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Part I

Building the Coaching Perspective

Learning to be a Good Coach and Mentor

The good news is that both coaching and mentoring are learnable skills.  While some of us may possess all the qualities required to become very good coaches (and mentors), others among us may have to spend time learning and applying some of these qualities.  With commitment and regular practice, all of us can become competent coaches (and mentors) at the very least.

A sound body of knowledge about coaching and mentoring theory and practice is within easy reach.  Our suggestion is to get to know the theory, the frameworks, the tools and techniques and you are off to a good start.  To be a good coach or mentor you will also need to be a good listener, be able to ask the right questions and be a committed and dedicated learner.

Regular coaching (and mentoring) practice, accompanied by plenty of specific feedback is the only way to build your skills and capability as a coach (or mentor).
Find a colleague who can, from time to time, act as an independent feedback-giver.  HR is prepared to help. More than likely, this person will be a friend who can help you plan a coaching session, sit in on a coaching session, debrief a coaching session – preferably all three.  

The line manager who places coaching at the very heart of his or her role will see not just a different order of result, but the renewed spirit of those he or she manages.  He or she will experience the profound joy of seeing others flourish.  That is something to get out of bed for. 

Myles Downey November 2001

Gradually, as you spend more and more time as a coach and mentor, helping individuals (and perhaps teams) with different development and performance agendas, you will become a more relaxed coach and mentor.  You will still use the coaching tools, techniques and practices that you have learned, but you will be in the flow as a coach.  You will be using these tools flexibly and spontaneously.  And your coaching and mentoring prowess will have improved markedly.

Coaching is directly connected to the execution of strategy at BNL.  There are many possible benefits:

· Accountability is clarified and overlaps or gaps eliminated
· Performance is enhanced and productivity can be increased
· Improved morale results from knowing your job and doing it

· Better leaders are developed (not born)

· More value from our salary dollars
What Makes Good Coaching and Mentoring Performance

Here is a simple formula that begins to sum up the underpinnings of good coaching (and mentoring) performance:

Coaching and mentoring performance = knowledge X ability X skills

Activity:

Complete the following task:

	How would you improve this formula to make it more robust and helpful?

Coaching and mentoring performance = ----------------------------------------------------



Read no further until you have answered this question.

There are at least two areas that the formula should address.  The first is motivation – perhaps you used the word drive, energy, goal, incentive, motive, need, commitment.  The second is experience, which relates to the expertise you have already developed as a coach over time.  The third area that should be included is practice – obtaining regular coaching and mentoring practice that includes feedback on your performance from the coachee and, at times, from a colleague who acts as an independent feedback-giver.

So, to restate the formula to include all these components:

Coaching and mentoring performance = knowledge X ability X skills X motivation X experience X practice X target
In reflecting on how you might become a good, or even better, coach or mentor a useful starting point is to think about these components and where you stand on each of them.

Rate yourself using the framework below.  

	Coaching Capability
	Low, Medium, High

	
	

	Knowledge
	

	Ability
	

	Skills
	

	Motivation
	

	Experience
	

	Practice
	

	Goal setting
	


The Power of Coaching and Mentoring

Effective coaching and mentoring are potentially powerful tools for development and performance improvement.  There are obvious preconditions – the person providing the help and support needs to be capable and the learner (or coachee/mentee) must be receptive and committed to improving her or his performance.

Activity:

Consider this question.  

In all your experience at work, who has had the greatest impact on your learning, development and performance?

Outside of work, who has had the greatest impact on your development and performance?  Why?  What did they do?
Read no further until you have answered this question.

While there is probably no universally acceptable answer to the above question it would not be surprising if the most frequent answer is one’s boss.  This relationship, between an employee and his/her manager, very obviously has the potential to impact performance strongly in either a negative or positive way.  

This argument was used by the Mobil Corporation in the late nineties to justify the introduction of a significant global coaching initiative.  In a paper to the 1999 International Coaching and Mentoring Conference in London, Mobil summed up their argument for introducing a widespread manager as coach program as follows:

The relationship between managers and their direct reports has the greatest impact on performance.
For Mobil, the manager’s role as a coach became a key driver for performance and development.  

	Draft Enterprise Coaching and Mentoring Principles
	Yes/No

	1.  Coaching and mentoring are two significant means for helping to develop individuals to deliver BNL’s strategy.
	

	2.  All employees need to learn as much as they can from the experienced people with whom they work – learning from all work relationships, more particularly from a coach and from a mentor, is expected at BNL.
	

	3.  All managers must be good coaches while some may choose to become mentors.  A good leader can assess the situation and decide whether coaching or mentoring is needed.
	

	4.  Coaching is usually a line activity, performed by one’s boss, while mentoring is off-line.  The skills that underpin good coaching and mentoring are somewhat different
	

	5.  Human Resources will help you find the right balance between coaching and mentoring with your people.
	

	6.  Human Resources has the resources to make you a better coach, mentor or coachee.
	


Coaching Styles

Activity:

Before proceeding any further, consider and answer the following questions:

1.  Can a manager use a directive style in a coaching discussion?
2.  Is a directive style incompatible with coaching?

There is often a great deal of confusion about management styles and coaching styles, the implication being that, at times, they may be in conflict.

For example, a manager who frequently adopts a directive style of management may find it hard to access the non-directive style that may be needed in a particular coaching situation.

On the other hand, accessing a non directive management style in the wrong situation or too frequently may also have its downsides.
If a manager sees his/her role solely in terms of coaching, then he/she will probably fail to exactly the same degree that traditional managers are currently failing who do not recognize coaching

The way out, of course, is to accept that being a good manager, and being a good coach, requires flexibility.  While we believe it is important for managers to wear a coaching hat frequently, this hat may not be appropriate in some situations.  

Perhaps the most useful perspective on this argument is to put it to look at it from another perspective.  Coaching can range from the directive to the non-directive.

Coaching is the art of facilitating the performance, learning and development of another.  The word facilitating draws attention to an important issue.  

Facilitating means more than ‘to make easy’, although that is desirable too.  Facilitating implies that the person being coached has the capacity to think something through for themselves, to have an insight or some creative ideas.  This in turn means that the coach has to give up on the assumption of having the right answer.

The role of the coach is rather to enable the coachee to explore, to gain a better understanding, to become more aware and from that place to make a better decision than they would have made anyway. 

This means that accessing a non directive coaching style is likely to be more productive than using a directive approach.  The latter is not likely to be of much help to a coachee in achieving greater understanding and self-awareness. 

Downey himself strongly supports the non-directive approach, but he adds the following qualifier:

Despite my passionate insistence about the limitations of a directive or ‘tell’ approach, it is important to understand that the ‘directive’ end of the spectrum is available to you as a coach too.  There will be times when you know the answer and the coachee is stuck; and there will be times when your coachee needs some feedback or advice. In these situations, to withhold an answer or some feedback or advice would not be helpful.

Myles Downey (1999, p19)

Here is a useful model for understanding the push and pull associated with using a directive or non directive approach.  It also identifies the skills used in each approach.  How does it compare with your answer at the beginning of this section?
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Figure 1 – Non-Directive and Directive Coaching

This reinforces the important point that the only suitable coaching style is one based on considerable personal flexibility of the coach which is reinforced by Landsberg (1997, pxii) who says:

To bring about change or transformation, we must follow a ‘way’.  The ‘way’ involves a harmonious interplay between apparent opposites – for example, coach and coachee, asking and telling, developing the coachee’s skills and delegating by the coach.

The ‘way’ relies as much on intuitive wisdom as it does on rational thought.

Think about a person who you must coach (are coaching).  The needs and style of the person you are working with (the coachee) will help you define which choice to make.  What have you done so far?  What other choices should be made?
The Learning Process

The major reasons why people do not learn as effectively as they could, are described by Mumford:

Six Reasons Why People Do Not Learn Effectively

1. They do not recognize an activity as learning – they simple see it as ‘doing a piece of work’

2. They partially recognize something as involving learning, but fail to use the opportunity fully

3. An off-the-job learning experience is badly designed and/or implemented

4. The opportunity for learning is provided in a way which fits poorly with the way in which an individual likes to learn

5. The learning opportunity is not perceived as relevant to the needs of, and benefits sought by, the learner
6. There is no opportunity
These reasons cover two key areas, first the how of learning and second the motivation to learn.  This means that the learning agenda for coaches and mentors needs to be both inward and outward-focused.

Every coach and mentor needs to be a committed learner and to consider:

· how she or he learns 

· whether the coachee wants to learn 

· how the coachee learns 

· how to help the coachee learn and learn to learn 

There Are Four Main Ways That People Learn
	
	Doing
	

	Feeling        
(Intuitive)   
	
	Accessing Others

(Empirical Evidence)

	
	Thinking
	


These are the basic kinds of experiences that trigger learning.  People tend to favor one of these over the others.  Good coaches help their coachees use the other methods, e.g., doers need to think and thinkers need to do for improved learning.
The experience is processed in this sequence.
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Figure 6 – The Learning Cycle

The Learning Cycle 

Consider how a young child may come to learn not to touch a hot stove.  Using the Learning Cycle and breaking the process down into stages, it may look like this:

1.  The child touches the stove and feels the pain – having an experience
2.  The child associates this pain with the stove and thinks about the connection –reviewing

3.  The child reaches a conclusion from the experience that stoves hurt if you touch them – concluding
4.  The child plans to do something different next time – not touch the stove - planning 

Learning Experience Explained

DOER
Involve themselves fully and without bias in new experiences.  They learn best from relatively short here-and-now tasks

THINKER
Like to stand back to ponder experiences and observe them from many different perspectives.  They learn best from activities where they are able to stand back, listen and observe.

ACCESSING OTHERS
Adapt and integrate observations and information gathered from others into complex but logically sound theories.  They learn best when they can review things in terms of a system, concept, model or theory.

FEELING
Are keen on trying out ideas, theories and techniques that feel right to them.  They learn best when there is an obvious link between the subject matter and their personal experience.

Activity:



These are related styles for coaches.
Select one of the four boxes below that represents your dominant style.  
DOER coaches are: 

· likely to help by exposing the learner to new learning situations and giving him or her unfamiliar tasks to do that he or she will learn from 
· less likely to help in standing back to allow the learner to do and learn things
THINKER coaches are:

· likely to help by not taking too dominant a role in the coaching relationship

· less likely to help in responding quickly to unexpected requests for help
ACCESSING OTHERS coaches are:

· likely to help by aiming for clarity of structure and purpose in coaching assignments 
· less likely to help in making use of information and situations which conflict with their own ideas or theories
FEELING coaches are:

· likely to help by using learning opportunities that are relevant and that have a clear and immediate pay-off 

· less likely to help in encouraging new ideas and fresh approaches that they may regard as too far removed from practical reality

Think about how you can use this knowledge to help your coachee become a better learner in future.  Think about the possible downsides of your dominant style and consider the flexibility you will need if your coachee has a different learning style.

Activity:


 A Simple Coaching and Mentoring Framework

This framework is also based on the GROW model.  The Four A’s Coaching Framework is designed to be easier to recall while still being underpinned by the key elements of the GROW model.
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Figure 12  The Four A’s Coaching Framework

We will use this Four A’s framework at BNL when we coach to improve performance and productivity.
The specific content of each step is as follows:
	1.  AGENDA
	2.  ANALYSIS

	Think About the Topic:
· What is the broad topic area?

· What is its importance to the coachee?

· What are its longer term implications?

Think About the Goal for the Session:
· How can the coachee be involved in setting the agenda?

· What is likely to be a productive purpose or goal?

· Can the goal be achieved in one session or could more be needed?

· Think about the goal in terms of something SMART


	Observe the Reality of what’s happening:

· How can an accurate picture of what’s going on be obtained?

· How do the bits fit together and the pattern emerge?

· How will the diagnostic work be used during the session?

· How can a better understanding of what’s going on be obtained?

Think About the Options available for what can be done:

· What is it possible for the coachee to do?

· How can the coachee be encouraged to be creative about what can be done?

· How can all the possibilities be listed without judgment or evaluation?



	3.  AGREEMENT
	4.  ACTION

	Think about how to reach an agreement that represents a win-win outcome:
· How do we state development need constructively and clearly?

· What can be done to ensure there is mutual agreement about how to proceed?

· What can be done to strengthen the coachee’s level of commitment to the agreement?

· How can the most appropriate course of action be defined? 
· What are the likely consequences for not changing/learning?

	Think about what action is needed:
· What could arise to hinder the coachee in taking the agreed action?

· What support does the coachee need for action and from whom?

· Who will do what, when?

· What commitment on a one-to-ten scale does the coachee have to taking the agreed actions?

· What record will be required of who does what, when?


Four A’s Coaching Plan (Sample)

Pre-Meeting Thoughts

1.   Agenda

· Joe’s people aren’t growing their skills in budget analysis or strategic focus.  These are key requirements for meeting the performance standards.

· The ability to develop your people is a critical leadership requirement at BNL.

· Joe won’t be promotable to bigger jobs and may miss key targets this year if his people remain unable to react to and/or adjust spending to agreed-upon levels so that cash is available for new projects in 2008.
2.   Analysis
· At the budget review, Joe’s people could not answer basic questions about the negative trends in resource utilization.  They seemed unaware of the overall strategy for the Regions.

· Joe jumped in and answered their questions for them.  He seemed overly protective.

· I need to hear from Joe:

· his view of the meeting

· why he didn’t let his people wrestle with my questions.

· I need to find out what Joe has done, if anything, to improve his peoples’ budget savvy and strategic awareness.
· We need to explore all aspects of this problem including anything I might be doing that interferes and how Joe feels about the budget reports he gets from Finance.

· We need to explore the likely remedies for improving Joe’s team’s ability to track, analyze and respond to cost trends that are unfavorable.
3.   Agreement
· We should agree on what is to be done if we feel we have a full story of what the problem is.

· I need to find a way to raise Joe’s commitment to developing his people including making sure he understands the career implications for him and them.

· If we don’t have the whole story, we should gather more facts and meet again soon.

Four A's Coaching Plan – Sample (cont’d)
Pre-Meeting Thoughts

4.   Action
· I could coach Joe on how to teach his people if that is what’s needed.

· We should agree on a plan and timetable for Joe to teach/coach each person.

· Joe should let me know after each session he has with his people what progress was made.

· We should get some support from Finance and HR if needed.

· I should get any needed resources within reason.

Overview

There are eight diagnostic steps listed below.  Their purpose is to help you stand back and examine the situation as dispassionately as possible.  They will encourage you to become more reflective both before and during a coaching session.  As we have already seen, reflection is one key that can open up greater productivity of learning for us all.  These steps will help you prepare for a substantive coaching session.
The models and frameworks focus on:

· performance

· potential

· working at the right level

· values and results

· ease and difficulty of personal change

· stages of the development process
· development alternatives

· development decision profile
All you can do in advance is put down your best guess based on your observations and previous discussions and interactions.  Your guesses must be verified through discussion with the coachee.
Understanding yourself is an important requirement for good coaching.  It is strongly suggested that you conduct a self assessment using these tools so that you understand when you may be part of the problem.
1.  PERFORMANCE EVALUATION
Perspective

Performance evaluation, like good coaching begins with collecting evidence of what has been achieved or not achieved.  Collective evidence is the first step in effective coaching.

What is Evidence?

Evidence is comprised of the results achieved and the context in which they were achieved.  For example “revenue increased 10%” is evidence but “revenue increased 10% in a down market” or “revenue increased 10% in a market that grew 15%” are much stronger pieces of evidence.  Your job is to help managers identify the results and dig until we also have the context so the evidence is complete.

Evidence may be absolute such as “strategic plan was produced on time” or it may be relative “strategic plan was better than last year.”  When gathering evidence you should add enough context to enable a reader or listener to be convinced.  For relative evidence you have to say why the strategic plan is better than last year, i.e., “new market research was used to direct the planning.”  Otherwise, the improvement is just an opinion.

Reporting on Evidence
The performance standards differentiated by layer provide an effective guide to help us understand both what evidence to focus on and how to judge it.  That is the main reason we developed them.

To simplify recording of evidence, use the forms labeled Pipeline Performance Evaluation in Appendix 1 for the level the person currently occupies.  Place the evidence collected in the column you think it belongs in.

	Standards
	Not Yet
Full Performance
	Full
Performance
	Exceptional Performance

	Business Results

· Met all targets and budgets
	Spent the budget but didn’t upgrade the PCs as planned.
	
	


You should not expect to have evidence for every standard since the standards are new and because a specific job may not require them all.  Record what you have.

Avoid statements of activities when no real results or accomplishments were achieved, i.e., visited 10 districts; submitted plan for rework reduction; analyzed various processes and effects of change; working on new concept.  These are activities.  The trigger question is “What tangible difference or improvement resulted?
Avoid general statements where the contribution is not clear, i.e., “made personal contribution in process engineering,” “visualized new concept in tooling,” “inventory accounting.”  None of these identify results, accomplishments, or outcomes.

Reaching Conclusions
At the end of each Results Category draw your conclusions about the performance of this person in the category.  Consider the following:

· What does the preponderance of evidence suggest?  Where is most of the evidence?

· At what level is the person assigned and at what level are they performing?

· What are they doing really well?

· What important items from the standards need to be improved?

· What important items from the standards are they not addressing at all?

· What should they do to move results from one column to the next higher one?

· On balance, what overall judgment do you make about this person in this category – Not Yet Full, Full, Exceptional?

This is the toughest part of the whole process.  It may be challenged later by the person.  Let the evidence be your guide and consider the following criteria.  
Performance Criteria
Doing one’s best to understand the performance of an individual is a must for all of us who wish to be good coaches.  It is enormously helpful to have a set of criteria against which we can assess performance evidence, knowing that our assessment is robust and will serve us well.  Making a mistake about a coachee’s level of performance can be extremely damaging for both the coachee and the coach.  These criteria may help you reach the correct overall evaluation.
	Exceptional Performance Criteria

	· Consistently exceeds operating, technical and professional output requirements

· Consistently exceeds requirements for managerial tasks, such as planning, organizing and controlling the work, communicating with peers and others and developing staff

· Demonstrates excellent leadership ability, including establishing and communicating strategic direction and enabling staff to perform at the highest standards

· Achieves results in a way that always builds and maintains constructive working relationships with many constituencies including subordinates

· Is usually given the toughest assignments, the boss would fight to keep this person

	Note: These results must have been achieved for a significant period, usually three years


	Full Performance Criteria

	· Consistently meets or exceeds all operating, technical and professional output requirements

· Consistently meets or exceeds requirements for managerial tasks

· Demonstrates effectiveness in leadership

· Achieves results in a way that usually builds and maintains constructive working relationships

· Is occasionally assigned extra work

· Is considered a good performer, but equivalent talent could be found, if needed

	Note:  An individual in this category can be an exceptional performer for a short period but is usually an effective performer on a sustained basis


Performance Criteria (cont’d)
	Not Yet Full Performance Criteria

	· Is below standard execution of most operating, technical and professional output requirements and managerial tasks

· Occasionally demonstrates necessary leadership ability but usually demonstrates insufficient leadership ability

· Achieves results in a way that does not always build and maintain constructive working relationships

· Requires a lot of the boss’s time in management

· Would not worry the boss if this person left the organization

	Note: An individual in this category can be an effective performer for a short period but usually performs at a level below standard


Activity:



2.  Assessment of Potential

This tool has diagnostic value for coaching, development, selection and succession planning.  Potential has been defined as:

The work one can do in the future - either at the same level or a higher level.  Everyone has potential.  You may find these three descriptions helpful.
Understanding your coachee’s potential will help you understand the importance of the coaching effort to the future of your company and decide how hard to work at it.

	Category
	Descriptor

	Turn Potential
	Able to do the work at the next level in three to five years or sooner

	
	· Exhibits operating, technical and professional skills that are extremely broad and deep

· Exhibits managerial skills that are expected at the next highest organizational level

· Demonstrates leadership skills expected at the next highest organizational level

· Regularly works at building new skills and abilities

· Aspires to higher level challenges and opportunities

· Demonstrates fire in the belly

· Has a business perspective beyond current organizational level

· Is oriented toward total business results, not just focused on the success of own area



	Growth Potential
	Able to do the work of bigger jobs at the same level in the near term

	
	· Exhibits operating, technical and professional skills that are high for current organizational level

· Exhibits managerial skills that are high for current organizational level

· Frequently demonstrates leadership skills that are high for current position

· Adds new skills when the job calls for it

· Aspires to greater challenges but primarily at the same organizational level

· Is motivated to do more than is expected

· Has a business perspective beyond current position

· Is focused on the success of own area and the team




Assessment of Potential (cont’d)

	Category
	Descriptor

	Mastery Potential
	Able to do the same kind of work currently being done, only better

	
	· On balance, exhibits operating, technical, professional, managerial and leadership skills that are acceptable for current organizational level

· Demonstrates little effort to build new skills but keeps current skills sharp

· Aspires to stay with the company, as opposed to assuming bigger challenges or higher personal contributions

· Is motivated to do what is needed in current job

· Understands the job

· Is focused primarily on technical success



	Note:  This is a critically important category because these employees represent the stable segment of the workforce.  They should never be ignored.  Rather they should be encouraged to become more and more expert.


Activity:

Identify as closely as you can the potential of the person you are coaching?

3. Working at the Right Level
As a coach, it is important that you know what the true work requirements are at key leadership levels and what is needed for a person to make a successful transition from one layer to the next.

The starting point is understanding the natural hierarchy of work that exists in most organizations (the focus here being managerial-leadership work rather than professional or technical contributions).

Each passage (the turn through a crossroad) represents a major change in job requirements that translates into new skill requirements, new time horizons and applications and new work values. Your performance standards define the layers at BNL.

Simply being able to plot where a coachee’s job falls relative to the six leadership passages can be an eye opener.  It is more important to define where the coachee is actually working.
These are the six major passages:
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Activity:

4. Values and Results

We probably all know managers who achieve results while violating corporate values. An example would be the manager whose short-term results are gained at the expense of employee morale which contributes to long-term competitiveness.

Some inexperienced managers, who see this behavior producing short-term results, can be forgiven for emulating these so-called slash and burn managers.

Increasingly, managers are being required to focus on both results and values.  The Balanced Scorecard has helped drive this process, along with internal value statements and performance management systems which are reflected in individual performance agreements.

The following figure encourages a coach to consider whether there are value-related issues to be addressed. If there are, the next step is to consider which value or values are impacting on the coachee’s performance.
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· Boxes 2 and 4 are self evident.  The required coaching and mentoring are focused on determining the next assignment.
· Boxes 1 and 3 are the real coaching challenges.  It is usually easier to improve results than to change values.

Activity:

In which box is your coachee?
5. Underlying Cause – Easy or Difficult to Change?
As coaches, we know that helping a coachee gain some extra knowledge can be relatively straightforward.  This may not be so when the coaching issue is attitudinal or is even more deep-seated such as a personal trait.

This diagnostic tool helps us to identify whether the personal change issue we are considering is either easy or difficult to progress.
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This particular tool is strengthened by a description of each of these four categories.

	1.  Knowledge – Doesn’t know something

	Doesn’t know:

· How business is conducted in countries and regions
· The basics of business functions (e.g., Marketing, Distribution, Human Resources)

· How to use corporate people effectively and does not understand their roles or abilities

· How to ‘work the system’; how to get corporate approval for plans/projects; and doesn’t know who to talk to

· The business strategy

· The BNL culture

· How the business makes money
· How Distributors do business

· The products

· The industry


Underlying Cause – Easy or Difficult to Change? (cont’d)

	2.  Skill – Can’t do or apply something

	Can’t:

· Plan

· Apply knowledge (such as the items listed above)

· Make effective presentations

· Run an effective meeting

· Set priorities or manage time
· Coach or give feedback
· Handle conflict

· Interview or evaluate job candidates

· Be an efficient delegator

· Listen accurately

· Make the turn
· Make sound business judgments
· Manage change
· Communicate one-on-one


	3.  Attitude – Doesn’t agree with something

	Doesn’t:

· Work at the right level

· Believe the world/enterprise is political

· Think he/she has any weaknesses

· Believe management is competent

· Agree with company policies

· Follow agreed policy

· Keep confidences

· Think team playing is the best style

· Believe career opportunities are available

· Agree with business strategy

· Have a positive view about change
· Value diversity
· Adjust to change


Underlying Cause – Easy or Difficult to Change? (cont’d)

	4.  Personal Trait – Can’t be something

	· Can’t handle feedback

· Can’t manage emotion

· Isn’t self confident

· Isn’t motivated/doesn’t show initiative

· Isn’t creative

· Doesn’t work well with others

· Isn’t tough enough

· Isn’t flexible/adaptable

· Can’t deal with ambiguity

· Isn’t conceptual
· Isn’t risk averse


The diagnosis always starts with knowledge.  It is the easiest one to fix.  When it is clear that knowledge is appropriate, then skills become the focus.  If skill training has taken place and skills are demonstrated in at least a learning environment then attitude becomes the focus.

Activity:

Identify the underlying source of any performance or potential shortfall for your coachee.
6.  Stages of the Development Process

This is a practical diagnostic tool that emphasizes the importance of understanding a coachee’s personal readiness to develop.  

It is relatively easy to assume that a coachee is more strongly committed to develop than is the case.  This tool helps us to become more attuned to the person’s commitment to change.  It equips us to identify which developmental stage that person has reached.  Is a person at the discovery stage; the development stage; or the demonstration stage?  

For example, an individual who needs to change a given behavior quickly and yet does not understand its impact will probably never change that behavior.

	ACTIVITY
	STAGE
	DESCRIPTION OF STAGE

	DISCOVERY
	
	

	
	1

2

3
	Awareness

Acceptance

Understanding the impact

	DEVELOPMENT
	
	

	
	4

5

6

7
	Motivated to correct

Recognizing the objective

Self-development capacity

Planned training and development

	DEMONSTRATION
	
	

	
	8

9

10
	Providing for practice

Giving feedback and support

Demonstrating competence


Activity:

Identify the coachee’s stage of development.
7. Development Alternatives

Deciding on the appropriate development alternative is never easy and requires considerable thought as well as trial and error.  Consideration must be given to both the underlying problems – knowledge, skill, attitude, trait – and to the coachee’s stage of development – awareness, acceptance, understanding the impact, motivation to correct, etc.  The tool that follows is designed to help you understand what the impact will be of various development options given the coachee’s stage of development.
You can use the tool in two ways.

1. The first is to start with the current stage of development.  Lets say the coachee is Aware (Stage One) and you want to move the to Stage 2 (and ultimately to Stage 10).  Look down column two Acceptance and see which development activity will get the person there.  Courses have little impact (L) at this stage, seminars could help (C), but workshops have prime impact (P).
2. The second way is to help you decide where to take a specific kind of development action.  For example, when should you give a coachee a special project?  Find Projects in the activity column and look across that row.  Projects are of little impact initially (L), they could help at the Understanding or Motivation stage(s) but have prime impact (P) at the Recognition stage and any stage thereafter.
7.   Development Alternatives

	
	Aware-ness
	Accep-tance
	Under-standing
	Motiva-tion
	Recog-nition
	Self Devel-opment
	Planned Develop-ment
	Practice
	Feed-back
	Applica-tion

	ACTIVITY
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	Events
	L
	L
	C
	L
	C
	L
	L
	L
	L
	L

	Meetings
	L
	L
	C
	C
	C
	L
	L
	L
	L
	L

	Conferences
	C
	L
	C
	C
	C
	L
	C
	C
	C
	C

	Trade Shows
	L
	L
	L
	L
	L
	L
	L
	L
	L
	L

	Conventions
	L
	L
	L
	C
	C
	L
	L
	L
	L
	L

	Introductions
	L
	L
	L
	C
	C
	L
	L
	C
	C
	C

	Discussions
	C
	C
	C
	C
	C
	L
	L
	C
	C
	C

	Interviews
	L
	L
	C
	C
	C
	L
	L
	C
	C
	C

	Dialogs
	C
	C
	C
	C
	P
	C
	C
	C
	C
	C

	Courses
	L
	L
	C
	L
	L
	C
	C
	L
	L
	L

	Seminars
	C
	C
	C
	C
	L
	C
	P
	L
	L
	C

	Workshops
	P
	P
	P
	C
	C
	P
	P
	C
	P
	P

	Visits
	L
	L
	L
	L
	C
	L
	L
	L
	C
	L

	Tours
	L
	L
	L
	C
	C
	L
	L
	L
	C
	C

	Trips
	L
	L
	L
	C
	C
	L
	L
	L
	C
	C

	Books
	L
	L
	C
	C
	L
	C
	C
	L
	L
	L

	Tapes
	L
	L
	L
	L
	C
	C
	C
	L
	L
	L

	Films
	L
	L
	L
	L
	C
	C
	C
	L
	L
	L

	Files
	L
	L
	L
	L
	L
	L
	L
	L
	L
	L

	Readings
	L
	L
	L
	L
	L
	L
	L
	L
	L
	L

	Documents
	L
	L
	L
	L
	L
	L
	L
	L
	L
	L

	Periodicals
	L
	L
	L
	L
	L
	C
	C
	L
	L
	L

	Projects
	L
	L
	C
	C
	P
	P
	P
	P
	P
	P

	Special Assignments
	L
	L
	C
	C
	P
	P
	P
	P
	P
	P

	Tasks
	L
	L
	C
	C
	P
	P
	P
	P
	P
	P

	Mgt. Coaching
	C
	C
	C
	C
	C
	C
	C
	C
	P
	P

	Mgt. Counseling
	P
	P
	P
	P
	C
	C
	P
	C
	P
	P

	On-The-Job Training
	L
	L
	C
	L
	C
	P
	P
	P
	P
	P

	Skill Building
	L
	L
	C
	L
	C
	P
	P
	P
	C
	C

	Memberships
	L
	L
	C
	C
	C
	C
	L
	C
	C
	L

	Counseling
	P
	P
	P
	C
	C
	C
	P
	C
	C
	L

	Therapy
	P
	P
	P
	C
	C
	C
	P
	C
	C
	L

	Services
	P
	P
	P
	C
	C
	C
	P
	C
	C
	L

	College Degree
	C
	C
	C
	C
	C
	C
	C
	L
	L
	L

	Professional Certificate
	C
	C
	C
	C
	C
	C
	C
	L
	L
	L


P – Can Have Prime Impact;   C – Could Contribute;   L – Would Have Little Impact

8. Development Decision Profile

Development is always a scare resource.  There never seems to be enough time, money or capability to satisfy all the need.  Decisions to pursue development actions should be made as carefully as any other investment decision.  We should not rush out and address every development need we can identify.

The following Decision Profile is simply a way to help you decide which person or which development need to address first.  Your thinking should start with person – what kind of performer are they?  It has become clear that star performers give you twenty times more return on your development investment than poor performers.  Put a dot next to the appropriate performance rating.  The next consideration is the seriousness of the problem.  Is it minor or is it inhibiting job performance or blocking career progress or a fatal flaw?
The other columns are self explanatory.  The idea is to make a dot next to the appropriate point in each column, connect the dots and focus first on the profile closest to the bottom.  Note:  Marginal performers with fatal flaws should not receive any of your scarce development resources. 

You can use this method to compare two or three development needs of a single person or to compare the major development need of several people.

8.   Development Decision Profile
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Overview

At its core coaching requires engagement.  A coach must look the coachee “in the eye” and have a purposeful conversation.  It is critically important that you stay focused on specifics while being supportive and encouraging.  You are trying to help the person succeed.  His/Her success is your success if he/she works for you or for your company.  Your will learn during this coaching session if you ask questions and listen.

To make the discussion successful:

· review your diagnosis before the meeting

· choose a comfortable, quiet setting – turn off your cell phone
· start on time – don’t make the coachee wait for you
· work at helping the coachee to relax

· follow your plan as far as you can

There is a tremendous amount of judgment required around how to proceed with a coaching discussion.  The following steps are a suggested approach.  You should strive to find a process that suits your personal style.  Pay particular attention to evidence of the coachee’s learning style and to your own style.
This development discussion may or may not result in closure of the subject.  It is highly likely that more than one conversation is required to get the coachee to accept a development plan and agree to work on it.  If you are not prepared to have the needed number of discussions, don’t start.

The method that follows is designed to maximize the return on the time you invest.  Some of it may be counter-intuitive for you, particularly the upfront investment of time in analysis.  Under no circumstances should you jump to conclusions about underlying problems or best remedy.  These must be talked through and well understood by both of you.  Otherwise the solutions won’t solve the problems - a primary reason for leaders abandoning coaching efforts.

AGENDA:  Your Pre-Coaching Diagnosis on a Page
This is a summary of the information you developed about your coachee when considering the previous eight coaching diagnostic models and frameworks.  Please refer back to each of them and summarize your findings.

1. How would you describe your coachee’s level of performance?  What isn’t getting done?

2. What is your assessment of your coachee’s potential?

3. To which career passage is he/she assigned?  At which passage is he/she working?

4. Where is the coachee located in terms of values and results?
5. Is the issue to be addressed likely to be easy or difficult to change?

6. At which stage of the development process is the coachee before the discussion?  Where might he/she be at the end of this discussion?  
7. What do you think the most likely development action is?

8. Should you make this a high priority?
This constitutes your agenda as you see the facts.  Your Agenda may change as new facts emerge during your coaching session.

 ANALYSIS - Step I – Performance Discussion (cont’d)
1.   Performance portraits – how would you describe your coachee’s level of performance?

	Not Yet Full Performance

Some but not all job responsibilities performed effectively.

                                             Performance Gap

Most common condition.  Performance improvement plan needed to address performance short fall. Not really appropriate to discuss future positions until full performance is demonstrated.


	Full Performance

All requirements full met.


This is the desired end state for everyone.  Before any movement takes place a test of capacity is needed.  Should get the chance to do additional work outside normal accountabilities.  If extra work can be done and the assigned work doesn’t slip they have the potential to move.



	Exceptional Performance – All requirements met and more.
Unstable condition.  Needs to move now!  If not moved will either go to another company or stop working so hard making profile similar to Inappropriate Ambition.

Narrow Performance

Person views the job in a very narrow way, missing or avoiding important elements of the work.



	Inappropriate Ambition

Important or interesting portions of the job getting done.  Less glamorous, less interesting or new parts not getting done.  Time being spent on activities or outcomes not assigned.  

Must stop performing unassigned work first.  Then performance improvement plan should be developed to fill the gap.




ANALYSIS - Step I – Performance Discussion - Concern for How Results Are Obtained
It is possible that the results achieved are good or very good.  However, the way in which the results are achieved may not be acceptable to you or to the company.  In this case refer to Values and Results. 

Use the Values and Results model to convey your concern to the coachee.  Ask for an explanation of why the methods are employed.  Try to get at the underlying cause.

These are difficult problems to fix.  You can not change the coachee’s personality or personal traits.  Changing their values is almost as hard.  What is required here is for you to discuss the behavioral manifestation of the values, e.g., not valuing subordinate’s results in yelling, rudeness, avoidance, ridicule or perhaps harassment.  Start with the behavior and work back to the value that drives it.

It is also possible that a lack of skill or knowledge is the root cause.  So start with those choices and move to Step II.

Special Note: 

The worst case scenario is when you start a coaching session assuming you know the reasons for the shortfall.  While you may know some reasons, it is rare when you know all of them.  Spend the time to get to the true underlying cause so you can deal with the right problem.

 ANALYSIS - Step II– Underlying Cause – Emanating From the Coachee
It is appropriate to show the coachee Diagnostic Tool so you can talk them through the four categories.  Let them tell you what they think the correct category might be.  They can confirm any lack of knowledge or skill.  The more precise the better, .e.g., not just better planning, better operational planning for new projects.

If they have an attitude problem (a basic disagreement) they may or may not be willing to discuss it with you.  You should try to have the conversation yourself.  If it doesn’t work enlist the aid of your HR person.  They are familiar with this tool and may represent a less threatening audience.  The purpose here is to get as specific as possible about what the disagreement is, e.g., not just “I don’t like my boss” but rather “I don’t like the way my boss ignores my suggestions.”
Several examples are more useful than one isolated instance, particularly when the problem is “I didn’t like the way my boss ignores my suggestions.”  When pushing for specifics be sure not to stop after one example.  You are really looking for patterns more than one occurrence, trends more than isolated events.  Since anybody can make one mistake or have one misconception you may not be dealing with anything truly useful if you have only one example to support the underlying cause diagnosis.
Some successful coaches consider it appropriate to stop this discussion if they have only one example, in order to collect more and better data.  If you stop here, set the date and time for the next one.  Be clear that pursuing more data should not be a “witch hunt.”  An objective effort to get the facts is the purpose.
ANALYSIS - Step III– Stages of the Development Process
After discussing the underlying cause review the Stages of Development.  Ask the coachee to identify where they stand now – awareness, acceptance, etc.  If they are not at Step 7 Training and Development Plan it is your job as coach to get them there, to Step 7.
The sticking point for many people is not that they are unaware of the shortcoming.  They are more likely to be unaware of the consequences of the shortcoming to:

· themselves and their career.
· the business and its goals.
· the company and its mission.
As the boss, you are the only person who can make these consequences clear and specific.  Occasionally you may want your boss to help make the sequences clear.
For conveying the consequences, consider:

a) Using the Leadership Pipeline model to convey the developmental implications of working at the wrong level to them and to those who work for them.

b) Using the Performance Criteria and your BNL Standards for Expected Results for conveying performance shortfalls.

c) Using the Potential Criteria indicating their career limitations associated with the current performance or attitudinal shortfalls.

Unless you can move the coachee through the stages to Stage #7 Training and Development Plan there is no point in going beyond Step 3 at the first session.  You don’t want to push so hard that you damage the relationship.  You may want to give the person a few days to think about the situation, access other’s opinions or gather more facts.  Be specific about what must happen between the end of this discussion and the next session.  The next session must be scheduled before this one ends.

AGREEMENT – Planning Development
The intent of this section is to construct specific, written, and tailored or individualized development plans for your coachee in order to help them either:
a. improve performance in their current position, or

b. prepare them for their next assignment

Accordingly, individualized plans are to be based on your conclusions from the Agenda and Analysis discussion.  We will assume here that the coachee is motivated to develop in order to produce better or new results.

Start by stating the performance shortfall you are trying to address.  Be specific.  Then identify the various choices for development – Work Experience, Coaching or Education – relevant for Stage 7.  The first choice is always to push coachees deeper into their jobs so they will face things they aren’t doing and learn to do them.
Work Experience or Special Work Assignments

Examples of specific work effort to develop specific skills:
· Address the performance problem they are having with ___________________ (a direct report).

· Assign as assistant to ________starting in___________ to learn __________________________________.

· Attend five-year planning meetings as of __________________.

· Take responsibility for (customer, project, development) as of

_______________ to learn _________________________.

· Develop and implement information system by

________________________________________.

· Assume management of (cost estimating functions) as of _________.

· Fill in for plant manager during ______________.

· Assume responsibility for operating plan preparation as of

_________________.

There are many others.  Start with the results you want achieved and tie the development activity to the results.

Individual Development Agreement Guidelines

1. Work Experience or Special Work Assignments 
· Regardless of the type of assignment, it is more important to ensure that:

1. It is relevant to a specific and defined development need, and 

2. When it is given, it is accompanied by adequate amounts of management direction, interim support, and feedback (avoid “sink or swim” situations).

· Reality check questions

· In what way will the work assignment help to improve performance or prepare the individual for his next move?

· What do I expect him to learn or gain as a result of it?

· Is there a different or additional kind of assignment that might be more effective?

2. Four A’s Discussions
Choosing this option means you will personally help this coachee develop.  Properly structured work assignments tend to be extremely effective but indirect or “deductive” types of development experience.   Manager coaching, however, has shown itself to be an equally effective but more direct form of development in areas where you are:

a) Providing specific direction, interim support and feedback during new or difficult work assignments.

b) Providing feedback on specific performance areas that need improvement.

c) Covering sensitive areas where tactful and/or direct input is necessary, i.e., career discussions, interpersonal problems.

d) Covering any areas where work assignments or education courses are either not available or are available but need local reinforcement or clarification in order to be meaningful.

Choose areas where you have expertise and/or areas where no one else can help even if you aren’t the expert.
Individual Development Agreement Guidelines (Cont’d)
2. Four A’s Discussions (Cont’d)

Accordingly, some general examples of possible manager coaching areas could include:

· Setting priorities

· Decision making

· Working relationships
· Work methods

· Project strategy

· Management techniques

· Areas of good and/or marginal performance

· Career direction
· Attention to details
· Technical areas

· Labor relations

· Personal characteristics that interfere with performance

In identifying your coaching area, try to be as specific as you can, i.e., if production scheduling is the specific “technical area” the individual is to coached in, write “production scheduling” rather than just “production” or “scheduling”.

3. Education Courses or Seminars

This form of development is warranted for any areas where work assignments or coaching might be too limited to provide a complete or thorough understanding of what is to be learned.

Educational courses are intended to provide frameworks or big picture approaches without necessarily teaching specific techniques or skills.  Typically offered through colleges or universities, these types of courses will only be effective for tailored development purposes if there are opportunities and expectations for immediate or ongoing application back on the job.  If the coachee can’t apply the learning it will dissipate quickly.
Depending on design, short-term seminars are generally more effective for tailored development.  They tend to focus on specific skills or techniques rather than broad or general approaches and can be more effectively matched to individual needs.  The better ones encourage application of what is being taught to actual work projects both during and after attendance.

Neither of the above types of programs is likely to be effective unless management coaching and expectations for application complement them.  If you send your coachee to a course you must schedule a coaching session immediately upon their return to map out application and the feedback you will provide for that application.
Individual Development Agreement Guidelines (Cont’d)

4. Other
There are a wide range of other development options as identified in Tool #7 Development Alternatives.  It is quite possible that you will choose one of them to supplement the three basic choices (work assignment, coaching, education).  As you can tell from the judgments there are few prime choices outside of the three basic ones and they are usually for unique circumstances.

If you choose another option be specific about the expected learning and be prepared to monitor its application on the job.  For example, “best practice” visits are popular these days.  Be precise about what is to be gain and insist on an implementation game plan when they return.
Individual Development AgreemenT and Action PlanS
Name:





Position: 





Company:




Immediate Mgr.:




Plan Prepared By: 



Date:






KEY DEVELOPMENT NEEDS:  Our Agreement
ACTIONS













1. Work Experience, Work Assignments

Identify specific appropriate change in position.  Give tentative date.  Identify any special assignments, their developmental purpose, and time schedule.


1.  


2.  


3.  

2. Four A’s Discussions
Identify specific improvement areas where the immediate manager will provide coaching.


1.  


2.  


3.  

3.
Education Courses, Seminars

Identify specific courses, their purpose and the likely timetable.

1.  


2.  


3.  

4.
Other (events, experts, outside consultants or experts, etc.)

1.  


2.  


3.  

 ACTION

At the end of the day, there is no true return on development investments without application.  In the beginning the effort probably won’t be smooth and effective.  Your patience is required along with constructive supportive feed back.  No one wants to look foolish at work so it is hard to get anyone to try something new in public.  You may have to create a safe practice field for the coachee to try something new.  However, the skills or knowledge must show up in the form of improved or new results so the sooner the application is real the better.

Note:  Your coachee will never learn to drive if you keep grabbing the wheel or if you won’t let them borrow the car.  As with learning to drive, most of the skill is developed after the license is obtained and the new driver is off on his own.
Choose the performance category that describes the coachee’s results.




















To what level is your coachee assigned?  











At what level is he/she working?

















(Includes doing or accessing others or thinking or feeling.)





What kind of a learner is your coachee?











What evidence do you have to support your judgments?

















What style describes your dominate approach?











What are the likely points of conflict between you and your coachee based on your dominant style?











Person





Seriousness





Development


Need





Trait





Knowledge





Skill
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Cost to Fix





$10,000+





$1,000
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Time to Fix
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Supervisory Time Needed





Significant





None





Normal





Individual
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Development
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Box 4
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PUSH

Solving someone’s problem for them

DIRECTIVE

Listening to Understand

PULL

Helping someone solve their own problem

NON DIRECTIVE

Asking Questions that Raise Awareness

Offering Guidance

Summarising

Paraphrasing

Making Suggestions

Giving Advice

Instructing



Giving Feedback

Reflecting

Telling
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Six

Passage

Four

Passage

Two

Passage

Five

Passage

Three

Passage

One

Enterprise Manager

Manage Manager

Business Manager

Manage Self

Group Manager

Functional Manager

Manage Others








