Tips for Coaching for Peak Performance

· A good coach encourages others to think for themselves; thereby teaching them to fish rather than feeding them fish.

· Coaching is about operating without the expert hat.

· The process of coaching focuses on examining and evaluating rather than explaining and defending.

· Coaching is a form of leading. You lead people to think differently.

· Coaching means asking questions, which lead others to new insights.

· The manager’s job is to review performance on three separate levels: performance that would be deemed proficient, competent, or deficient.

· A good coach helps employees solve their own problems.

· The toughest challenge in coaching is to resist offering your answers.

· Listen actively to your employees. This involves a dialogue not a monologue.

· Remember, coaching is an on-going process. Both you and the employee are responsible for maintaining momentum toward coaching goals.

· Suspend personal judgment; it hampers your ability to hear what is being said.

· Establish open lines of communication. This creates a comfortable environment in which performance can be addressed.

· Feedback should be included on performance observations at all three levels (i.e., the levels of proficiency, competency, and deficiency).

· Be patient.

· Be prepared to follow-up on your mutual commitments to progress.

Coaching for Peak Performance: Frequently Asked Questions

1. Why should I be concerned about coaching?

Coaching is a communication tool that can make your life as a manager much easier, more rewarding, and more satisfying. Coaching can help build employer-employee relationships with minimal internal conflict, reduced stress, and more win-win solutions for employers, employees, and clients. These benefits should be worth any investment of your time.

2. Can you contrast come of the differences you see between coaching and management?

The essence of the difference lies in the approach management takes in communicating with employees. Management’s approach to attaining its objectives is controlling and directing. Coaching is based on attaining the objectives through the use of influence and leadership skills. In contrast to the controlling and directing approach, in many ways, coaching is the opposite approach to attaining the same results.

3. What’s wrong with how I am communicating with my employees now?

Perhaps nothing. It’s vital to remember that the use of coaching in the workplace is equivalent to use of a new tool. Using new tools with outdated directions or mindsets is a recipe for ineffectiveness, lack of productivity, mediocre results, and possible failure.

4. Who is involved in coaching employees?

The managers and employees are the usual participants. At its basic level, coaching is a respectful, participative, and mutual communication process designed to honor the divers and valuable input of many perspectives in solving problems.

5. When do I use coaching skills?

Coaching is used in all steps of the management communication process.

Up-front. It provides for thorough and comprehensive input from employees and managers, often resulting in more effective solutions, quicker results, more “but in,” high quality, and higher team spirit and morale. This is especially important today in light of employment security and trust. 

On-going. It keeps everyone in the team involved and contributing to the project or task success. Mistakes or less effective methods are caught and corrected earlier in the process, resulting in higher-quality results and higher employee or team member self-confidence and self-esteem.On-completion. It creates an open environment in which completed projects can be effectively reviewed and critiqued and fosters learning that can be employed in successfully completing the next project.

6. What are some individual benefits of using coaching?

Coaching builds trust as a result of people feeling that their ideas and suggestions are heard; therefore they feel ownership in their company’s and their own success. Morale increases as well. Employees learn and become adept at the process of self-assessment. They become skilled at self-analysis and critical thinking and build increased self-esteem and confidence in their ability to really make a meaningful contribution. Coaching also improves performance. It helps employees develop the skills to examine each step of a process they are involved in and encourages new and better ways to do a job. Each improvement also helps employees discover hidden skills and abilities they then apply to their jobs.

7. What are some of the benefits of coaching for the company?

The benefits include the following: increased productivity, higher quality, higher morale, less turnover, lower costs, higher profits, client satisfaction, faster problem-solving, and less down time for additional training and development.

8. What do I have to change as a manager to use the coaching process?

As a manager, your first step is to recognize that coaching is different from what may be your traditional management communication style. You must recognize that to receive the benefits of coaching, you must be willing to give up some of your control because coaching is based on leading and influencing rather than directing. You achieve results through questions rather than directives and through listening and supporting rather than controlling. The new method may feel uncomfortable at first, but you’ll get the hang of it soon enough.

9. How do I get started with my employees?

If you have not been using coaching to communicate with your employees, they’ll probably wonder what’s going on when you start. Therefore, you should have a meeting with them to explain your reasoning and your goals and share with them what changes and benefits they can expect. It’s not unusual to be greeted with some degree of skepticism and suspicion; most employees welcome the opportunity to be heard and to have input into their daily work processes and team activities. They’ll begin to feel more important.

10. What are some of the drawbacks of coaching?

The “drawbacks” are really a matter of personal perception.

· Coaching does take more time and patience than giving directions, but the results for the whole organization will be significant.

· Coaching can appear threatening for managers who are not secure in their own self-image or job skills and may be uncomfortable in letting go of control.

· Managers might be very attached to what they did to get promoted and be leery of letting go of those “trophies of accomplishment.”

· The “What are they going to need me for now?” syndrome may set in if the manager helps his or her employees grow and develop.

11. How will I know if I am coaching the wrong way?

Be alert to feelings of emotional involvement of wanting to prove that you’re right and the employee is wrong. Also, be aware of being judgmental: not listening, thinking of your own responses while the employee is still talking, formulating mental arguments, making more statements than questions, and letting your mind wander to other tasks you have scheduled for your day or week.

12. How do I help employees develop the ability to evaluate their own ideas and suggestions?

One very good way is to use open-ended questions to help them think through the implications of their suggestions. This method of questioning helps develop a “mental balance scale” that employees use to evaluate the pluses and minuses of their ideas. Another way is to suggest that they evaluate their ideas from the perspective of another person involved, such as a client, supplier, or fellow worker, and determine how they might respond to the suggested approach.

13. How can I suggest ideas without “backing myself into a corner” by taking a position?

One way to prevent this problem is to suggest ideas from an “approach” perspective rather than a firm decision; for example, you might ask, “What would happen if we approached the problem from this perspective?” Then, if the perspective approach doesn’t work, you only have to suggest a new approach. No face is lost, and no solution becomes the “wrong one.”

Coaching for Peak Performance: Things to Remember

Make time for team members.

Managing is primarily a people job. Part of being a good manager and coach is being available to your employees when they need your help. If you are not available, your employees may seek out other avenues to meet their needs – or simply stop trying to work with you. Always keep your door open to your employees and remember that they are your #1 priority. Manage by walking around – that is, regularly get out of your office and visit your employees at their work stations.

Provide context and vision.

Instead of simply telling employees what to do, effective coaches explain why. Coaches provide their employees with context and a big picture perspective. Instead of spouting long lists of do’s and don’t, they explain how a system or procedure works and then define their employee’s parts in the scheme of things.

Transfer knowledge and perspective.

A great benefit of having a good coach is the opportunity to learn from someone who has more experience than you do. In response to the unique needs of each team member, coaches transfer their personal knowledge and perspective.

Be a sounding board.

Coaches talk through new ideas and approaches to solving problems with their employees. Coaches and employees can consider the implications of different approaches to solving a problem and role play customer or client reactions before trying them out for real. By using active listening skills, coaches can often help employees work through issues and come up with the best solutions themselves.

Offer a helping hand.

For an employee who is learning a new job the total workload and many details can be overwhelming. Coaches can be instrumental in helping employees through this transitional phase by offering support and when possible helping out in small ways.

Obtain needed resources.

Sometimes coaches can help their employees make the jump from marginal to outstanding performance simply by providing the resources that their employees need. These resources can take many forms: money, time, staff, equipment, or other tangible assets.

Coaching for Peak Performance – Manager Assessment 
One of the ways you can measure your coaching success is to solicit feedback from your employees on how you are doing. One easy and relatively risk-free method is to ask each employee to complete a brief “agree-disagree” questionnaire – anonymously, of course. Your questions (statements in this case) could include, but not need to be limited to, the following:

My manager . . . . 
 




Agree

Disagree
Frequently tells me how I am doing



______
______

Gives me both positive and negative feedback

______
______

Tells me what he or she expects of me


______
______

Asks my opinion & involves me in decisions that affect me
______
______

Keeps me informed about changes taking place in the 


organization






______
______

Does not use threats or intimidation



______
______

Acknowledges my extra effort with some type of praise

or recognition






______
______

Takes the time to explain new procedures and makes sure 


I understand 






______
______

Provides the training and resources I need to do my job
______
______

Treats me with respect




______
______

Is not afraid to admit his or her mistakes or to say, 


“I’m sorry.”






______
______

Respond to the list above as you think your employees would respond. Are there any areas you would like to improve? Another approach would be for you to respond to the list according to how you see yourself. Give the same list to your employees, then compare your self-perception with the perception of others. Regardless of the outcome, you now have valuable data that reinforces the positive approach you are already using or identifying areas for improvement.

Should you find yourself reluctant to get this feedback from your employees, you need to rethink your overall approach to a coaching management style and redefine your role as a coach/manager.

Checklist: Fundamental Attributes of an Effective Coach

___I listen to the whole issue before commenting.

___I give advice but still expect the employee to make their own decisions.

___I always find time to help.

___I always question thoroughly to find the real issues.

___I always give honest opinions.

___I am not intimidating, I am easy to approach at any time.

___I have a good range of networks and contacts that can be utilized appropriately.

___I know what I am talking about – I am good at my own job.

___I look for the reality within which the employee works.

___I always focus on employee needs during a coaching session.

___I don’t get irritated by an employee who doesn’t get the point quickly.

___I am an optimist.

___I am encouraging.

___I am always well prepared in advance. 

___I am a positive role model in terms of my own achievements.

___I can help an employee believe in their own potential.

___I am open to new ideas. 

___I know when to introduce options which may or may not have been considered.

___I can challenge assumptions skillfully.

___I am a positive person. 

___I possess great patience.

___I am interested in people. 

___I am an active listener.

___I am non-judgmental.

___I feel comfortable about having my views   challenged.

___I am enthusiastic about coaching.

___I am very knowledgeable about developmental issues.

___I am tolerant.

___I don’t expect an employee to be like me.

___I am prepared to learn with the employee.

___I can give feedback skillfully.

___I can allow an employee the freedom and confidence to make mistakes.

___I see my employees as equals.

___I have sound judgement. 
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