you had a large enough budget?
you had more staff?
you knew the answer? What would it be?
that obstacle did not exist? What would you do then?

By this process, which temporarily sidesteps the censorship of the rational
mind, more creative thought is unleashed and perhaps the obstacle is
found to be less insurmountable than it had always seemed. Perhaps
another team member might know a way round that particular obstacle,
so the impossible is made possible by the combined contributions of more
than one person.
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Benefits and costs
Once a comprehensive list has been generated, the WILL phase of
coaching may just be a simple matter of selecting the best of the bunch.
However, in more complex issues, as so many in business are, it may be
necessary to re-examine the list by noting the benefits and costs of each
of the courses of action. This should again be done by coaching, and it is
here that some blend of two or more ideas may emerge as the optimum.
Input from the coach
What does the coach do if he has particular knowledge, skill or experience
of the matter in question and the coachee has not come up with what is,
to the coach, the obvious solution? At what stage should the coach offer
his expertise? Clearly, when he recognizes that the coachee has
exhausted their possibilities. But how can he provide his input and still not
undermine the coachee's sense of total ownership? Quite simply by
saying, 'I have another couple of possible options. Would you like to have
them?' Very few coachees will ever say no, but they might ask the coach
to wait while they complete a particular train of thought. Any suggestions
provided by the coach should only be accorded the same importance as all
the other OPTIONS.
Mapping the options
In the listing of OPTIONS, the subconscious hierarchy (the more important
things come first) that exists when a vertical column is made can be
avoided by writing them randomly on a paper in the way a crossword
expert solves an anagram.
Let us see how Mike, who happens to be a bit of a fitness buff himself,
tackles the OPTIONS issue with JOE, who clearly expects some
prescription from the expert for his unhealthy condition.
A Sample Coaching Session – Options
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE

So what are all the different things you could do, Joe, to
get yourself leaner and fitter?
I could run more often, or further or faster.
What else?
I could cut down my eating, and my drinking.
What else?
I could eat fewer fatty foods.
What other forms of exercise could you take?
Oh well, I suppose I could go to the gym.
Anything else?
I could swim or I could even take up squash, which is
something I've thought about at times. Or golf.
Is there anything else you could do that requires no
investment, no equipment, no clubs to join, just within
your normal life?
I can't think of anything. I couldn't cycle, because I
don't have a bike and I'm not going to buy one for that!
What if you did have one?
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JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE

I could cycle to work - and to the pub! I could actually
walk to work and run up the stairs rather than take
the lift to the fourth floor.
Indeed you could. Is that it?
That's enough, isn't it?
Would you like one more option to consider?
Sure, if you have one.
How about weights and an exercise regime at home?
Yes, that's possible too.

Joe and Mike then examine the list and consider the advantages and
disadvantages of these options. Golf is time consuming. Squash is a much
quicker and more strenuous form of exercise, but it takes a little time to
learn to get the best out of it. The nearest swimming pool is five miles
away, but swimming is injury free. Together they explore the practicalities
of certain diets and of being able to stay off drink in the business
environment.
Joe is now aware of all the OPTIONS and is pretty clear about their
various pros and cons. Decision time has arrived.
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What Will You Do? (Options)
The purpose of this final phase of the coaching sequence is to convert a
discussion into a decision.
It is the construction of an action plan to meet a requirement that has
been clearly specified, on ground hat has been thoroughly surveyed, and
using the widest possible choice of building materials.
The following set of WILL questions are applicable to the majority of
coaching situations. Of course, the coachwill add subsets of questions to
clarify each of these points, but the principal questions form an effective
backbone for this phase.
The demands of a managerial autocrat are often met with quiet
resignation, resistance or resentment, however diplomatically they are
expressed. A coach, on the other hand, can bring a surprising degree of
toughness into this phase of his questioning without causing any bad
feelings, since he is not imposing his own will but activating the will of the
coachee. The coachee always maintains choice and ownership, even if
their decision is to take no action, and therefore they will not feel
oppressed by hard questions. They might even be amused by the
recognition of their own ambivalence. If they do feel pushed, it suggests
that the coach is unconsciously revealing that he thinks the coachee
should take a particular action.
What are you going to do?
This question is quite distinct from 'What could you do?' or 'Which are you
thinking of doing?' or 'Which of these do you prefer?'. None of these
implies a firm decision. Once the coach has asked this question in a clear,
firm voice, indicating that it is decision time, he may follow it up with a
question like 'Which of these alternatives are you going to act on?'. In
most coaching issues the action plan will incorporate more than one of the
options or parts of the options combined.
The options have been only loosely defined. Now is the time for the coach
to ask questions to clarify the detail of the chosen options. By far the most
important of these will be:
When are you going to do it?
This is the toughest of all the questions. We all have big ideas of what we
would like to do or are going to do, but it is only when we time frame it
that it takes on a level of reality. And sometime next year is insufficient
too. If something is going to happen the timing needs to be highly
specific.
If a single action is required the answer sought might be, 'At 10.00 a.m.
next Tuesday, the 12th'. Often both a starting time and date and a
finishing date will be required. If the action to be followed is a repetitive
one, then the intervals need to be specified: 'We will meet at 9.00 a.m. on
the first Wednesday of every month'. It is up to the coach to tie the
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coachee down to exact timings. The coachee may wriggle but a good
coach will not let them off the hook.
Will this action meet your goal?
Now that we have an action and a time frame, it is important before we
proceed any further to check that this is leading in the direction of both
the goal of the session and the long-term goal. Without checking back the
coachee may find that they have wandered a long way off track. If this
has happened, it is important not to rush to change the action, but to
check if in fact it is the goal that needs to be modified in the light of what
has come up since it was defined.
What obstacles might you meet along the way?
It is important to prepare for and pre-empt any circumstances that could
arise which would inhibit completion of the action. Disruptive external
scenarios might be looming, but internal ones could also occur, such as
the faint-heartedness of the coachee. Some people experience a shrinking
commitment and just can't wait for an obstacle to appear and provide
them with the excuse for non-completion. This can be pre-empted by the
coaching process.
Who needs to know?
All too frequently in business, plans are changed and the people who
should be told promptly hear of it only later and at second hand,
something that is very bad for staff relations. The coach needs to satisfy
himself that all the appropriate people are listed and that a plan is made
for them to be informed.
What support do you need?
This is possibly related to the previous question, but support can come in
many different forms. It could mean an arrangement to bring in outside
people, skills or resources, or it could be as simple as informing a
colleague of your intention and asking them to remind you or keep you on
target. Merely sharing your intended action with another person often has
the effect of ensuring that you do it.
How and when are you going to get that support?
It is no good wanting some support but not taking the steps necessary to
get it. Here the coach needs to persist until the coachee's actions are clear
and certain.
What other considerations do you have?
This is a necessary catch-all question so that the coachee cannot claim
that the coach omitted something. It is the coachee's responsibility to
ensure that nothing is left out.
Rate on a one-to-ten scale the degree of certainty you
have that you will carry out the actions agreed
This is not rating the certainty of the outcome's actually happening. It is a
rating of the coachee's intention to carry out their part of the job.
Completion of the task may depend on the agreement or the actions of
others, and that cannot be rated.
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If you have rated yourself at less than eight, how can you reduce the size
of the task or lengthen the time scale such that it would enable you to
raise the rating to eight or above? If your rating is still below eight, cross
out the action step, as you are unlikely to take it. This is not to sabotage
completion, as it might appear, but it is our experience that those who
rate at less than eight seldom follow through. However, when faced with
having to admit failure, the coachee may all of a sudden find the
necessary motivation.
Most of us are familiar with the items that keep recurring on our job lists,
be it at work or just the odd jobs around the home. Our list becomes so
crumpled and scribbled on that eventually we rewrite it, and those same
few items keep getting copied over. In time we begin to feel appropriately
guilty but still nothing happens. 'How is it that I never complete this?' we
moan at ourselves. Our incomplete job list is evidence of our failure. Well,
why feel bad about it? If you are not going to do something, cross it off
your list. And if you want to be a success for ever more, don't put
anything on your list that you do not intend to do!
Let us look how Mike handles this final and important WILL phase with
Joe.
A Sample Coaching Session – Will
MIKE

JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE

Well, Joe, we have a list here. Let me remind you:
Running more often, further or faster.
Eating and drinking less and more healthily.
Visiting a gym.
Swimming.
Squash.
Golf.
Cycling.
Walking.
Running upstairs.
Weights and/or exercises at home.
Which of these are you going to do?
I am definitely going to continue running, with a
minimum of three times a week for 20 minutes.
When are you going to start that?
Next week, with the first run on Tuesday
Which day and what time each day are you going to
run?
Usually Tuesday and Thursday immediately I get home
from work, and on Sunday mornings. Sunday I'll do half
an hour.
Are you going to do anything else?
Yes, I'm going to cut out chips and chocolate altogether.
What about drink?
I was hoping you wouldn't ask that one directly! But
yes, no more wine and only half a pint of beer a day.
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MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
J0E
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE
JOE
MIKE

Is that realistic? Can you stick to a half-pint if you are
with friends?
Probably not
I have a suggestion.
What?
Three and a half pints a week. If you OD one day you
just hold off the next one or two to make good.
Sounds good - much easier to stick to but with the
same result.
When do you start?
Sunday
Any other exercise?
I'll arrange for a couple of squash lessons to see if I like
it and can get started.
When?
I knew you were going to ask that! I'll call the pro today
and have my first lesson next week.
And the next lesson?
The next week
Anything else?
Well, I'm certainly not going to start cycling to work in
November. I'll put that on the shelf for reconsideration
on 1 April.
I'll remind you [taking out his diary] and I'm not fooling
either!
Perhaps I could do a few exercises at home meanwhile.
What exercises, how often?
You're the expert, you tell me.
We'll come back to that one. Is that it?
That should be more than enough to meet my goal
I agree, but is it realistic?
I think so.
Now, what obstacles can you foresee?
Christmas for the food and drink, and extreme weather
for the running. That's all. Oh, and my natural laziness
How will you cope with those?
Give myself an extra couple of pints that week and a
plate of chips! I'm on holiday the week after Christmas
and I'll do two extra runs.
What if there's bad frost or snow then or at any other
time?
I'll replace the running with either squash or a swim. I
know what you're going to ask. Forty minutes of squash
or twenty lengths of the pool.
What about this laziness of yours, which we all have?
I need a prod every now and again.
Just what I was coming to. What support do you need
and from whom?
My wife over the food and to prompt me to run. I'll
speak to her about all this tonight
Any other support?
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JOE

MIKE

JOE
MIKE
J0E
MIKE

JOE
MIKE
JOE

MIKE
JOE

From you, a phone call every couple of weeks would
help, and I'd like you to show me a couple of good
exercises at home. I don't want to go and buy weights
and all that.
Sure, sit-ups like this don't demand someone to hold
your feet and are just as good for the stomach muscles.
Start with ten and build up your repeats. Squats like
this, and push-ups. Again, groups of repetitions are
better than forcing. About ten minutes each day would
be great.
OK, each morning when I get up, and if I miss one day
I've got a second chance in the evening. If I miss a
whole day, I'll do two stints the following day.
When are you going to start this?
How about tomorrow morning?
You've been surprisingly willing to set yourself a fairly
ambitious program, given your past history. How would
you rate your chances of sticking to it for the next three
months on a one-to-ten scale?
That is a tough one - seven, I guess.
Is there some part of this you could drop or reduce so
you could give yourself a higher rating?
I think it's just too much, and I'm doubtful about the
squash because I won't be able to do that on my own in
my own time and at short notice. If I drop that, I'll give
myself a nine.
Good. One final check, is this regime meeting your goal?
It has altered its emphasis, but I think it exceeds it
and I'm very confident I'll succeed.

Not all coaching sessions are as straightforward as this one, and coachees
can offer more resistances and complications, but this is fairly typical and
it serves to illustrate the majority of the coaching principles.
And as I have said before, most coaching sessions will be less formalized
and structured than this one. Most take place in a way that might not
even be recognized by the uninitiated as coaching at all. They would
simply think that someone was being particularly helpful and considerate
of the other, and was obviously a good listener. Structured or informal,
the fundamental principles of raising AWARENESS and building
RESPONSIBILITY within the performer remain the key to good coaching.
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Stage Three – Review/Confirm Learning
Regular reviews are desirable to maintain good progress within an
ongoing coaching assignment. A good coach will be interested in both the
effectiveness of the coaching sessions, and whether or not the coachee is
making good progress in achieving their goals. During a review activity,
we might explore any or all of the following:







Are the coaching sessions working well, e.g. are they productive,
worthwhile, etc.?
What impact are the sessions having on the coachee?
What progress has been made on the coachee's goals?
Is the coach's style and approach working for the coachee?
Are there any issues that need to be resolved, e.g. what's not working?
How could the sessions be improved?

If the above questions appear to be intended only for the coachee, that's
not strictly true. Mostly it is the coachee who places a value upon the
coaching, as they are the focal point of the conversations, and the person
who should be benefiting from them. However, the coach will also have
views on all of the above, as well as other coaching experience to draw
upon. In addition, the coach may have their own goals within the
coaching, such as improving their listening or rapport skills. It makes
sense, therefore, that both the coach and the coachee have the
opportunity to give their views.
Checklist – Ways to Review Progress of a Coaching Session


Give the coachee a questionnaire to complete between sessions



Use a questionnaire to conduct a structured review session with the
coachee



Schedule an unstructured discussion with the coachee to explore the
progress of the coaching



Conduct regular, smaller, reviews with the coachee, e.g. at the end of
each session



Ask for informal feedback from the coachee on an ad hoc basis, e.g.
when it seems appropriate



Arrange for a third party, e.g. another coach, to facilitate a discussion
between the coach and the coachee




Complete a feedback questionnaire on your own experience (as coach)
Arrange a coaching session with another coach to review progress
(very useful where you are having some difficulty or issues with the
assignment)
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Deciding When and How to Review
A coach needs to strike a balance between how much time is spent
reviewing the coaching, and how much time is spent actually coaching.
Too many reviews can easily impair the flow of coaching conversations,
causing an unnatural focus on the conversations themselves.
Alternatively, if a coach disregards the review process, they risk missing
an issue, or an opportunity to improve the effectiveness of the sessions
for the coachee. Imagine that you and I were doing a 1,000-piece jigsaw
puzzle together. Occasionally, we might step back to review our progress
and check everything was going okay. However if we stopped to discuss
every little piece going into place we'd slow our progress considerably!
There are no strict guidelines, although it is best to schedule at least a
couple of formal checks into any coaching assignment more than five
sessions long. This might consist of one check around the mid-point of the
coaching initiative and one a few weeks after the coaching has finished.
The prompt of giving feedback 3-4 weeks after the coaching has finished
gives the coachee an opportunity to give a reflective view, based on their
experiences after the coaching has ended. In addition, the activity of
giving feedback reminds them of the insights and learning they have
gained, and perhaps encourages them to apply those lessons a little more
rigorously.
In addition, you can include some informal reviews in the sessions. These will
normally consist of a few open questions, to explore how things are with the
coachee. Maybe at the beginning or the end of the sessions, I might ask things
like, 'Was that conversation useful?', 'Is the coaching what you expected?',
'How are we doing, do you think?' Obviously that's not going to produce good
quality feedback but it can give a coach some clues as to an underlying
problem. If a coachee answers such a question with an be emphatic 'Yes absolutely' then the coach can assume that there are no major problems. If a
coachee pauses, and perhaps with less energy responds 'Yeah - I guess so',
then further exploration is probably needed.
Other options for reviews include a telephone call between sessions, or
maybe an e-mail to check how things are.
If the above appears to create a lot of reviewing, remember, the coachee
will really only notice the more formal stages consisting of the two
questionnaires. For the coach, much of the above can happen almost
subconsciously, e.g. as I'm filing someone's notes, you can re-read the
others that are there. This will often provoke you to think about what's
happening with that coachee generally, and you may choose to do
something different in the next session because of that.

©Sales Training International Limited

Page 114

Confirming Learning
By reviewing the progress and results of coaching, we are able to affirm
learning with the coachee. By this affirmation, we are simply linking what
the coachee is learning with the benefits they are experiencing as a result.
Benefits such as better relationships with others, increased personal
productivity, increased health and well-being, etc. By forming a clear link
between the coaching and the results of coaching, we achieve several
aims, namely:
1. The coachee realizes the benefit of their commitment to coaching:
the coachee now sees an obvious return on the effort they have put
into coaching so far, e.g. trust, openness, completing actions etc.
2. The coachee is encouraged to develop new behaviours further: by
seeing how much they have benefited from taking on actions or
new behaviours, the coachee is motivated to continue, in order to
generate more positive results.
3. The business gains an appreciation of the potential of coaching:
where the coaching has been sponsored by an organization, e.g. a
training department or senior manager, they can most likely link
the results of coaching to a business benefit. Perhaps the individual
has a marked improvement in productivity, or personal
effectiveness - these are both results that directly benefit the
organization
Linking Results to Coaching
There are many ways a coach might choose to assess the results of
coaching, for example:


Give the coachee a structured questionnaire, asking them to
identify new behaviours and results (this becomes part of the
earlier review process).
 Have a structured conversation with the coachee, to explore what
differences they are noticing (again, forms part of a review
process).
 Speak to colleagues or friends; ask for feedback on the individual.
To maintain trust, the coach must be really open with the coachee
about doing this, i.e. ask permission to do this, pass information or
comments back to the coachee, etc.
 Observe the individual in their workplace or indeed anywhere that
seems appropriate to view results, e.g. if they wanted to be better
at public speaking, go and watch them do that.
 Repeat 360° feedback later with the same group of friends or
colleagues, and look at changes in the results from the first
exercise.
Obviously the coach needs to appreciate the individual coachee's
situation, before deciding how to make these links from coaching to
results. It may be that an informal discussion is all that's needed.
Alternatively, if from the outset the coach and coachee have agreed on
some very specific behavioural changes as goals, then observing (or
shadowing) them may be a good idea.
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Checklist – Linking Coaching to Results
The following is a checklist of questions you might use with a coachee to
understand the impact of coaching conversations. They are very simple,
and you'll probably want to add your own:


What benefits do you see from the coaching?



What effects are the coaching conversations having on your
work/home/relationship etc.? (choose whichever is appropriate)



If you hadn't had the coaching - what would be different now?



If you continue with these new behaviours and routines, how is the
future different? e.g. what impact will this have at work/home etc.?



What have you got from the coaching conversations?
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What if there aren't any results?
Where the individual is experiencing no results, and neither are friends or
colleagues, then noticing this is important. If the coach neglects to identify
that the coaching is having no effect, then they have no opportunity to
improve the situation. In addition, where the coach works within a
business environment, and their sponsor is not the coachee, the sponsor
must be happy they are investing time and money wisely.
Sometimes, coaching doesn t produce the results that we hoped it would.
By identifying that the coaching seems to be having no effect on the
individual, the coach is then able to explore that with the coachee.
Together, the coach and coachee can look at what's happening, and why,
and decide on a course of action if that's appropriate.
What if the Results are not Good?
Sometimes, an individual experiencing coaching may find that things get
worse before they can get better. This is a natural part of the learning
cycle and both the coach and the coachee should be prepared for it as a
possibility. For example, a coachee is used to getting results at work by
using demanding, controlling behaviours. They are used to getting quick
results, but find over time colleagues either refuse to help, or simply avoid
working with them. The coachee recognizes this and wants to learn other
ways of making requests of people, whilst maintaining a good relationship
with them.
Now at first the coachee simply stops barking orders at people, as they
are now aware of the impact this has been having on their colleagues. As
a consequence, important tasks aren't shared, and the coachee is
overloaded with work. As coaching continues, the coachee realizes this,
and practises new ways of making requests of their colleagues.
The coachee returns to the work environment to try out these new
behaviours. It seems it may take a little time for them to find the right
balance between making an open request of someone, and maintaining
rapport at the same time. Until they learn the best way to do this, they
may experience a combination of positive results and lousy results (or
results that are somewhere in between).
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Stage Four – Completion
This is logically the final stage of coaching, as its purpose is to bring the
coaching assignment to a natural conclusion. No matter how amazing the
benefits from the coaching have been or how enjoyable and stimulating
the coaching relationship is, each coaching assignment should have an
end to it. Just as there's something very exciting about embarking upon
the beginning of a coaching initiative, there can also be something
wonderfully liberating about ending one.
So whilst an assignment with a coach might easily be extended, it is best
that it not become a permanent arrangement. A coach acts as a catalyst,
bringing fresh perspectives, different ideas and a constant focus to the
goals of the coachee. If a coach had regular sessions with the same
personal coach for a long period of time, e.g. years, I would expect the
value of that coaching to diminish over time. Maybe the relationship
becomes too familiar, and so less challenging. Or perhaps the coachee
becomes 'immune' to the ideas and conversation of the coach. It's also
possible that the coach becomes so used to the typical behaviours and
language of the coachee that they almost stop noticing or questioning
them.
In addition, the coachee must assume ultimate responsibility for
themselves and their circumstances. With the same coach as a constant
companion, some of this sense of independence may be lost.
We must also acknowledge that an individual may choose to return to a
coaching relationship, for periods where they need a clearer focus or more
support over a period of time. Here individuals should consider using
different coaches, who have strengths in different areas. There are
coaches who work exclusively in one area, such as time management, or
relationships. Depending on the coachee's reasons for returning to
coaching, it may be advisable to consider all the available options - there
are many good coaches out there.
The Purpose of Completion
When completing the coaching assignment, the coach aims to:


Leave the coachee feeling that the coaching has been worthwhile. In
addition, where someone else has sponsored the coaching, the sponsor
should also feel that they have received value from their investment



Identify ways in which the coachee may continue to learn when the
coaching sessions end



Make sure that the coachee feels they have ways of getting further
support if they want it

It's no good having a wonderful coaching relationship with someone for
several months if the coachee is left feeling cast adrift or unsupported a
short time after the assignment has ended. We want to encourage the
coachee to continue learning, building and developing the insights and
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ideas that arose during the coaching sessions. That way, the coachee is
still getting value long after the last session has ended.
Begin with the End in Mind
Strangely, preparing for completion begins right at the beginning of a
coaching relationship. The coach must operate from an assumption that
the coaching will have an end to it, and that end should fulfil the above
criteria. Throughout any coaching assignment, you should be looking for
ideas that might support the effective closure of the assignment. For
example, you might encourage the individual to create a personal
development plan to focus on longer-term learning. Alternatively, I might
look for book recommendations or explore possible ways that the coachee
may gain more support from individuals that they know or work with.
Leave People Feeling Good About the Coaching
Where the coaching has gone especially well, completion becomes really
easy. For the coachee, the review processes have identified benefits, and
these have been confirmed.
The coachee knows that the coaching has really worked for them, and,
specifically, knows how it has worked for them. If there was a business
sponsor involved, again, the review processes will have identified positive
gains for them or the organization.
Where the coaching hasn't achieved the results that were desired or
expected, we can use the opportunity of completion to reconcile the
situation. For example, additional activities or ideas can be implemented
to encourage change. Perhaps the individual requires some training or
additional experiences in order to progress. Acknowledging the situation a
coach can do something positive about it.
Occasionally a coach will choose to perform a feedback exercise sometime
after the coaching has ended. This can be valuable both to confirm
benefits and also to pick up any residual issues that need taking care of.
For example, if the coach has agreed that the coachee find a friend or
colleague to help support their development plan, the coach can hear how
this is going on. Maybe this isn't working for the coachee, and they simply
need a discussion with the coach to realize why.
Wherever the coachee, or sponsor, is left feeling uncomfortable about
some aspects of the coaching, you would hope that the coach would work
to resolve that discomfort. Maybe the sponsor was left feeling unclear as
to what should happen now, or perhaps the coachee doesn't feel able to
take their learning forward. Whatever is incomplete about the coaching
will normally be identified, discussed and made complete by a good coach.
After all, a coach's success is reflected in what clients and coachees say
about them. Most coaches rely on referrals or recommendations for
continued business. How a coach handles aspects of review, affirmation
and closure within a coaching assignment can have a great impact upon
people's impression of their services.
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Personal Development Plans
A personal development plan identifies areas that the coachee wants to
develop further, once the coaching has ended. Goals tend to be over a
longer period of time, e.g. months or years, rather than weeks. This might
typically include gaining new experience or qualifications, hitting targets of
earnings, health, fitness etc. It may also include commitments that the
coachee wants to maintain, like using a daily plan, or making a weekly
phone call to someone.
Personal development plans are especially useful in business, when used
by the coachee to focus specifically on their career development. They
form a record for the coachee of the main areas they want to improve in,
or goals they want to focus on. Also, these plans can be used to request
further training or support from colleagues, managers, training functions
etc. Once developmental goals have been met, the plan can be used to
demonstrate progress to others. This might be especially important where
an organization has a formal appraisal process, where financial reward is
linked to performance.
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Checklist – Key Elements of a Personal Development Plan (PDP)
The following are suggested headings (or columns) within a PDP
document:
1. Area of development
This is the general skill or competence, e.g. time management, financial
awareness, health/well-being, etc.
2. Development objective (goal)
This is what specifically the individual wants to do, e.g.:


Reduce my working day to eight hours



Be able to read and understand financial information relating to my
project



Improve my intake of food and drink during working hours
3. Behaviours to develop and demonstrate competency

This is what the individual will be doing more of, when they start meeting
their objective,
e.g.:


Use a weekly and daily diary, to prioritize and schedule activity, and
review these plans regularly with one other person



Regularly review financial reports relating to project area, spend
compared with budget, etc



Eat a healthy lunch every day, drink one glass of water for every tea or
coffee
4. Actions to create progress

This is what the individual must do to really get into action on their
objective. For example, book on a course, arrange a meeting, find a
mentor, etc. Agree on a date by when these arrangements should be
completed. Using the three categories above, we might choose:


Arrange meeting with Jo to agree what my current priorities really are
(10/07]



Arrange to see project accountant to understand what's important for
me to focus on (03/07)



Share my goal re food and drink with at least three other people and
request support (05/04)
5. Date to complete or review the objective

Here we record the relevant dates for completion or review of the initial
objective, e.g. 'Reduce my working day to eight hours.' It's often a good
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idea to put a review date in before the final date, in order to check
progress. For example, if my goal is to reduce my working day to eight
hours within a three-month period, a review point after a month would
make sense.
Other Ways to Encourage Ongoing Learning
If a personal development plan is not appropriate/possible, there are a
variety of other ways a coach might suggest for a coachee to continue
learning, including:


Book recommendations, titles, authors



Audiotape the coaching sessions and give the tapes to the coachee



Home study courses



Night school



Start a personal development group - a community of like-minded
people



Attend courses



Listen to training tapes/CDs



Get a colleague or friend to help focus the coachee on their ongoing
learning



Ask for regular feedback from friends or colleagues

The list is probably much longer, and a coach is limited only by their
imagination. The option should be both pragmatic and desirable for the
coachee. It's no good suggesting books to people who don't like reading,
or night school to someone who has to look after small children in the
evenings. Simple things work best, as they are most likely to happen. For
someone with a regular drive to work, maybe tapes for the car are good,
or for a long train journey a book might be a welcome distraction.
Make Sure an Individual Feels Supported
What's really great about a coaching relationship is the level of
involvement and support that a good coach can create for the person they
are working with. When that's gone, an individual may sometimes
experience that as a sudden withdrawal of support. To avoid this
happening, the coach needs to:


Prepare the coachee for the session's ending



Identify other potential ways the coachee may get support if that's
needed



Check back on the coachee shortly after the coaching has ended
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The preparation for the assignment to end will normally have happened
long before the final coaching session. This begins by initially setting goals
for the coaching assignment, reviewing progress, affirming learning,
preparing for ongoing learning, etc. However when it is actually over, and
the coach doesn't turn up the following month, some sense of withdrawal
may still be felt. One simple option is for the coach to make one or two
phone calls a little time after the coaching has ended. These don't have to
be coaching conversations, although there is an obvious opportunity to
offer a little reassurance, guidance or encouragement if needed.
Where the individual still wants and perhaps needs support, then the
coach might consider other ways in which they might have that. Options
of finding a 'buddy' or mentor can sometimes work, especially where the
coaching has been done in a business environment. Where the sponsor of
the coaching is actually the coachee's manager, perhaps they might be
willing to meet with the coachee on a regular basis to discuss their
performance or progress.
This option has some advantages, in that the manager becomes more
involved in what's happening with the individual who works for them. One
disadvantage might be that the boss simply isn't the right person to listen
to the coachee, maybe they're too busy, or perhaps the coachee doesn't
feel able to discuss certain issues with them. Other alternatives within
work might be a friend or colleague, someone in the training or
personnel/HR department etc.
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Checklist – Are We Complete?
At the closing stages of a coaching assignment, ask yourself the following
questions to make sure the sessions are complete:


Have you had a conversation with the coachee to find out what they
thought of the coaching?



Is the coachee comfortable that the coaching is coming to an end?



Does the coachee now have other goals or learning objectives, e.g.
how they might improve even more at something?



Is the coachee clear about how their learning can be supported from
now on, e.g. asking for regular feedback from colleagues, finding a
mentor, etc.?



Are there any other stakeholders you need to update or complete the
coaching process with, e.g. managers, training department, etc.?
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The Coaching Toolkit
A ‘toolkit’ is a form of extra support to an existing process or way of
working. It is, as it sounds, a ‘tool’. Which is there to aid the way in
which we approach our day to day work.
What we have put together, is a pack containing information and
exercises which may help you with your coaching assignments.
There are endless scenarios that could arise in the world of learning and
development, and it would be impossible to address every situation.
The way in which you use the ‘Toolkit’ is therefore very flexible. It is
more a case of addressing each situation on an individual basis, using the
coaching methods that you have learned and which are supported within
this ‘toolkit’.

Preparing to Coach
Your Own Preparation
It can be important to think through how you will prepare for a first
meeting. The following are a few examples:


Refresh your mind on coaching material (e.g. GROW) as this will help
you to focus on issues that may arise



Be prepared to take notes during the meeting as this will enable
agreed actions to be followed up effectively



Have a draft list of ground rules ready for discussion

Ground Rules for Coaching
When entering a longer-term coaching relationship, it can be very useful
to lay some ground rules as to the areas of discussion you will undertake,
eg:


Agree what can be kept confidential and what may be taken outside of
the coaching relationship.



Agree the frequency of coaching sessions, whether they be formal or
informal (e.g. phone calls) meetings.

The list could also form a useful basis for your future coaching sessions.
Setting an Agenda for the First Meeting
The first meeting could well establish the format for future coaching
sessions and it could therefore be beneficial to have an agenda in place.
You should also bear in mind that this could be something new for certain
people, and not completely understood.
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A suitable agenda should make both parties feel at ease and be a good
basis for the relationship to build upon, eg:
Introductions.
If the person you are coaching does not know you, say something about
yourself and your background, including your experience. Follow this up
by asking about their background


If they are new to their current role, check that everything is going
well and let them discuss any anxieties they may have



Give an overview of your role and discuss each others expectations
with regards to future meetings



Discuss any ground rules



Agree on the date of your next meeting and to follow up any action
points that may have been agreed

Follow-Up
It can be important to spend a little time after your meeting to reflect on
it and consider your own actions during the meeting, e.g.:


Is your role clear to the person that you are coaching?



How has the meeting gone?



Did you ask good questions? Were they open and thought provoking?
e.t.c…



Have you any action points to carry out?
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Coaching Records
To ensure we maximise the effectiveness of our coaching sessions it is
imperative that we record the details of the meeting/conversation.
This will help to:


keep a record of what was discussed during the meeting



monitor feedback received from the coach/coachee



focus on any action points to be followed up by the coach/coachee, and
by when



assist ongoing development by linking coaching sessions together
(e.g., Where were we then? Where are we now?)



support self-development within Performance Management

The way in which we record the coaching events is very much down to
personal preference, however the coachee is usually responsible for
making the record and thereby taking ownership of their own
development.
There will be no right or wrong way of keeping these records, as long as
whatever details are taken reflects that of the meeting and confirms any
action points to be followed up by either the coach or coachee. A copy
can always be given to the coach for their own record, if required.
To assist you, there is a copy of a Coaching Record which may be useful in
tracking your Coaching sessions.
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Coaching Record

Name

Development Need
Or Problem

Goals/Objectives

Reality
(why there is a need
for
coaching, what is
happening now)
Options
(Alternative solutions)

Will
(solution/action
chosen
and why)
Start/End Date

Feedback/Review
Sessions
(Formal) Dates
Result
Next Steps
Coach:
Signatures
Coachee:
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Coaching – Observation Sheet
Examples of Behaviours observed
GOAL

REALITY

OPTIONS

WILL
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PRACTICAL COACHING SKILLS
A COACH IS:
A person who guides people to achieving results and helps them
develop.
A coach needs to know:
 Who the person is
 What they can do
 What their goals are
 How to help them achieve goals
Coaching is…
About individual people

You need to know a person
and develop a positive
relationship with them

Relationships should be
mutually respectful and not
encounter common status
issues

Each individual will respond
differently and you must
know how to work with them

What works well with one
person may not work with
another
A process not an event

Coaching is never finished, it
is a continuous 2 way process

Coaches constantly look for
opportunities to coach, often
spontaneous rather than
planned

Good skills take time to
develop, not always
successful with everyone,
need to learn by experience

To be truly effective coaching
must happen at every level in
an organisation

Lack of time is no excuse not
to coach

About asking open
questions

Realising you do not have
all the answers all the time
is a major strength of an
effective coach

Asking the right questions
prompts self development
and draws people in

Deflect questions to the one
asking to help them work
solutions out for themselves

Open coaching questions
cannot be answered yes or
no
- how do we solve this?
- tell me about…?
- how will you achieve that?
- what did you think of…?
- what do you need?

To ask the right questions,
you have to know how to
listen

Use silence effectively, do
not stop a person from
thinking
Keeping team and individual
focused on goals

Focus staff and work on
reaching all goals

People have to ‘own’ their
goals. Gain their buy in by
letting them set their own
goals
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Who can be coached?
Anyone, from top executives to
new staff. Each will have their
own starting points and needs
but the outcome will be the
same: overall performance
improvement
Benefits to the coach
Becoming a coach can
increase your own
productivity

No longer feel responsible
to do every little thing

Share responsibility for
success and failure

Develop better
relationships with staff,
who in turn will perform
better

To develop your coaching
skills, always ask
yourself the following
three questions:
Did you raise
awareness?
Did you generate
responsibility?
Did you change
behaviour?
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Stages of one-to-one coaching
Think of the following stages, not as a closed series but
as a circle with gaps. Not all coaching uses all stages at
all times. Use assess, evaluate and feedback
consistently. For longer term processes e.g. end of year
review you will often going through more of these
stages
1. Initial fact-finding




Assess where a person is
now. Let staff explain in
their own words what they
know
Make sure that you have
got it right, listen,
summarise

4. Get agreement on the
facts









Praise what they do well
Briefly describe the
opportunity to develop
skills
Mutually agree goals and
desired outcomes of
coaching sessions







Listen actively, an
individual is best person to
define challenge/problem
with your help
Work with staff to
determine their goals and
expectations. They should
be, reasonable realistic,
measurable, and attainable
in a defined time

Ask questions and listen
Encourage staff to come
up with their own goals
and solutions, guide to
other options if solutions
are not adequate or
practical

6. Prioritise the options


3. Define the
challenge/problem

Clarify and summarise to
gain understanding and
agreement

5. Search for options


2. Set the stage

8. Define the schedule



Evaluate consequences of
each proposed actions
Rank in descending order
of preference



9. Praise achievements
again







Determine specific steps
and actions needed
Create and encourage
learning opportunities

Let staff know how they
specifically contribute to
team/branch etc.
Always leave someone on
an ‘up-note’

10.Follow up and back to
step one




7. Develop an action plan

Be clear on critical path
and deadlines
Don’t leave it as a ‘when
ever you have time’ action



Find out what a person has
achieved
Evaluate performance and
give honest assessment
Avoid trying to argue
Practice positive
discontent, let staff be
proud of achievements but
not content, continually
stretch them without being
negative

 Have you addressed the situation in
hand?
 Did you raise the awareness of the
coachee and generate responsibility?
 Did you consider all options available
to encourage self-development?
 Have you agreed on any action plans
to be followed up?
 Is there anything I could have done
differently?

©Sales Training International Limited

Page 131

The Twelve Coaching Competencies
Active Listening


Opening your mind to what is being said and not said



Compare to listening to an orchestra – all instruments and sometimes
discord



Listen to tone and pitch of voice



Listen for key words which are repeated
e.g.

“I’ll try to” means they expect to fail.
“I should do so” means they are not committed or
don’t really want to

Questioning Skills


Follow their interest and go at their pace initially



Direct questions towards the future – use the past experience to
explore the future



Questions come from what the person is saying
E.g.

“How do you see yourself achieving that?”
“When will that be completed?”
“How could you do better next time?”



Avoid “closed” and “why” questions.



Be aware of voice, tone and pitch.



To access the past ask:
“When were you doing that?” (e.g. Working on that topic)
“Where were you?”
“Who else was with you?”
“So what happened?”

Giving Praise and Recognition


The link between self-esteem and effective performance



Best place to start is in reviewing actions



Encourage the other person to acknowledge their own successes

Building Rapport


Matching and mirroring body language
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Concentrate on what you have in common, to overcome resistance and
distrust



With rapport it is easier to accept change and feedback



Tune into their speech patterns and pace

Creating Trust


Takes time to ‘build’ – you can’t “do it”



Be supportive and non-judgemental



Commit to the relationship and their success



Don’t be manipulative

Being Non-Judgemental and Objective


You are there to help the person commit to decisions and make things
happen



Are your prejudices, inhibitions, values or thoughts appropriate?



Balance between personal judgement and management judgement –
but if you can, let them explore their options first



Avoid getting too involved – notice your emotions, feelings

Being Candid and Challenging


Tell the truth as you see it but you must be in rapport first



Speak frankly from an objective position
e.g.

“You seem to be avoiding implementing that, what’s
getting in the way?”



Point out first that their words and actions are inconsistent



Aim to have the other person challenge themselves
o

e.g.

“How do you know that?”



“What evidence do you have for that?”



Watch your tone and pitch of voice

Working from Others Agendas


Difficult – we are used to working from our own wants



Put your issues aside and start from their agenda, their wants



“Suitcasing”, keep it shut at first – but open if necessary to build
empathy



Remember you are giving your time and attention to the other person
– not striving for their attention



e.g.

“What do you want from this session?”
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“What is important to you about…?”
Giving Encouragement and Support


Make sure actions match your words – behave like a coach in thought
and deed



Making time for people



Actively giving encouragement



Make encouraging noises and statements



Encourage them to see what is possible



You may not see their picture – but review their actions and be
prepared to be surprised

Focusing on Future Opportunities


Which quadrant do most of your conversations fall into?



May take time and patience – but keep steering the conversation
towards Future Opportunities



Future Basing – mentally rehearse a future scenario
o

e.g.




If you achieved that what would you be doing 10
days from now? etc…
What would you be seeing, hearing, feeling?

Imagine your way into the future
Future

Problems

Opportunities

Past
Getting to the Point


Turn the discussion into a decision (WILL)



Get a sense of what’s going on – and then intervene to get to action



Look for where they are avoiding an issue - ? obstacle



Clues include change of voice or body language
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Observation Skills


The ability to collect additional information from the performer.



Notice eye movement:
o

looking up they may be visualising

o

looking down they may be emotional

o

rapid side to side they are thinking things through

o

Give them time to process, avoid interrupting

o

Watch facial tension etc

o

Allow your eye to notice the whole person – unconsciously you
will pick up clues about their state of mind
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Performance Coaching
The purpose of Performance Coaching is to raise the performers:

AWARENESS

RESPONSIBLITY

“self directed
appropriate focus to
gather information to a
high quality”

&

“the performer’s choice
to ‘own’ a task, to see it
through to completion”

By the Coach’s use of EFFECTIVE QUESTIONING
CONSTRUCTION






ask open questions
use what, when, where, who, how much, how often
start broad and then narrow to increase focus
follow their interest
use their words

PROCESS
Ask – Listen – Observe
In the following sequence:
G
R
O
W

- Goals
- Reality
- Options
- Will

What do you want?
What is happening now?
What could you do?
What will you do?

©Sales Training International Limited

Page 136

Goal








What is the aim of this discussion?
What do you want to achieve long term?
How much personal control or influence do you have over your goal?
What is a short term goal on the way?
When do you want to achieve it by?
Is that positive, challenging, attainable?
How will you measure it?

Reality











What is happening now?
(WHAT, WHEN, WHERE, HOW MUCH, HOW OFTEN)
Who is involved (directly & indirectly)?
When things are going badly on this issue, what happens to you?
What happens to the others directly involved?
What is the effect on others?
What have you done about this so far?
What results did that produce?
What are the major constraints to finding a way forward?
What is really going on? (intuition)

Options






What options do you have?
What else could you do?
What if…? (time, power, money, etc.)
Would you like another suggestion?
What are the benefits and costs of each?

Will









What are you going to do?
Will this address your goal?
When are you going to do it?
What could arise to inhibit this action?
How will you overcome them?
Who needs to know?
What support do you need?
How will you get that support?

Rate on a 1 – 10 scale your willingness to take this agreed action.
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Overview of Skills Practice Scenarios
During the next section, you will find some examples of scenarios which
may assist in your future coaching sessions.
They are only examples and may not directly match that of the current
situation, however they may be useful as a guide in recognising areas for
development.
The main objectives being to demonstrate that effective coaching can be
used to:







build rapport
build trust
raise awareness
generate responsibility
generate commitment
build motivation

Once you have established the scenario you should adopt the GROW
method of coaching by asking effective questions, to address the relevant
situation. E.g:
What do I need to ask to help the Manager consider their options?
 empathise to encourage relationship building
 consider what help the staff member may need from the Manager
 consider other areas to encourage self-development
What could I ask to generate understanding of the
goal/objectives?
 To raise awareness of skills/knowledge and to generate responsibility
(e.g. encourage the Manager to come up with their own solutions as to
how to move the issue forward)
 To generate commitment to take on the task
If the Manager is demonstrating that support is required with
regard to their own behaviour, what could I ask to raise
awareness to this?
 Were they positive, open minded?
 Did they lack confidence in their own ability?
 Do they always look for someone else to blame?
At the end of the section you will find an area for you to record your own
scenarios that may arise for you to make future reference to.
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The sales person in one of your outlets has under performed against their
Performance Management Plan for the past year. The Manager has
approached you for ideas on how they can deliver a “fall short”
assessment to the sales person in a positive way as she feels the sales
person has the ability to develop further and does not wish to de-motivate
them totally.
What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?
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The Manager has recently been appointed to the role in a busy outlet.
They possess good sales skills, developed through their three years as a
good sales person.
Whilst they are keen to undertake the role, they express some concern at
their ability to undertake appraisals as they do not have any experience in
this important area. You agree to meet the Manager in order to coach the
required skills from them.
What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?
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The Manager is very new to the role, having previously been a successful
sales person for three years. They have approached you as she heard
from her peer Manager’s about the need to have effective action plans for
their sales targets. Whilst she has been involved in planning successful
campaigns in the past (as a member of staff), she has never completed an
actual action plan before. She has requested your assistance in the basics
of action planning.

What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?
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The Manager has been in the company for nine years and in the current
role for eighteen months. The Manager has a good attitude but the
outlet’s performance is only “fair” which, considering the experience of the
Manager, should be much better.
The Manager finds that there are so many demands on their time, and are
finding it difficult to manage their time effectively especially with regards
to coaching their staff.
What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?
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The Manager has been in the Company for ten years, covering most junior
roles adequately, without excelling in any specific areas. They have
approached you with a concern about the outlet’s progress as she feels
the targets were “imposed” on her and are too demanding to be
achievable. She feels de-motivated and this attitude is consequently
spreading to her other sales staff.
What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?





©Sales Training International Limited

Page 143

The Manager is unhappy about a letter of complaint that in itself
complains about the way in which the Manager dealt with a complaint.
The research shows the response to the customer indicates no ownership
of the problem, no empathy, no positive alternative suggestion as a way
forward and a rather terse tone to the letter.
The Manager feels they handled the complaint “according to the book”.
What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?
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The Manager is successful at selling and the outlet achieves good results.
During their absence, a relief Manager has feedback to you that the staff
in the outlet lack of enthusiasm and are unhappy with the Manager’s
methods of communicating to them. They find the Manager brusque and
disorganised and complain they often find out about things from
colleagues working in other outlets within the cluster.

What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?
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A Manager of four years experience, who is generally liked by the outlet
staff, has approached you for ideas on how to improve the staff’s
customer service as Customer Service Indicator scores have been poor.
In particular their seems to be difficulty in using the customers’ name and
delivering a farewell greeting. The Manager has told the staff many times
about what is required of them but they still appear to forget the basics of
good customer service.

What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?
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An ambitious Manager appointed six months ago has produced a
reasonable sales performance during that period. The Manager
perceptively feels there must be more to Sales Management than merely
monitoring performance against targets and circulating the figures to his
team and has asked for your help in enabling him to become more
effective and professional.
What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?





©Sales Training International Limited

Page 147

During your coaching sessions a Manager is demonstrating a very positive
‘ can do ’ attitude. However Sales and Customer Service results seem to
suggest that something, within the team, is not quite as it should be.

What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?
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What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?
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What could I ask to help the Manager consider their options?




What could I ask to generate understanding of the
goal/objectives?




If the Manager is demonstrating that support is required with
regard to their own behaviour, What could I ask to raise
awareness to this?
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Summary
We hope you have enjoyed working through this Coaching to Improve
Performance Manual and that you now have the skills, knowledge and
motivation to attempt some of the new ideas presented in the manual.
Research shows that those who plan to be successful usually are, and
those that fail to plan usually fail.
Therefore, we have included an Action Plan as the final exercise in this
manual so you can plan your future success. This can be completed by
yourself or in conjunction with your manager.
Good luck and best wishes for your success!

SALES TRAINING INTERNATIONAL LTD

For more manuals on related subjects, please visit the
website at www.salestrainingintl.com
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Ideas into action
Use this sheet to record your ideas for implementation at work. Use it during the course and as a check of progress back at
work.
What are my
key learning
points?

What will I stop
doing as a
result of this
event?
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What will I try
that is new?
When will I try
it by?

What new
objectives do I
want to achieve
and by when?

What actions
will I take to
ensure I achieve
my objectives?
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What support
will I require?

How will I know
that I've been
successful?

What are my
key learning
points?

What will I stop
doing as a
result of this
event?
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What will I try
that is new?
When will I try
it by?

What new
objectives do I
want to achieve
and by when?

What actions
will I take to
ensure I achieve
my objectives?
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What support
will I require?

How will I know
that I've been
successful?

Appendix – Coaching Overview Document
What is this?


An overview of coaching

What does it do?


Gives someone an initial understanding of coaching, what it is, possible
benefits, etc



Encourages a coachee to begin thinking about any goals or objectives
they might have

When might I use it?


During initial discussions about the potential of coaching



When beginning a new coaching relationship, to give a new coachee
some background information or reading

Introduction
A coaching overview document is intended to:


Give an overview of personal coaching what it is, how it works and its
potential benefits



Describe what you can expect from your coach, and what your coach
will expect from you



Encourage you to think about how coaching might benefit you

What is Personal Coaching?
Coaching is a form of learning, where a person - a coach - supports
someone else – a coachee - to create learning and self-development in a
way that benefits them.
From early forms of transportation, i.e. stagecoach, or rail coach, the
word 'coaching' literally means to transport someone from one place to
another. One thing that all forms of coaching seem to have in common is
that people are using it to help them move forward in a certain direction.
One simple example is probably that of a sports coach. Here, the coach
supports the individual to improve their performance and get better
results - depending on what they want to achieve. For a golfer, the goal
might be winning a major tournament, or simply improving their grip. The
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role of the coach is to apply specific principles of success, in a way that
creates experiential learning and improvement for the golfer.
Coaching is normally a conversation, or series of conversations, one
person has with another. The coach intends to produce a conversation
that will benefit the other person, the coachee, in a way that relates to the
coachee's learning and progress. Coaching conversations might happen in
many different ways, and in many different environments.
For example, coaching might consist of two people talking in a room about
things the coachee wants to change. This is sometimes called 'off-line'
coaching. It might also be one person observing another person doing
something, e.g. chairing a meeting, then discussing that afterwards. This
can be called on-line coaching.
Why do people have coaching?
People enlist the services of a coach because they want to improve their
situations and achieve goals. They want to learn new ways of thinking and
approaching situations, in order to get better results. Common goals
might be being more organized and effective at work, gaining confidence
in certain situations, or simply relating to other people more effectively.
A skilled coach uses a combination of observation, questioning, listening
and feedback to create a conversation rich in insight and learning. For the
coachee, they will experience a focus and attention that enable them to
develop a greater awareness and appreciation of their own circumstances.
In addition, they'll also create new ways to resolve issues, produce better
results and generally achieve their goals more easily.
Common benefits people experience from coaching include:







Improved sense of direction and focus
Increased knowledge of self/self-awareness
Improved ability to relate to and influence others
Increased motivation
Improved personal effectiveness, e.g. focused effort
Increased resourcefulness/resilience, e.g. ability to handle change

What coaching is not
Coaching is none of the following.
Structured training, e.g. classroom learning
Structured training relates to a fixed agenda of learning, and a prepared
approach to making that learning happen. For example, if you were being
trained in a classroom to use a computer, the trainer would often use a
structured approach to making sure you learnt a certain amount of
information, within a certain time frame.
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Coaching follows a more flexible format, according to the coachee's
objectives. Both the coachee and the coach influence the direction and
content of sessions. Coaching also places real responsibility for learning on
the individual and encourages learning to continue after the session.
Therapy, psychoanalysis, psychotherapy
Whilst coaching is not therapy, and should not be viewed as therapy, it
does provide a viable alternative to people who may have previously
considered some form of counselling to resolve a situation.
For example, coaching promotes a greater self-awareness, and fuller
appreciation of our own situations and circumstances. Sometimes, change
can be promoted by a simple shift in perspectives. Barriers of self-belief
such as 'I can't' or 'I don't' can be challenged in order to encourage fresh
approaches and ideas.
A way of someone else solving your problems for you
Coaching is based on the principle that an individual is ultimately
responsible for their lives and the results they're getting. If we
acknowledge that we are responsible for something, it follows that we
have power and influence over it. For example, if you're not getting the
results at work that you want, a coach might encourage you to:




Understand that situation more clearly
Develop new ideas or approaches for such situations
Take constructive action that gets you the results you want

What a coach will not do is instruct you to go and do something specific,
or go and do it for you. If they did, the coach would be taking
responsibility - and so power - away from you.
What you can expect from your coach
The role of coach provides a kind of support distinct from any other. Your
coach will focus solely on your situations with the kind of attention and
commitment that you rarely experience elsewhere.
Your coach will listen to you, with a genuine curiosity to understand who
you are, what you think and generally how you experience the world. Your
coach will reflect back to you, with the kind of objective assessment that
creates real clarity. During conversations, your coach will encourage you
to rise to challenges, overcome obstacles and get into action.
A coaching relationship is like no other, simply because of its combination
of objective detachment and commitment to the goals of the individual.
Because the relationship is based on trust and openness, the contents of
your discussions will be confidential. Where a third party has requested
the coaching for you, we will agree with you the best way to keep them
involved or updated.
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What your coach will expect from you
In return, your coach will encourage you to stay committed to the
coaching process. That means showing up for sessions, taking your own
notes where appropriate, and keeping any agreements you make during
sessions.
In addition, your coach needs you to be open to the potential of coaching.
That means contributing to conversations honestly and openly. For
example, if something isn't working, your coach needs to know. If you
have concerns or problems, voice them. If you know why a problem is
occurring, say so. The strength and power of coaching relates strongly to
the level of openness and trust between the coach and the coachee.
How might coaching benefit you?
The following questions will help you begin to form goals for a coaching
relationship.
They are not intended to identify specifics, but rather encourage thoughts
or ideas.
Please take a few minutes to sit quietly with the questions, writing down
your answers on a blank sheet of paper.
1. What current goals (if any) do you have relating to the
following areas:
(a) Your work, e.g.
 Personal performance/effectiveness
 Career development, progression
 Ability to lead/manage others
 Motivation, fulfilment
(b) Your lifestyle, e.g.
 Work/Life balance
 Social life
 Hobbies/Interests
(c) Your relationships with others, e.g.
 Your partner
 Your immediate family
 Your friends
 Your extended family, i.e. relatives
(d) Your learning/development, e.g.
 Life experiences
 Formal training/development
(e) Your sense of contribution, e.g.
 At work
 At home
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 In your community
(f) Your health/well-being, e.g.
 Health
 Nutrition and eating patterns
 Fitness, exercise, relaxation etc.
2. Thinking about your current circumstances:
 What would you like to do less of?
 What would you like to do more of?
3. What would you most like to change right now if you could?
4. What's going really well for you right now and you'd like to
build on? E.g. do more of it, or make it even better.
5. In what ways do you currently obtain learning?







By experience, i.e. doing things
Formal study, e.g. taking qualifications
Through observation of others
Reading, listening to audiotapes, etc.
Structured training, i.e. courses
Mentoring or coaching relationships, e.g. discussion,
feedback

6. How much does your level and style of learning support your
goals and objectives?

Coaching Overview
Hopefully, you'll now have gained a better understanding of the
opportunity of coaching. Perhaps you've also begun to think about your
own situations and goals, and are beginning to imagine how coaching
might support you.
If you are preparing for a coaching relationship, please bring your
responses to the above questions to your coaching session. Your coach
will then be able to help you clarify your thoughts and ideas further.
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