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Advance Praise

Effective coaching is the cornerstone of exceptional leadership. It’s the secret sauce

that propels teams forward, transforms individuals, and ignites organizational suc-

cess. In this groundbreaking book, John, a seasoned coach with decades of experience,
unveils a treasure trove of insights and practical strategies.

Rene Garza

Senior Vice President

Planetary Health Biosolutions

Novonesis

In The Manager’s Guide to Coaching for Change, John Bennett makes the case for why

coaching is essential in the present moment, how coaching can be a practice within

the role of the manager, and further how it can be done effectively. He also reflects

on the skills inherent in the coaching process and the complex nuances of contextual

differences and continued growth. This is an extraordinary achievement and is itself
a map for professional transformation.

Kenneth H. Carter, Jr.

Bishop

The United Methodist Church and

Consulting Faculty, Duke University Divinity School

In the competition to attract and retain the brightest talent, this book will be an indispens-
able resource. Bennett gives us access to the approaches used by professional coaches,
helping leaders feel confident providing targeted, customized coaching support that will
enhance effectiveness and drive the highest levels of performance from our teams.

Healthcare teams deserve to have a leader who reads this book and uses it as a guide
to support their development.

Jeff Lindsay

President and Chief Operating Officer

UNC Health

Dr. Bennett describes coaching as both a "skillset and a role" in his latest book, The

Manager's Guide to Coaching for Change. The book explains the urgency for leaders to

also be coaches and provides skills for leaders to put into action. I have worked with

Dr. Bennett over the years, and he has the uncanny ability to ask questions in a way

that forces others to own and solve challenges. This book gives leaders the roadmap
to those critical leadership skills.

Dr. Amanda Moran

Assistant Superintendent for Academic Services & Instructional Support

Chatham County Schools, NC

https://doi.org/10.1515/9783111002415-202
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In this ever-dynamic world, The Manager's Guide to Coaching for Change is a must for

any leader seeking to fully unlock the potential of their team. Dr. John Bennett offers

powerful insights of the importance of coaching in the manager/employee relation-
ship and offers pragmatic examples for developing as a strong manager-coach.

Denise Hartmann

Senior Vice President

Dispersions, Americas

BASF Corporation

Every great athlete has a coach. And every coach needs the tools to enable them to

support others to do and be their best. The Manager’s Guide to Coaching for Change

identifies the skills and tools managers need to be a great coach and to instill great-
ness in others.

Judith H. Katz, Ed.D.

Executive Vice President, Emeritus

The Kaleel Jamison Consulting Group, Inc.

Co-Author, The Power of Agency: Cultivating Autonomy, Authority and Leadership in

Every Role

Although there are many books out there on coaching, this one stands out. It is chock

full of powerful insights that are well-organized, highly practical, and communicated

in clear and cogent way. Bennett has created a terrific resource. New and seasoned
leaders will find value for sure.

Steven Rogelberg, Ph.D.

bestselling author of Glad We Met: The Art and Science of 1:1 Meetings

Every leader should have this book!

At a time when leaders are dealing with increased organizational complexity and
change, this book is a “must read” for anyone who manages people!

A practical, easy-to-use guide for coaching people in any kind of behavioral or organi-

zational change, offering a model for change coaching as well as case examples and
coaching questions.

Dr. Mary Wayne Bush

Co-author, Coaching for Change

This guidebook can help managers to improve organizational culture and team-devel-
opment. To be a manager-coaches is a challenging endeavor. For me, the mutual
learning is an essential aspect in this book: Manager-coaches are not neutral observ-
ers, but active participants, who incorporate their personal experiences, emotions, be-
lieves, values and perspectives into their professional practice of coaching and
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managing. As highlighted: Coaching is about asking questions that help people believe
in themselves.

Reinhard Stelter, Ph.D.

Professor of Coaching Psychology

University of Copenhagen, Denmark

This is a brilliant and pragmatic book. It is excellent for any manager who wants to

introduce coaching into leadership. However, it is incredibly good even if you are al-

ready a professional coach. It is a unique integration of the theory, research, and

practice. Using even some of the ideas will lead to better work relationships, engage-

ment, performance, and leadership. I found it helpful myself and will have my leaders
buy this book. You should too.

Carol Kauffman, Ph.D.

Assistant Professor, Harvard Medical School

Visiting Professor, Henley Business School

Founder, Institute of Coaching

Dr. Bennett’s book is a game changer that every manager should read with a high-

lighter from cover to cover and then read it again. This is not a book that will collect

dust on your shelf but rather one you’ll reference time and time again. Dr. Bennett

has been my coach for thirty years and I can personally attest that what he teaches

works in the real world. I owe a great deal of my business success to Dr. Bennett, and

you owe it to yourself and those you manage to read this book and learn from
the best!

David Greenberg

Certified Speaking Professional

Founder & CEO

Simply Speaking, Inc.

The Manager’s Guide is a practical, comprehensive, navigable resource for equipping

and refreshing managers with essential coaching skills. The six coaching skills articu-

lated in Part II of the text provide readers with a clear understanding of the benefit of

each skill and how to put them into practice. Managers at all levels, across an organ-
ization’s value chain will benefit from this terrific guide.

Paul Joyce

Executive Director

The Executive Leadership Institute

Queens University of Charlotte

Professor Bennett has done it again! But this time, he applies his comprehensive
coaching model to the needs of managers—managers who value their role in coach-
ing their associates. The focus is on helping managers hone their skills in developing
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others' effectiveness in accomplishing change objectives. I have always defined a

leader as someone who takes responsibility for effecting necessary change. This book

provides the tools--reframing, goal-setting, asking effective questions, giving/receiving
feedback, cross-cultural navigation--it's all there.

Dr. Pierce J. Howard

Consultant Emeritus

Paradigm Personality Labs

From novice managers to seasoned executives, The Manager's Guide to Coaching for

Change has something for everyone. John Bennet delivers a comprehensive toolkit,

blending theory with practical guidance to help leaders succeed in the face of con-

stant change. Through real-life examples and actionable insights, this book equips

managers to successfully drive change and foster growth. A must-read for anyone
committed to growth, development, and driving solutions in dynamic environments.

Heather Gordon, Ph.D.

CEO and Founder

HighGround Insights

The Manager’s Guide to Coaching for Change provides an actionable tool-kit of coach-

ing skills. Following Bennett’s coaching for change model and step-bhy-step guidance,

leaders and managers will be able to leverage coaching to enhance an employee’s per-

formance, support team member grow and develop, or help an employee transition to
a new level or responsibility or career.

Carson Flowers Tate

Carson Tate Consulting, LLC

Author, Working Simply

Join a Master Class in coaching. John’s extensive background in coaching, adult learn-

ing, and leading for results come together in this theory-based, practical application

of essential and effective strategies for manager-coach-team member relationships to

find real solutions to real problems mutually. He provides the theories, models, and

practice of coaching and suggests opportunities for their application in complex work-

places. A resource for managers, leaders, professional coaches, human resource, and

organization development professionals, this book provides a powerful reference for

what, why, how, and when to use manager coaching skills and techniques for effec-

tive workplace relationships that focus on mutual learning to develop and sustain en-
gaged employees.

Charline S. Russo, Ed.D.

Senior Lecturer, Organizational Dynamics

University of Pennsylvania

Board Chair-President

Graduate School Alliance for Education in Coaching (GSAEC)
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In this rapidly evolving tech-driven environment, leaders at all levels are realizing

that managing people is about the art and science of human connection. The Manag-

er’s Guide to Coaching for Change makes the case for applying professional coaching

skills to connecting with and managing people. Professor Bennett lays out a practical
science-based guide that can truly benefit managers at any level.

Woody Woodward, Ph.D., PCC

Director

Coaching Innovation Lab

Clinical Assistant Professor of Executive Coaching

New York University School of Professional Studies

John Bennett has collected recent and classic approaches to coaching and made them

accessible for managers. By keeping clear the distinct yet related roles of manager

and coach, he supports those in both roles. Practical sample dialogues, actual inter-

views, process guides, and worksheets accompany theories that give reasons behind
the how. Methodical, clear, and useful.

Heather Berthoud

Berthoud Consulting

As a CEO, this book has been a revelation, inspiring me to refine my coaching ap-

proach in leadership—despite my supposed expertise in the field! Its insights have

empowered me to elevate my leadership game, proving that there's always room to
grow, even for those well-versed in coaching principles.

Brian O. Underhill, Ph.D., PCC

Founder & CEO

CoachSource, LLC






To the teachers—formal and informal—who have impacted my life and my work.






Contents
List of Figures — XV
List of Tables — XVII

List of Appendices — XIX

Part I: Foundation for Coaching

Chapter 1
Introduction — 3

Chapter 2
Coaching for Change Process — 14

Chapter 3
Theoretical Foundations of Coaching Applied — 35

Chapter 4
Use of Self in Managerial Coaching — 77

Part II: Coaching Skills

Chapter 5
Coaching Skills: An Overview — 93

Chapter 6
Coaching Skill: Providing Feedback — 104

Chapter 7
Coaching Skill: Listening for Understanding — 124

Chapter 8
Coaching Skill: Asking Powerful Questions — 135

Chapter 9
Coaching Skill: Reframing — 143

Chapter 10
Coaching Skill: Providing Insights — 148



XIV — Contents
Chapter 11
Coaching Skill: Developing Support — 152

Chapter 12
Integrating Coaching Skills into the Process — 160

Part III: Special Considerations

Chapter 13
Coaching Across Differences — 181

Chapter 14
Specialty Coaching — 193

Chapter 15
Ethical Considerations of Coaching — 205

Chapter 16
Continuous Development: Managers Leading the Way — 211

Appendices

Glossary of Terms — 249
References — 257
Acknowledgments — 267
About the Author — 269

Index — 271



List of Figures

Figure 2.1
Figure 2.2
Figure 3.1
Figure 6.1
Figure 6.2

Coaching in the Context of Performance, Development and Transformation —— 21
Change Coaching Model — 23

Change Mastery Model —— 69

Self-Regulation Model of Feedback —— 110

Choice Awareness Matrix —— 119

https://doi.org/10.1515/9783111002415-204


https://doi.org/10.1515/9783111002415-204




List of Tables

Table 1.1 Focus of Coaching——5

Table 1.2 Manager-Coach Challenges and Possible Solutions —— 7
Table 2.1 Example of a Coaching Conversation —— 24

Table 3.1 Coaching: Types, Frameworks/Approaches, and Focus —— 37
Table 5.1 Coaching Skills Mapped to Change Coaching Steps —— 100
Table 5.2 Linking Coaching Process and Skills to the Mutual Learning Model —— 101
Table 6.1 Known and Assumed —— 108

Table 6.2 Forms of Mind Applied to CBIR for Feedback —— 111

Table 6.3 CBIR Worksheet —— 113

Table 6.4 Preparing to Deliver Feedback Example A—— 114

Table 6.5 Preparing to Deliver Feedback Example B—— 115

Table 9.1 Reframing Strategies —— 145

Table 9.2 Examples of Reframing —— 146

Table 121 Common Challenges Manager-Coaches Face —— 162

Table 12.2 Coaching Case Example 1 —— 167

Table 12.3 Coaching Case Example 2—— 171

Table 13.1 Big 9 Social Identities —— 189

Table 13.2 Examples of Focus for Cross-Cultural Coaching —— 190
Table 14.1 Peer Coaching Challenges and Possible Solutions —— 195
Table 14.2 Team Coaching Challenges and Possible Solutions —— 199

https://doi.org/10.1515/9783111002415-205


https://doi.org/10.1515/9783111002415-205




List of Appendices

Appendix A 100+ Scenarios for Coaching —— 229

Appendix B Self-Awareness Outcomes Questionnaire —— 233
Appendix C Skills-Focused Coaching Questions —— 235
Appendix D Coaching Case Example 3 —— 239

Appendix E Coaching Case Example 4 —— 243

https://doi.org/10.1515/9783111002415-206


https://doi.org/10.1515/9783111002415-206




Part I: Foundation for Coaching






Chapter 1
Introduction

Caring for people means that we care for them for their own good. We are committed to seeing them
succeed for themselves, not just for what they can do for us or our team or organization.
—Heather Younger, 2021, p. 4

According to a 2022 global survey of employees, only 23% indicated that they are thriving
at work, 59% are “quiet quitting” or not engaged. The remaining 18% of employees are
actively disengaged. This lack of engagement costs the global economy US $8.8 trillion ac-
counts for 9% of global GDP, in lost productivity yearly. We are experiencing “great resig-
nation,” economic uncertainty, and labor and talent shortages. There are gaps in talent as
the workplace and workforce change rapidly (Gallup, 2023). “90 percent of organizations
say they expect at least some managers to coach their direct reports, and 75 percent ex-
pect all their managers to do so” (ATD, 2020, p. 4). The speed, complexity, and volume of
change are increasing. Leaders, team members, and organizations face huge challenges
building the capacity to lead, manage, and respond in this dynamic and challenging
environment.

This chapter sets the stage for the book. It provides an overview of what coaching
is, why it is essential, and how managers and leaders can use it to support individual
and team development, performance, and transformation. This chapter defines coach-
ing, and presents the book’s purpose and intended audiences, as well as its structure
and format.

Coaching is about change. Leaders and managers at all levels should coach team
members to achieve their highest potential. Coaching is intended to change aspects of
performance and development, and even transform individuals and groups, which
can impact changes in organizations and systems. Effective coaching facilitates an in-
dividual’s or group’s movement from a current state of being and doing, to a new,
more desirable state of being and performance. Just as a car, boat, or airplane can get
a person from where they are to where they want to go, so can the processes and
skills of coaching. Whether coaching a team member to be more strategic, to improve
communication, to be accountable for their choices, or to apply knowledge and skills
in new or different ways, every coaching conversation promises to move the team
member in a better direction or to a more desired state.

Everyone has had a coach. This may be the athletic coach who guided you in a
particular way to kick the soccer ball or defend the net in basketball, the teacher who
helped you solve a complex math problem, or a manager who guided you to discover
your career dreams and ways to achieve them. It might have been a clergy person
who provided you with spiritual support as you grieved the loss of a loved one or
through the transition to serve as a caregiver for an ill and aging parent. Coaches play
a vital role in many aspects of our lives.

https://doi.org/10.1515/9783111002415-001
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In the context of organizations, successfully coaching individuals and groups can
positively impact change for the individual, teams they participate in or lead, and or-
ganizations they belong to and lead. Coaching works best when the individual or
team being coached wants to learn, grow, and shift their mindsets and behaviors.

“Individuals who believe their talents can be developed (through hard work,
good strategies, and input from others) have a growth mindset,” Carol Dweck wrote
in her 2007 book Mindset: The New Psychology of Success. “They tend to achieve more
than those with a more fixed mindset (those who believe their talents are innate
gifts)” (p. np).

The bottom line: You need a desire to grow and change. Second, getting feedback
related to the desired behavior changes is critical to getting the most from coaching.
This may come from a manager, peer, direct report, friend, or family member. Third,
you must know what you are doing well and what is off-track concerning your goals.
As adults, we can learn a lot from taking on challenging assignments and reflecting
on experiences (whether or not they went as well as we hoped). Coaching team mem-
bers who take advantage of opportunities to stretch outside their comfort zone can
use those opportunities to try and perfect new and different behaviors. Fourth, sup-
port is essential. This may come in the form of an accountability partner (a person
who helps you focus on action plans and goals), a person who will listen with empa-
thy and curiosity to what you are experiencing as you learn and grow, or a book or
training program that provides you with additional information.

And finally, making changes to mindsets and behaviors takes time and energy.
Coaching team members who make the time (away from distractions and competing
priorities) to “do the work” in a coaching relationship get the most out of it. This re-
quires meeting regularly with a manager-coach, following through on action plans,
and reflecting on events, circumstances, and actions to gain the most from them.

Individuals and teams need three primary focus areas for change, defined below
and illustrated in Table 1.1.

- Performance. To improve performance of how things are done—quality and
quantity, creating a higher level of excellence or efficiency (or both), and becoming
more closely aligned with a strategic target or goal (for example, better, cheaper, or
faster). An example of this is increasing sales in a company department.

— Development. To learn, build, or grow a skill or capacity, such as developing
business acumen or public speaking skills, creating a culture of respect and inclu-
sion, or improving innovation in a group or organization. Development could
also support a team member improve strategic thinking or presentation skills.

— Transformation. A complete shift from one state to another, such as a corporate
acquisition or introduction of a new product line or brand. For example, think of
an organization that must completely revamp its product line or an individual who
wants to change jobs to a different career path or discipline (Bennett & Bush, 2014).
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Table 1.1: Focus of Coaching.

Focus Examples

Performing - Applying knowledge and skills to achieve a desired result (e.g., sales,
project deadlines, interpersonal relations)
- Acting on a plan, making decisions, and following through (accountability)

Developing - Gaining self-awareness of strengths
- Acquiring knowledge about a barrier to performance
- Developing a skill
- Creating an action plan and building supportive relationships required to
implement a course of action
- Moving to a new level of human development

Transforming -  Shifting professional and career focus
- Transitioning from one level of responsibility to another (e.g., supervisor
to manager or senior leader to executive)
- Focusing intentionally, creating a legacy and a desired future

What is Coaching?

Coaching as a skill and a process transcends any specific discipline. It is informed and
influenced by many disciplines, such as education, human development, leadership,
management, psychology, and spirituality. Coaching is an overarching skill set that
helps individuals and groups learn how to change and helps them develop the capac-
ity to change. Coaching for change leverages critical inflection points in the change
process. It provides just-in-time learning and support to individuals and groups to fa-
cilitate successful change while building the capacity for future change.

The International Coaching Federation (2021), a leading global association for peo-
ple who coach professionally, defines coaching as “partnering with clients in a thought-
provoking and creative process that inspires them to maximize their personal and pro-
fessional potential.” The results can be life-changing. Clients often say they’ve created a
new outlook on life—finding within themselves inspiration, courage, confidence, and
answers to long-burning questions.

Coaching is a discovery process that focuses on the goals and agenda of the team
member being coached. It supports learning, development, and performance. Managerial
coaching occurs in the context of the organization in which manager and team member
are employed. It is a helping relationship that is centered on the team member, action-
oriented, and results-focused. Coaching involves the whole person, with cognitive, emo-
tional, behavioral, physical, and spiritual components. To be effective, it requires curiosity
from the manager-coach and the team member, which fosters self-awareness and action.
Coaching can be applied at the individual and team levels. It is a mindset and skill set
(coaching as a verb) and involves the role of coaching (coach as a noun).
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A manager-coach is a person who uses coaching-related knowledge, approaches,
and skills to coach team members in the organization who report to them or who
have sought their coaching. These hierarchical relationships, such as a direct man-
ager-employee reporting relationship or project team leader-member, may be formal.
In this context, coaching helps create awareness and support behavioral change that
can lead to enhanced performance, development of capabilities, and transformation.
Manager-coaches provide relationship-based, on-the-job learning and feedback to de-
velop employees experiencing job transition and displacements due to downsizing;
engage and motivate their employees; and retain their top or key organizational tal-
ent (Bennett & Bush, 2014).

The difference between a manager-coach and other coach roles—e.g., executive
coach, career coach, peer coach—is that the manager also affects the employee’s finances
and career. This dual role can influence the coaching process both positively and nega-
tively. The manager’s awareness of the employee’s situation, performance, and function
can clarify coaching goals and development but can also promote suspicion, mistrust,
and resistance to change. In addition, it can be difficult for the manager to negotiate be-
tween roles because managing often requires “telling” or “directing.” At the same time,
coaching is about discovering, creating possibilities, and taking action to produce desired
results. Managers often encourage employees to consider different models or perspec-
tives, envision other possibilities, and reflect and think prospectively. Coaching in any set-
ting can only be truly effective when the team member is willing and open to change.
The manager-coach’s role is to help create awareness about strengths and areas for devel-
opment and then support behavioral change (Bennett & Bush, 2014).

Managing involves achieving results through others, communicating information
about employee performance upward in the organizational structure, sharing infor-
mation from higher in the organizational structure down to employees, creating a
team from individuals, developing an environment of trust, directing others so that
their work meets the expectations of the organization, evaluating individual and team
performance against the plan, planning the work of others, and staffing people to spe-
cific projects or tasks.

Coaching involves strengthening employees by encouraging them to find their
solutions, engaging in candid and collegial open conversations, giving nonjudgmental
feedback, guiding reflection on new experiences or skills, helping others reframe
challenges, helping others reframe beyond their expectations, helping others accept
and learn from failure, providing assignments that stretch employees, providing expe-
rience-based insights, reinforcing positive behavior and work strengths to leverage
better results, and serving as a trusted sounding board for new ideas.

The roles of manager and coach are complementary, not contradictory. Hamlin
et al. (2006) wrote that “. . . truly effective managers and managerial leaders are those
who embed effective coaching into the heart of their management practice” and . . .
coaching is an essential core activity of management and leadership” (p. 326-327).
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While tracking and managing employee performance is the manager’s primary
role in the business’s success, coaching skills can help address problems and skill def-
icits that affect performance. Managers can also coach team members on business
acumen, political correctness, influential communication, teaming, and other behav-
ioral issues. The difference is that performance management is the manager’s respon-
sibility, while coaching is offered at the request and agreement of the team member.
Coaching is optional for the employee—management is not.

The employee-manager coaching relationship has been described as a working
partnership between a team member and their direct supervisor that is focused on
addressing that team member’s performance and development needs (Gregory &
Levy, 2011). The prominence of managers as coaches has increased and will continue
to thrive as organizations recognize the benefits of coaching and begin to integrate
methodologies into their management and leadership-development structures. The
function of managers as coaches can pose specific unique challenges, but the benefits
to the individual, group, and overall organization are entirely worthwhile endeavors.
Effective coaching will lead to your ultimate goal of achieving results through and
with others (Ellis, 2004; Gentry, 2016). While there are many benefits and advantages
to managers providing coaching, there are also challenges. Table 1.2 includes some of
the challenges that managers who coach may encounter, and some possible solutions.

Table 1.2: Manager-Coach Challenges and Possible Solutions.

Challenge Possible Solutions

Managing multiple roles: The manager - Clarify roles and expectations with the team

serving as coach continues to hold the member by making a clear distinction between
manager role. being a manager versus a coach during discussions.

- Focus on goals and behaviors.

- Ask, “Is this a performance issue or a coaching
topic?”

- Identify any competing agendas between manager,
team member, and organization priorities.

Building trust: The manager or team - Consider the quality of the current manager-team
members lack trust in each other; team relationship when introducing manager-coaching
members may lack trust in the organization or (not all are ready to be coaches or to be coached).
senior leaders. - Offer some guidelines on building trust, and have

ground rules about what to expect and how to give
feedback if there is a problem.

- Ensure that there are regular “process checks” built
into the coaching process, and opportunities for
both partners to discuss what is going well and
what needs to be improved about the interaction.
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Table 1.2 (continued)

Challenge Possible Solutions
Developing knowledge, skills, and abilities: -  Define the scope and role of manager-coaches.
Managers may lack coaching competence. - Assess managers to identify appropriate manager-

coaches and offer development and ongoing
support for them.

- Offer orientation to prepare employees to engage
effectively in coaching with their managers.

Differentiating between coaching and - Discuss the difference (in role and approach) with
performance-management issues: Manager- team members.

coaches may not distinguish between their - Clarify which issues are which.

roles, or may not select appropriate - Adopt and communicat standard performance-
approaches for addressing performance- management systems and processes.

related issues vs. addressing developmental or -  Ask team members to request coaching when it is
behavioral issues. wanted.

- Encourage an environment of safety and openness.
- Practice giving respectful feedback.

(Bennett & Bush, 2014; Murphy, 2005)

Why This Book Is Important

Organizational change is increasing, driven by globalization, new technologies, merg-
ers and acquisitions, rapid expansion of knowledge, social and political forces, and
the proliferation of complex multinational companies. According to a report from
Paycor (2023), in 2022, 40% of employees were considering quitting their jobs. The top
three reasons they gave were toxic work culture (62%), low salary (55%), and poor
management (56%). Paycor also reported that 60% of human resource leaders indicate
“leader and manager effectiveness” will be their top priority in 2023.

This book is meant to acquaint managers with the basics of coaching in the ever-
changing workplace and workforce. It is not meant to be an exhaustive reference.
Manager-coaches will be introduced to many topics about coaching and change, and
are urged to explore other resources to further their understanding.

Coaching is both a skill set and a role. It is also an emerging profession. In 2022, the
estimated number of coach practitioners reached 109,200, representing a 54% increase
from the 2019 global estimate (International Coaching Federation, 2023). This book pro-
vides academically sound and practical approaches to coaching that can be applied in
formal and informal contexts. Coaching is about effecting change at the individual,
team, and organization levels. This point provides a practical framework supporting
change at all levels. Managers often lack the skills to effectively develop the critical asset
of organizations—people. This book provides a framework and essential skills for man-
agers to give feedback and coach for development, performance, and transformation.
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Many corporations, government agencies, and not-for-profit organizations pro-
vide individual or group coaching for leaders at all levels. Examples of companies
and other organizations that use coaches for strategy, change management, and lead-
ership development include Bank of America, BASF, BMW, Boeing, Daimler, Deloitte,
Lockheed Martin, Lowes, Raytheon, tesa tape, Trane, UBS, U.S. government, United
Way Worldwide, and Wells Fargo. In addition to providing external coaches for lead-
ers, many organizations seek to develop the coaching capabilities of leaders at all
levels.

A 2023 search of Amazon.com for books about executive coaching indicates more
than 2,000 have been published. Searches for “managerial coaching” books show
more than 275 have been published. And more than 100 scholarly articles have been
published about executive coaching in the past 10 years.

Effective coaching can be applied across all industries and at all organizational lev-
els. In the healthcare industry, practical coaching that emphasizes developing support
for behavior changes is crucial for enhancing patient care and satisfaction. Managers
and healthcare leaders can use coaching to help healthcare professionals manage
stress, improve patient communication, and develop resilience in a demanding work
environment. In the rapidly evolving field of information technology, coaching focused
on developing support can help IT managers and leaders guide their teams through
complex projects. It can also assist in addressing the challenges of constant change and
innovation by fostering adaptability and problem-solving skills (Lambert et al., 2012).
Coaching in education is not limited to teachers and students; school administrators
and leaders benefit as well. Developing support is vital in creating a positive school cul-
ture, where teachers feel supported in their professional growth and students receive
the guidance they need to excel (Cavanagh et al., 2018). Sales and marketing teams
often benefit from coaching. Managers can use coaching to help sales representatives
build stronger client relationships, improve negotiation skills, and enhance overall per-
formance (Gentry et al., 2012).

Managers who coach can support change in many ways, including the following.
(See Appendix A for 100-plus scenarios for coaching.)

— Helping a direct report develop a career plan or get additional training to improve.

— Helping a direct report understand the importance of an organizational change
initiative and act as a change agent.

— Coaching a group to identify key stakeholders for a change and develop an action
plan to influence them in supporting the change.

— Coaching an employee to identify and work toward additional goals or projects
that would gain extra visibility or lead to promotion in the organization.

— Supporting an individual or group in taking on a new level of responsibility or a
developmental experience that is not required, but that will benefit the organiza-
tion and offer recognition.

— Coaching a leader about envisioning a positive future for the organization can
lead to a transformation in the culture or even the company’s brand.
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- Coaching a manager to consider the results of a stakeholder analysis can make the
difference between mere compliance and eager collaboration as employees adopt a
change.

Who Will Benefit from This Book

This book is intended for leaders and managers of people and those who want to develop
the essential mindset and skills to coach others in a manager-team member relationship.
In addition, professional coaches, human resource professionals, and organization devel-
opment professionals will find it helpful. The person being coached is referred to as a
“team member,” and the person coaching is referred to as a “manager-coach.”

At the risk of limiting who might find this book useful, this book was written for
specific audiences. These audiences include managers and leaders who want to de-
velop their capacities to support the development and performance of team members
and to support individual, team, and organizational change. It is also intended for
professional coaches who want to develop their knowledge and skills related to coach-
ing, and human resource professionals working in organizations who wish to develop
their coaching capabilities and support the development of others. It is intended for
educators and trainers seeking resources to support their efforts to develop coaching
skills in others. It is designed for graduate students who desire to learn about coach-
ing and how to use it in their role as managers.

Building on Coaching for Change (Bennett & Bush, 2014), this book is for managers
and leaders at all levels who want to help their employees improve performance, de-
velop capabilities, and transition in their lives and careers. Grounded in theory and
research, this book provides a practical guide for managers to coach individuals and
teams. This book offers a practical guide for managers and leaders to learn and apply
a coaching mindset and skill set in various contexts.

How This Book Is Organized

This book is intended to be used as an ongoing resource and reference guide for lead-
ers and managers who seek to learn coaching and then apply that understanding to
support team members. Chapters include rich content and examples/cases that will
equip and enable managers to apply a coaching approach.

It may be helpful to look at this book in three parts. The first part (Chapters 1-4)
provides the foundation for coaching. Chapter 1 introduces coaching and the role of
managers as coaches. Chapter 2 provides an overview of the coaching process with
examples. Chapter 3 presents six theoretical foundations or approaches to coaching
and explains how they might be applied in the manager-coach role. Chapter 4 focuses
on using self in the context of coaching. It addresses how manager-coaches can gain
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awareness, make intentional choices about when and how to engage with team mem-
bers, and find ways to develop as leaders and human beings. It incorporates various
models and theories related to adult development and the use of self.

The book’s second part (Chapters 5-12) introduces six coaching skills and con-
cludes with a chapter about how those skills can be applied to the coaching process
presented in Chapter 3. Chapter 5 offers an overview of six coaching skills. Chapters 6
through 11 provide detailed explanations and illustrations of the six coaching skills—
Providing Feedback, Listening for Understanding, Asking Powerful Questions, Refram-
ing, Providing Insights, and Developing Support—as well as illustrations of each skill,
why the skills are essential, and challenges and solutions. Chapter 12 integrates the
coaching skills and process.

The third part of the book (Chapters 13-16) addresses special considerations for
manager-coaches, such as coaching across differences, other applications of coaching,
ethical considerations, and continued development of coaching skills. Chapter 13 ex-
plores some of the challenges of coaching people whose social identities are different
from the manager-coach’s identities, and provides strategies for coaching across those
differences. Chapter 14 introduces ways to apply the coaching process and skills in
the context of coaching groups and teams. Internal and external professional execu-
tive coaches may be used to provide coaching to peers and teams. Chapter 15 recog-
nizes the complexities of manager-employee relationships and those of manager-
coach and employee relations. It presents ethical challenges and guidance based on
professional coaching standards. Chapter 16 recognizes the importance of applying
knowledge and skills to build competence, and it focuses on other applications for
coaching and ways for manager-coaches to develop and improve skills continuously.

Each chapter follows a similar structure, including a brief introduction, a descrip-
tion of the content and a summary. Interviews with five leaders who use coaching
with team members appear in selected chapters and provide rich examples of how
the frameworks and skills of coaching can be applied.

Resources at the end of the book include a bhibliography of reference materials, an
extensive and accessible glossary of key terms and concepts, and appendices with ex-
amples of topics for coaching and sample questions that might be used when coaching.

Case examples help illustrate the coaching process and skills and their integration
into coaching conversations. These cases are built on real scenarios, though the
names and dialogue have been fictionalized to protect the identities of individuals
and organizations and to help illustrate key points.

The format of the book, with extensive use of bulleted and numbered items,
bolded words or phrases, and tables and figures, is intended to enhance the accessibil-
ity of the material for the busy reader and to make the content more accessible to use
as a resource after reading the book.
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Helping Relationships

Coaching can be identified as one of a range of “helping relationships.” These helping
relationships include coaching, consulting, counseling, teaching, training, and mentor-
ing (Schein, 2009). Psychologist Carl Rogers (1989) wrote the following about helping
relationships.

If I can create a relationship characterized on my part:
.. . by a genuineness and transparency, in which I am my real feelings;
... by a warm acceptance of and prizing of the other person as a separate individual;
... by a sensitive ability to see his world and himself as he sees them;
Then the other individual in the relationship:
.. will experience and understand aspects of himself which previously he has repressed,;
.. will find himself becoming better integrated, more able to function effectively;
.. will become more similar to the person he would like to be;
.. will be more self-directing and self-confident;
.. will be more of a person, more unique and more self-expressive;
. . will be more understanding, more acceptant of others;
... will be able to cope with the problems of life more adequately and more comfortably.
(pp. 37-38)

In the context of coaching, helping requires a “helper” (the manager-coach) and a
“receiver” (the team member or team). It is essential to keep in mind that when help-
ing occurs, there is an imbalance in the relationship. Edgar Schein (2009) describes
this imbalance as a “one up-ness” for the manager-coach and a “one down-ness” for
the team member or team being coached. In other words, for helping to occur, there
must be a giver and receiver of help, and the person or group seeking help is subordi-
nated to the helper. This imbalance places the manager-coach in a dominant role,
which leads to potential traps for both parties.

For the helper/manager-coach, traps may include:

- Dispensing wisdom prematurely

—  Meeting defensiveness with more pressure

—  Accepting the problem and overreacting to the dependence
- Giving support and reassurance

— Resisting taking on the helper role

— Attempting to rescue the person being helped

- Trying to fix the person or the person’s problem

For the person being helped/team member, traps may include:
— Initial mistrust
—  Relief
- Looking for attention, reassurance, and/or validation instead of help
- Resentment and defensiveness
- Stereotyping, unrealistic expectations, and transference of perceptions.
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The helper may assume one or more of the following roles, move back and forth
between these roles, and in and out of them. The manager-coach may

— be an expert, having knowledge or wisdom that can guide the team member to-
ward achieving the team member’s goals.

— play the role of a physician serving to diagnose the person’s situation or needs
and provide a prescriptive intervention to “heal” or fix the challenge or situation
for the team member.

— serve as a process consultant, offering guidance without imposing the coach’s
point of view or solution. A process consultant works with and not for the client
and is generally contrasted with the role of an expert consultant.

It is important to note that the process consultant is the most preferred and effective
of these roles. The process consultant and manager-coach each work with clients to
effect change, the relationship is often formalized using a contract, and the process
orientation expertise of the manager-coach or consultant guides the team member in
developing solutions and implementing actions to achieve desired results (Bennett &
Bush, 2014; Schein, 2009).

Being a practical helper requires specific traits. Building on the work of Small
(1981), such traits applied to coaching include being concrete; being willing and able
to confront the person being coached; empathy for the situation and person; genuine-
ness in care and concern; immediacy of availability, presence, and action; potency of
the help provided; respect by the person being coached; a well-developed sense of
oneself and ability to use oneself as an instrument in the coaching relationship; ap-
propriate levels of self-disclosure in service of the person being coached; and general
sense of warmth.

Summary

Coaching is a helping relationship intended to help others learn, develop, and perform
in an ever-changing world of business and society. It is a necessary mindset and skill
set that managers can apply to support individuals and teams in achieving desired
goals. Leaders at all levels can use coaching to help individuals, groups, and organiza-
tions prepare for, excel through, and improve from change. While there are varied
approaches to managerial coaching, all coaching is team member-centered, action-
oriented, results focused, and supportive of behavioral change. Self-awareness on the
part of the client and the coach is required to achieve mastery.



Chapter 2
Coaching for Change Process

Effective managers know that performance comes from enabling and improving what is there
rather than controlling it.
—Evered & Selman, 1989, p. 17

Coaching involves engaging in conversations focused on another person’s goals.
Coaching is most effective when a formal coaching engagement process includes sev-
eral distinct phases. While accidental success is always possible, it is the exception.
Coaching for change requires a planned and methodical approach—the kind of ap-
proach at the core of this book.

This chapter provides a foundation for understanding why it is important to fol-
low a process and establish trust and safety in a coaching relationship. In effect, it is a
brief literature review. It looks not only at why trust and safety are important, but
how to foster them. It also describes the Coaching Mastery Model, and the six-step
Coaching for Change Model/Process.

Coaching is a practice and process that can occur in different contexts to enhance
well-being and performance in both personal and professional domains. Coaching is
also a practice and process that aims, over time to bring about change in organiza-
tions. Coaching is not the only intervention that should be considered for change ef-
forts. Training, mentoring, and stretch assignments are just a few approaches that
also support improved performance, development, and transition for team members.
Coaching can effectively achieve these outcomes when applied as a formal process.

Outcome-oriented dynamic models can describe the coaching process, focus on
the team member’s agenda/goals, and guide the conversation. Coaching follows the
principles of experiential learning, reflection in learning, and problem-solving. A
coaching relationship is bidirectional; the coach and team member must be engaged
and committed to creating the desired changes (Ratiu & Baban, 2012). One benefit of
coaching is that the team member and the manager-coach can learn and develop
through the process. During the initial and contracting phases of the coaching process,
the manager-coach establishes credibility and models the behaviors of listening and
asking questions that are cornerstones of the coaching engagement.

Generally, coaching follows a team member’s performance. The team member
takes an action, which results in feedback from self-reflection or observation of re-
sponses and results. It could also result in direct feedback from others, such as man-
ager, peers, customers, partners, and people who report to the team member. This
feedback potentially offers the agenda for coaching—the area(s) of focus.

As with other positive and productive working relationships, there should be an
agreement—a “contract”’—that assesses whether the team member wants coaching
and how the manager-coach and team member will work together. The manager-

https://doi.org/10.1515/9783111002415-002
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coach should not assume the team member wants coaching from them at a particular
time. Asking a simple question such as, “based on the feedback you received and your
self-awareness, would you like me to coach you?” empowers the team member and
helps define the working relationship.

Next, coaching occurs. This may be a single, brief (15 minutes or less) conversation, a
more extended conversation that might cover various topics, or an ongoing coaching rela-
tionship that includes several conversations. Coaching results should consist of additional
self-awareness, plans for action, and accountability. Then, the team member acts and con-
tinues their work with new insights, mindsets, and skills. This allows for additional feed-
back, which may result in further coaching conversations on this or other topics.

Three factors are relevant when managers coach their team members:

—  The specific coaching behaviors performed.

— The nature of the coaching relationship developed between the manager and the
team member being coached.

— The feedback environment.

Hunt & Weintraub (2011) suggest that being an effective coach involves giving feedback,
enabling reflection, gaining self-awareness, establishing a constructive relationship with
the person being coached, and creating a coaching-friendly context. Effective managerial
coaching includes listening, analysis, interviewing, observation, communication, giving
feedback, guidance, facilitation, and inspiration (Joo et al., 2012; Heslin et al., 2006).

Coaching Readiness

Team members have varying degrees of receptivity to coaching. While some are
highly receptive, others are not, and the rest reside somewhere in between. Team
members who are less receptive to coaching limit their development, performance,
and transformation. In addition, they fail to own problems by following a single way
of action. “Coachability” and “coaching readiness” describe a person’s or group’s
openness to develop, improve performance and transform through engagement with
a coach, whether informal or formal. Coachable individuals are committed to change,
are motivated to improve their knowledge, skills, and abilities, and are willing to take
responsibility for their outcomes. From a learning perspective, the coach should un-
derstand developmental readiness and learning goal orientation, including prepared-
ness for change and commitment. Readiness for coaching refers to team members’
readiness for change and their needs for change and development (Ratiu & Baban,
2012). In other words, the person being coached must be mentally, emotionally, and
developmentally ready to change (Laske, 1999, 2003).

A person’s readiness depends on four factors: 1) openness, 2) partnership, 3) en-
gagement, and 4) agenda setting. These four factors are supported by research into the
critical client characteristics required for a successful change (Boyatzis, et al., 2006).
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Openness. The mindset of a client is critical to success. Success hinges on a team
member accepting that change is needed; having an accurate insight into the fun-
damental nature, cause, and maintenance of their difficulties; being receptive to
the change process; trying and testing new behaviors and perspectives; and will-
ingness to learn from prior mistakes. Highly coachable team members proactively
seek feedback instead of waiting to receive it or becoming defensive or devaluing
it; and they proactively implement the feedback they receive to drive develop-
ment and improved performance (Evered & Selman, 1989; Franklin, 2005; Weiss
& Merrigan, 2021).

Partnership. Trust between the manager and team member allows the team
member to be open and honest, which is vital to their development. This type of
trusted partnership can provide the right amounts of challenge and support
throughout the coaching process.

Engagement. Engagement requires accountability. When the level of trust in-
creases between the manager and team member, the level of engagement in-
creases. A critical factor in the success of a coaching engagement is that the team
member must be committed to investing the time and energy needed for the
change process. In addition, the team member must possess the knowledge and
skills necessary to implement the targeted behavior.

Agenda setting. It is vital that everyone engaged in the coaching process remem-
ber that the team member’s agenda is the primary focus during coaching. The
team member should be able to set the goals for the work with you in a coaching
relationship.

To perform a preliminary screening of coaching readiness, the manager can ask or

observe the team member’s responses and behaviors related to the following questions:

What is your understanding of the focus and process of coaching?

What, if any, experiences have you had working with a coach?

What change prompts you to seek coaching? What is the nature of the change for
which you are seeking coaching?

What goals do you have for our potential work together?

How important is it to you to achieve your goals through our potential work to-
gether? What happens if you do not achieve these goals?

What do you consider to be your strengths and area(s) for improvement?

What would others (boss, peers, direct reports) say are your strengths and areas
for improvement in relation to the change?

What are your expectations of me as your coach?

How will I know when I have challenged you too much or too strongly?

What is essential to you in your life (personally and professionally)?

How do you learn?

What support do you have for the development work you set out to do?
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When Coaching Works Best

Five distinct factors indicate a person is likely to benefit from coaching—whether

from a professional coach, manager-coach, or peer.

1. Embrace a Growth Mindset. This is a desire to learn, grow and shift their mind-
sets and behaviors. According to Carol Dweck (2016), “Individuals who believe
their talents can be developed (through hard work, good strategies, and input
from others) have a growth mindset. They tend to achieve more than those with a
more fixed mindset (those who believe their talents are innate gifts)” (p. np). The
bottom line: The team member needs a desire to grow and change.

2. Request and Accept Feedback. While a coach can provide feedback during a
coaching session, getting feedback on the desired behavior changes is critical to
getting the most from coaching. This feedback may come from a manager, peer,
direct report, friend, or family member. The team member must know what
they are doing well and what is off-track about their goals.

3. Welcome a Challenge. As adults, we can learn a lot from taking on challenging
assignments and reflecting on experiences (whether or not they went as well as
we hoped). Team members who take advantage of opportunities to stretch out-
side their comfort zone can use those opportunities to try out and perfect new
and different behaviors.

4. Seek Support. Support is essential. This may come in the form of an account-
ability partner (a person who helps focus on action plans and goals), a person
who will listen with empathy and curiosity to experiences of learning and growth,
a book or training program that provides additional information.

5. Invest Time and Energy. Making changes to mindsets and behaviors takes time
and energy. Team members who make the time (away from distractions and com-
peting priorities) to “do the work” in a coaching relationship get the most out of
it. This requires meeting regularly with a coach, following through on action
plans, and reflecting on events, circumstances, and actions to gain the most
from them.

Manager-Coach and Team Member Relationship

Trust is the foundation for relationships. Managers and team members work together
to optimize performance by developing the team member’s professional, personal,
and social capacities. Their relationship is central to coaching because this relation-
ship can become the principal vehicle through which team members’ needs are ex-
pressed and goals fulfilled (Jowett, et al., 2010).

In their research on performance feedback, Mayer and Davis (1999) identified
trust as a critical component in whether feedback was well received and whether the
relationship between the giver and receiver evolved productively. Since feedback is
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often the entry point for a coaching conversation involving a manager and team

member, it makes sense that trust in the performance context also serves the coach-

ing relationship.

Personality research tells us that about 50% of the general population are less
trusting of others until there is a reason for them to trust the other person. That
means about 50% are more trusting until there is a reason not to trust others (Howard
and Howard, 2018). Trust is the faith we put in other individuals, teams, and organiza-
tions. Patrick Lencioni (2002), in his popular book about teams, notes that trust is the
foundation for working relationships, which in turn are the foundations for effective
teams. Manager-coaches must be sensitive to the trust disposition of team members,
recognize their perspectives on trust, and work to foster trust.

Mayer and Davis (1999) found that three key components build and foster trust.
You might imagine them as three legs of a stool that need to be balanced for trust to
flourish. The first component is “ability,” which is the group of skills, competencies,
and characteristics that allow a person to influence within some domain. In the con-
text of the manager-team member relationship, this might include the team member’s
perception of the manager’s ability to lead, think strategically, communicate for posi-
tive impact, negotiate, and assess performance. By the same token, it might also in-
clude the manager’s perception of the team member’s skills, behaviors, and results.
Next is “benevolence,” which is the extent to which a person is believed to want to do
good to others. This includes compassion, empathy, and commitment to others. In the
context of the coaching relationship, if the team member believes that a manager
cares about the team member’s interests, they will see the manager as benevolent to-
ward the team member. “Integrity” is the third component of trust. It is defined as the
team member’s perception that the manager adheres to a set of principles that the
team member finds acceptable. This means that the manager fulfills promises and
commitments in the manner agreed upon. This could also be applied in reverse—the
manager’s perception of the team member. Integrity includes connection with others,
results, doing what is right, and consistency.

There are many ways to establish rapport or establish trust. Here are a few exam-
ples that manager-coaches can use:

— Show selective vulnerability by sharing a personal anecdote about your experi-
ence related to the agenda of the person being coached. Acknowledge the chal-
lenge the team member is facing. Apologize when you make an error.

— Develop a sense of familiarity by relating to something the team member has
shared about themselves. This might include referring to a spouse, partner, or
child by name or asking about recent personal experiences (e.g., a vacation or
child’s sporting event).

—  Share common interests. This might include likes and dislikes or hobbies.

— Demonstrate concern for issues and events important to the team member.
Examples include births, illnesses, and anniversaries.
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— Acknowledge strengths, progress, and growth. This might include work prepar-
ing for a meeting, taking a risk, or successfully implementing something that has
been a goal.

The working alliance between the manager-coach and team member should em-
phasize the quality and strength of their purposeful collaboration. Edward Bordin
(1979, 1994) identified three core features of purposeful collaborative work:

— Goals (a clear, shared understanding about the goals of the work and the desired
outcome).

— Tasks (mutual understanding of how the coaching will take place along with
agreement on those tasks or roles that coach, client, and key stakeholders will
undertake).

— Bonds (mutual empathy and respect).

The coaching alliance is an interpersonal, interactive, dynamic, collaborative re-
lationship (Jowett, et al., 2010). It reflects the quality of the client’s and coach’s en-
gagement in intentional collaboration within the coaching relationship and is jointly
negotiated and renegotiated throughout the coaching process (O’Broin & Palmer, 2010).

Five broad aspects are essential in establishing, developing, and maintaining a
coaching alliance. These are:

1. Active negotiation (and, where necessary, renegotiation) of the alliance.

2. The use of alliance-fostering strategies.

3. The recognition that there are different conceptual approaches to the relationship
and that therefore implications for the interventions and activities of coaching
also differ.

Awareness and management of interpersonal dynamics of both coach and client.
5. Renegotiation of any disruptions in the alliance.

The coaching intervention maximizes its efficiency by adjusting to the develop-
mental needs of the team member. Coaching needs represent a unique combination
of individual and organizational needs. Coaching follows the principles of experiential
learning, reflection in learning, and problem-solving. A coaching relationship is bidi-
rectional; both manager-coach and team member must be engaged and committed to
creating the desired change (Jowett, et al., 2010).

Another critical element in the manager-coach and team member relationship is
psychological safety. Managers must foster an environment of trust and safety for the
team member to express themselves clearly and as thoroughly as necessary for you to
provide coaching. Psychological safety involves being able to show oneself without
fear of negative consequences of self-image, status, or career. It is a shared belief that
a person or team is safe for interpersonal risk-taking. Team members feel accepted
and respected. In his book, Think Again, Adam Grant (2021), wrote that when psycho-
logical safety is present, team members see mistakes as opportunities to learn, are
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willing to take risks, share their perspectives in meetings, openly share challenges or
struggles, and trust others (teammates and managers). In the context of coaching,
managers should foster a work environment and professional relationships with
team members that enable safety. This will help build working relationships and
allow you to work with team members as whole people, not simply as cogs in a wheel
of productivity.

You can enhance the working relationship in the context of coaching by being
warm and engaging, showing strength and confidence, being consistent and depend-
able, and modeling honesty and integrity. In addition, as the manager-coach, you can
restrain your personal needs and stay focused on the needs of the person being
coached in the context of the business. Be careful with self-disclosure: Coaching is
about the person being coached—not the coach. You can find ways to resonate with
what you sense going on for the team member and demonstrate agility and flexibility
without making it about you.

Coaching In the Context of Performance, Development
and Transformation

Chapter 1 discussed the focal areas of coaching: enhancing performance, developing
capabilities, and supporting transformation. Team members may be categorized as
needing to develop and grow, having the skills to perform well, or needing to develop
and grow or leave. Theoretically, most team members are in the middle category, as
shown in Figure 2.1.

Team members who are new to the organization or their role probably need to be
developed so they can grow their knowledge and skills and exhibit higher levels of per-
formance. For team members in the far-left section of the distribution curve, coaching
will probably be developmental and transformative. The overall goal for team members
in this group should be to become seasoned, skilled, and high-performing contributors.
The manager-coach needs to provide feedback about their performance and growth, as
well as direction or guidance. And the manager-coach needs to provide coaching.

Team members in the middle category are seasoned, skilled performers. Ideally,
most team members are in this category. They probably need continued development
as they face new and more complex challenges and opportunities. The manager-coach
needs to provide feedback, support, and coaching.

Team members in the far-right category are underperformers. The overall goal is
to help them develop and grow into skilled performers—or change responsibilities,
leave the team or leave the organization. These team members need coaching focused
on development, performance, and transformation. The manager-coach needs to pro-
vide direction, management, and coaching.

Notice that the manager-coach provides both feedback and coaching to employees
in all three categories.
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Coaching Processes

Having a process or model for coaching guides the coaching conversation, offers a
proven approach that enhances credibility, is predictable for the person being coached,
provides a sense of direction and comfort, and increases the likelihood that positive
and productive outcomes will emerge.

There are a variety of coaching models and processes. For example, the GROW
model is an acronym for the five steps in the process: Goal setting, Reality, Obstacles,
Options, and Way forward. While no one person can be identified as the originator of
this model, Graham Alexander, Alan Fine, and Sir John Whitmore (2009) are recog-
nized for making significant contributions to it. GROW is well known in the business
context and has applications in everyday life.

The development pipeline model was developed from research conducted by Pe-
terson (1993, 1996, 2006; Peterson & Hicks, 1996). Peterson suggests that there are five
necessary and sufficient conditions for behavioral change.

Each stage in the pipeline responds to a fundamental question:

1. Insight. Does the team member know what they want to improve and where im-
provement will make a difference?

2. Motivation. Is the team member willing to invest time and energy to accomplish
those results? Is the team member aware of the personal payoff?

3. Capabilities. Does the team member have the skills and knowledge to make the
change?

4. Real-world practice. Does the team member experiment with what they know in
an authentic setting to break down old habits and build new habits?

5. Accountability. Does the team member stick with the change, and are there mean-

ingful consequences for making the change? (Kauffman & Bachkirova, 2008).

One of the main tools that a manager-coach uses to help team members move
through change is conversation. All coaching involves conversation, although other
skills, including observation and assessment, are often leveraged to support the pro-
cess. A coaching conversation’s predictable and purposeful structure makes it distinct
from, say, a chat with a friend. The coaching conversation aims to provide a vehicle
for forward movement while the chat can ramble and have little purpose other than
creating or sustaining rapport. The purpose of a chat with a friend is not necessarily
or predictably action oriented.

The Change Coaching Model illustrated in Figure 2.2 enables the manager as
coach to guide the coaching conversations within this context (Bennett & Bush, 2014).
The steps are:

1. Current Situation and Context. This explores what is present for the team mem-
ber, what has occurred since your last coaching conversation, and what progress
they made toward previously established action plans.
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Needs and Desired Goals. This step involves helping the team member identify
their goals for the current coaching conversation. This step often requires a great
deal of discernment and clarification. There is a saying in management consulting
that applies to coaching: The presenting issue is rarely the real issue.
Information Gathering. This includes helping the team member discover things
like what is known and unknown, what has been tried, lessons learned from pre-
vious experiences that may relate to the current agenda for coaching, resources
available, impacts of actions and desired impacts, as well as identification of pos-
sible criteria for evaluating possible actions.

Possible Actions. In this step, the manager-coach helps the team member iden-
tify possible actions they could take to address their goals/agenda. Then, you help
the team member consider those actions and select the one(s) to act upon. You
may offer ideas to help stimulate creativity by the team member, but it is crucial
that the person being coached develop the possible action. Avoid telling the team
member what to do.

Action Planning. The team member should develop a specific action plan for
each action they chose to implement. This should include what will be done,
when, for what desired outcome, and with what support.

Summary and Agreement. The final step in the change coaching process is to
have the person being coached identify what they have gained from the coaching
conversation and summarize the action plans they are committed to taking be-
fore the next coaching conversation or other mutually agreed-upon deadline.

1
Current

Situation and
Context

6

Summary and
Agreement

2

Needs and
Desired Goals

3

Information
Gathering

5

Action
Planning

4

Possible
Actions

Figure 2.2: Change Coaching Model.
Source: Adapted from Bennett & Bush, 2014.
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Effective coaching conversations begin with Step 1 and end with Step 6. However, they
are dynamic, and conversations are likely to flow back and forth through the interme-
diate steps as the manager-coach seeks to define, explore, and advance understanding
of the team member’s issues. Here is an example of a hypothetical coaching conversa-
tion and the potential flow through the steps of the coaching model. (See Table 2.1)

Table 2.1: Example of a Coaching Conversation.

Manager-Coach and Team Member Dialogue (excerpts) Essential Coaching
Process Steps

Manager-Coach: How has your work on the XYZ project been going since our Step 1: Current Situation
last conversation? and Context

Team Member: The big project is going well . . ..

Manager-Coach: As we focus our time together, what would you like us to  Step 2: Needs and
focus on today? Desired Goals

Team Member: My challenge is getting everything completed on time.
Manager-Coach: Tell me more about the challenge.

Team Member: I have so many deadlines . . .. I never seem to have suitable
material with me at meetings . . .. And I don’t think we have the right
priorities for the change project . . .

Manager-Coach: So, you would like to focus on time management.

Team Member: Yes.

Manager-Coach: Tell me more about the time management challenges you  Step 3: Information
are having. Gathering

Team Member: I have not met some critical deadlines, putting others and
the project behind schedule. Recently, I've noticed that some other work is
taking longer than expected and is reducing the time I have to work on the
XYZ project. In addition, it has caused some key team members to work on
other priorities and not work on the ABC project.

Manager-Coach: As we focus on what is essential for you today, I hear at Step 2: Needs and
least three potential coaching topics: managing deadlines, having material ~ Desired Goals
for meetings, and project priorities. Which would you like to focus on first?

Team Member: Well, now that I hear those three played back to me, I think
managing deadlines is essential for me today. That is the one that I have the
most control over. The priorities for the change project, however, are critical.
I have some influence, but not control, over those priorities.
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Table 2.1 (continued)

Manager-Coach and Team Member Dialogue (excerpts) Essential Coaching
Process Steps

Manager-Coach: I want to make sure we meet your needs today. So, which
do y you want to focus on first?

Team Member: Deadlines.

Manager-Coach: OK. . . deadlines . . . tell me more about the deadline Step 3: Information
challenge. Gathering

Team Member: I have so much to do. I always seem to have competing
deadlines. Sometimes I don’t know what to do first. And, since we lost a member
of my team last month, I have been unable to reassign that work, so I've been
trying to do it as well as my job.

Manager-Coach: Let’s start with the last item—the team member. Is there
anything keeping you from reassigning that work?

Team Member: No. . . . just time to do it.
Manager-Coach: OK. I wasn’t sure if there was something else going on.

Team Member: If I took time to reassign that work, I would probably reduce my
stress, increase my productivity, and be able to do the things that are most
important for me to do.

Manager-Coach: It sounds like you believe taking time to reassign that Step 4: Possible Actions
work would be a wise step.

Team Member: Yes.
Manager-Coach: Is there anything else you can think of to do?

Team Member: Yes . . . block out the time on my calendar and do it.

Manager-Coach: OK. So, you are already planning some action. Step 5: Action Planning

Team Member: I need to schedule two hours to review the work I picked up
when the team member left the team and to set priorities. Then, two hours
more to consider who is best suited to do it.

Manager-Coach: When you review the work that needs reassignment, what  Step 3: Information
criteria will you use to decide priority and reassignment? Gathering

Team Member: For priority, I will consider whether or not the work is “mission
critical,” impacts another project, or can wait until I hire a new team member. For
reassignment, I will consider who has the knowledge and skills to do the work
and who has time, and, you know, I will also use this as an opportunity to give
some other team members “stretch assignments” to build their capacity.
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Table 2.1 (continued)

Manager-Coach and Team Member Dialogue (excerpts) Essential Coaching
Process Steps

Manager-Coach: I’d like to recap. . . . You have a focus, a plan of action, Step 4: Possible Actions
and your criteria for decision-making.

Team Member: What’s next?

Manager-Coach: When will you get this started? Step 5: Action Planning

Team Member: I will find the time on my calendar today. I intend to find time
by the end of this week to review the work and by the middle of next week to
determine who might receive the new assignments. One more step I'd like to
add . . . after I draft the reassignments, I'd like to meet with each team member
impacted and discuss it with them. They must know why I'm asking them to do
more work and assure them I will support them. What do you think?

Manager-Coach: I think you have a terrific plan. How soon do you expect you
can meet with each of your team members?

Team Member: I think completing this will take me two weeks from today. In
the meantime, I'll keep the priorities and deadlines in order.

Manager-Coach: Great. As we wrap up today, please summarize what you Step 6: Summary and
received from the coaching session and your next steps. Agreements

Team Member: I gained clarity about my challenges and the need to
delegate. I developed a plan of action to reassign the work of the team
member who left. And I feel terrific. Knowing that I have a plan of action gives
me a sense of relief. Thank you!

Manager-Coach: Good. . . . And I believe we are scheduled to meet again in
1 week.

Team Member: Yes. And at that point, I will be able to report on my work to
manage the deadlines, delegate work, and support the development of my
team members.

These are descriptions of each step in the change coaching model and sample ques-
tions or statements to support each step. Manager-coaches will want to find language
that is natural and comfortable for them.

Step 1: Current Situation and Context

The focus of this step is to establish or reestablish the relationship between manager
and team member, and obtain an update from the team member on recent occurrences
in the context of the coaching goals. In addition, this step is to assess progress on previ-
ous action items, and acknowledge success and breakthroughs that may have occurred.
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Suppose this is the first coaching session in a multi-session coaching engagement.
The primary focus should be establishing the relationship and defining the engage-
ment’s purpose, scope, and operating agreements. If this is a single-session coaching
engagement, the relationship development and contracting, as well as the coaching
process described here, will all occur in the single session.

Sample questions that might be used with this step in the coaching process:

— How are you today?

— What has happened since we last met?

— What’s the most significant thing that happened to you today?

— What have you accomplished related to your action plans from the last time
we met?

— What progress have you made since we spoke?

— What accomplishments (or sethacks) have you experienced since our last coach-
ing session?

Step 2: Needs and Desired Goals
The focus of this step is for the coach to gain an understanding of the team member’s
current reality, and to understand and agree upon the goals for the coaching session.
You and the team member will also align those goals with the overall goals of the
coaching engagement, and adjust the goals of the engagement if necessary. You and
the team member will also adjust the goals of the overall engagement as the focus
becomes clearer. This determination will be based on whether clarity and mutual un-
derstanding exist between the manager-coach and team members. You can align with
the team member’s goals via conversation with the team member.
Sample questions that might be used with this step in the coaching process:
— What are we going to focus on in this coaching session today?
— Of the __things you mentioned that we might focus on today, which do you want
to start with?
— What is essential for you to accomplish in our coaching work today?
—  What will you have accomplished if this coaching session is a massive success?
— How would you rate this goal on a scale of 1-10 (10 being most important)?
— What would that look like if we were to “hit a home run” in this coaching
session?
- For this coaching session, what will success look like for you?

Step 3: Information Gathering

The focus of this step is to gather information that serves the team member’s agenda,
gain a mutual understanding of that information, and identify the need for additional
data (which may become an action item for later consideration). As the process man-
ager, the coach must determine whether the conversation has developed enough in-
formation and shared understanding to progress to Step 4 (Possible Actions). If not, it
must go back to Step 2 to refine Needs and Desired Goals.
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Sample questions that might be used with this step in the coaching process:
— How important is that to you?
— How is your behavior impacting others?
—  What does that feedback mean to you?
- Inwhat, if any, ways are you rushing to judgment?
— What are you missing?
- What matters most?
— What are you inclined to believe about __?
- What is the opposing view?
—  Which of the conflicting views has more evidence behind it?
— What are you afraid of and why?

Step 4: Possible Actions
This step focuses on exploring possibilities for action that will serve the team mem-
ber’s needs and desired goals for the coaching session. The team member generates
ideas for possible action, establishes criteria to evaluate those options, considers bar-
riers to implementing them, and establishes priorities for action.
Sample questions that might be used with this step in the coaching process:
- How might you improve the situation?
—  What possible actions have you not explored?
- What have you seen others do that might work here?
— If none of the current options were available, what would you do?
- What is the counterintuitive choice?
- What would an outsider do?
— What ideas do you have for addressing this?
- How will you decide which step to take next?
-  What has worked for you in the past?
- Offer (sparingly) ideas or questions to “prime the pump.”

The manager-coach will need to determine whether to progress to Step 5 (Action
Planning), go back to a previous step (Information Gathering, Needs and Desired
Goals), or continue developing possible actions. This determination will be based on
whether there is a clear understanding of the information available, possible actions
to support achieving the desired goals, and a commitment to consider action steps for
implementation.

Step 5: Action Planning

The focus of this step is to develop action steps (what the team member will do, by
when, with what outcome, and with what support), ensure accountability and com-
mitment for implementation, and determine resource and support needs as well as
how to acquire those resources.
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Sample questions that could be used with this step in the coaching process:
— What action will you take?
— What support do you need?
— What are you committed to doing? By when?
— What support do you have that you will call on to accomplish your action plan?
—  What challenges or barriers do you anticipate, and how will you address them?
—  What support will you access to achieve your action plans?
— What support do you have in place to help you?
—  What support do you need? What will you do to secure it?

The manager-coach will need to determine whether to progress to Step 6 (Sum-
mary and Agreement), go back to a previous step (Information Gathering, Needs and
Desired Goals, Possible Actions), or continue developing possible actions. This deter-
mination will be based on whether the team member is clear about and committed to
the action steps designed, and whether there is agreement about what the team mem-
ber will do next—by when, and with what support (if appropriate).

Step 6: Summary and Agreement
The focus of this step is to review insights and commitments gained from this coach-
ing session, identify possible agenda items for future coaching sessions, and reinforce
that the team member owns the coaching agenda and actions.
Sample questions that might be used with this step in the coaching process:
- What have you gained from this conversation?
— What are your key takeaways from our work today?
— What are your next steps?
— What are you committed to doing?
—  What will you do as a result of this coaching session?
— What did you gain from this coaching session?
—  Please remind me. What will you do as a result of this coaching session?

The manager-coach will need to determine whether to end the coaching session or
return to a previous step in the coaching process (Information Gathering, Needs and
Desired Goals, Possible Actions, Action Planning). This determination will be based on
whether there is shared agreement about the next steps, whether the designated length
of the coaching session has ended, and whether a new area of focus has emerged.

Suggestions for More Successful Coaching

Manager-coaches can take specific steps to coach individuals and groups more effec-
tively. Here are some of the most significant:
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—  Build trust, respect, and credibility with team members.

— Let the team member set the agenda.

— Help the team member stay focused on the team member’s agenda for coaching.

—  Help the team member stay focused while helping the team member continually
refine and redefine the focus.

—  Master the art of asking high-impact questions. (See Chapter 8)

—  Help the team member identify options and possibilities.

—  Help the team member determine the action to be taken.

— Define action steps: Do what? By when? What outcomes/results?

— Help the team member discover barriers to successful implementation and de-
velop strategies to overcome the obstacles.

—  Speak less than 20% of the time. Don’t be afraid of periods of silence. Ask simple,
focused questions and then wait at least seven seconds for a response.

— Actively listen for content, context, meaning, what is being said, what is not being
said, congruence, and incongruence.

— Be willing to maintain silence while the team member processes.

—  Celebrate breakthroughs and achievements.

—  Ask the team member for feedback on the coaching: What is working well? What
is not working well? What should be done differently?

—  Allow team members to take full responsibility for their own discoveries, growth,
ideas, and achievements. Avoid imposing solutions on team members.

—  Help team members be responsible for their actions.

- Coaching is about helping team members discover their own answers, not about
the coach’s being a sage. A person does not need to be a content expert to be an
excellent coach.

- Challenge any incongruence between what the team member has said previously
and what she says in the current coaching conversation.

— Challenge any discrepancies between the team member’s commitment to action
and their lack of action.

—  Respect the communication and thinking styles of the team member, while keep-
ing the conversation moving through the coaching process.

Summary

Coaching can be introduced into an organization in a variety of ways. The most effec-
tive technique is based on a formal coaching engagement process, applying a planned
and methodical approach. Each coaching session encompasses six essential steps:

1. Current Situation and Context

2. Needs and Desired Goals

3. Information Gathering

4. Possible Actions
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5. Action Planning
6. Summary and Agreement.

The coachability—or coaching readiness—of individuals is an important consider-
ation for coaches. Coachable individuals are committed to change, have a solid motiva-
tion to improve their knowledge, skills, and abilities, and are willing to take responsibility
for their outcomes.

Managers can improve the effectiveness of their efforts in many ways, including
building trust, respect, and credibility with team members, letting them set the
agenda, helping them stay focused, mastering the art of asking high-impact questions,
defining action steps, and helping them identify and overcome barriers.

A Conversation with Ben Wilhelm, DBA
President and Chief Operating Officer
McFarland Construction

This conversation was recorded and transcribed, then edited for clarity and conciseness.
John Bennett (JB): Tell me about your work.

Ben Wilhelm (BW): McFarland is a mid-sized general contractor. We’re growing quickly and expect to
double or triple this year. So, there are big shifts going on. That growth put a lot of pressure on our
entire work structure to help elevate roles and positions both internally and recruiting exter-
nally. There’s a lot of people in new roles. I've spent the last two years trying to get functional leader-
ship roles populated in the organization so that we could build the infrastructure to grow. As you can
imagine, that creates a lot of room for conflict. Coaching conversations enable me to tamp down some
of the natural conflicts and have higher quality dialogue rather than people digging in on their posi-
tions on topics. This allows us to focus on the interests versus positions. Aside from all the task-
oriented decision-making that accompanies my role; human dynamics is an important part of my role.

JB: I’'m interested in how you use coaching in your role. You mentioned specifically using it to address
conflict. Say more about that, and any other ways you see coaching showing up.

BW: As a leader manager, I've become very comfortable with having coaching conversations on an
individual level, either where I have a conflict with one of my direct reports or they have a conflict with
one of their direct reports. I incorporate coaching as a conversation, not telling someone what to do,
instead having an open-ended dialogue about what they might do, bringing awareness by asking
open-ended questions, being curious, and holding up a mirror to the person. I look for what resonates
with them and how their actions may contribute to their challenge. Sometimes, I use role play to deter-
mine how they may address one of their direct reports. That’s where I've been able to separate myself
and be a buffer between one of our functional leaders and their employees or their direct reports
versus me having an immediate issue with a colleague under my direct supervision. I also use coach-
ing as a leader manager in group contexts.

JB: You’ve talked about using coaching with individuals and groups, especially in conflict situations.
Are there other contexts?

BW: Yes. I'm using coaching to develop people’s thinking and help them see things from a broader lens
or a broader perspective. This allows them to recognize that they have something to offer and that I
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have something to offer. I encourage people to be more open to what they have to offer and treat peo-
ple how they want to be treated. So, I feel some emotional intelligence is derived by having conversa-
tions that way and using coaching skills to manifest that kind of behavior. I would say it’s a fair comment
that I find myself using coaching in conflict more so than I see it as a developmental tool.

As I shared, our business is moving fast. When you’re moving fast, you don’t often step back and
think strategically about what things you could do that would help develop people, and that’s where
strategy fails, when you’re spread (too thin).

JB: I know you’ve had formal education related to coaching. Beyond that, how do you develop your
mindset and the skill set as a manager-coach?

BW: I've challenged myself to approach leading people by coaching rather than telling and being di-
rective. If, for example, I am trying to bring awareness to people by solving their problems, then I
know I'm still being an authoritative leader versus trying to have the conversation where they arrive at
their own decision, which wouldn’t have necessarily been mine. That means that I've done something
to make it about their agenda for how they want to engage in a challenge versus my agenda and how
they want to engage in a challenge. The more quality, the more conversations begin and end with
others saying, “Here’s what I’'m going to do.” When I can help others figure out how they want to do
something, and I facilitate the conversation, then the more ownership they have taken for it. They are
responsible for making it happen, and that shift in perspective is powerful.

)B: How is your approach to leading and managing through coaching being received?

BW: Every industry has nuances, and it’s sort of the DNA for how it shows up. And in my 30 years of
construction, it’s very much a reactive business, full of what we would call “cowboys.” Traditionally,
everybody has their way of doing things. So, buildings are all very different; there’s no building that’s
ever built the same, and no person that shows up in our business the same. It’s very dictatorial. There’s
a strong command and control, authoritative approach: “Do it my way because I said so.” When you
have a coaching conversation in my industry, it’s a much more sophisticated way to go about things. I
don’t think it’s for everybody, but when you find the people that resonate with it, it engenders loyalty
and respect in a way that I don’t see very common in our business.

It’s a different approach for folks. For some who are much more accustomed to having a rigid, very
straightforward linear solution to everything, it’s uncomfortable. For many people, they are surprised
to be empowered. They say, “Wow, you want my opinion and are open to how I would solve this chal-
lenge. I'm not sure exactly how to do that, but there’s a much better way.”

There’s a much higher level of receptivity for people who don’t like the top-down philosophy. I find
it a mixed bag with folks who have been in the industry for a long time and are used to certain com-
mand-and-control philosophies. I have really struggled with the way to engage them. A few people
have left the organization because there’s not enough structure to feel like they can be successful.

)B: What challenges do you face using a coaching approach as a manager and leader? And how have
you overcome them?

BW: I have a point of view, and I'm not objective in all of my coaching conversations because I have
opinions. There are times when the business must come first, which may conflict with my being open
to their way of doing something. Examples include personal preferences for working at home and
working hybrid, avoiding a challenging conversation with someone who needs to be held accountable,
and how we’re investing our resources.

When these conflicts arise, I recognize that I have a conflict and try to appreciate where you’re
coming from. I realize that something may not align with the other person’s values and where you are
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today, so we need to talk to you about it. So, I use coaching to help people become aware. And then
help them be informed about their choices instead of making choices for them. I would much rather
they have the autonomy to select for themselves rather than me to choose for them.

JB: Tell me about a story where you used your role as a manager but also used coaching skills. Is
there a specific example?

BW: I'm trying to take on the philosophy that I shouldn’t always be working the hardest to solve every-
body’s problems. As we’ve continued to promote people within the organization, we recently had this
example. One colleague was promoted to an executive position. They inherited some challenging per-
sonalities that were much more Type A, dominant, reactive leaders who were very proud. I'm trying to
remove myself from that management layer so this leader can ascend and take ownership of those
teammates. We had a coaching conversation. I knew the conflict was related to the roles and responsi-
bilities of this manager. One team member was very frustrated about not having better clarity. We
knew that this needed to be addressed. So, the leader role-played with me how the conversation
might go with the team member. It helped the leader think through how they wanted this meeting to
go. I offered to be a “fly on the wall.” The leader said, “You need to not be involved and I think it’ll
empower me to be on the front line of this conversation.” They had the conversation, and it went well.
The team member is showing up much better.

JB: What do you see as the value of using a coaching approach as a leader?

BW: It’s like learning a foreign language. We have a lot of Hispanic Latino employees in our indus-
try. Many speak a limited amount of English. I don’t speak Spanish. When I go to construction sites, I
need someone to translate for me. Otherwise, I am not able to communicate with half the people. And
when they are talking, I am relatively useless in that conversation because I don’t add value. Learning
the language of coaching opened a whole new world of possibilities about how to engage people. And
that has been transformational. For me, it was having the ability to engage people. As a leader, it has
enhanced my effectiveness.

JB: What advice would you give a leader manager considering using a coaching approach in
their work?

BW: I would say a couple of things. Find people in their universe or sphere of influence that they can
connect with who use coaching approaches and learn from them. And if you don’t want to learn from
them or have a different type of learning style, read about it. And if you’re really all engaged, find a
program that can help you develop the skills and focus on it for professional development. I don’t think
it’s for everybody. I think you have to be open to reframing how you engage people. That doesn’t neces-
sarily lend itself to everyone. Some of the fundamentals of coaching—such as asking open-ended ques-
tions, being an active listener, attending to the relationship, and making the coaching conversation
about somebody else’s agenda—when you say them out loud, they sound pretty intuitive. Often, we are
too focused on expediency in our business because we’re so task oriented. As a result, we take a shortcut
and tell others what to do because that’s how we know the job will get done. But as a leader manager,
how are you going to scale yourself if you are always working in this dependent culture that requires
you to always tell everybody what to do? It’s just not very productive.

)B: Is there anything that we didn’t talk about or anything you wanted to share that you didn’t have
an opportunity to share?



34 —— Chapter2 Coaching for Change Process

BW: Not everyone engaging in this leader-manager approach of having coaching conversations is
aware of the available models and processes. I like the Bennett and Bush (2014) model because it
helps you focus on a process, especially when learning how to have coaching conversations. I think
having a model enables you to facilitate the conversations, no matter the issue. If you have a process
you can fall back on, you can effectively have higher-quality dialogue. Also, listen for your agenda and
the questions you ask people. If you’re asking open-ended questions and suspending your assump-
tions, you will help people articulate the situation. What are they feeling? How are they thinking about
possible solutions? That would be an outstanding achievement. Don’t ask leading questions. Ask ques-
tions that help people believe in themselves.

JB: Is there something you’ve seen that indicates that somebody is more likely to be receptive to
coaching?

BW: I'm always excited about the folks leaning into those conversations and seeking the opportunity
to have those coaching approaches. They come in and ask questions. They’re trying to figure it out,
and don’t presume they have all the answers.

When I do find that dominant personality with a fair amount of bravado in my industry where
they’re pretty confident, behind the curtain they may have their fears of looking vulnerable to the idea
of the coaching. For those who have a fixed mindset, I struggle with having a coaching conversation.
After a couple of attempts to have a coaching conversation, I will give them hard feedback about why
their actions resulted in us being in our situation. I have a metaphor in my business that says if you
can solve a problem in the field, it costs $10. If it makes it into the job site trailer, it costs $100 because
now you have twice as many people involved, and you have more resources involved. If it makes it
into the office, it is a $1,000 problem because now you’ve got legal, COO, finance, and HR involved.
And so, how can you solve $10 issues as much as possible?

JB: Right, and when you find somebody with that fixed mindset, how do you bring that awareness?

BW: I don’t know if I always put a fine point on it because I don’t want to confront it so that it turns
the person off, and they walk out being entirely defensive. You’re in a leadership role, and it’s crucial
for the success to be tied to your ability to get things done and for people to buy into your leadership.
If three or four people don’t want to work with you, it limits your potential in the organization or with
our stakeholders. So yeah, I would deliver feedback very much like that to hopefully make a connec-
tion that their behavior or way of addressing situations has some detrimental effects or outcomes.
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Theoretical Foundations of Coaching Applied

There is nothing so practical as a good theory.
—Kurt Lewin

Coaching is a trans-disciplinary field of practice influenced by various professional
techniques and delivered in the context of providing help to a range of clients (Wil-
kins, 2000, 2003). Coaching draws on many disciplines and practices, a rich cross-
disciplinary heritage that also makes it trans-disciplinary. How are these terms differ-
ent? Cross-disciplinary means to involve two or more academic disciplines, whereas
trans-disciplinary adds the element of systematic coordination among fields to study
and develop theory and practice.

This chapter explores the trans-disciplinary nature of coaching and provides a theo-
retical framework for coaching for change at the individual, group, and organizational lev-
els. The focus is on establishing a framework for considering the disciplines and practices
that inform coaching and the work of coaches who focus on change—i.e., the change
coach. For a thorough understanding of these topics, you will need to study them in depth.

This chapter explores the disciplines that coaches may draw as sources of wisdom.
Then it examines the practices in which coaches may have been trained or educated,
and the sources of those coaching practices. It presents applications to managerial
coaching, and then illustrates specific approaches to personal change—the foundation
for coaching. The chapter concludes with a framework for mutual learning to guide
coaching and support development, performance, and transformation.

Frameworks for Coaching

Coaching uses various frameworks of skill sets and professional practices, for example:
—  Cognitive behavioral

- Solution-focused

- Gestalt

— Existential

- Positive psychology

- Transactional analysis

These are approaches to coaching, not theoretical or academic disciplines. Most of

these approaches are rooted in psychology and the practice of therapy or counseling.
There are many genres or contexts of coaching. For example:

—  Career coaching

—  Executive and leadership coaching
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- Life coaching

— Managerial coaching
—  Peer coaching

— Team coaching

All coaching is oriented toward the agenda of the person being coached. Executive,
leadership, team, and peer coaching, for example, are also oriented toward the rela-
tionship between the coach and client in an organization or system. As noted earlier
(Chapter 2), coaching is a process that supports change at the individual, group, and
organizational levels.

Drawing on an analogy developed by Stein (2004), imagine a large tree as the
foundation and manifestation of change coaching. The tree’s roots symbolize the aca-
demic disciplines that nurture and support the growth of coaching. These disciplines
include communication, health, human development, leadership, learning, philoso-
phy, psychology, and spirituality. Coaching is informed by many fields—no single do-
main owns it. The trunk of the tree provides strength to coaching. The professional
practices that emerge from the roots and inform coaching include consulting, man-
agement, mentoring, pastoral care, teaching, and therapy/counseling. Finally, the
branches and leaves on the tree are the foliage, the new growth, which provides the
seeds for further development. This portion of the tree symbolizes how coaching is
applied. Examples include peer coaching, managerial coaching, teachers coaching stu-
dents, internal and external coaches coaching leaders in organizational settings, and
parents coaching children.

Approaches to Coaching

Many of the approaches to coaching come from psychology, human development, and
learning. Table 3.1 summarizes six approaches to coaching, selected to provide a foun-
dation for coaching by managers. Each approach to coaching includes the focus of the
coaching agenda, which provides for developmental, performance, and transforma-
tional orientations.

Managers may employ several approaches when coaching a team member. These
choices may be based on several factors, including personal comfort, familiarity, and
appropriateness for the coaching situation. Managers are encouraged to become fa-
miliar with various approaches, develop expertise, and select the most fitting ap-
proach for the coaching situation. Table 3.1 presents six approaches that are most
closely aligned with managerial coaching: cognitive behavioral, solution-focused, ge-
stalt, existential, positive psychology, and transactional analysis with some of their
techniques, applications, benefits, and limitations of each. This table also shows how
the three area of focus for coaching (development, performance, or transformation)
may best be applied to each of the six approaches to coaching.
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Cognitive Behavioral Approach

The cognitive behavioral approach is based on a therapeutic approach that effectively
treats various psychological disorders. In recent years, cognitive behavioral therapy
(CBT) has extended beyond traditional therapy settings to other areas, such as coach-
ing. The theory behind CBT is rooted in cognitive psychology and behavioral psychol-
ogy. CBT and cognitive behavioral coaching (CBC) are based on the premise that our
thoughts, feelings, and behaviors are interconnected and that our thoughts influence
our emotions and behaviors. Therefore, we can change our feelings and behaviors if
we change our thoughts.

The approach was developed by Aaron Beck (1976), who was working with pa-
tients with depression. Beck noticed that many of his patients had negative thoughts
and beliefs about themselves and their abilities, and that this contributed to their de-
pression. He developed a therapeutic approach to help patients identify and challenge
their negative thoughts and replace them with more realistic and positive beliefs. Cog-
nitive psychology emphasizes the role of thoughts in shaping our emotions and be-
haviors. According to this perspective, people’s mental representations of the world
(i.e., schemas) influence how they perceive and interpret events. These interpreta-
tions, in turn, affect their emotional reactions and behaviors (Beck, 1976).

On the other hand, behavioral psychology emphasizes the role of environmental
factors in shaping behavior. Behavioral theories propose that behavior is learned
through the process of conditioning. Positive reinforcement (reward) increases the
likelihood of a behavior, while negative reinforcement (punishment) decreases the
probability of a behavior (Skinner, 1953).

Empirical Evidence

There is growing evidence to support the effectiveness of CBT in coaching. One study
found that coaching interventions incorporating CBT principles improved executives’
emotional intelligence and leadership skills (Grant, et al., 2009). A meta-analysis of 29
studies on executive coaching found that CBT was the most commonly used approach
in coaching interventions and that it improved various outcomes, including leader-
ship skills, job satisfaction, and well-being (Jones, et al, 2016).

Cognitive behavioral therapy is an evidence-based approach successfully applied
to executive coaching. CBT can help team members identify and challenge unhelpful
thinking patterns, develop coping strategies for dealing with stress and pressure, and
improve their emotional intelligence and leadership skills.

Benefits and Limitations
Cognitive behavioral coaching has several benefits and limitations. First, the benefits
include:
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- Empowerment and Self-Efficacy. One of the primary benefits of CBC is that it
empowers individuals to take control of their lives by providing them with the
tools and strategies to manage their thoughts, feelings, and behaviors. By teaching
individuals how to identify and challenge negative thought patterns, CBC can im-
prove their self-efficacy, the belief in one’s ability to accomplish tasks and achieve
goals (Bandura, 1997).

— Goal-Oriented. CBC helps individuals define and achieve their objectives. CBC fo-
cuses on the present and future rather than dwelling on past events, allowing in-
dividuals to move forward and progress. The coach works with the team member
to establish specific, measurable, achievable, relevant, and time-bound (SMART)
goals tailored to their needs and preferences.

— Evidence-Based. CBC has been extensively researched and found to be effective
in treating a wide range of psychological disorders and emotional issues. Re-
search has shown that CBC is as effective as medication in treating depression
and anxiety and more effective than other psychological interventions, such as
psychoanalysis and psychodynamic therapy (Butler et al., 2006).

— Customizable. CBC can be tailored to the specific needs and preferences of the
individual. The manager-coach works with the team member to identify their
unique challenges and develop strategies to overcome them. This personalized
approach ensures the coaching process is relevant, engaging, and effective.

— Measurable Outcomes. The CBC focuses on quantifiable results. The manager-
coach works with the team member to establish specific goals and regularly mon-
itors progress toward achieving them. This approach ensures that the coaching
process is transparent, accountable, and effective.

The cognitive behavioral approach to coaching has several limitations, including:

— Limited Focus on Emotions. CBC acknowledges the role of emotions in behavior,
but it tends to prioritize the cognitive aspects of behavior over the emotional
ones. This prioritization can be problematic, especially for individuals with deep-
seated emotional issues that require more attention and support than CBC can
provide (Greenberger & Padesky, 1995).

- Overemphasis on Rational Thinking. CBC can emphasize analytical thinking at
the expense of other modes of thought, such as intuition and creativity. While the
CBC effectively addresses cognitive distortions, it can also stifle creativity and
spontaneity, essential aspects of personal growth and development.

— Short-term Approach. CBC focuses on the immediate problem rather than ex-
ploring the underlying causes of behavior. While this can effectively address spe-
cific issues, it may not be sufficient for individuals with complex and long-
standing emotional problems that require more in-depth exploration (Wampold
et al., 1997).
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Practical Applications

CBT is applied to various mental health issues, including anxiety, phobias, post-
traumatic stress disorder, and eating disorders. The approach is practical in numer-
ous studies and is considered one of the most widely used and researched forms of
psychotherapy (Hofmann et al., 2012). CBC combines these two theoretical perspec-
tives by focusing on the interplay between thoughts, emotions, and behaviors. CBC
aims to identify and modify maladaptive thoughts and behaviors contributing to psy-
chological distress.

CBT can be applied to coaching in several ways. First, CBT techniques can help
team members identify and modify maladaptive thoughts and behaviors that may in-
terfere with their leadership effectiveness. For example, a team member prone to cat-
astrophic thinking may benefit from cognitive restructuring to challenge negative
thoughts and develop more realistic and adaptive thinking patterns. Second, CBT tech-
niques can help team members develop coping strategies for managing stress and
other emotional challenges. For example, an executive who struggles with anxiety
may benefit from relaxation techniques or exposure therapy to manage their symp-
toms. Third, CBT techniques can help team members enhance their self-awareness
and emotional intelligence. Mindfulness techniques can help team members become
more aware.

Key Techniques and Interventions

CBC involves various techniques to help people being coached identify and modify

maladaptive thoughts and behaviors. Some of the methods used in CBC include:

— Cognitive Restructuring. CBC involves identifying and challenging negative or
irrational thoughts contributing to psychological distress. Team members are
taught to recognize their negative thoughts, evaluate their validity, and replace
them with more adaptive thoughts.

— Behavioral Activation. CBC involves increasing engagement in positive activities
to improve mood and decrease negative thoughts and behaviors. Team members
learn to identify enjoyable and meaningful activities and schedule them into
their daily routines.

— Exposure Therapy. CBC involves gradually exposing team members to anxiety-
provoking stimuli in a safe and controlled environment to reduce anxiety and
sensitivity to fears.

— Relaxation Techniques. CBC involves teaching team members to use relaxation
exercises such as deep breathing, progressive muscle relaxation, or meditation to
reduce stress and anxiety.

— Mindfulness. CBC teaches team members to focus on the present moment and
observe their thoughts and feelings without judgment. The goal is to increase
awareness and acceptance of one’s internal experiences.
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- Identifying Negative Thought Patterns. The coach and team member work to-
gether to identify negative and self-defeating thoughts that are hindering prog-
ress. These thoughts may include beliefs such as “I'm not good enough” or “I'll
never succeed.”

— Challenging Negative Thoughts. Once negative thoughts are identified, the man-
ager-coach helps team members challenge them by questioning their validity and
evidence. For example, the manager-coach may ask the team member, “Is it true
that you're not good enough? Can you provide evidence to support this belief?”

— Developing New Thought Patterns. The manager-coach helps team members
develop new, positive thought patterns that align with their goals. For example,
instead of believing that they’re not good enough, the team members may create
the belief that they’re capable of achieving their goals with hard work and
dedication.

— Creating New Behaviors. The manager-coach helps the team member develop
new behaviors consistent with their new thought patterns. For example, if the
team member wants to improve public speaking skills, the manager-coach may
help them develop a plan to practice speaking and provide feedback on their
progress (Williams et al., 2018).

Solution-focused Approach

The solution-focused approach to coaching (SFC) is a relatively new technique rapidly
gaining popularity. This approach is based on the belief that team members can solve
their problems and that the manager-coach’s role is to help team members identify
their strengths, resources, and solutions to achieve their desired goals.

SFC emerged in the 1980s from the work of Steve de Shazer and Insoo Kim Berg,
founders of the Brief Family Therapy Center in Milwaukee, Wisconsin. They devel-
oped a solution-focused therapy model based on the idea that people’s problems are
not necessarily caused by their past experiences or underlying psychological issues
but rather by their current patterns of behavior and thinking. They believed that
change is possible when clients maintain focus on strengths, resources, and solutions
rather than problems. The solution-focused approach was adapted for coaching to
help clients achieve their goals. SFC is an effective method used in various settings,
including executive, sports, and life coaching.

Empirical Evidence

Research supports the benefits of solution-focused coaching. For example, a study
conducted by Green et al. (2007) found that SFC effectively improved goal attainment,
job satisfaction, and well-being. Grant and O’Connor (2014) found that SFC signifi-
cantly enhanced employee job satisfaction and work-related well-being. Furthermore,
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a meta-analysis by Kim et al. (2018) revealed that solution-focused interventions were
more effective than traditional problem-focused interventions in enhancing psycho-
logical well-being and decreasing symptoms of anxiety and depression. In personal
development, a study by Macaskill and Macaskill (2017) demonstrated the positive im-
pact of solution-focused coaching on self-esteem and goal attainment. Similarly, in ed-
ucation, a research study by Franklin and Kimber (2015) showcased the effectiveness
of SFC in promoting academic engagement and success among students.

Benefits and Limitations

The solution-focused approach to coaching has several benefits and limitations. First,

the benefits include:

— Focus on Strengths. SFC helps team members identify their strengths and re-
sources, which can help them build confidence and self-esteem.

— Focus on Solutions. SFC’s focus on solutions rather than problems is a critical
benefit. The manager-coach helps team members identify their strengths and re-
sources and uses them to solve their challenges. This approach enables the team
members to feel empowered and motivated to act toward achieving their goals.

— Time-Efficient. SFC focuses on the present and the future rather than the past.
The manager-coach helps the team member identify what they want to achieve,
allows them to create solutions to achieve their goals, and identify steps they
need to take to get there. This approach can help team members achieve their
goals quickly and efficiently.

— Positive and Motivational. In SFC, the manager-coach helps the team member
identify their strengths and resources, which can help them feel more confident
and motivated to act toward achieving their goals.

— Client-Centered. SFC helps team members feel more in control of their lives and
more empowered to act toward their goals.

— Flexible. SFC is a flexible approach. The manager-coach works with team mem-
bers to identify what works for them and what does not. This approach can help
the team members feel more comfortable and confident in the coaching process,
leading to better results.

While solution-focused coaching has many benefits, it also has limitations that
must be considered. These limitations are:

— Limited Focus on the Past. SFC focuses on the present and the future, and does
not dwell on the past. While this can be an advantage, it can also be a limitation.
Team members who have experienced trauma or have deep-rooted issues may
benefit from exploring their past to better understand themselves and their cur-
rent situation.

— Overlooking Underlying Issues. SFC may ignore underlying issues contributing
to team members’ challenges. For example, a team member struggling with time
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management may benefit from exploring why they are struggling rather than just
focusing on creating a schedule.

— Lack of Structure. SFC may lack structure, which can disadvantage some team
members. Team members who prefer a more structured approach may find SFC
too open-ended and may struggle to make progress.

- Limited Applicability. SFC may not apply to everyone or to all situations. Some
team members may require a more directive approach, while others may require
a more exploratory approach.

Practical Applications

Solution-focused coaching is based on the idea that people can find solutions to their
problems and that the manager-coach’s role is to help team members identify and use
their strengths to create positive change in their lives.

Solution-focused coaching is increasingly used in business settings to help individ-
uals and organizations achieve their goals. You can help individuals identify common
goals and develop strategies to work together to achieve them. For example, you can
work with a business owner to develop a plan to grow their business or improve their
profitability. SFC can also help employees improve their performance or develop new
skills. It can be beneficial in situations where there is conflict or disagreement, and it
can help individuals build stronger relationships and improve communication.

Solution-focused coaching has many practical applications in education. Teachers
and educators can use this approach to help students set goals and develop strategies
to achieve them. For example, a teacher can use solution-focused coaching to help a
student struggling with a particular subject. The teacher can help students identify
their strengths and weaknesses, set specific goals, and develop a plan to achieve
them. This approach can benefit students with low self-esteem and a lack of confi-
dence in their abilities. In addition to helping students, SFC can benefit educators
themselves. Many teachers face burnout and other challenges that can affect their
performance in the classroom. Solution-focused coaching can help educators identify
the root causes of their challenges and develop strategies to overcome them. It can
also help educators improve communication skills and build stronger relationships
with their students.

Solution-focused coaching is increasingly used in healthcare settings to help pa-
tients make positive life changes. For example, a coach can work with a patient strug-
gling with a chronic illness to develop a plan to manage their symptoms and improve
their quality of life. SFC can help patients quit smoking, lose weight, or manage stress.
SFC can be particularly effective in helping patients with mental health issues. Many
mental health disorders, such as depression and anxiety, can be improved through
goal setting and behavior change. SFC can help patients identify their strengths and
develop strategies to overcome challenges. This approach can also help patients build
resilience and develop coping skills to manage their symptoms.
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Key Techniques and Interventions
The solution-focused approach to coaching is based on principles that guide the man-
ager-coach’s interactions with team members. These principles include:

Focus on Solutions. The manager-coach focuses on finding solutions rather than
dwelling on problems. The manager-coach helps the team member identify their
goals and focus on how they can achieve them.

Team Member-Centered. The manager-coach believes the team member is the
expert in their life and can find solutions. The manager-coach supports them in
discovering their strengths and resources.

Positive Language. The manager-coach uses positive and empowering language
to help the team members create a positive self-image and view of their future.
Small Steps. The manager-coach helps the team member break their goals down
into small, achievable steps they can take to move forward.

Focus on Success. The manager-coach encourages the team members to focus on
their successes and build on them to create more success.

Use of Questions. The manager-coach uses a range of questions to help the team
member explore their strengths and resources, identify their goals, and find
solutions.

Solution-focused coaching uses various techniques to help team members achieve

their goals. These techniques include:

Scaling. The manager-coach uses a scaling question to help the team members
evaluate where they are on a scale of 1 to 10 concerning their goal. The manager-
coach then helps the team members explore what they need to do to increase
their ranking.

Miracle Question. The manager-coach asks the team member a question that al-
lows them to imagine their life after their problem has been solved. The man-
ager-coach then helps the team members identify what they must do to make that
vision a reality.

Exception Question. The manager-coach asks the team member about times
when the problem has not been present to help the team member identify their
strengths and resources.

Coping Question. The manager-coach asks the team members about how they
have managed similar situations in the past to help the team member identify
their strengths and resources.

Future Pacing. The manager-coach helps the team members imagine themselves
achieving their goals in the future using visualization techniques.
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Gestalt Approach

The Gestalt approach to coaching emphasizes the person’s entire experience, in the
coaching process, including their physical sensations, emotions, and behaviors. Ge-
stalt coaching is based on the principles of Gestalt psychology, which emphasizes the
importance of holistic and experiential learning. Gestalt psychology emerged in the
early 20th century as a response to the reductionist and mechanistic approaches of
behaviorism and psychoanalysis. According to Gestalt psychology, human experience
is not a sum of isolated parts but an integrated whole. The meaning of an experience

is derived from the whole, not its parts (Perls et al., 1951).

The Gestalt approach to coaching applies these principles by emphasizing the im-
portance of the coach-client relationship, the team member’s awareness of their expe-
rience, and the team member’s responsibility for their actions. Gestalt therapy is a
holistic approach that emphasizes the importance of the individual’s experience in
the present moment. The focus is on the individual’s awareness of their current expe-
rience and how they can take responsibility for their actions and choices.

Gestalt’s approach to coaching involves the individual’s understanding of how
their choices affect their role as a leader or team member. The Gestalt approach to
coaching is a humanistic and team member-centered approach that focuses on help-
ing clients become aware of their thoughts, feelings, and behaviors in the present mo-
ment (Bluckert, 2018).

Several fundamental principles, including the following, characterize the Gestalt
approach to coaching:

— Holism. The Gestalt approach to coaching emphasizes viewing the client’s experi-
ence rather than breaking it down into isolated parts. The manager-coach helps
the team members become aware of their thoughts, feelings, and physical sensa-
tions and integrate them into a coherent whole.

— Awareness. The Gestalt approach to coaching emphasizes the importance of the
team member’s understanding of their experience. The manager-coach encour-
ages the team members to be present now, pay attention to their internal experi-
ence, and notice their thinking, feeling, and behavior patterns.

— Responsibility. The Gestalt approach to coaching emphasizes the team member’s
responsibility for their actions. The manager-coach helps the team members take
ownership of their experience, acknowledge their role in creating their reality,
and take action to change it.

— Relationship. The Gestalt approach to coaching emphasizes the importance of
the coach-team member relationship. The manager-coach creates a safe and sup-
portive environment where the team member can explore their experience, and
the team member and manager-coach work collaboratively to achieve the team
member’s goals.
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The Gestalt approach to coaching is based on several key concepts essential to under-

standing the approach’s philosophy and practice. These concepts include the following:

— The Here-and-Now. The Gestalt approach to coaching emphasizes the impor-
tance of the team member’s awareness of their experience in the present mo-
ment. The manager-coach helps the team members be present, focus on their
immediate experience, and notice their thinking, feeling, and behavior patterns.

— The Figure-Ground Relationship. The figure-ground relationship is between the
foreground and the background of an experience. The Gestalt approach to coach-
ing emphasizes the importance of the client’s awareness of the figure-ground re-
lationship, helping the team members to identify the foreground and background
elements of their experience and to integrate them into a coherent whole.

— Contact. Contact refers to the relationship between the individual and their envi-
ronment. The Gestalt approach to coaching emphasizes the importance of the
team members’ awareness of their connection with their environment, helping
them identify the obstacles that prevent them from making contact and take ac-
tion to overcome them.

— Resistance. Resistance is often “a way of protecting oneself from an actual or per-
ceived threat or lack of support . ..” (Mann, 2021, p. 77). The Gestalt approach
identifies the polarities related to the resistance, for example, deflection and
being mesmerized, or projecting and owning everything, or self-monitoring and
lack of field constraints. Within each of these is an ability to flexibly move along
the continuum congruent with the team member’s situation. Using the Gestalt ap-
proach, the coach affirms and works with the contact-resistance continuum, as-
suming the resistance holds the key to a future state.

Empirical Evidence

While a limited amount of empirical research specifically focused on the Gestalt ap-
proach to coaching, the principles of Gestalt therapy, upon which this approach is built,
have shown promising results. A study by Brownell et al. (2016) demonstrated that ge-
stalt therapy interventions significantly improved psychological well-being, self-esteem,
and interpersonal relationships. Moreover, a review by Clarkson (2014) highlighted the
effectiveness of gestalt therapy in fostering personal growth and self-awareness.

Benefits and Limitations

The Gestalt approach to coaching has several benefits and limitations. First, the bene-

fits include:

— Focus on the Present Moment. The Gestalt approach to coaching emphasizes the
present moment. This means that the manager-coach and team members work to-
gether to explore the team member’s experiences, thoughts, and feelings in real
time. This focus on the present moment can benefit team members experiencing
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difficulties with anxiety or depression. The Gestalt approach to coaching can help
team members develop new ways of coping with difficult emotions.

— Holistic Perspective. The Gestalt approach to coaching takes a holistic view,
which considers the team members’ environment, relationships, and individual
experiences. This perspective can help team members better understand how
their environment influences their experiences and how they can change their
settings to support their personal growth. For example, a team member struggling
with work-related stress may benefit from exploring their relationship with their
boss or colleagues.

— Focus on the Client’s Resources. The Gestalt approach to coaching strongly em-
phasizes the team member’s resources. This means the manager-coach works
with the team members to identify their strengths, values, and abilities, which
can help team members develop a greater sense of self-efficacy and confidence.
This approach can help clients identify and build on their resources.

- Use of Experiential Techniques. The Gestalt approach to coaching uses experi-
ential practices, such as role-play, imagery, and visualization. These techniques
can help clients explore their experiences in a safe and supportive environment.
For example, a team member struggling with assertiveness may benefit from
practicing assertive communication techniques in a role-play scenario. Using ex-
periential techniques in the Gestalt approach to coaching can be particularly
helpful for clients who have difficulty expressing their emotions.

The Gestalt approach to coaching has several limitations, including:

— Lack of Structure. The Gestalt approach to coaching can lack structure, which
means the coaching process may be less predictable than other coaching ap-
proaches. Some team members may find this lack of structure challenging,
mainly if they prefer a more directive coaching style.

- Limited Focus on Goal Setting. The Gestalt approach to coaching does not
strongly emphasize goal setting. As a result, the coaching process may focus less
on achieving specific outcomes. While this can benefit team members looking for
a more exploratory coaching experience, it may not suit those looking for a more
goal-focused approach. The lack of focus on goal setting can be a barrier to team
member satisfaction.

- Emphasis on the Team Member’s Experience. The Gestalt approach can be
challenging to apply to team members uncomfortable with introspection. The ge-
stalt approach relies heavily on the team member’s ability to explore their inner
experience and reflect on their thoughts and emotions. However, some team
members may find this problematic because they are uncomfortable with intro-
spection or lack the necessary self-awareness to engage in this work. In these
cases, you may need to adjust the approach to better meet the team member’s
needs. While exploring the team member’s experiences can help gain a deeper
understanding of their thoughts, feelings, and behaviors, it can also be limiting.
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The focus on the present moment and the team member’s experience may make
it difficult for the manager-coach to explore their past experiences, which may
influence their current behavior. While the Gestalt approach can help explore the
team member’s present experience, it may not be as effective in addressing deep-
seated issues.

Potential for Resistance to Change. The approach encourages team members to
become more aware of their patterns of behavior and thought, which can be chal-
lenging and uncomfortable. This may lead to resistance to change, as team mem-
bers may be reluctant to confront difficult emotions or change longstanding
behavior patterns. The Gestalt approach can effectively promote personal growth,
but it requires team members to be willing to engage in difficult or unfamiliar
emotions that they might be ill-equipped to confront.

Measuring Effectiveness. It can be challenging to measure the effectiveness of
the Gestalt approach, a holistic and intuitive process tailored to team members’
needs. This can make it difficult to measure the approach’s effectiveness in a stan-
dardized way. While self-report measures of well-being and satisfaction with
coaching can be used to measure effectiveness, these measures may not capture
the full complexity of the coaching process.

Suitability. The Gestalt approach to coaching may not be suitable for team mem-
bers dealing with severe mental health issues. While it can be practical for team
members dealing with issues such as stress, anxiety, and relationship difficulties,
it may not be appropriate for team members dealing with severe mental health
issues, such as depression or bipolar disorder. In these cases, team members may
require a more specialized form of therapy and manager-coaches who are not
trained in mental health counseling may not be equipped to provide the neces-
sary support.

Balancing Supporting and Challenging. It can be challenging for manager-
coaches to balance supporting the team member’s self-exploration and challeng-
ing them to make changes. The Gestalt approach emphasizes the importance of
self-exploration and encourages team members to explore their inner experien-
ces. However, this can sometimes lead to team members getting stuck in their
thinking and behavior patterns. Manager-coaches using the Gestalt approach
must balance this need for self-exploration with the need to challenge team mem-
bers to make changes and act.

Time-Consuming and Resource-Intensive. The approach requires a significant
amount of time and energy from both you and the team member. Manager-coach
es using the Gestalt approach must be prepared to invest time and energy in the
coaching process. Team members need to be willing to commit significant time to
the coaching process.
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Practical Applications
The Gestalt approach to coaching has many applications and can be used in various
coaching contexts. The approach is particularly effective in the following areas:

Leadership Coaching. The Gestalt approach to coaching is particularly effective
in leadership coaching. The approach emphasizes the importance of awareness
and personal responsibility, critical traits of influential leaders. The Gestalt ap-
proach also encourages experimentation and feedback, which can help leaders at
all levels develop new skills and behaviors.

Career Coaching. The Gestalt approach to coaching is also effective in career
coaching. The approach encourages team members to explore their values,
strengths, and passions, which can help them identify career paths aligned with
their interests and goals. The Gestalt approach also emphasizes the importance of
personal responsibility, which can help team members take ownership of their
career development.

Relationship Coaching. The Gestalt approach to coaching encourages team mem-
bers to explore their thoughts, feelings, and behaviors in the context of their rela-
tionships, which can help them identify patterns of behavior affecting their
relationships. The Gestalt approach also emphasizes personal responsibility,
which can help people take ownership of their relationships and work to improve
them.

Key Techniques and Interventions

Empty Chair. The Empty Chair technique is one of the most well-known techniques
used in the Gestalt approach to coaching. This technique involves placing an empty
chair in front of the team members and asking them to imagine a person or situa-
tion they must confront or resolve. The team member then speaks to the empty
chair as if the person or situation is present. The manager-coach may encourage the
team members to express their feelings and explore the case in a safe and support-
ive environment. The Empty Chair technique can benefit team members struggling
with difficult emotions, such as anger or resentment. It can help team members be-
come more self-aware and develop new ways to cope with difficult emotions.
Two-Chair. The Two-Chair Technique is another commonly used technique in the
Gestalt approach to coaching. This technique involves placing two chairs facing
each other and asking the team member to sit in one of the chairs. The team
member is asked to imagine a conflicting part of themselves or a relationship
they must work on. The team member then moves to the other chair and speaks
to their conflicting interest or the person they are struggling with. This technique
can help team members explore their internal conflicts and develop greater self-
awareness. The Two-Chair technique can benefit team members working with
self-doubt or indecisiveness.
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- Body Awareness. Body awareness is a critical component of the Gestalt approach
to coaching. This technique involves helping team members become more aware
of their physical sensations, such as tension or discomfort, and their emotional
experiences. The manager-coach may ask the team members to focus on their
breathing or to pay attention to physical sensations in their bodies during a
coaching session. Body awareness can be beneficial for clients who are experienc-
ing stress or anxiety. Body awareness techniques can help team members become
more self-aware and develop greater resilience.

— Exaggeration. Exaggeration is another technique used in the Gestalt approach to
coaching. This technique involves encouraging the team member to exaggerate a
behavior or emotion they are struggling with. The manager-coach may ask the
team member to act out the behavior or emotion exaggeratedly, such as speaking
louder or making a more significant gesture. Exaggeration can help team mem-
bers to become more self-aware and gain new insights into their behavior or
emotions. Exaggeration can be particularly helpful for team members struggling
with self-expression or assertiveness.

— Awareness Dialogue. The Awareness Dialogue is a technique used in the Gestalt
approach to coaching that involves a conversation between the team member
and their coach. The manager-coach asks the team member to describe their ex-
periences, thoughts, and feelings in the present moment. The manager-coach then
reflects on the team member’s experience and invites them to explore their
understandings further. The Awareness Dialogue can be particularly helpful for
team members seeking a more exploratory coaching experience. Awareness Dia-
logue can help team members become more self-aware and develop greater in-
sight into their experiences.

Existential Approach

The existential approach to coaching is based on the principles of existential philoso-
phy, which emphasizes the importance of human freedom, choice, and responsibility.
According to this approach, individuals are responsible for creating meaning and
must confront their mortality.

Existential coaching focuses on the individual’s personal experience of their situ-
ation and encourages them to take responsibility for their choices and actions. The
manager-coach works with the team members to explore their values, beliefs, and as-
sumptions and identify any existential challenges they may face. The manager-coach
helps the team members develop strategies for addressing these challenges and creat-
ing a more meaningful and fulfilling life.

The existential approach to coaching is a powerful and effective tool for execu-
tives seeking more profound insights into themselves and their leadership styles. Fo-
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cusing on their subjective experiences with their situation can help team members
develop greater self-awareness, resilience, and authenticity.

One of the critical features of the existential approach to coaching is its focus on
the present moment. The manager-coach helps the team member become more
aware of their thoughts, feelings, and behaviors and recognize how they influence
their leadership style. By developing this awareness, the executive can become more
intentional and mindful in their actions and decision-making. Another critical aspect
of the existential approach to coaching is its emphasis on authenticity. The manager-
coach helps the team member explore their true selves and identify how they may
present a false or inauthentic self to others. By developing greater self-awareness and
authenticity, the team members can build more trusting and meaningful relationships
with their colleagues and employees.

The existential approach to coaching is rooted in existentialism, which empha-
sizes the importance of individual freedom, responsibility, and the search for mean-
ing and purpose in life. At its core, this approach recognizes that individuals have
unique experiences, values, and beliefs that shape their worldview and their relation-
ship to their work. To be effective, the manager-coach must understand and respect
the team member’s individuality and work with them to explore their purpose and
meaning.

One of the fundamental principles of the existential approach is the idea that in-
dividuals have the power to create their reality. This means individuals can make
choices and take actions that shape their lives and work. However, with this freedom
comes responsibility. Individuals must take responsibility for the choices they make
and the impact those choices have on their work and their relationships with others.

Another core principle of the existential approach is the belief that individuals are
constantly in the process of becoming. This means that individuals continually evolve
and change, and their sense of purpose and meaning in life is not fixed or predeter-
mined. Instead, individuals must continuously re-examine their values and beliefs and
work to align their actions with their evolving sense of purpose (Spinelli, 2018a).

Empirical Evidence

The existential approach to coaching is a powerful and effective tool for executives
seeking more profound insights into themselves and their leadership styles. Growing
evidence suggests that the existential approach to coaching can be highly effective in
helping team members develop greater self-awareness, resilience, and authenticity.
Focusing on the individual’s subjective experience of their situation can help team
members develop greater self-awareness, resilience, and authenticity.

Studies have indicated that engaging in existential coaching is associated with in-
creased well-being and life satisfaction. Research by van Nieuwerburgh and Golswor-
thy (2016) explored the effects of existential coaching on participants’ psychological
well-being. The findings revealed that participants reported higher levels of life satis-
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faction and a greater sense of purpose after undergoing existential coaching interven-
tions. A study by Yalom and Josselson (2010) demonstrated that participants who en-
gaged in existential group coaching experienced a significant reduction in their levels
of existential anxiety. This suggests that coaching interventions that target existential
concerns can positively impact individuals’ emotional well-being.

Existential coaching helps individuals clarify their values and goals, leading to im-
proved decision-making and goal attainment. A study by Egan and Reynolds (2017) ex-
amined the effects of existential coaching on career decision-making. The results
indicated that participants who underwent coaching reported a greater alignment be-
tween their career choices and personal values, resulting in increased job satisfaction
and commitment. Empirical evidence suggests that existential coaching can positively
impact work-related outcomes. In a study by van Nieuwerburgh (2012), employees who
received existential coaching demonstrated improved job performance, increased moti-
vation, and greater engagement in their work. This indicates that addressing existential
concerns can create a more fulfilling and productive work environment. According to
Krum (2012), existential coaching can reduce stress by helping clients understand that
openness to experience is a way of gaining insight into their need for control.

One reason the existential approach to coaching may be practical is that it focuses
on the individual’s subjective experience of their situation. By helping the leaders ex-
plore their values, beliefs, and assumptions, the manager-coach can help them identify
the underlying causes of any challenges they may face. This deeper self-awareness can
help leaders make more meaningful and purposeful choices in their personal and pro-
fessional lives.

The existential approach to coaching’s emphasis on the present moment increases
the team members’ mindfulness and awareness, helping them become more inten-
tional and purposeful in their actions and decisions. This can help them build more
trusting and meaningful relationships with their colleagues and employees, positively
impacting the organization’s overall performance.

Benefits and Limitations

The existential approach to coaching has several benefits and limitations. First, the

benefits include:

— Improved Self-Awareness. Team members can better understand their thoughts,
feelings, and behaviors by engaging in reflective dialogue and mindfulness practices.

— Increased Motivation. By aligning their actions with their sense of purpose and
meaning, team members are more likely to be motivated and engaged in their work.

- Greater Authenticity. By exploring existential themes such as authenticity, team
members can develop a greater sense of authenticity and integrity in their work.

— Improved Communication. By creating a deeper understanding of their values
and beliefs, team members can better communicate their ideas and perspectives
to others.
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— Focus on the Present Moment. The approach encourages clients to become
more aware of their everyday experiences, which can help them gain a deeper
understanding of their thoughts, feelings, and behaviors. Focusing on the present
moment can help can identify patterns in behavior and thought processes that
may limit personal growth. By working in the here and now, you can help team
members become more aware of their habitual patterns of behavior and recog-
nize the impact of these patterns on their lives and relationships.

— Emphasis on the Team Member’s Experience. The approach recognizes that in-
dividuals have unique understandings of the world and that this experience
shapes their thoughts, feelings, and behaviors. By exploring team members’ expe-
riences, the manager-coach can help them better understand their values, beliefs,
and goals. This can help the team members make more informed decisions and
take actions that align with their values and goals.

The existential approach to coaching has several limitations, including:

— Limited Applicability. The existential approach may not be suitable for all team
members because it focuses on philosophical inquiry and abstract concepts. Re-
search by George Yancy (2018) highlights that team members from diverse cul-
tural backgrounds or those who prefer concrete, pragmatic problem-solving
might find the existential approach bewildering or unproductive. The emphasis
on introspection and philosophical reflection may alienate team members who
require more practical guidance or have urgent, tangible issues to address.

— Lack of Practical Framework. One of the critical limitations of the existential
approach is its relative lack of concrete techniques or structured methodologies.
Unlike other coaching approaches that provide step-by-step processes or tools,
the existential approach relies heavily on open-ended conversations and self-
exploration. While this can foster creativity and self-discovery, it can lead to am-
biguity and uncertainty in sessions. Gyllensten and Palmer (2017) argue that with-
out a clear framework, manager-coaches might struggle to guide team members
effectively through the coaching process, potentially leaving them feeling lost or
frustrated.

— Ethical Considerations. Existential coaching often delves into deeply personal
and existential questions, which can raise ethical concerns. As manager-coaches
explore team members’ values, beliefs, and fears, they may inadvertently trigger
strong emotional reactions. Without proper training in managing these dynamics,
manager-coaches might inadvertently cause distress or psychological harm to cli-
ents (Spinelli, 2018b). Respecting team members’ emotional boundaries while en-
couraging self-exploration requires a delicate balance that necessitates advanced
training and sensitivity.

- Limited Evidence Base. Compared to some other coaching approaches that have
accumulated empirical support, the existential approach has a relatively narrow
body of research demonstrating its effectiveness. While anecdotal evidence and
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case studies abound, a dearth of rigorous empirical studies hinders the establish-
ment of the approach’s reliability and efficacy (Evers et al., 2006). This lack of em-
pirical grounding might deter team members from seeking evidence-based
practices and hinder the approach’s credibility in professional coaching settings.

— Potential for Stagnation. Existential coaching, focusing on exploring fundamen-
tal questions, might inadvertently lead team members into a spiral of rumination
or analysis paralysis. While encouraging team members to confront existential
concerns can be transformative, it also carries the risk of perpetuating negative
thought patterns. Team members might become overly absorbed in their internal
struggles without making tangible progress in their personal or professional lives
(van Deurzen, 2016). This potential for stagnation requires manager-coaches to
delicately balance exploration with action-oriented interventions.

Key Techniques and Interventions

The existential approach to coaching involves several techniques designed to help indi-

viduals explore their sense of purpose and meaning in life. These techniques include:

— Reflective Dialogue. This involves deep, thoughtful conversations with team
members to explore their values, beliefs, and experiences.

— Mindfulness. This involves helping team members understand their thoughts,
feelings, and behaviors better.

— Exploration of Existential Themes. This involves exploring themes such as free-
dom, responsibility, authenticity, and mortality to help the team members under-
stand their values and beliefs better.

— Goal Setting. This involves working with the team members to set goals aligned
with their sense of purpose and meaning.

Positive Psychology Approach

Positive psychology is the scientific study of human flourishing, focusing on the posi-
tive aspects of life, such as happiness, well-being, and personal growth (Seligman &
Csikszentmihalyi, 2000). Seligman argued that psychology had traditionally focused
on the negative aspects of human experiences, such as mental illness and pathology,
and had neglected the positive elements, such as happiness, well-being, and human
flourishing. He proposed that psychology shift its focus to positive attributes and ex-
periences and explore ways to promote them. Positive psychology emphasizes the im-
portance of positive emotions, positive relationships, and positive experiences in
human life. It seeks to promote well-being and resilience rather than just treating pa-
thology. The principles of positive psychology have been applied to various domains,
such as education, healthcare, and business.
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Positive psychology is a field of psychology that focuses on the strengths and posi-
tive attributes of individuals and aims to promote their well-being and flourishing.
Coaching, on the other hand, is a process of helping individuals, particularly leaders
and executives, improve their performance and achieve their goals. In coaching, posi-
tive psychology can help individuals identify and use their strengths, increase their
resilience and optimism, and enhance their overall well-being and happiness. The
positive psychology approach to coaching emphasizes using positive interventions
and techniques to help individuals enhance their strengths, develop their potential,
and overcome their limitations (Boniwell & Kauffman, 2018).

The positive psychology approach to coaching is based on the theoretical founda-
tions of positive psychology, which emphasize the following key concepts:

- Strengths and Virtues. Positive psychology emphasizes identifying and developing
an individual’s strengths and virtues, such as courage, creativity, kindness, and wis-
dom. These attributes are key determinants of well-being and success, and manager-
coaches using the positive psychology approach seek to help individuals identify and
enhance their strengths. Strengths refer to the natural talents, abilities, and character
traits individuals possess and can develop to improve their well-being and perfor-
mance. The strengths-based approach to coaching focuses on identifying and build-
ing on an individual’s strengths rather than fixing their weaknesses. Research has
shown that strengths-based interventions can enhance subjective well-being, engage-
ment, and performance (Seligman et al., 2005).

- Positive Emotions. Positive psychology recognizes the importance of positive emo-
tions, such as joy, gratitude, and love, in promoting well-being and success. Positive
emotions are important because they broaden one’s thinking and attention, build
social bonds, and increase resilience (Fredrickson, 2001). Manager-coaches using
the positive psychology approach seek to help individuals cultivate positive emo-
tions and use them to enhance their performance and achieve their goals.

— Goal Setting and Achievement. The positive psychology approach to coaching
emphasizes the importance of setting goals aligned with an individual’s values
and strengths. Manager-coaches using this approach help individuals set chal-
lenging yet achievable goals and develop strategies. The focus is on promoting a
sense of accomplishment and fulfillment.

- Meaning and Purpose. Positive psychology emphasizes the importance of having a
sense of meaning and purpose in life and the role of these factors in promoting
well-being and success. “Meaning” refers to understanding the purpose, significance,
and coherence individuals derive from their lives. Manager-coaches using the posi-
tive psychology approach seek to help individuals identify their values and goals
and develop a sense of purpose that will guide their actions and decisions. The
meaning-based approach to coaching aims to help individuals identify their core
values and goals and align their actions with their sense of purpose. Research has
shown that individuals who perceive their lives as meaningful experience higher
levels of well-being and lower levels of stress and depression (Steger et al., 2006).
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— Resilience. Resilience refers to adapting and thriving in adversity, challenge, or
trauma. Research has shown that resilience can be developed through various in-
terventions, such as cognitive behavioral therapy, mindfulness, and positive emo-
tion regulation (Southwick & Charney, 2012). Resilience-based coaching aims to
help individuals develop the skills, attitudes, and resources necessary to over-
come obstacles, manage stress, and maintain well-being.

Empirical Evidence

Numerous studies have examined the effectiveness of positive psychology coaching in
enhancing individual well-being and performance. Several studies have found posi-
tive psychology coaching can improve well-being, including positive emotions, life sat-
isfaction, and happiness. For example, research by Gander et al. (2013) found that
positive psychology coaching significantly increased positive emotions, life satisfac-
tion, and overall well-being compared to a control group.

Positive psychology coaching can help enhance resilience and coping skills. A
study by Sin and Lyubomirsky (2009) found that positive psychology interventions sig-
nificantly increased resilience and coping abilities compared to a control group.
These findings suggest positive psychology coaching can help individuals develop the
skills and resources to cope with stress and adversity.

In addition to these findings, positive psychology coaching has enhanced aca-
demic achievement. A study by Suldo et al. (2014) found that positive psychology
coaching effectively improved academic achievement among middle school students.
These findings suggest that positive psychology coaching can help individuals achieve
their goals and aspirations by enhancing their performance.

Benefits and Limitations

The positive psychology approach to coaching has several benefits and limitations.

First, the benefits include:

— Strength-Based Approach. The positive psychology approach to coaching fo-
cuses on an individual’s strengths rather than weaknesses. This helps team mem-
bers build on their strengths, resulting in greater self-awareness, self-confidence,
and self-esteem.

— Goal-Oriented. Positive psychology coaching’s goal orientation helps team mem-
bers set specific, measurable, attainable, relevant, and time-bound goals. This ap-
proach enables team members to achieve their goals in a structured and focused
way, which leads to increased motivation, productivity, and overall success.

— Positive Emotions. The science of positive emotions grounds the positive psy-
chology approach to coaching. This approach helps team members cultivate posi-
tive emotions such as gratitude, joy, and hope, essential for overall well-being
and happiness.
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Resilience. Positive psychology coaching helps team members develop resilience,
the ability to bounce back from setbacks and adversity. This approach enables
team members to develop coping strategies and skills that help them to navigate
challenging situations.

Self-Awareness. Understanding their emotions, thoughts, and behaviors helps
team members develop self-awareness and the ability to identify their strengths
and weaknesses—essential for personal growth and development.

The limitations of the positive psychology approach to coaching include the following:
Overemphasis on Positivity. A positive psychology approach to coaching can
sometimes overemphasize positivity and ignore negative emotions. This approach
can be harmful as it can lead team members to suppress or deny negative emo-
tions, leading to increased stress and anxiety.

Not suitable for Everyone. A positive psychology approach to coaching may not
be ideal for everyone, especially those with severe mental health issues. For these
individuals, a more traditional approach to coaching that focuses on problem-
solving may be more appropriate.

Limited Evidence-Based. The positive psychology approach to coaching is rela-
tively new, and there is limited research on its effectiveness. While some studies
support the benefits of positive psychology coaching, more research is needed to
validate its effectiveness.

Overemphasis on Individualism. A positive psychology approach to coaching
can sometimes overemphasize individualism and ignore the impact of social and
cultural factors on an individual’s well-being. This approach can be limiting, espe-
cially for individuals who come from collectivistic cultures.

Lack of Focus on Underlying Issues. The positive psychology approach to coach-
ing may not address the underlying issues causing a team member’s problems.
For example, if a team member is experiencing stress due to work-related mat-
ters, positive psychology coaching may not address the root cause of the stress.

Practical Applications
Manager-coaches can incorporate positive psychology into their practice in several
ways. These approaches include:

Strength-Based Coaching. This approach focuses on identifying and using an in-
dividual’s strengths to achieve goals. The manager-coach works with team mem-
bers to identify their strengths and find ways to use them to achieve their
objectives.

Positive Emotion Coaching. This approach focuses on increasing positive emo-
tions such as gratitude, joy, and happiness. The manager-coach works with team
members to identify the positive feelings they experience and find ways to in-
crease these emotions in their daily lives.
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Mindfulness Coaching. This approach focuses on increasing mindfulness, which
involves being present and aware of one’s thoughts and feelings. The manager-
coach works with team members to develop mindfulness practices such as medi-
tation and deep breathing exercises.

Goal-setting Coaching. This approach focuses on helping individuals set and
achieve goals that are meaningful and aligned with their values. The manager-
coach works with team members to identify their goals, develop a plan to achieve
them, and monitor their progress.

Key Techniques and Interventions

The positive psychology approach to coaching incorporates various techniques and
practices to enhance the individual’s well-being and performance. Some of the stan-
dard procedures and methods include:

Gratitude. Gratitude is a technique used in positive psychology coaching to help
individuals focus on the positive aspects of their lives. It involves expressing grat-
itude for the things that one has and the people in one’s life. The manager-coach
helps the individual practice gratitude through various exercises, such as a grati-
tude journal. This technique involves writing down three things one is grateful
for each day. Gratitude journaling has increased positive emotions, life satisfac-
tion, and resilience (Emmons & McCullough, 2003).

Strengths Assessment. This practice involves identifying and assessing one’s nat-
ural talents and character strengths using standardized tools such as the Values
in Action (VIA) Character Strengths Survey. Strengths are the positive qualities
and characteristics that an individual possesses. Individuals can achieve their
goals and well-being by identifying and using their strengths. The manager-coach
helps individuals identify their strengths using various assessments and exer-
cises, such as the VIA Character Strengths assessment (Peterson & Seligman,
2004). Once the individual has identified their strengths, the manager-coach helps
them develop strategies to use these strengths to achieve their goals. Research
has shown that focusing on strengths can lead to increased happiness, satisfaction
with life, and improved performance (Seligman et al., 2005). Individuals can over-
come challenges and achieve their goals more effectively by identifying and using
their strengths. Strengths assessments have been found to enhance self-
awareness, self-efficacy, and goal attainment (Biswas-Diener, et al., 2011).

Positive Imagery. This technique involves creating mental images of positive ex-
periences, such as success, achievement, and joy. Positive imagery has been
found to increase positive emotions, self-confidence, and motivation.

Values Clarification. This practice involves identifying and prioritizing core val-
ues and goals. Values clarification has increased well-being, life satisfaction, and
meaning in life (Deci & Ryan, 2000, 2008).
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— Mindfulness. Mindfulness is a technique used in positive psychology coaching to
help individuals focus on the present moment and become more aware of their
thoughts, feelings, and sensations. It involves paying attention to the present mo-
ment without judgment. The manager-coach helps the individual practice mind-
fulness through various exercises, such as meditation, deep breathing, and body
scanning. By practicing mindfulness, individuals can reduce stress, improve their
mood, increase emotional regulation, improve cognitive functioning, and increase
their overall well-being. Research has shown that mindfulness can decrease stress
levels (Baer, 2003).

— Goal Setting. Goal setting is a critical technique used in positive psychology
coaching. It involves setting specific, measurable, achievable, relevant, and time-
bound (SMART) goals that align with an individual’s strengths, values, and pur-
pose. The manager-coach helps individuals identify goals and break them down
into actionable steps. The manager-coach also encourages the individual to visual-
ize themselves achieving their goals and create a plan of action to help them get
there. Research has shown that goal setting improves self-esteem, self-efficacy,
and well-being (Gollwitzer & Sheeran, 2006). By establishing and achieving goals,
individuals gain a sense of accomplishment and purpose, which can increase
their motivation and self-confidence.

— Positive Reframing. Positive reframing is used in positive psychology coaching
to help individuals change their perspective on adverse events or situations. It in-
volves looking at a situation from a different angle and finding the positive as-
pects of it. The manager-coach helps the individual to reframe their negative
thoughts by asking questions such as “What is the best possible outcome of this
situation?” or “What can you learn from this experience?” By reframing negative
thoughts, individuals can reduce stress, improve their mood, and increase their
resilience. Research has shown positive reframing can improve coping skills, de-
crease stress levels, and increase overall well-being (Tugade & Fredrickson, 2004).
By learning to reframe negative thoughts, individuals can overcome challenges
and achieve their goals more effectively.

— Resilience and Optimism. Resilience is the ability to bounce back from adver-
sity, while optimism is the belief that positive outcomes are possible. In executive
coaching, resilience and optimism are essential for helping the executive over-
come challenges and setbacks, and maintain a positive outlook. One way to pro-
mote resilience and optimism in executive coaching is through positive
reframing. Positive reframing involves helping the executive to reframe negative
situations in a positive light. For example, suppose the executive is facing a chal-
lenging project. In that case, the coach can help them see it as an opportunity for
growth and development rather than a source of stress and anxiety.



Approaches to Coaching =—— 61

Transactional Analysis Approach

The transactional analysis (TA) approach to coaching has gained attention recently
due to its focus on helping individuals improve their communication skills and rela-
tionships. Eric Berne (1964; 1976) first introduced transactional analysis in the 1950s
as a theory of personality and a system for understanding human behavior.

TA is based on the idea that individuals have three ego states—parent, adult, and
child—and that these states interact in transactions with others. Each ego state has its
thoughts, feelings, and behaviors, and individuals can move between these states de-
pending on their situation. According to Berne, individuals develop their ego states
through their early experiences with their caregivers. The parent ego state is based
on the attitudes and behaviors of a person’s parents or other authority figures. In con-
trast, the child-ego state is based on the feelings and behaviors of the individual as a
child. The adult ego state is based on rational, objective thinking and is not influenced
by past experiences.

Berne also proposed that people communicate through transactions that involve
the exchange of messages between ego states. A transaction can either be complemen-
tary or crossed. A complementary transaction occurs when the response from one
ego state is directed at the same ego state of the other person. A crossed transaction
occurs when the answer is required at a different ego state of the other person.

TA also includes the concept of psychological games, which are patterns of behav-
ior that people use to interact with others to get their needs met. Games are often
based on unconscious beliefs or assumptions and can harm individuals and their rela-
tionships if not recognized and addressed (Berne, 1964).

Benefits and Limitations

The transactional analysis approach to coaching has several benefits and limitations.

First, the benefits include:

1. Improved Communication Skills. Transactional analysis provides manager-
coaches with a robust framework for understanding and improving communica-
tion. The concept of ego states (parent, adult, and child) helps individuals recog-
nize their own communication patterns and those of their team members.
Through TA, manager-coaches can learn to communicate more effectively by
shifting between these ego states as appropriate. This enhanced communication
fosters better understanding, reduces conflicts, and promotes a more cohesive
work environment (Stewart & Joines, 1987).

2. Enhanced Self-awareness. Effective managerial coaching often begins with self-
awareness. Transactional analysis encourages manager-coaches to analyze their
own behavior, thoughts, and emotions through the lens of ego states. By identify-
ing their own predominant ego states and understanding how these states influ-
ence their interactions with others, managers can make conscious efforts to
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adopt a more productive and adaptable adult ego state. This heightened self-
awareness can lead to improved decision-making, emotional intelligence, and
overall leadership effectiveness (Lowe & Lowe, 2018).

3. Conflict Resolution. One strength Transactional analysis is its ability to address
conflicts constructively. The concept of games in TA refers to repetitive and un-
productive patterns of interaction. Manager-coaches can use TA coaching to iden-
tify these games in their team members and learn how to break these patterns.
This approach fosters a culture of open and honest communication, which is cru-
cial for resolving conflicts efficiently and maintaining a harmonious work envi-
ronment (Stewart & Joines, 1987).

4. Goal Setting and Achievement. TA provides a structured framework for setting
and achieving goals. The process of defining objectives, analyzing potential ob-
stacles (such as script beliefs), and creating action plans aligns well with the
coaching process. Manager-coaches can help your team members apply these con-
cepts to set clear, achievable goals and monitor progress. TA’s focus on under-
standing how past experiences shape current behaviors also aids in identifying
and addressing self-limiting beliefs that may hinder goal attainment (Napper &
Newton, 2018).

5. Relationship Building. TA emphasizes building positive and healthy relation-
ships by fostering trust and open communication. Manager-coaches can use TA
coaching to help their team members understand the impact of their behaviors
and communication on relationships. This can lead to stronger, more collabora-
tive teams and improve leaders’ abhility to create a supportive work environment.
By recognizing and addressing issues related to the “script,” which represents a
person’s life plan and decisions, managers can help team members overcome per-
sonal barriers to effective relationships (Stewart & Joines, 1987).

The limitations of the positive psychology approach to coaching include the following:

1. Subjectivity and Interpretation. Transactional analysis heavily relies on subjec-
tive interpretations of individuals’ behaviors and communication patterns. What
one person perceives as a parent ego state might be interpreted differently by
someone else. This subjectivity can lead to misinterpretations and misunder-
standings, making it challenging to apply TA consistently in coaching sessions.

2. Complexity and Depth. While TA offers a comprehensive framework for under-
standing human behavior, it can be quite complex and may require significant
time and effort to fully grasp. Manager-coaches must invest substantial resources
in training and development to effectively use TA in coaching. This complexity
may deter some manager-coaches from adopting TA as their primary coaching
approach (Stewart & Joines, 1987).

3. Resistance to Change. Manager-coaches who use TA may encounter resistance
from team members who are not open to self-exploration and change. Some team
members may find it uncomfortable or intrusive to delve into their past experien-
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ces and question their deeply held beliefs and scripts. This resistance can hinder
the effectiveness of TA-based coaching and may require additional strategies to
overcome (Lowe & Lowe, 2018).

4. Limited Applicability. TA may not be suitable for all coaching scenarios. Its em-
phasis on self-awareness and communication skills may not address more com-
plex issues such as organizational restructuring, strategic planning, or technical
skill development. Manager-coaches must recognize when TA is appropriate and
when other coaching approaches may be more effective (Napper & New-
ton, 2018).

5. Lack of Scientific Validation. While TA has gained popularity in coaching and
therapy, it lacks the same level of empirical validation as some other psychologi-
cal frameworks. The subjective nature of TA and the absence of extensive scien-
tific research to support its efficacy can be a limitation for manager-coaches
seeking evidence-based coaching methods.

Practical Applications

The TA approach to coaching focuses on helping individuals improve their communi-
cation skills and ability to build and maintain effective relationships with others.
Manager-coaches using this approach work with team members to identify their ego
states and how they interact with others in both positive and negative ways. They
also help team members recognize their psychological games and work to develop
more constructive and healthy ways of interacting with others.

One of the critical principles of TA coaching is the concept of “strokes,” which are
verbal or nonverbal expressions of recognition, appreciation, or attention from others
(Berne, 1964). Strokes can be positive or negative, and individuals need both types of
strokes to feel valued and validated. Manager-coaches using the TA approach help
team members identify their stroke needs and work to develop strategies for getting
the strokes they need in healthy and constructive ways (Widdowson, 2003).

Another fundamental principle of TA coaching is the concept of “life scripts,”
which are unconscious beliefs or assumptions individuals have about themselves and
their lives. Life scripts are often based on early experiences and can be limiting or
self-destructive if not recognized and addressed. Manager-coaches using the TA ap-
proach help team members identify their life scripts and work to develop new, more
positive scripts that will help them achieve their goals and improve their relationships
with others (Widdowson, 2003).

Key Techniques and Interventions

Coaching using the transactional analysis approach involves the coach and the team
member exploring the team member’s ego states and transactions. The manager-
coach helps the team member understand their behavior patterns and how they af-
fect their relationships with others. The manager-coach also helps the team member
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identify their basic psychological needs and how they can be met. The manager-coach
works with the team members to develop strategies for healthily meeting their needs.

Using the transactional analysis approach, the first step in coaching is establish-
ing a trusting relationship between the coach and the team member. The manager-
coach creates a safe, nonjudgmental environment that encourages team members to
share their experiences and feelings. The manager-coach then helps the team member
identify their dominant ego state and how it affects their behavior and interactions
with others.

The manager-coach also helps the team member identify their drivers, which are
the unconscious beliefs and attitudes that influence their behavior. Drivers can be posi-
tive or negative, and they can either help or hinder the team member’s personal and
organizational growth. The manager-coach helps the team member understand their
drivers and how they can be changed to promote personal and corporate growth.

Another aspect of coaching using the transactional analysis approach is helping
the team member identify their basic psychological needs and how they can be met.
As a manager-coach, you can help team members understand their need for recogni-
tion, stimulation, structure, intimacy, and autonomy. You can then work with team
members to develop strategies for meeting these needs in healthy ways that promote
personal and organizational growth.

The manager-coach also helps team members identify their life positions (basic
beliefs that we hold about ourselves and others, which are used to justify our deci-
sions and behaviors) and the unconscious beliefs about themselves and others that
influence their behavior. Life positions can be positive or negative, and they can ei-
ther help or hinder personal and organizational growth. The manager-coach helps the
team member understand their life positions and how they can be changed to pro-
mote personal and corporate development (Berne, 1962).

The final aspect of coaching using the transactional analysis approach is helping
team members develop practical communication skills. The manager-coach helps
team members understand the different types of transactions and how they can be
used to promote effective communication. The manager-coach also supports the team
members to develop assertiveness skills that enable them to express their needs and
opinions in a way that promotes personal and organizational growth.

Frameworks for Personal Response to Change

There are many approaches to personal and organizational change. We present three
approaches and apply them to coaching individuals and teams. The first is William
Bridges’ (1991, 2000) model of how individuals experience transitions due to change.
The second is Rick Maurer’s (1996, 2002) approach to how individuals experience re-
sistance to change. The third adapts a change mastery model developed by Bennett &
Bush (2014).
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Transitions

Change is an inevitable process in any organization or individual’s life. The ability to
manage change is crucial to the success of any enterprise. The William Bridges (1991,
2000) model of change has gained significant popularity in recent years, particularly
in coaching. This model provides a framework for understanding change’s emotional
and psychological impact on individuals and organizations.

The Bridges model of change is a three-stage process describing the emotional
and psychological transition individuals and organizations experience when facing
change. These three stages are:

1. Ending, Losing, and Letting Go. This stage involves acknowledging the need for
change and letting go of the old ways. This stage is critical because it allows individ-
uals to let go of the old ways and embrace the new. It is essential to recognize what
is ending and acknowledge the emotions and feelings associated with the loss.

2. The Neutral Zone. In this stage, individuals are in limbo, neither fully in the old
nor the new way. This stage can be confusing and disorienting, but it is also a
stage of great potential. It is an opportunity to explore new possibilities and ways
of doing things.

3. The New Beginning. This stage involves embracing the new way fully. It is a
time of renewed energy and enthusiasm as individuals and organizations begin
to reap the benefits of the change.

This model of change emphasizes the importance of acknowledging and address-
ing the emotional and psychological impact of change. By recognizing change’s emo-
tional and psychological aspects, individuals and organizations can better manage the
transition and make the change successful. The Bridges model of change is highly ap-
plicable to coaching, which involves helping individuals navigate change and achieve
their goals. The model provides a framework for manager-coaches to understand
change’s emotional and psychological impact on their team members.

You can help your team members navigate the three stages of change and make
the transition successful in these ways:

1. Acknowledge and Address Loss. Manager-coaches can help their team members
acknowledge and address the emotions and feelings associated with loss. This in-
volves helping team members understand what is ending and why letting go of
the old ways is essential. By addressing the loss, team members can let go of the
old and embrace the new. In coaching, the ending phase involves helping individ-
uals identify and acknowledge what they are losing due to the change. This may
include exploring the emotions associated with the loss and supporting the indi-
vidual to come to terms with it. For example, a manager-coach may help an em-
ployee being laid off identify what they are losing, such as job security, routine,
and colleagues. By acknowledging these losses, the team member can begin to
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work through the emotions associated with them and prepare for the next phase
of the transition process.

2. Embrace the Neutral Zone. Manager-coaches can help team members explore
new possibilities and ways of doing things during the neutral zone. This stage can
be disorienting and confusing, but it is also a stage of great potential. Manager-
coaches can help their team members see the opportunities and possibilities in
this stage and make the most of them. In coaching, the neutral zone involves as-
sisting individuals in exploring new options and opportunities due to the change.
For example, a manager-coach may help a promoted individual explore the new
responsibilities and challenges of the new role. By exploring these possibilities,
the individual can see the change as an opportunity for growth and development.

3. Embrace the New Beginning. Manager-coaches can help their team members
fully embrace the new way of doing things. This involves helping team members
overcome any resistance or fear of the latest change and helping them see the
benefits of the change. In coaching, the new beginning consists of helping individ-
uals implement the changes and develop new habits and routines. For example, a
manager-coach may help an individual who has moved to a new city develop
new social connections and practices. Implementing these changes makes the in-
dividual feel more comfortable and settled in the new environment.

Research has shown that the model of change effectively controls change’s emo-
tional and psychological impact. By acknowledging and addressing change’s emotional
and psychological aspects, individuals and organizations can better manage the transi-
tion and make the change successful. Bridges’ model of change has been widely applied
in coaching to guide individuals through transitions by providing a structured and sup-
portive environment for team members to navigate change successfully. The model of-
fers a framework for understanding individuals’ emotional and psychological processes
during transition and provides a roadmap for navigating these processes well.

Change Resistance

Change is an inevitable aspect of life, and organizations must continually adapt to
changing conditions to survive and thrive. However, change can be challenging to im-
plement, and resistance to change is expected. Rick Maurer’s (1996; 2002) model of
change resistance and coaching offers a helpful framework for understanding and ad-
dressing opposition to change. Maurer’s Model of Change Resistance is applied to five
types of resistance to change. These types of resistance are interdependent and can be
present in different combinations and degrees, depending on the context of the
change initiative. The five types of resistance are:
1. Logical/Cognitive Resistance. Logical resistance is based on a rational analysis
of the change initiative and the belief that it will not be successful or beneficial.
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This type of resistance is expressed through questions or objections that challenge
the rationale behind the change. To address logical resistance, you should engage
individuals and teams in a dialogue that focuses on the rational analysis of the
change initiative. Manager-coaches should encourage team members and groups
to ask questions, voice concerns about the change, and provide evidence support-
ing the rationale for the difference.

Emotional Resistance. Emotional resistance is based on feelings of fear, anxiety,
or other negative emotions associated with the change. This type of resistance is
often expressed through statements or behaviors that indicate a lack of confi-
dence or enthusiasm for the change. To address emotional resistance, coaches
should help individuals and teams to acknowledge and manage their emotions.
You should encourage individuals and teams to express their feelings and provide
a safe space. Manager-coaches should also offer support and encouragement to
help individuals and teams manage their emotions.

Behavioral Resistance. Behavioral resistance is another common barrier to
change. People may have developed habits and routines that are difficult to
break, or they may resist new ways of doing things. This can be particularly chal-
lenging in organizations with a culture of resistance to change. Manager-coaches
need to help team members develop new habits and routines to overcome hehav-
ioral resistance. This may involve training or coaching to help people learn new
skills, or incentives or rewards to encourage people to adopt new behaviors. Man-
ager-coaches must also be prepared to provide ongoing support and feedback to
help people stay on track.

Cultural Resistance. Cultural resistance is based on the values, norms, and be-
liefs of the organization or team and the perceived threat that the change poses
to these cultural elements. This type of resistance is often expressed through re-
sistance to changing established processes, procedures, and working methods. To
address cultural resistance manager-coaches should help individuals and teams
understand and appreciate the values, norms, and beliefs underpinning the orga-
nizational or team’s culture.

Systemic Resistance. Systemic resistance is perhaps the most challenging resis-
tance to change. This refers to the organizational structures and processes that
may hinder change efforts. For example, an organization may have rigid hierar-
chies, siloed departments, or outdated systems that make it challenging to imple-
ment new initiatives. Manager-coaches need to work with organizational leaders
to identify and address the underlying issues to overcome systemic resistance.
This may involve redesigning processes or structures, providing training or
coaching to help people adapt to new working methods, or even changing the or-
ganization’s culture. Manager-coaches must be prepared to work at all levels of
the organization, from frontline workers to senior leaders, to ensure that change
efforts are successful.
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Maurer’s model suggests that resistance to change is a natural response to the disrup-
tion and uncertainty that change can bring. However, the model also suggests that
resistance can be overcome through coaching that addresses each type. Coaching to
overcome resistance to change can be a practical approach to overcoming resistance
to change, as it enables individuals and teams to identify and address the root causes
of resistance. Based on Maurer’s model, coaching interventions can be designed to ad-
dress each type of resistance.

Change Mastery Model

Pursuing successful personal change is a progressive process that predictably follows
five stages: awareness, acceptance, adoption, integration, and mastery. The stages are
outlined in the Change Mastery Model (See Figure 3.1), an adaptation of the Bennett
and Bush (2014) Mastery Model. A goal of all coaching should be to help the person
being coached to develop mastery.

The goal of moving through these stages of change is broader than successfully deal-
ing with any change—the goal is developing the individual, team, and organization’s ca-
pacity to change. This is a more general, visionary, and strategic concept than just
“change management,” It requires an acceptance of change as the “new normal,” em-
ploys interventions at multiple levels and requires a longer timeframe. Building change
capacity must become an ongoing, multifaceted development focus. Meyer and Sten-
saker (2006) define change capacity as three interrelated capabilities: to maintain daily
operations, to implement a single change, and to implement subsequent changes. They
argue that “the capability to effect strategic change is a core dynamic capability” and
that building change-capable organizations should be a significant priority (p. 7). Devel-
oping this capacity can mean a competitive advantage and differentiation in the market.

Team members going through coaching and change experience a similar process
moving through these five stages. An individual will move through the stages of the
Change Mastery Model during a successful coaching engagement, and it is possible to
see evidence of these stages, explained in further detail below, occurring during group
and organizational change. With the focus on coaching individuals and teams, not orga-
nizational change, this description of the model will be limited to individuals. A similar
approach can be taken when developing a team or organization’s capacities for change.
This involves moving from being unconsciously incompetent to consciously incompe-
tent to consciously competent to unconsciously competent (Howell, 1982). Figure 3.1 il-
lustrates that mastery requires awareness, acceptance, adoption, and integration.

Awareness: Team members know that a change is imminent, planned, or needed. There
is often shock, confusion, and concern at this time, especially if the change is perceived as
a threat or mandated without the individuals’ choice. Reactions occur on at least three
levels:
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- Cognitive, as team members become aware of what the change will mean to them
and how they work or live.

—  Practical, as team members realize the impact the change will make on the struc-
tures, relationships, rewards, goals, and processes that have meaning for them.

- Behavioral, as team members understand what the change will mean to the way
they work and interact in the organization.

In this stage, people may seek information or clarity about the change. They need to
understand what it will mean to them and how it will affect how they work and inter-
act with others. Prochaska (2018) posits a prior stage of change for individuals, that of
“pre-contemplation,” where an individual is not yet aware of the need to change or is
in denial.

Acceptance. Team members make peace with the change and explore what the

change will mean to them—including how to make the transition successful. There

may still be concerns, confusion, and skepticism, but the intention and attitude shift

from “Why should we do this?” to “How can we make this successful?” This stage can

manifest on three levels:

- Cognitive, as team members learn more about what the change is about, what it
will mean, and the impact it will have on the organization and themselves.

—  Affective, as team members commit to shifting their mindsets and behaviors to
support the change, perhaps while still having concerns or questions.

- Behavioral, as team members engage in the new way of working, try it out, adjust
to make the change work, ask questions and voice concerns, and offer feedback
and suggestions for improvement.

Adoption. In this stage, team members actively engage in the new mindsets, behav-

iors, and interactions that support the change. They acquire or develop the capabili-

ties to perform in new ways and often help others understand and make the needed

changes. They act as advocates for the change and give feedback to help improve and

develop the change, which can be manifest on three levels:

—  Cognitive, as team members learn more about what the change is about, what it
will mean, and how it will impact how they work and interact with others.

- Affective, as team members commit to shifting their mindsets and behaviors to
support the change, perhaps while they still have concerns or apprehensions.

- Behavioral, as individuals engage in new roles, new hehaviors, vocabulary, and
interactions, ask questions, and offer feedback, concerns, and alternative sugges-
tions for improvement to make the change successful.

Integration: Team members have become used to working and interacting in a new
way, and often, there are results or accomplishments to show from the change that
has been implemented. What was once the “new” change has been linked to organiza-
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tional processes and culture to ensure it is not seen as new. The change has been em-

bedded into existing structures, systems, and techniques so that it is part of how the

organization operates and does not depend on current leadership to drive it. The or-
ganizational culture now sustains the change—it is now “the way we do things
around here.” This stage exists on three levels:

- Cognitively, as team members master the mindsets, behaviors, and capabilities to
make the new change “natural,” they do not need to think about the transition to
perform or interact successfully in a new way.

—  Affectively, believing that the change is a positive step forward, “part of the cul-
ture; the way things are done around here.”

- Behaviorally, performing in a new way without needing to think about it; finding
ways to link changes to existing processes and policies in order to sustain the
changes.

Mastery: Team members continue integrating the change into other personal and orga-
nizational levels, perhaps with additional teams, external suppliers, or other business
units. They also build increased agility and resilience, demonstrating an improved ca-
pacity to make further changes. They demonstrate agility, reflective practices, experi-
mentation with innovative approaches, apply seemingly unrelated experiences to
resolve new challenges, continue seeking to learn from experiences and demonstrate
skills gracefully. This stage exists on three levels:
- Cognitive, as team members understand the benefits of being agile, flexible, and
resilient, and identify ways to change a personal and organizational differentiator.
- Affective, as team members embrace change positively as an ongoing, challenging
part of organizational life and demonstrate skills and knowledge to make change
a personal and corporate competency.
— Behavioral, as team members develop skills in making and integrating changes,
demonstrating increased agility, flexibility, and resilience, and applying this de-
velopment to change in new and different contexts (i.e., future changes).

Feedback and Reflection. In the context of developing toward mastery, feedback
and reflection are ways for team members to increase self-awareness and progress
through the steps toward mastery. Feedback is data about past behaviors offered in
the present. It is intended to reinforce or alter behaviors. There are many sources of
feedback, including internal responses, observations of impacts against intentions,
and responses from others. In the context of the coaching conversation, manager-
coaches can and should provide feedback to team members on an ongoing basis and
during coaching sessions. Your feedback can be the entry into a coaching conversa-
tion, or you may give it during a coaching conversation. Team members should reflect
on experiences and feedback to make meaning and determine what additional actions
may be appropriate as they seek to achieve their goals for performance, development,
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or transformation and develop mastery. Chapter 6 provides specific guidance on
when and how to provide feedback.

Mutual Learning

Coaching is a process where a coach guides, motivates, and inspires an individual or a
team to achieve their goals by unlocking their full potential. It involves using a struc-
tured approach to guide people toward positive changes in their personal or profes-
sional lives. Manager-coaches act as facilitators, helping team members identify their
goals, develop a plan of action, and overcome obstacles hindering their progress. The
coaching process is based on mutual trust, respect, and collaboration between the
manager-coach and the team member. The success of coaching depends on the ability
of the manager-coach to establish effective communication and build a positive rela-
tionship with the team members. One way to achieve this is by applying Roger
Schwarz’s (2013a, 2013b) mutual learning model. This model provides a framework
for effective communication, problem-solving, and decision-making that can be used
in coaching to enhance the coaching process.

The mutual learning model emphasizes the importance of mutual learning and
communication in coaching. Unfortunately, most leaders use a unilateral control
mindset and behaviors under pressure. Unilateral control involves values such as
win, don’t lose; be right; act rational; and minimize expressions of negative feelings. A
person using this approach is likely to state their views without asking for the opin-
ions of others, withhold relevant information, speak in general terms without gaining
agreement on what important words mean, keep their reasoning private and not ask
others about their reason, focus on positions over interests, act on tested assumptions
and inferences, work to control conversations, and work to avoid or ease into compli-
cated issues. These behaviors have many negative results, such as lower-quality deci-
sions, increased costs, a lower commitment by others, reduced learning, unproductive
conflict, reduced motivation, limited development opportunities, and increased stress.
(Schwarz, 2013a, 2013b)

Model of Mutual Learning

The mutual learning model is based on the principles of systems thinking, emotional
intelligence, and the theory of action. According to Schwarz (2013a, 2013b), mutual
learning is a collaborative problem-solving process where individuals work together
to generate solutions that benefit everyone involved. Mutual learning requires an
open mindset, curiosity, and a willingness to listen and learn from others. In coaching,
mutual learning involves the manager-coach and team members working together to
achieve the desired goals.
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The mutual learning model comprises these values:

Transparency. Individuals openly share their perspectives, beliefs, and assumptions.
Curiosity. Individuals ask questions to understand each other’s perspectives and
to seek new information.

Free and Informed Choice. This involves making decisions based on available
data and ensuring that all parties can make decisions that align with their values
and goals.

Accountability. This ensures that all parties are committed to the decisions and
take ownership of the outcomes.

Compassionate Interactions Involve. Showing empathy and understanding to-
ward others and maintaining positive relationships even under challenging
situations.

The mutual learning model employs eight behaviors:

State views and ask genuine questions.

Share all relevant information.

Use specific examples and agree on what important words mean.
Explain reasoning and intent.

Focus on interests, not positions.

Test assumptions and inferences.

Jointly design next steps.

Discuss undiscussable issues.

Benefits of Mutual Learning in Coaching
The mutual learning model has several benefits for coaching. Some of the bene-
fits are:

1.

Improved Problem-Solving. Mutual learning fosters collaborative problem-
solving, which leads to more effective and sustainable solutions. By working to-
gether, manager-coaches and team members can generate solutions considering
all perspectives and interests.

Enhanced Communication. Mutual learning promotes open and honest commu-
nication, which improves the manager-coach/team member relationship. When
team members feel comfortable sharing their thoughts and ideas, they are more
likely to be receptive to feedback and guidance from their manager-coach. By
being transparent and empathetic, you can create a safe and supportive environ-
ment for your team members.

Increased Accountability. Mutual learning promotes internal commitment to
decisions, which leads to greater responsibility. When team members take owner-
ship of their goals and actions, they are more likely to be motivated and commit-
ted to achieving them.
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Increased Self-awareness. Mutual learning encourages team members to reflect
on their beliefs, assumptions, and values, which enhances their self-awareness.
By understanding themselves better, team members can make more informed de-
cisions and take actions that align with their goals and values.

Strategies for Applying Mutual Learning in Coaching

Manager-coaches can use several strategies to apply the mutual learning model to
coaching to create an environment that fosters mutual learning. Here are some
of them:

1

Create a Safe Space for Open Communication. One of the critical principles of
the mutual learning model is the importance of creating a safe space for open
communication. Manager-coaches can achieve this by actively listening to their
team members, acknowledging their feelings, and responding with compassion
and understanding. In coaching, this means creating an environment where team
members feel comfortable sharing their thoughts and ideas without fear of judg-
ment or retribution.

Focus on Valid Information. The mutual learning model emphasizes the impor-
tance of correct information. Coaching means ensuring team members access accu-
rate and relevant information to help them make informed decisions. Manager-
coaches can achieve this by conducting research, gathering data, and providing
team members with feedback that is both constructive and actionable.

Encourage Free and Informed Choice. The mutual learning model emphasizes
the importance of promoting free and informed choice. Manager-coaches can
achieve this by asking open-ended questions, exploring various options with their
team members, and helping them make choices that align with their values and
goals. In coaching, this means helping team members develop a plan of action
tailored to their individual needs and circumstances.

Foster Internal Commitment. The mutual learning model also emphasizes fos-
tering internal commitment. Coaching means helping clients develop a sense of
ownership and accountability for their goals and actions. Manager-coaches can
achieve this by encouraging team members to set goals that are meaningful and
achievable and by helping them develop a plan of action that is realistic and
sustainable.

Active Listening. Manger-coaches must listen to their team members to under-
stand their perspectives and experiences. Active listening involves paying attention
to verbal and nonverbal cues, asking open-ended questions, and paraphrasing to
ensure understanding.

Clarify Assumptions and Beliefs. Manager-coaches must help team members
explain assumptions and ideas that may limit their thinking or decision-making.
This involves asking probing questions to uncover underlying assumptions and
challenging them when necessary.
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Encourage Multiple Perspectives. Manager-coaches can encourage their team
members to consider various perspectives when problem-solving. This involves
exploring different viewpoints and brainstorming solutions that benefit all
parties.

Promote Transparency. Manager-coaches must be transparent about team
members’ intentions, strategies, and limitations. This involves being honest and
open about what can and cannot be achieved through coaching.

Provide Feedback. Manager-coaches must give feedback to their team members
to help them improve their performance and achieve their goals. This involves
providing specific and actionable feedback based on observation and evidence.

Application of the Mutual Learning Model in Coaching

The model of mutual learning has several implications for coaching. Manager-coaches
can apply the four elements of the model to enhance communication, problem-
solving, and decision-making in coaching.

1

Transparency. Transparency is essential in coaching as it helps build trust and
respect between the manager-coach and team members. Transparency promotes
honesty, openness, and accountability, which are crucial for a successful coaching
relationship. Manager-coaches should encourage team members to be transpar-
ent by openly sharing their thoughts, feelings, and concerns. Manager-coaches
should also share their perspectives and feedback with the team members.
Curiosity. Curiosity is another critical element in coaching. Manager-coaches
should encourage team members to ask questions to better understand each
other’s perspectives. Curiosity helps coaches and team members gain new in-
sights and information they might not have considered before. Asking questions
also shows a willingness to learn and grow, which is an essential component of
coaching.

Informed Advocacy. Informed advocacy is the presentation of an individual’s
views and opinions based on their knowledge and expertise. Informed advocacy
promotes critical thinking, problem-solving, and decision-making. It also allows
team members to take ownership of their learning and development. Manager-
coaches should encourage team members to present their views and opinions
based on their knowledge and expertise.

Reflection. Reflection considers feedback and alternative perspectives. Manager-
coaches should encourage team members to reflect on their experiences and
feedback to gain new insights and learning. Reflection helps team members be-
come more self-aware and develop a growth mindset. It also promotes continuous
learning and development.
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Summary

Coaching is grounded in many traditions and theoretical frameworks. Cognitive be-
havioral, solution-focused, gestalt, existential, positive psychology, and transactional
analytic are six approaches that may be most useful for manager-coaches. The discus-
sion of techniques, applications, benefits, and limitations of each framework provide
perspectives that help manager-coaches understand approaches they could use as
they develop their coaching skills.

Frameworks for responding to personal change can also be applied to coaching.
Change is inevitable, and helping individuals manage change is essential to the organ-
ization’s success. The Bridges model of change is a three-stage process:

1. Ending, Losing, and Letting Go.
2. The Neutral Zone.
3. The New Beginning.

The Change Mastery Model’s goal is developing the individual, team, and organi-
zation’s capacity to change. The Model of Mutual Learning describes values that the
manager-coach and team member apply to working together.



Chapter 4
Use of Self in Managerial Coaching

Yesterday, I was clever, so I wanted to change the world. Today, I am wise, so I'm changing myself.
— Rumi

The concept of “use of self” has gained prominence in various professional fields that
involve helping individuals navigate complex challenges and achieve personal growth.
Professionals such as coaches, counselors, social workers, and leaders increasingly rec-
ognize the importance of their subjectivity in facilitating meaningful and transformative
interactions with team members or employees, peers, and more senior managers. While
use of self may be associated with psychotherapy and counseling, it extends to many
professional fields. For instance, manager-coaches leverage their personal experiences
to empathize with team members and facilitate growth. Social workers incorporate sub-
jectivity to build rapport and understand team members’ needs (Miehls & Moffatt, 2000).
Leaders and managers use their values and beliefs to inspire and guide their teams. This
chapter focuses on the use of self in the context of managerial coaching.

Central to effective managerial coaching is the concept of use of self, where man-
ager-coaches draw upon their personal experiences, values, and behaviors to create a
positive and effective coaching relationship with their team members to facilitate
meaningful development in their team members. The use of self refers to deliberately
and strategically incorporating your personal experiences, emotions, beliefs, values,
and perspectives into the professional practice of coaching and managing. The two
parts of the use of self are “self” and “use.” “Self” is who we are. The self is the “central-
izing process” that unifies the consciousness and unconsciousness in a person (Jung,
1974). Self is accumulating and distilling all experiences, lessons, talents, preferences,
culture, and more. The available portion of the totality can change as experience and
perspective are added, and the subconscious becomes conscious. There is more “self”
available to a person than they are now or know themselves to be. Therefore, the use of
self suggests an ongoing, expanding development process. “Use” is what we do with self
—skills, knowledge, perspective, feelings, etc. Use of self emerges from awareness of
self and by taking action (Berthoud & Bennett, 2020).

Manager-coaches are not neutral observers, but active participants whose subjec-
tivity can profoundly influence their interactions with team members and others they
serve. The use of self refers to a manager-coach’s ability to effectively leverage their
own experiences, emotions, and perspectives to facilitate coaching sessions. Coaching,
as a process, involves a manager-coach helping team members achieve their goals, im-
prove workplace performance, enhance leadership effectiveness, improve personal
growth, and overcome obstacles. In coaching and mentoring, using self is instrumental
in building rapport, fostering trust, and facilitating team members’ self-discovery (Ros-
tron, 2009). Coaches often share relevant personal experiences, insights, and reflections
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to connect with team members and illustrate concepts. Authenticity and empathy are
critical drivers of effective coaching relationships. In leadership and management roles,
influential leaders recognize that their use of self can inspire and motivate their teams.
Leaders who openly communicate their values and vision and authentically engage
with employees foster a sense of purpose and commitment. The use of self can bridge
the gap between leaders and team members, promoting collaboration and shared goals.

This chapter discusses the importance of using self, its impact on coaching relation-
ships, and strategies for enhancing the use of self. It explores the multifaceted dimen-
sions of using self in managerial coaching by examining its significance, challenges, and
ethical considerations. It explains how the self can be harnessed to drive positive orga-
nizational outcomes. It also explores the importance of the coach’s use of self, its associ-
ated challenges, and the ethical considerations that must be upheld. Drawing from
various coaching models and contemporary research, this chapter explains how effec-
tively using one’s self can foster positive managerial outcomes.

The Foundation of Use of Self

Several theoretical frameworks contribute to our understanding of the use of self in
coaching, including person-centered, psychodynamic, and constructivist approaches.
Carl Rogers’ (1980) person-centered approach emphasizes empathetic understanding,
unconditional positive regard, and congruence in the manager-coach’s interactions
with the team member. This approach underlines the importance of the manager-
coach’s authentic and empathetic presence in fostering an environment that is condu-
cive for coaching. Managers who adopt this approach recognize that their genuine
presence and compassionate understanding are powerful tools for building trust and
facilitating team members’ self-exploration.

The psychodynamic perspective suggests that manager-coaches’ unconscious biases,
transference, and countertransference dynamics can influence coaching interactions (Gyl-
lensten & Palmer, 2006). Managers are encouraged to examine their emotional responses
and prejudices, which may provide valuable insights into team members’ dynamics. Ac-
knowledging and managing countertransference contributes to a deeper understanding
of team members’ experiences. Recognizing and addressing these dynamics is vital for
effective use of self in coaching.

Constructivist theories emphasize the co-construction of meaning between man-
ager-coach and team members and inherently incorporate the concept of using self.
In constructivist approaches, the manager-coach is viewed as actively participating in
the team member’s meaning-making process. Manager-coaches adapt their communi-
cation and interventions based on their understanding of the team member’s unique
perspective, highlighting the dynamic nature of the use of self.

Effective use of self can lead to several positive outcomes in coaching, including
enhanced self-awareness, improved problem-solving skills, increased motivation, and
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greater self-efficacy. It can also contribute to establishing a robust relationship between
manager-coach and team member that is characterized by trust and authenticity. Con-
versely, ineffective use of self, such as imposing one’s values or judgments, can hinder
the team member’s progress and damage the coaching relationship (Peltier, 2001).

In Abraham Maslow’s (1943, 1954) Theory of Self-Actualization, he conceives be-
coming who you are as something gained after essential needs are met. It is prema-
ture to strive for self-actualization when the needs for self-esteem and belonging are
wanting. Likewise, self-esteem and belonging are unimportant when you’re unsafe, or
your body is not cared for.

Carl Jung, the psychoanalyst, referred to a similar journey of becoming who you
are as individuation. Jungian psychology sees the self as many things, including psy-
chic structure, developmental process, transcendental postulate, affective experience,
and archetype. The self “has been depicted as the totality of body and mind, the God-
image, the experience of overpowering feelings, the union of opposites and a dynamic
force which pilots the individual on his/her journey through life” (Schmidt, 2023, n.p.).
Individuation describes how this agency works. Jung saw it as the process of self-
realization, the discovery and experience of meaning and purpose in life. This is how
team members find themselves and become who they are.

Coaching can be seen as an individuation process. It fosters and accelerates individ-
uation, and it creates conditions in the relationship between team members and man-
ager-coach that offer the possibility for experiences and self-transformation, which
otherwise may not happen. This is because the coaching allows both the team member
and manager-coach to join in a quest for the truth, to express and experience the self in
ways often prohibited by the compromises made in the service of social acceptance in
other professional contexts and relationships (Society of Analytical Psychology).

Seashore, et al. (2004) suggest that using the self involves self-differentiation of
the unconscious to the conscious about behavior styles and patterns, habits, defenses,
and needs. This allows for deliberate choices about actions, which is the use of self.
Use of self can be effective in many endeavors, including leadership, facilitation, de-
velopment of others, and leading change, as well as in one’s own ongoing growth and
development.

From a practical perspective, using self requires self-awareness, trust, authentic-
ity and vulnerability, empathy and emotional intelligence, personal values and be-
liefs, cultural sensitivity and inclusion, and balancing self-disclosure.

Self-Awareness

Self-awareness is the cornerstone of effective use of self in coaching. Manager-coaches
must deeply understand their values, beliefs, biases, emotions, and triggers. This self-
awareness allows manager-coaches to recognize when their reactions or judgments
may affect the coaching process (Bachkirova, 2011). Self-awareness forms the bedrock
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of effective use of self. Manager-coaches must engage in ongoing self-reflection to gain
insight into their values, beliefs, biases, and emotional responses. This process of self-
examination allows manager-coaches to recognize how their subjectivity may impact
their interactions with team members.

Once manager-coaches know their emotional responses and biases, they must
practice self-regulation. This involves managing emotions and reactions, particu-
larly in situations that conflict with the team member’s perspectives or values. Self-
regulation ensures that the coaching focuses on the team member’s needs and
objectives.

Manager-coaches can employ various self-management strategies to enhance
their use of self. These strategies may include mindfulness practices, journaling, peer
supervision, and seeking feedback from team members or colleagues. By continually
monitoring and refining their use of self, manager-coaches can improve their effec-
tiveness and maintain a team-member-centered approach. Self-regulation, an integral
component of self-awareness, entails managing one’s emotions, reactions, and biases
during professional interactions. As conceptualized by Daniel Goleman (1995), emo-
tional intelligence encompasses recognizing, understanding, and managing emotions
—both one’s own and those of others. Manager-coaches with high emotional intelli-
gence are better equipped to navigate the emotional terrain of use of self, especially
in emotionally charged situations.

Appendix B is a questionnaire that can be used to assess your self-awareness.
Based on the work of Sutton (2016), this questionnaire can be used as a tool to focus
on the ongoing development of the use of self.

Trust

Trust is the linchpin of the relationship between manager-coach and team member and
is a critical aspect of the effective use of self (Hawkins & Smith, 2013). Team members
must trust that their manager-coach has their best interests at heart and that the coach-
ing relationship is a safe space for exploration and growth. Manager-coaches build trust
through authenticity, consistency, and confidentiality. Rapport is an integral part of
trust-building. Manager-coaches must establish rapport by actively listening, demonstrat-
ing empathy, and showing genuine interest in team members’ perspectives. Rapport fos-
ters open communication and encourages team members to share their thoughts and
feelings more freely.

Authenticity and Vulnerability

Authenticity is a crucial component of the effective use of self. Manager-coaches who
are authentic in their interactions with team members create a sense of genuineness
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and transparency that encourages team members to be open and vulnerable in re-
turn. However, manager-coaches must balance authenticity and professionalism to
maintain appropriate boundaries.

Empathy and Emotional Intelligence

Empathy is a central element of the use of self in coaching. Manager-coaches need to
develop a deep understanding of their team members’ emotions, perspectives, and ex-
periences. Empathy enables coaches to connect with team members emotionally and
demonstrate that they genuinely care about the team member’s well-being and growth.
Empathy in using self involves recognizing the team member’s emotions and conveying
understanding and support. Manager-coaches can employ active listening, paraphras-
ing, and nonverbal cues to demonstrate empathy. When team members feel heard and
understood, it paves the way for deeper self-reflection and growth. Emotional intelli-
gence, as coined by Daniel Goleman, encompasses the ability to recognize, understand,
and manage one’s emotions and the emotions of others (Goleman, 1995; Goleman, et al.,
2002). Manager-coaches with high emotional intelligence are better equipped to navi-
gate the emotional terrain of coaching conversations and respond empathetically to
team member’s needs (Schutte et al., 2009).

Personal Values and Beliefs

Manager-coaches must also grapple with their values and beliefs, which can influence
their professional practice (Corey et al., 2015). Being mindful of their values allows
manager-coaches to avoid imposing their ideas on team members, respecting their au-
tonomy and unique perspectives. Manager-coaches should balance remaining true to
their values and being open to the diversity of values they encounter.

Cultural Sensitivity and Inclusivity

In today’s diverse workplaces, manager-coaches must be culturally competent to use
themselves effectively. Cultural competence involves an awareness of cultural differ-
ences and biases and adapting coaching approaches to accommodate team members
from various backgrounds (Sue et al., 2009). Not acknowledging and respecting cul-
tural nuances can lead to misunderstandings and hinder coaching effectiveness. Man-
ager-coaches must be vigilant about their biases and stereotypes when working with
team members from different cultural backgrounds (Pelled & Xin, 1999). Biases, such
as assumptions about communication styles or leadership approaches, can manifest
subtly. Manager-coaches should engage in self-reflection and cultural sensitivity train-
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ing to mitigate these biases. Culturally inclusive coaching involves adapting techni-
ques and communication styles to align with team members’ cultural preferences and
values. Manager-coaches who embrace cultural inclusivity enhance their use of self
and create a more welcoming and practical coaching environment.

Balancing Self-Disclosure

Self-disclosure is a delicate aspect of the use of self. Manager-coaches can share per-
sonal experiences or insights to illustrate a point, build rapport, or normalize a team
member’s experience. However, self-disclosure should be used judiciously and always
serve the team member’s growth and development rather than the manager-coach’s
agenda.

Benefits

The benefits of continuously developing self and the use of self for manager-coaches

include:

— Enhancing the Helping Alliance. Effective use of self-enhances the therapeutic
alliance—the collaborative and trusting relationship between manager-coaches
and team members (Norcross & Lambert, 2018). When manager-coaches authenti-
cally engage and empathize with team members, they foster a robust therapeutic
bond that can positively influence team members’ outcomes. Team members are
more likely to feel understood, supported, and motivated to make meaningful
changes.

— Fostering Empowerment and Autonomy. Manager-coaches whose use of self is
skillful empower team members to take charge of their lives. By sharing relevant
personal experiences and insights, manager-coaches validate team members’ ex-
periences and promote a sense of self-efficacy. Team members become active par-
ticipants in their growth and development.

— Bridging Cultural and Socioeconomic Gaps. Cultural competence and culturally
sensitive use of self can bridge gaps in understanding between manager-coaches
and team members from diverse backgrounds (Sue et al., 2009). When manager-
coaches acknowledge their own cultural biases and subjectivity, they can better
navigate the complexities of cross-cultural interactions. This, in turn, enhances
the effectiveness of interventions and promotes inclusivity.



Strategies for Developing Effective Use of Self =—— 83

Ethical Considerations

Ethical considerations are paramount when employing the use of self in professional
practice (Corey et al., 2015). Manager-coaches must establish clear boundaries and
maintain confidentiality to ensure the trust and safety of the coaching relationship.
Manager-coaches must set clear boundaries to protect the team member’s well-being
and maintain confidentiality. Confidential information shared by team members
should not be disclosed beyond agreed upon conditions or misused. Manager-coaches
should also be transparent with team members about the limits of their role and the
purpose of any self-disclosure.

Manager-coaches must be vigilant to avoid imposing their values, beliefs, or agen-
das on team members (Knights & Poppleton, 2008). The use of self should enhance the
team member’s autonomy and self-determination rather than steer them toward the
manager-coach’s perspectives or preferences. Consultation with peers, leaders, human
resource partners, and professional coaches provides a space to examine challenging
cases, ethical dilemmas, and potential boundary violations. It allows manager-coaches
to receive feedback and guidance on the appropriate use of self.

Strategies for Developing Effective Use of Self

The use of self in coaching is a multifaceted concept encompassing a manager-coach’s
ability to consciously employ their own experiences, emotions, and perspectives to
benefit the coaching process. It involves a deliberate and strategic sharing of one’s
self without overshadowing or intruding upon the team member’s journey. The use of
self recognizes that the manager-coach’s authentic presence and engagement can sig-
nificantly impact the team member’s self-awareness, learning, and growth. The use of
self can include various aspects such as self-awareness, self-regulation, self-care, and
building rapport.

Self-awareness is the first and most important aspect of using self in coaching. It
refers to the manager-coach’s ability to be aware of their thoughts, feelings, and be-
haviors and how they may impact the coaching relationship. Self-awareness is crucial
because it allows manager-coaches to be more intentional in their communication
and behavior and more responsive to the team member’s needs. For example, a man-
ager-coach aware of their biases and assumptions can avoid projecting them onto the
team members and provide a more unbiased and objective coaching experience. Self-
awareness can be developed through various means, such as self-reflection, mindful-
ness, and seeking feedback from others (Palmer & Whybrow, 2018). Self-reflection in-
volves reflecting on one’s thoughts, feelings, and behaviors and how they may impact
the coaching relationship. Mindfulness, the practice of being present and aware in the
moment, can help manager-coaches be more aware of their thoughts, feelings, and
behaviors. Seeking feedback from others, such as colleagues or supervisors, can also
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help coaches develop self-awareness by providing them with a different perspective
on their behavior.

Self-regulation is another essential aspect of the use of self. It refers to the man-
ager-coach’s ability to control and manage their thoughts, feelings, and behaviors.
Self-regulation is critical because it allows coaches to remain calm and composed in
challenging situations and to respond to the team members in a supportive and help-
ful way. For example, a manager-coach who can regulate their emotions can avoid
becoming defensive or argumentative when the team member expresses frustration
or disappointment. Self-regulation can be developed through various means, such as
emotional intelligence, stress management techniques, and practical communication
skills (Whybrow & Palmer, 2018). Emotional intelligence is the ability to understand,
manage, and express one’s emotions, and it can help manager-coaches better regulate
their emotions. Stress management techniques such as exercise, meditation, and time
management can help you manage your stress levels and better regulate your emo-
tions. Practical communication skills such as active listening, empathy, and assertive-
ness can help coaches communicate more effectively with their team members and
better control their emotions.

Self-care is another important aspect of the use of self. It refers to the coach’s
ability to care for their physical, emotional, and mental well-being. Self-care is vital
because manager-coaches who are not taking care of themselves may be unable to
provide the best possible service to the team members. For example, a manager-
coach who feels stressed or overworked may be unable to give the team members the
needed attention and support. Self-care can be developed through various means,
such as regular exercise, healthy eating habits, and time management (Whybrow &
Palmer, 2018). Regular exercise can help manager-coaches reduce stress, improve
mental clarity, and boost energy levels. Eating healthy can help coaches maintain
their physical and psychological well-being. Time management can help manager-
coaches balance their workload and make time for self-care.

Building rapport and establishing a solid connection with team members fosters
openness, transparency, vulnerability, and trust. Rapport refers to the harmonious
and empathetic relationship established between individuals. It is characterized by
mutual trust, respect, and understanding, which create an atmosphere of openness
and cooperation. Building rapport is not a one-size-fits-all approach but a nuanced
process that varies based on context, personality, and cultural factors. Rapport-
building fosters trust, a cornerstone of effective use of self. When individuals perceive
someone as genuine and reliable, they are more likely to share their thoughts and
feelings openly. This trust enhances credibility, which is crucial in professions like
counseling, where team members must have faith in the therapist’s abilities. Building
rapport involves active listening and empathetic communication. When individuals
feel heard and understood, it paves the way for deeper connections. For instance,
manager-coaches must understand their team members’ emotions and experiences to
offer effective support. In leadership and management roles, conflict is inevitable.
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Building rapport equips leaders with the skills to navigate disputes constructively.

Leaders can de-escalate situations and find common ground by demonstrating empa-

thy and understanding. Building rapport is a skill that can be honed through practice

and self-reflection. Here are some practical strategies:

1. Active Listening. Give attention to the speaker, show interest through verbal
and nonverbal cues, and avoid interrupting or judging.

2. Empathetic Communication. Practice putting yourself in the other person’s
shoes and validating their feelings and perspectives.

3. Cultural Competence. Be mindful of cultural differences in communication
styles, body language, and values to build rapport across diverse backgrounds.

4. Authenticity. Be genuine and transparent in your interactions, as authenticity
fosters trust.

Some Ways to Continue Developing Use of Self in Coaching

Developing the use of self is a continuous journey. Feedback, experiences, reflection,
and a mindset of openness and learning engage the manager-coach to evolve in their
effective use of self. Here are four specific actions that can assist manager-coaches.

1. Continuous Self-Reflection and Feedback. Manager-coaches should constantly
self-reflect to deepen their self-awareness and refine their use of self. Seeking
feedback from team members, peers, or supervisors can provide valuable insights
into the impact of using self on professional practice.

2. Cultural Competency Training. Professionals in culturally diverse contexts
should prioritize cultural competency training. Training programs can enhance
manager-coaches’ ability to navigate cross-cultural interactions sensitively and ef-
fectively. Cultural competency training should be an ongoing commitment.

3. Peer Supervision and Collaboration. Regular peer supervision about your man-
agement and coaching offer manager-coaches opportunities to discuss challeng-
ing situations, ethical dilemmas, and the nuances of using self (Bernard &
Goodyear, 2019). These interactions promote ethical practice, skill development,
and self-awareness.

4. Professional Coaching. Ongoing work with a professional coach can provide op-
portunities and support for professional development, including using self, role
modeling, and coaching about situations managers face as coaches for team
members.

There are many ways to develop self. Regardless of the process, several elements
are essential for effectively developing the use of self:
— Increasing awareness
— Building acceptance of self
— Engaging with others for challenge, support, and feedback
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— Adopting new behaviors and perspectives

— Integrating those behaviors and attitudes into a more conscious and unconscious
competence

— Developing mastery, the state of competence at which behaviors are natural, re-
flection and ongoing learning occurs, innovation occurs, and learning agility is
demonstrated. (Bennett & Bush, 2014)

Summary

The concept of use of self, deeply rooted in humanistic and psychodynamic theories,

plays a pivotal role across various professional fields. Practitioners leverage their ex-

periences, emotions, beliefs, and values to build authentic connections with team
members, foster trust, and enhance team member outcomes. Self-awareness, ethical
considerations, and continuous self-reflection are foundational to effective use of self.

Preparing to engage in coaching conversations is essential. Coaching conversa-
tions are not chitchat. They have purpose and focus. They require skills. And they
need the manager-coach to show up as a guide. Coaching is a discovery process fo-
cused on the other person’s development, performance, and transformation. Coaching
conversations are action-oriented and outcome-focused.

Here are some tips to help manager-coaches be their best and provide the best
support for their team members:

1. Take care of your physical needs—food, water, and restroom. If you are hun-
gry, thirsty, or need to use the restroom, you will be distracted. Remove these po-
tential negative impacts on your ability to focus on the person you will coach and
your work with them.

2. Remove distractions—sights, sounds, and any competing priorities.

3. Center yourself. This involves letting go of distracting thoughts and emotions
and focusing on how you will bring the best available version of yourself to the
coaching conversation.

4. Identify assumptions you may have about the person being coached. Take a
few minutes and think about (and write down or record) any assumptions you
have about your team member and yourself as a manager-coach, as well as the
likely topics of the coaching conversation (if you know them). By capturing your
assumptions, you are more likely to be aware of them during the coaching con-
versation. You will recognize when you are operating based on assumptions ver-
sus evidence and facts.

5. Gather materials related to your team members and others you may need dur-
ing the coaching session. This may be the overarching goals for the coaching en-
gagement and any related materials (e.g., personality or emotional intelligence
assessments), as well as your notepad and pen to use during the session.
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Review any notes from previous coaching conversations. Reviewing your
notes about the topics discussed in earlier coaching sessions will help you focus
on your team member.

If you are new to coaching, review the coaching conversation framework you
will use—e.g., the six-step process described in Chapter 3.

Take a deep breath (or two) and fully engage with your team members.

A Conversation with Cherie Swarthout
Director of Athletics
Queens University of Charlotte

This conversation was recorded and transcribed, then edited for clarity and conciseness.
John Bennett (JB): In your role as athletic director, how do you use coaching?

Cherie Swarthout (CS): I used to be a lot more directive, more telling than asking. I didn’t listen as
well. T was always trying to figure out what to say next to whatever the situation was. I have much
more authentic conversations. In conversations, I use what the other person says so that they feel
heard and noticed. I guess I use more of my senses—what they’re saying and how they’re coming
across. And I'm also not afraid to be in those moments that are very awkward and difficult. Sometimes
I shy away from difficult questions or conversations, or emotional pieces.

I work in a very emotional industry where a lot of passion flies around. Recently I had a [sports
team] coach in here, and we were talking about the budget for the upcoming season. I could tell he
was getting uncomfortable. Instead of just glossing over it or playing the top-down approach of telling
him what to do, I just paused and said, “I can tell this is making you really uncomfortable. Can you
share what you’re feeling?” It took the conversation to another level. It peeled away more layers so
that you could get to the root cause. He became highly emotional but it was not a combative conversa-
tion. It was a tough thing that he was experiencing, and we talked through that. And because we were
able to uncover that, fast-forward eight weeks later, oh my goodness! He’s hitting home runs on the
thing holding him back that was creating so much stress and distress. We were able to work through
it, get to a different level because he was vulnerable. I was vulnerable. I wasn’t afraid to ask the ques-
tion. He’s like my superstar right now.

JB: How did you make that transition, so that you could show up like that?

CS: I mean, the classes I took [at Queens] were just unbelievable, just pivotal. And I think the coaching
curriculum was key because it really boils down to self-awareness. To me, it’s a skill set, certainly, but
you can have a skill set and not be self-aware and not be able to effect change, and so to me, it has
been a discovery process of creating more self-awareness for myself. But what are the things that you
know cause me distress? How does that show up when that happens and when? What are my overt
behaviors when I am under stress, you know? And I think it was just being open to better understand
myself, which has helped me embrace the necessary skills. ’'m not afraid of the conversation. I'm not
afraid to go there. Very little shuts me down or gets to me, if that makes sense.

)B: What I’'m hearing is that idea of vulnerability but a self-awareness that allows you not to be trig-
gered, or blind to, or overly excited about something that somebody’s saying, or steer away from it
because it’s something that you’re uncomfortable with. So that’s great. How have you continued to
develop that skill and mindset as you’ve been in this practitioner role of leader and manager?
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CS: ’'m much more self-aware than I have probably been. I continue to evolve in that area. I'm much
more comfortable with my strengths in the spaces I need to grow. There’s always that gotcha moment,
and as soon as I get outside of what I should be doing, I overreact. I talk before I listen. I don’t get all
the information. It always comes back and kicks me in the tail, and it might not be a hard kick, but it’s
an “uh-huh.” And I am constantly replaying almost every conversation in my head. I asked, “What did I
do? What didn’t I do? What could I have done better?” But there’s always that moment that I don’t
know. I'm in the people business, and I work with a lot of fascinating and unique personalities, and
they all are very different. ’'m constantly in training, learning how to maximize them because our ath-
letic programs are only as good as our head coaches, so I've got to be in a place where I can continue
to help them evolve and do what I can to become more self-aware.

JB: You’ve described a lot of self-reflection as you do this work, and you’re in a somewhat different
scenario than many people in that you’re in a world where the word “coach” is used as an athletic
coach. It’s a sports coach. And then we’re talking about coaching as a manager and leader. How do
you see the similarities and differences between those two?

CS: Well, our best coaches are the ones that are most self-aware. . . . It’s the coaches who don’t listen
to their athletes, who think they have all the answers that tend to burn out and burn down. The ones
that listen to that are relatable. Those are the ones who are the most successful. So it’s not standing
on the sideline yelling. They’ve got to have a relationship with the student-athletes.

JB: And you’re modeling that in terms of your work as a leader; it sounds like as you think about the
role in playing this kind of manager-coach, leader-coach role that you play. How is that received?

CS: 'm always very calm, just, yeah, until 'm not. Unfortunately, I have to fight to be a very direct
communicator; being 6 feet tall and having very high expectations sometimes create a barrier for me
with others because it may make me less approachable. I'll ask staff and coaches if they think that’s
the desired outcome. “How do we get to the desired outcome?” I've always got my foot on the gas. So
that forces me to take everything I do, probably down a bit.

Sometimes people would like me to be more directive. Well, if I have to tell them what to do, I
don’t need them.

I deal with everybody as an individual. I may deal with my golf coach very differently than I deal
with my women’s basketball coach. Sometimes there’s an inequity there. I treat everybody very indi-
vidually. I think they appreciate it rather than being directive, you know, being kind of the top-down
person, but I also can be that person when I need to be.

)B: It sounds like you’re also using a coaching approach in your relationships with peers. Not that
you’re coaching them, but you’re using some of those skills and are self-aware. Am I putting words in
your mouth with that?

CS: Absolutely, and it’s listening. And it’s asking powerful and clarifying questions. I think because we
frequently just want to be heard, and I just take it the other way, I just want to hear that I'm going to
ask clarifying questions, and I promise you I’'m going to be heard, but not before I have broken down
those barriers where you know you’ve been heard. Now I can, whatever you’ve just said, take that and
ask a powerful question and then say, “Well, have we considered this?” or “What are your thoughts
about this?” I ask a lot of questions. They’re so tired of me asking questions. But it takes away the
animosity that I could create when I ask a question versus a directive.
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)B: Is there another example that you think of where you’ve used a coaching approach, how did you
go about that, and what was the outcome?

CS: You know, it’s every day. We had a difficult situation with one of our coaches this fall. I brought
him in and asked him, “What’s going on?” He said, “What do you mean?” I said, “I've got some of
these things that have happened there. There are some red flags for me. Can you talk about those?”
He agreed. And I told him, “They’re inconsistent with who I know you to be when I line those up. So
you know, what else is there? What’s going on?” And they would talk a bit, and I told him I understood
there were challenges. Through asking powerful questions and guided discovery, he got to the place
where he said he thought he needed some time away from work. And that’s precisely what happened.
But it was through listening and reflecting him—mirroring back to him what he had said that he got
to that place. Through the conversation and the trust-building, we already had trust and vulnerability,
and he reached his conclusion.

)B: What advice would you give a leader manager who’s considering using a coaching approach?

CS: I think it starts with you. I think you have to have great self-awareness. You have to demonstrate
that. I believe you have to show vulnerability. I think you have to be curious and kind. And I believe
that those relationships’ strength allows you to have challenging conversations. But if you don’t have
that foundation, it’s very hard to have a difficult conversation and effect change where people aren’t
trying to jump ship. I think it creates better buy-in. With your staff, they feel heard and valued, which I
believe is a byproduct of the coaching style.

JB: Is anything else you want to share? Anything you want to emphasize? Add to?

CS: I think everybody should learn to apply a coaching mindset and skills. I think it helps with every-
thing. It’s not just about what you do professionally. It helps with your parenting. It helps with rela-
tionships. If you use that approach, it makes everything better. It creates sensitivity, it creates intuition
and a better sense of the moment in time, and there’s always a time that you can circle back and say,
“Let’s talk about this,” or “What didn’t go well?”—you know, debrief on some things.
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Chapter 5
Coaching Skills: An Overview

When a paradigm no longer provides reliable guidance for how to live in the world, the most common
response is to grasp hold of it more firmly. As it dawns on us that we don’t know how things work—
that it’s not working—we become more insistent that it has to work just as we thought it did. . . . We
use our big brains and our powers of cognition to resist change. Our skills at manipulating informa-
tion lead us to become more fundamentalist, more certain.

—Margaret Wheatley, 2017, p. 196

In research conducted by Graham et al. (1994), effective managers who used a coach-
ing approach scored-highest in developing warm relationships, observing the perfor-
mance of team members, and providing relevant information. They scored lowest on
giving feedback, establishing performance expectations, and providing guidance.

This chapter explains the essential communication, interpersonal, and cross-
cultural tools and knowledge required for coaching leaders at all levels. These tools
and knowledge include listening for understanding, asking powerful questions, pro-
viding feedback, offering insights, planning action, ensuring accountability, and build-
ing support for achievement. This chapter addresses the following questions:

— What are the competencies of effective coaches?
— What are the essential skills/practices of coaches?
— How are these skills/practices applied?

Coaching is the practice of science in the form of art. There is both an art and a
science to coaching. Learning the skills of coaching and the theories that inform coaching
is one step toward becoming a manager-coach and coaching in the most effective way
possible. Coaching also requires integrating knowledge and practice comfortably and ef-
fectively. Once this integration is accomplished, the next step is developing mastery.

Mastery starts with the coach. While many people can learn to coach and use the
knowledge and skills employed by coaches, specific characteristics of those who do it
well can be observed. There are a variety of coach competency models available, in-
cluding frameworks developed by the Center for Credentialing & Education (CCE), Euro-
pean Mentoring and Coaching Council (EMCC), Graduate School Alliance for Education
in Coaching (GSAEC), and International Coach Federation (ICF).

Kombarakaran et al. (2008) and Stern (2008) found that successful coaches
— are educated in the art and science related to coaching.

— understand contemporary organizational issues but not necessarily the detailed
nature of the business.

— understand human motivation.

— understand the impact of emotions and interpersonal style on leadership.

— understand leadership and management issues from a multi-systems viewpoint.

— understand the political and economic realities within the organization.

https://doi.org/10.1515/9783111002415-005
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understand the competitive environment.

are self-aware—they know their needs and do not depend on the coaching rela-
tionship to get those needs met.

can maintain appropriate confidentiality.

can maintain appropriate roles and behaviors between coach, executive, and
stakeholders.

can provide insights and help team members learn new skills through modeling.
have a passion for helping others grow and perform.

are comfortable around top management.

can notice and deal with paradoxes.

can demonstrate interpersonal sensitivity.

can detect hidden agendas.

can flex and be creative.

demonstrate approachability, compassion, and the ability to relate well with others.
can actively listen and reflect accurately on what is said.

demonstrate high levels of integrity and personal honesty.

build trust.

ask powerful questions.

provide emotional and motivational support.

follow through.

establish coaching goals with the client.

monitor coaching results.

develop themselves as human beings and in their roles as coaches.

While successful coaches share a well-defined set of characteristics, potential cli-

ents may not be able to observe these characteristics until a coaching engagement is
underway. However, clients look for certain things when selecting a coach, including

industry experience

education

work experience

work at the appropriate level in the organization (leader and coach)
personal developmental level

coaching skills

chemistry/style

personality

demographics: gender, race, age, sexual orientation, etc.

Coaching works in different environments and with other desires, frameworks,

and assumptions when

desired outcomes are defined.
the organization supports coaching.
the organization embraces a culture of feedback, development, and support.
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the coaching is developmental and not corrective.

the team member is ready for coaching—that is, they are open to feedback, has
the desire to change/improve, and can devote the time and energy to self-
discovery and behavior shifts.

Positive and productive coaching relationships do not often occur spontaneously.

They require the right conditions, skills, and knowledge from the manager-coach.
Here are some of the factors for manager-coaches that are conducive to creating posi-
tive and productive coaching relationships:

Helper Empathy. When a manager-coach possesses helper empathy, you attempt
to see the world the same way the team member perceives it by looking from their
internal frame of reference. You do this preliminarily by thinking with rather than
for or about the team member. Empathy has two stages. Brammer and MacDonald
(2003) refer to these as “feeling into” experiences of the client and being in the cli-
ent’s place, that is, seeing the world as the client sees it. In the second stage, the
manager-coach becomes an alternative self for the team member, an emotional
mirror. You enter this internal frame of reference by listening attentively and ask-
ing themselves questions such as: What is the team member feeling right now?
How do they view the situation they face? To consider the external frame of refer-
ence, you might ask questions such as: Why is the team member concerned? What
is causing the situation? An effective manager-coach tries to think and feel like a
team member.

Helper Warmth and Caring. When a manager-coach is warm and caring, you
convey a closeness beyond professional or clinical distance. Manager-coaches
demonstrate this through friendliness and consideration by smiling, maintaining
comfortable eye contact, and other nonverbal behaviors. In addition, you reveal
warmth and caring by showing compassion and sincere concern for the client.
Helper Positive Regard and Respect. When a manager-coach possesses positive
care and respect, you have a deep concern for the team member’s well-being and
respect for the client’s individuality and worth. Rogers (1989) referred to this as
“unconditional positive regard.”

Helper Openness. When a manager-coach possesses vulnerability, you share per-
sonal experiences in service of the team member’s agenda by disclosing thoughts
and feelings. You demonstrate this by revealing thoughts, feelings and insights.
This disclosure results in genuineness, authenticity, and congruence with the client.
Helper Concreteness and Specificity. When the manager-coach possesses concrete-
ness and specificity, you communicate accurately and concisely. You demonstrate
this by using contextually appropriate language the team member understands. You
pay attention to interpreting their messages and seek opportunities to clarify when a
team member does not understand what was communicated.

Intentionality. When the manager-coach possesses intentionality, you select re-
sponses to team members from various options. Manager-coaches demonstrate this
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by selecting statements, questions, and nonverbal responses based on the team mem-
ber’s cultural background, goals, personality, and learning style (Brammer & Mac-
Donald, 2003).

In addition to establishing a trusting relationship with the team member and other
stakeholders (e.g., manager, human resources), the manager-coach must be self-
aware and personally and professionally evolving.

A quality coaching interaction cannot be pulled off with any amount of method
expertise or dazzling command of theory. It culminates from deep personal work that
the coach has done and continues to do to prepare for this kind of engagement.
Heightened alertness to one’s natural biases, tendencies, and impact is necessary,
along with a nimble ability to choose (Storjohann, 2006).

Coaching Competencies

Currently, there is no universally agreed upon competency model for coaching or for
coaching within any specialty area, such as career, personal, or performance coach-
ing. Instead, organizations such as CCE, EMCC, GSAEC and ICF have developed a vari-
ety of models. Considering that coaching is a helping relationship grounded in many
professions and professional practices, it is essential to note that the competencies
that demonstrate proficiency may take many forms.

Beyond coaching, the helping practices include consulting, facilitation, management,
mediation, mentoring, pastoral care, teaching, therapy, and counseling. Competency is
the ability to do something successfully and consistently get a desired beneficial outcome
(Lawley & Linder-Pelz, 2016). To successfully coach, manager-coaches need to adapt their
behavior skillfully and flexibly to the specific needs of the team members. This agility
will engage the coach to apply various skills to the team members’ varying needs.

Newsom and Dent (2011) reported one of the most comprehensive studies on con-
temporary coaching competencies. They identified several groups of activities:

— Professional coach activities, which include assessing practice needs, promot-
ing/marketing your coaching business, evaluating your coaching process, and en-
gaging in self-development activities.

- Goal setting and attainment activities, which include directives aimed at be-
havioral change, such as discussion of work-life balance issues, sharing an under-
standing of wellness, using knowledge of current business trends, and discussing
obstacles to progress.

- Related activities, such as clarifying an understanding of client concerns and
challenges; establishing trust, honesty, and respect in the coaching relationship;
assessing team members’ strengths and development needs; and using knowledge
of theories and techniques.
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A review of these models resulted in the finding that 11 common elements across

the models inform the practice of coaching. These 11 elements include:

1

Ethics (See Chapter 15)
— Practice according to an established and recognized code of professional
conduct.

Self-awareness (See Chapters 4 and 16)

— Demonstrate awareness of own values, beliefs, behaviors, competence,
and experiences.

— Recognize how values, beliefs, behaviors, competence, and experiences im-
pact the practice of coaching and client engagements.

— Use self-awareness to manage meeting the client’s objectives, and, where rel-
evant, the stakeholders’.

— Use self-awareness to inform self-development.

Self-development (See Chapters 4 and 16)

— Build and maintain professional knowledge.

— Understand and appropriately apply theory and knowledge.
— Seek and use feedback to improve as a manager-coach.

— Obtain and maintain professional credentials.

— Engage in professional associations and networks.

Contracting (See Chapter 2)

— Define key stakeholders.

— Identify the coaching client.

— Define the work to be accomplished.

—  Define the process that will be used.

— Define the scope of the work.

- Define boundaries.

— Define measures of success and processes for monitoring.
— Define terms of remuneration, if any.

— Define roles and responsibilities.

— Define the terms of informed consent and confidentiality.

Relationship Building (See Chapters 2, 4, and 5)

—  Establish effective working relationships with the client and key stakeholders.

— Establish and maintain credibility and trust while building a professional
reputation.

Essential Coaching Skills (See Chapters 5-12)
— Communicate and listen for understanding.
—  Reflect.
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10.

11.

—  Ask powerful questions.

— Provide insight and feedback

— Use assessments.

— Explore possible actions.

— Action planning.

- Gain commitment.

— Explore and address obstacles to success.
— Ensure accountability.

— Develop networks of support.

Coaching Process Skills (See Chapters 2 and 12)
— Plan and set goals.
— Identify courses of action and analyze the consequences of each.

Getting to Desired Results/Outcomes (See Chapters 2, 5, and 12)

— Manage progress and accountability.

— Facilitate the team member’s desired goals during the coaching process, in-
cluding monitoring team member progress, decision-making, and use of
resources.

Using Models and Tools (See Chapters 2, 3, 5-14)
— Identify and consciously apply models and tools appropriately to serve clients.
—  Use assessments to support client goal achievement.

Organizational Acumen (See Chapters 2, 5-14)

— Understand the organizational context and apply it to the coaching engagement.

— Understand and apply key terms and concepts associated with the organiza-
tional setting.

Evaluating (See Chapter 16)

—  Assess personal performance as a coach.
—  Assess impact of the coaching.

- Assess competence.

Jake Weiss (2020) defined nine managerial coaching behaviors in his research

about employee coachability and managerial coaching. They are:

1
2.
3.

Personalize learning using examples, analogies, and scenarios.

Provide feedback based on observations, reflections, and third-party input.

Seek feedback from the team member being coached related to their progress to-
ward goals.

Provide resources, information, and materials to the team member being coached
to support learning and remove obstacles.
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5. Frame questions to help the team members think through issues.

6. Prompt team members to think outside of the box by encouraging them to see
other points of view and by providing different perspectives and experiences.

7. Establish goals and expectations with team members and communicate the im-
portance of those goals.

8. Create an environment for learning by engaging in meetings, fostering mentoring
relationships, and providing stretch assignments for growth.

9. Build and foster working relationships based on rapport, trust, respect, and mu-
tual benefit.

Essential Coaching Skills

From the 11 common elements that inform the practice of coaching explored in the
previous section, Bennett and Bush (2014) propose that there are six essential coach-
ing skills. These essential coaching skills can be split between foundational and ap-
plied skills. Foundational skills involve listening for understanding, identifying and
asking powerful questions, and helping the client reframe or broaden the possibilities
for awareness and action. These serve as a basis for the applied skills and are used
more frequently during coaching conversations. Applied skills involve providing feed-
back and insight, which help the client develop understanding and commit to action.
Another applied coaching skill is building partnerships for support to continue to sus-
tain and evolve behavioral change.

Essential coaching skills:

— Listening for understanding
—  Asking powerful questions
— Reframing

- Providing feedback

—  Offering insight

— Building support

The six chapters that follow will further define these essential coaching skills. To put
these skills in perspective, the following table (Table 5.1) shows each of the six steps in
the coaching conversation process defined in Chapter 2 and maps the six coaching
skills to those steps. Listening for Understanding and Asking Powerful Questions are
applied in each step. The use of the other four skills varies.

Schwarz’s (2013a) mutual learning model was introduced in Chapter 3. That
framework can be applied to the six steps in the coaching process described in Chap-
ter 2 and the six coaching skills presented in this chapter. Table 5.2 illustrates when
the mutual learning behaviors are most likely to be applied to the steps and skills.
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Table 5.1: Coaching Skills Mapped to Change Coaching Steps.

Current Needs and  Gathering Possible  Action Summary
Situation and  Desired Information  Actions  Planning and
Context Goals Agreement

Listening for X X X X X X

Understanding

Asking X X X X X X

Powerful

Questions

Reframing X X

Providing X X X

Feedback

Offering X X X

Insight

Building X X

Support

Axioms for Change Coaching

Coaches in roles ranging across the spectrum from professional executive coach to
manager-coach have gained insights from hard-won experience. Their insights have
given rise to these axioms, among others:

Never work harder than your client.

Follow the process, use it as a guide for the coaching conversation.

Keep in mind what about you may bhe holding you back, as well as what might be
propelling you forward.

If you don’t know what to ask next, it is probably because you have not been
listening.

The presenting issue or agenda for coaching is rarely the real issue.

It is nearly impossible to coach without a shared understanding of the client’s
goal/agenda for the coaching session.

Avoid colluding with your client.

A crucial role of the coach is to help the client go where they would not go by
themselves.

If you ask a powerful question, it is worth waiting for the response. Allow at least
seven seconds after asking a question.

Keep your questions to 15 words or less.

Behind every statement is a question, so do less telling and more asking.

Coaxing is not coaching.

The job of the coach is to put themselves out of a job by supporting independence
and interdependence versus dependence on the coach.
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— Listen for what is said (words, actions, emotions, etc.) and what is not being said.

-  You've got to do “your work” to help others do “their work.”

—  Ask yourself and the people you coach: How does who I am (as a person, leader,
coach) support what I'm trying to accomplish? How does it hold me back?

— Focus on what the client is saying and doing (or not) and less on what you want
them to say or do, or your assessment of it.

— Change usually involves resistance and often comes in increments.

—  With so many “transformations,” why is there so little change?

Summary

Six coaching skills can be applied to the six-step coaching process to support team
members as they develop capabilities, improve performance, and experience trans-
formation. These skills align with the standards set by various professional associa-
tions and credentialing organizations.



Chapter 6
Coaching Skill: Providing Feedback

Feedback is always about the person giving it. And, sometimes, it is about the person receiving it.
—Charlie Seashore, Ph.D.

Feedback is data given in the present about past behavior. Feedback is a gift. Like all
gifts, the receiver assesses feedback regarding their needs and desires. Sometimes,
gifts are accepted but not used. Other times, they are deflected or re-gifted and some-
times rejected.

All of these are among the reasons the manager-coach must give the proper feed-
back in the right manner and at the right time. Feedback is often the beginning of a
managerial coaching conversation. Providing feedback is an essential aspect of coach-
ing as it allows manager-coaches to help team members identify areas for improve-
ment, understand how others perceive their behavior, and make progress toward
their goals. Feedback is information provided to an individual about their perfor-
mance, behavior, or results to help them improve. It can be provided in several for-
mats, such as verbal, written, or observation.

This chapter defines feedback and its importance in the context of coaching. It dis-
cusses the impact of feedback-rich cultures and how to foster them. It also describes
several approaches to providing feedback, explicitly focusing on the Context, Behavior,
Impact, and Request (CBIR) framework. This chapter links personal interest in improv-
ing and receptivity to feedback. It offers examples and tools for preparing and deliver-
ing feedback, including some considerations for providing unpleasant feedback and
how to address team member responses. Lastly, it offers some helpful reminders.

We often use the term “performance management” without realizing that the origin
of the concept of “management” was to control. The manager’s role—not the coach’s—is
to focus on managing performance. Manager-coaches need to reframe your attention to
equip, empower, enable, and enhance performance. As a manager-coaches your intent
is to support: “performance enhancement,” “performance empowerment” or “perfor-
mance enablement.” Ongoing coaching from one’s manager is critical for performance
management because it facilitates providing feedback, setting goals, and monitoring
progress toward those goals. As such, coaching is closely linked to the feedback process
and specifically to feedback from one’s manager (Steelman & Wolfeld, 2018).

Feedback may be provided at any of three points in the coaching process. First,
feedback can and often is offered before engaging in the coaching process to increase
awareness and help the team member identify a need or goal for coaching. This feed-
back may come from the manager-coach or other sources. Second, it may be provided
during the coaching conversation, especially during Gathering Information (Step 3),
Possible Actions (Step 4), and Action Planning (Step 5). Finally, feedback may be pro-
vided after the coaching conversation as the manager-coach observes the team mem-
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ber’s behaviors related to the goals of the coaching relationship. The team members

may also receive feedback from other sources, such as the impacts of their efforts,

customers, team members, and surveys.

In coaching and professional development, feedback can serve many purposes. It
can increase awareness of strengths and areas for development and growth, facilitate
development by reinforcing behaviors, guide continuous improvement by providing ev-
idence of the impacts of behaviors, and achieve development goals, which can be used
to refine goals and adjust behaviors. It can also help increase motivation and engage-
ment and build trust and respect between the manager-coach and team members.

By creating a culture of continuous feedback, team members are more likely to
respond to and become actively engaged in their work and the organization. Fre-
quent, developmental, and reinforcing feedback allows team members struggling to
meet expectations to understand their direction, receive input, and discover how to
improve their performance. This enables higher-performing team members to be-
come stronger and excel, benefiting the organization (Bender, 2022). Feedback can
serve to validate or invalidate self-perceptions and support. In addition, feedback can
support a culture in which feedback is sought, used, and appreciated, and the sending
and receiving of feedback are honed.

Team members are more likely to be receptive to feedback from any source
when they trust and respect the person giving it, find it helpful, seek it, or have time
to process it. It also helps team members hear the message when they have been told
that the feedback is being offered bhefore it is delivered, have time to prepare to re-
ceive it, and when the message is not overly personal. Of course, most of us prefer to
receive positive, supportive, and encouraging feedback. And while receiving redirec-
tive or developmental feedback can be helpful, team members may not accept it as
intended if they have a natural resistance to or concern about showing weakness. It is
essential that feedback is delivered as soon as practical after the event or behavior
and that developmental feedback be given in a private versus public setting to avoid
embarrassment or shaming.

These leading practices will help you have the impact you intend when you de-
liver feedback:

—  Provide the recipient with advance notice that feedback is coming. This may be a
simple statement like, “I would like to provide you with some feedback about
XYZ” or “May I provide you with some feedback about XYZ?”

— Prepare before you start giving feedback. This includes selecting specific exam-
ples of the behaviors you wish to provide feedback about, selecting the most suit-
able time and place to share the feedback, crafting your message, and being
prepared for a range of possible responses from the recipient.

— To be most effective, provide feedback as close as possible to the event or behav-
ior in question (Kluger & DeNisi, 1996). This allows clients to understand the con-
text of the feedback and take immediate action to make improvements.



106 —— Chapter 6 Coaching Skill: Providing Feedback

As a manager who recognizes the value of feedback, you can encourage team mem-
bers to seek and use feedback from various sources, including

direct feedback based on the manager-coach’s observation of words and behav-
iors that are or are not aligned with the team member’s goals for change.
multi-rater (360-degree) feedback reports.

comments (written and verbal) received from peers, direct reports, managers,
customers, and other key stakeholders.

self-reflections, such as feelings, thoughts, experiences, ideas, etc.

observations in completing an assignment or as an “after action” analysis of what
worked well and what could be changed.

Feedback may be delivered verbally, via email, body language, surveys, and in

formal performance reviews.

Manager-coaches may find it helpful to encourage team members to develop the

skill of receiving feedback. Here are some points the recipient can practice:

Remember that the messenger is probably doing their best, and delivering this
message is not easy for them. Thank the person who offered the feedback. They
took the time to provide feedback for your benefit.

Acknowledge what you heard and seek to understand the message. Be curious.
Seek clarification, as needed, about the feedback. Seek to understand what the
person providing the feedback observed or experienced and the impacts on your-
self, others, and the organization.

Take time to process the message before reacting. It is easier to make a statement
later than to deal with the regret and damage caused by an impulsive comment.
Consider the implications of your behaviors on yourself (e.g., goal achievement,
reputation, growth, advancement), on others (e.g., your relationship with them,
their ability to do their job) and on the organization (e.g., business goal achieve-
ment, use of resources, impacts on customers).

Identify your strengths and past experiences that you can draw on and apply in
this situation. Remember to take an inventory of what you have at your disposal
and to avoid focusing only on what may have been taken away.

Consider your options. We usually have options and can make choices. In this
case, the options may be limited, so identify as many as possible and carefully
select the most impactful.

Seek support from others. Use them to help vent your emotions (sadness, anger,
fear, anxiety, etc.). Ask them for the help you need. Look for resources such as an
Employee Assistance Program (EAP), your network of colleagues, your healthcare
provider, a job assistance program, or unemployment benefits.

Develop a plan to act on the feedback. To paraphrase Victor Frankl, you may not
control the situation, but you have control over how you respond. Even if a fully
developed plan is impossible (yet), what are the next two or three steps that will
help you respond productively?
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— Implement the action (e.g., more feedback, direct action, no action).
—  Seek feedback to confirm what you learned from implementing the action plans
you implemented as a result of the feedback.

Fostering a Feedback-Rich Culture

Creating a work environment where feedback is regular and not primarily negative
can improve performance. It fosters learning and growth, enhances communication,
encourages trust, and makes feedback easier to give and receive. Subordinates whose
managers have a high feedback orientation perceive those managers as developing
favorable coaching relationships and exhibiting effective coaching behaviors. These
managers value feedback for themselves. They promote an effective feedback and
coaching process and are viewed as better coaches. Managers with a strong feedback
orientation should be more likely to provide sound guidance and clear feedback and
develop a constructive coaching relationship with their subordinates. Managers who
value feedback will probably establish a context that supports and promotes feedback
and coaching. They use effective coaching behaviors, form high-quality relationships
with subordinates, and promote a favorable environment.

Feedback-rich cultures in organizations support giving and receiving high-quality
feedback and view feedback as nonthreatening and behaviorally focused. Coaching is
used to help team members interpret and use feedback. There is a strong link between
performance improvement and valued outcomes (London & Smither, 2002; Steelman &
Wolfeld, 2018). Effectively coaching team members involves communicating perfor-
mance expectations, providing coaching feedback (guidance), helping employees ana-
lyze situations and solve problems (facilitation), and challenging employees to realize
their full potential (inspiration) (Steelman & Wolfeld, 2018).

An Approach to Delivering Feedback

Many of us have been taught to provide feedback using a “sandwich” approach. This
involves telling the feedback recipient one or more things they have done well, then
sharing the corrective or redirective feedback, followed by more praise. This ap-
proach may appear to provide a balanced message and help the person delivering the
feedback feel good about the conversation, but it can confuse the recipient. The criti-
cal message may be lost and does not provide a clear direction for making changes.
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CBIR

One approach to delivering feedback is known by its acronym CBIR, which stands for:

—  Context: When was the behavior for which feedback is being offered observed or
experienced?

- Behavior: What behavior(s) were observed or experienced?

— Impact: What was the effect of those behaviors?

- Request: What, if any, requests for action are you making? (Bennett and Bush, 2014)

Here are two examples of how CBIR can be used as a practical framework for
delivering feedback in a coaching context:

Example 1:

“Yesterday, in the meeting about the new project (context), I noticed that you spoke
up more than usual and offered several useful questions and suggestions for the team
(behavior). This input helped us see the project differently and develop strategies that
had not been considered (impact). Please continue to speak up and share your ques-
tions and ideas (request). Doing so will help all of us do a better jobh.”

Example 2:
“I've noticed over the past three weeks (context) that you have been making more
mistakes on the reports you have been analyzing for the team (behavior). Your sales
reports have had both content and grammatical errors. In addition, the level of analy-
sis has not been as thorough as you have performed in the past or that we expect
(behavior). As a result, the reports have been returned to you for additional work. I
have had to review them more often and thoroughly than expected, and we have
been late distributing our weekly reports (impact). Please tell me how you can correct
this going forward (request).

To help you prepare to deliver feedback, consider what you know and what you
assume about the team member. Table 6.1 asks you to consider six factors as you pre-
pare to construct and deliver your feedback message.

Table 6.1: Known and Assumed.

Known Assumed

What are the
performance/behaviors/results?

What are the motivations and drivers of
the behavior?

What are the growth goals?
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Table 6.1 (continued)

Known Assumed

How well does the recipient trust you?

Are you interested in receiving feedback
from me regarding this topic?

What have been the responses to
feedback in the past?

Feedback may focus on reinforcing behaviors or developing existing or new behav-
iors. We intentionally do not use the phrase “constructive feedback.” If we refer to
positive or reinforcing feedback as “constructive,” then feedback intended to stop,
start, or change behaviors would need to be called “destructive.” None of the feedback
offered should be destructive. That is why positive feedback intended to encourage
and support behaviors is called “reinforcing feedback,” while feedback designed to
shift, change, or stop behaviors is called “developmental feedback.”

Figure 6.1 illustrates reinforcing and developmental feedback on the vertical axis
and the feedback provider and recipient on the horizontal axis. Aspirations and
wishes for others can be powerful. They can also be centered on the manager-coach’s
expectations for the team member and not considering their goals and aspirations.
This can lead to resistance or a lack of commitment to change behaviors or improve
performance. Manager-coaches should focus feedback in terms of the recipient’s
goals. On the right side, the focus is on what the feedback recipient wants to be or do.
It is focused on what they perceive their ideal or desired self to be.

Building on self-regulation theory, this framework defines the likely responses to
reinforcing and developmental feedback from the perspectives of both the “ought”
self and the “ideal” self. (DeNisi & Kluger, 2000; Higgins, 1987; London, 2003) Looking
at the left side of the graphic, the feedback recipient has little incentive to develop if the
feedback is reinforcing and from the giver’s agenda. In the lower left quadrant, the feed-
back recipient will likely avoid disappointing others (particularly the feedback giver)
when the feedback is developmental. So, while the recipient might change their behavior,
those changes are made to avoid disappointing others and are not as likely to be inter-
nally motivated or fulfilling. In the upper right quadrant, reinforcing feedback is based
on the recipient’s goals, priorities, and intentions. Recipients are more likely to implement
that feedback to continue improving performance and growth. In the lower right quad-
rant, development feedback is based on the recipient’s goals, priorities, and intentions,
emphasizing what the recipient could learn, develop, shift, release, or stop doing.

This model requires the feedback giver and feedback recipient to understand mo-
tivations and drivers for feedback to be effective. For the feedback giver, this includes
understanding the differences and similarities between their goals for the recipient
and the recipient’s pursuits. For the feedback recipient, clarity about what is essential
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Reinforcing Feedback

LITTLE INCENTIVE
FOR
DEVELOPMENT

CONTINUE TO
IMPROVE

“Ought” Self “Ideal” Self
(What others want you to be & do) (What you want to be & do)

AVOID DEVELOP / SHIFT
DISAPPOINTING
OTHERS GIVE UP

Developmental Feedback

Figure 6.1: Self-Regulation Model of Feedback.

can help facilitate a rich understanding of, appreciation for, and ability to process
feedback. For manager-coaches, this requires understanding, appreciating, and using
what drives the team members so that feedback can be tailored to meet their goals in
the business context. It means minimizing feedback focused on the manager-coach’s
goals. The manager-coach should take special care and devote time and attention to
helping team members discern and articulate goals. Of course, this still requires lead-
ers to define expectations and managers to support achieving stated priorities.

Nohria et al. (2008) noted that four drives are hardwired into our brains, and the
degree to which they are satisfied directly affects our emotions and, by extension, be-
havior. They are the drives to
- acquire
- bond
— comprehend
- defend.

Each of the four drives is independent; they cannot be ordered hierarchically or
substituted for another. Manager-coaches cannot just pay their team members a lot.
They hope they will feel enthusiastic about their work in an organization where bond-
ing is not fostered, work seems meaningless, or people feel defenseless. Nor is it
enough to help team members bond as a tight-knit team when they are underpaid or
toiling away at deathly dull jobs. Manager-coaches can get team members to work
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under such circumstances—they may need the money or have no other current pros-
pects—but manager-coaches will not get the most out of team members, and they risk
losing team members when a better opportunity comes. To fully motivate their team
members, manager-coaches must address all four drives. This can be done, in part, by
tailoring feedback to team members’ values—their drivers.

Another way to tailor your feedback for desired results is to consider the develop-
mental stage of the team member. Kegan (1982) and Berger (2012) developed a model
of human development tied to the ego. This was presented in Chapter 4. Drago-
Severson & Blum-DeStefano (2016) relate that framework to feedback. Table 6.2 illus-
trates how to tailor feedback using the CBIR model in the context of the recipient’s
form of mind. Because most adults exhibit the Socialized Mind and some exhibit the
Self-authored Mind and Self-transforming Mind, these are illustrated here.

Table 6.2: Forms of Mind Applied to CBIR for Feedback.

Forms of Mind/ Socialized Mind Self-Authored Mind

Steps for Feedback

Self-Transforming Mind

Context - Beginwithasincere -  Remind the recipient -  Remind the recipient
(Provide context for expression of your that you are offering that the feedback
the feedback that will value of the person’s feedback to help may be a valuable

be offered: time,
place, situation.)

leadership/technical
practices.

Remind the recipient
that you are offering
feedback intended
for their growth and
that you are doing
so because you care
about them.

Remind the recipient
of expectations that
have been
established.

them reach their
goals and that you
hope the feedback
aligns with their
growth plans.

insight into them
and their practices.
Discuss how the
recipient might learn
from the feedback
and become better.

Behavior

(Identify specific
behaviors that
illustrate the focus of
the feedback.)

Validate progress
and personal
qualities.

Show appreciation
for the work and
their contribution.
Provide validation.

Acknowledge the
recipient’s
competence and
expertise.
Provide an
opportunity to
discuss ideas.

Offer your
observations as a
source of learning
and growth.
Focus feedback at
the level of self vs.
surface behaviors.
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Table 6.2 (continued)

Forms of Mind/
Steps for Feedback

Socialized Mind

Self-Authored Mind

Self-Transforming Mind

Impact

(Identify the
implications and
results of the
behavior for which
the feedback is

Focus on the needs,
interests, desires,
and wishes of the
recipient (authority,
loved ones, etc.) or
society’s

Focus on
interpersonal and
mutuality, the
personal desire to
learn and grow,
align with the

Invite to collaborate
in reflection on
behaviors &
exploration
paradoxes (internal
and systematic).

provided.) expectations, values, recipient’s values,

and opinions about and smooth running

the self and their of their internal

work and thinking. system.
Request Requests may be Provide Offer support as the
(Request behaviors to readily accepted opportunities to person makes sense
continue, change, or from the discuss the of external and
stop.) authoritative recipient’s ideas, systemic

position of the develop their goals, contradictions and

feedback provider. and critique and inconsistencies.

design changes.
Invite the recipient
into a leadership
role.

Encourage the
recipient to explore
new and different
ideas, values, and
approaches—
professionally and
personally.
Provide
opportunities to
collaborate in idea
generation and
action planning.

Focus on authorship,
choices, and self-
government.

Help the recipient
develop ways to
gather information
and feedback from
others.
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Forms of Mind/
Steps for Feedback

Socialized Mind

Self-Authored Mind

Self-Transforming Mind

Guiding Questions
(asked by the
recipient)

Will you (valued
other/authority) still
like/love/value me?
Will you (valued
other/authority) still
approve of me?

Will you (valued
other/authority) still
think I am a good
person?

Am I maintaining
and staying true to
my integrity,
standards, and
internal values?

Am I achieving my
goals and being
guided by my ideals
and values?

Am I competent?
Am I living, working,
and loving to the
best of my ability
and potential?

How can other
people’s thinking
help me to enhance
my thinking and
behaviors?

How can other
people’s thinking
help me to develop
and grow?

How can I seek
information and
opinions from others
to help me modify
my understanding?

The following table (Table 6.3) is a worksheet intended to help you prepare to de-
liver feedback. The first three columns help the manager-coach clarify the messages,
the reasons they are being shared, and how to construct messages to meet the recipi-
ent’s needs. Only the CBIR portion of the worksheet (last four columns) would be used

as notes while the feedback is shared.

Table 6.3: CBIR Worksheet.

What is the
key
message(s) of
the
feedback?

Why is it Whyisit |Whatis |Whatis |What was/is
important to | essential |the the the impact
you (the to the context? | behavior? | of the
feedback recipient? behavior?
giver?

What request(s)
are you making
related to the
behavior?

Here are two completed examples (Tables 6.4 and 6.5) of the worksheet (Table 6.3).
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Delivering Feedback

When providing feedback to others, offering an opening for the feedback can help
break the ice and prepare the team members to receive what the manager-coach is
about to tell them. Here are examples of effective openings for feedback:

Would you like some feedback?

In the past, you’ve asked me to provide you with feedback . . . .
I'd like to give you input about . . .

I've noticed . . .

I have an observation about. . .

I have an insight that I think you might be interested in.

I'd like to suggest if you are interested . . .

May I provide you with some feedback?

Once you have opened the conversation, drawing from the kind of feedback lan-

guage that has proven particularly effective over time can be helpful. Here are exam-
ples of effective feedback language currently in use:

When you . . . I sense that you are/not. . ..
Ifelt...

I observed. . .

You responded . . .

You acted . . .

Youdid. ..

When preparing to give feedback, consider the following:

What about me is showing up in the feedback I want to offer?

Is the recipient open to receiving feedback at this time?

Am I the best person to deliver the feedback?

What is the best way to convey the message?

What evidence do I have to support the feedback I want to offer?
What are my expectations of the person I am offering the feedback to?
How will I respond to the recipient’s potential reactions?

Some feedback is better than others. Bens (2012) suggests the following principles

of good feedback:

1. Be descriptive rather than evaluative.

2. Be specific instead of general with facts. Don’t just give impressions.

3. Ask permission to provide feedback rather than imposing it. Provide feedback as
soon as possible after a situation.

4. Focus the feedback on what can be changed—what the person can implement.
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5. Check the feedback to be sure it is accurate and fair.
6. Demonstrate care by offering feedback with the positive intent of helping the
other person.

Confrontation and Unpleasant Messages

One form of feedback is confrontation, and it is best employed whenever you observe
discrepancies or inconsistencies with what a person

— is saying versus doing.

— says now versus what was said earlier.

— behaves now versus earlier.

— reports versus what has been reported by others.

— did versus committed to do.

Delivering (and receiving) unpleasant news can be difficult. Managers may need
to set different expectations frequently during fast-changing business environments.
During the turbulence of the last few years, many managers have become uncomfort-
ably familiar with the need to deliver news about layoffs, furloughs, and pay cuts—
unpleasant news that immediately affects the recipient and ripples through their per-
sonal lives. Examples include information about job loss, health conditions, layoffs,
furloughs, elimination of bonuses and pay increases, possible pay cuts, and different
expectations. These messages have an emotionally negative impact. They disrupt.
They prompt adjustment or change. They require sacrifice.

So, what can you do to prepare and deliver such messages? And what can you do
to help yourself receive and process these messages? It will probably not be easy. As
tricky as having to give this message is to you, it is perhaps not as problematic as it
will be for the recipient. Consider the impacts—e.g., emotional, physical, and finan-
cial. You may not do it perfectly, but you will do your best.

Here are some steps you might take:

— Prepare: What is the key message? Why is this message being delivered? (Adults es-
pecially like to know “why?”) If it helps, write the message down and practice provid-
ing it. Writing a note as if the meeting has already occurred may be helpful. This
aligns with the practice of “start with the end in mind.” If this message has corporate
or legal implications, clearly understand those guidelines.

— Schedule a date, time, and place that is mutually convenient and as soon as prac-
tical. That will make the connection more personal, and you can read body lan-
guage in response to your message being delivered.

— Besincere and demonstrate empathy as you take the following steps:

— State the message. Provide the context for the news, deliver the critical mes-

sage, explain the rationale, and pause. Let the recipient process the message.
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—  Ask the recipient to restate the message. This will help to ensure there is a
shared understanding.

—  Tell them what, if any, support is available to them. This might include an Em-
ployee Assistance Program (EAP), outplacement services, paid time off, etc.

—  Tell the recipient that they may have questions and that you will do your best
to answer them or get the answers. Then, ask them what, if any, questions
they may have. Respond to those you can and commit to getting answers
to the others.

— End the conversation. While it may be challenging to end the conversation
with the person being upset, there is a point where you need to allow them to
process the message without you.

Responding to Feedback

Feedback is offered to help the team member change. That change may range from
continuing a behavior being developed, shifting to a new behavior, making sense of
an event or feeling, or opening new possibilities for consideration. The responses may
include denial or rejection, anger related to the facts and perceptions of the feedback,
or bargaining about the data. Indeed, the intent of the manager-coach in offering the
feedback is to help the team member gain new awareness that can be used to develop
skills and shift the team member’s mindset and behavior. You need to be prepared
for a wide range of responses and the possibility that the initial response will not be
the longer-term response.

Team members may take one of several approaches to dealing with the feedback
being offered to them. Consider that feedback may be disconcerting, empowering, or
affirming. Team members may have initial responses that change as they consider
the feedback and develop ways to address it positively and constructively.

It is essential that manager-coaches deliver feedback and then pause. Allow the
team member to receive the feedback and process it. Do not over-explain the feed-
back, and do not try to soften the message.

Feedback orientation is “an individual’s overall receptivity to feedback. Feedback
orientation influences how team members receive, process, and apply feedback. Ele-
ments that make up a feedback orientation include liking feedback, belief in the value
of feedback, a tendency to seek feedback and process it thoughtfully, feeling account-
able to act on feedback, and a sensitivity to others’ views of oneself (London &
Smither, 2002).

Someone with a strong feedback orientation is likely to value feedback, be more
attuned to feedback in their environment, and be more apt to act on the feedback
they receive. On the other hand, a team member with a weak feedback orientation
will generally be more resistant to feedback, tend to ignore feedback in their environ-
ment, and be less likely to respond to received feedback (Linderbaum & Levy, 2010).
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Upon hearing the manager’s feedback, the team member faces several choices for
how to react or respond. Managers with even the barest experience delivering feed-
back will have noticed that some recipients welcome feedback, others resist it, and
many fall in the middle somewhere. Team members may or may not know how they
attributed their choices. Edie Seashore, a pioneer in organization development and
the use of self, developed a theory of choice awareness that offers a framework for
processing feedback and making choices. She calls this the Choice Awareness Matrix
(Patwell & Seashore, 2006). (See Figure 6.2)

Choice Attributed Choice Attributed
to Self to Others
Aware Accountable Blame & Praise
Unaware Automatic Soctal/zg tion &
Inheritance

Figure 6.2: Choice Awareness Matrix.

Team members make choices about how they attribute decisions and actions. The
attribution may be to themselves or others. These choices may be made consciously
or unconsciously (aware or unaware). If the choice is attributed to others and is in the
unaware category, it is called socialization, which may include following the norms of
a group, organization, or social culture. Phrases that illustrate this approach include:
“That’s the way we do things around here” or “In America, we . . ..” Automatic attri-
butions of choices are in the lower-left quadrant. In this case, the choice is attributed
to one’s self. However, the team member is unaware of the choice—it is not inten-
tional. Automatic attributions may include doing something the same way it has been
done for many years without consciously deciding to do it that way or considering
other options. A person in this mode is unaware of his actions; reactions are auto-
matic. Phrases that illustrate this approach include: “That’s the way I do it” and “I've
always done it that way.”
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In the upper-right quadrant is attribution to others and awareness of choice. This
choice can be illustrated by phrases such as, “I would have done it, but . . .,” “I've only
been here a year,” and “I'm new.” This quadrant is referred to as the blame quadrant.

The fourth quadrant is where accountability for choices resides. The team mem-
ber is responsible for the choices they make and the impact of those choices. Phrases
that illustrate this mode include “I made that decision” and “It was my choice to feel/
act that way.” The manager-coach can use this framework to understand the team
member’s level of understanding and commitment to feedback and their choices. The
manager-coach can then help team members take responsibility for their feelings and
behavior, including being accountable for results.

An overarching goal of coaching should be to help team members use feedback
from various sources to learn and develop continually. They are receiving and apply-
ing feedback results in increased self-awareness and the opportunity to develop. The
critical point is that feedback allows one to consider a different perspective and deter-
mine what adjustments are needed or desired.

When a manager-coach avoids conflict or confrontations or is challenged to pro-
cess feedback from others, they will probably have difficulty providing meaningful
and timely feedback to team members. You must seek to understand your own re-
sponses to feedback as you develop the skill of giving feedback to team members in
the context of coaching relationships.

In her research about mindsets, Carol Dweck (2000, 2007) identified two dominant
perspectives that people have. One is a “fixed mindset” focused on performance, and
the other is a “growth mindset” focused on learning and development. The fixed or
performance goals-oriented team member tends to be most concerned with measur-
ing ability. They emphasize demonstrating or validating superior competence by seek-
ing favorable assessments of ability while avoiding unfavorable judgments. They are
likely to ask, “Is my ability adequate or inadequate?” and consider outcomes to be a
chief source of information relevant to this concern. Failure outcomes may readily
elicit the helpless attribution that ability is inadequate. A team member with the
growth or learning goals mindset tends to be most concerned with increasing their
capacity and extending their mastery. They emphasize acquiring new skills, master-
ing new situations, and working hard. They will likely ask, “What is the best way to
increase my ability or achieve mastery?” and consider outcomes that will provide in-
formation about whether one is pursuing an optimal course and, if not, what else
might be necessary. Failure means that the current strategy may be insufficient for
the task and require upgrading or revision. A person with a growth mindset is more
likely to be receptive to feedback and see failures as opportunities for learning and
growth. As a manager-coach, you may have opportunities to help team members see
their operating mindset and embrace a learning and growth mindset. Those who re-
ceive feedback might follow these steps to process the gift of feedback:
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Thank the person who offered it.

Seek clarification as needed.

Consider the implications.

Develop a plan of action.

Implement the action (e.g., more feedback, direct action, no action).
Seek feedback.

In their study of the effects of coachee characteristics (i.e., learning goal orientation

and developmental self-efficacy) and coaching relationships (i.e., coach credibility and
perceived similarity) on feedback receptivity, Bozer and Joo (2015), learning orientation
and coach credibility were the strongest predictors for feedback receptivity. When lead-
ers have a higher goal orientation and perceive their coach as credible, they are more
receptive to feedback. So, manager-coaches should find common ground (e.g., goals, pri-
orities, interests, leadership styles) with team members and help the team members de-
velop and maintain a growth mindset. This will foster receptivity and growth.

Points to Remember

Here are some points to remember when providing feedback in the context of the
role of manager-coach.

Feedback is a gift, although it may not always be received as intended.

Develop a keen awareness of one’s responses to feedback (giving and receiving)
to improve effectiveness and impact.

Team members expect managers to provide feedback: Just do it.

Once feedback is given, allow the recipient the opportunity and support to make
meaning and act on the feedback.

Own the feedback offered.

Use facts to support claims about the team member’s observed behavior ob-
served. Do not judge the person.

Be specific.

Always be aware of the intent of offering the feedback. Make sure it is positive
and constructive.

Not all feedback is effective feedback. To be effective in providing feedback to
coaching team members, consider applying the following principles:

Be descriptive rather than judgmental or evaluative. Tell the team member being
coached what behavior was noticed or what happened. Focus on behaviors and
impacts.

Be specific instead of general. Describe what was observed, heard, or experienced
so that facts, not impressions, form the basis for the feedback.

Time it. Feedback should be given as soon as practical after the situation described.
Use hypotheses. Offer hypotheses to test one’s impressions and conclusions.
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— Focus on what can be changed. Make suggestions for change that clients can im-
plement and are aligned with their goals.

—  Check the feedback. Make sure one’s understanding is accurate and fair. Check
with the client to avoid misjudging the situation or behavior.

— Demonstrate care. Offer feedback with the positive intent of helping the other
person.

Summary

Feedback is a gift. It may or may not be accepted. The feedback provider must be pre-
pared for the feedback they offer to be rejected, as well for it to be used. The timing of
feedback is essential. Provide it as soon as reasonable and when the circumstances
are conducive to providing it and conducive for the recipient to receive it. Consider
who is best suited to provide the feedback: usually, a person with firsthand knowl-
edge of the behavior. However, sometimes that person may not be available, or the
relational dynamics between the giver and receiver are not conducive to the feedback
being received as intended. Consider the power dynamics between the giver and re-
ceiver. If you are the recipient’s manager, you have great power by the nature of your
position. Consider how that may impact how the feedback will be received. Carefully
consider your intentions in giving feedback. Ask yourself: “What impact do I want to
have due to the feedback?” Finally, the message itself is critical, so take the time to
prepare to provide feedback. Use the CBIR model.

A Conversation with Kathy Elling
Chief School Performance Officer & Associate Superintendent (Retired)
Charlotte-Mecklenburg Schools

This conversation was recorded and transcribed, then edited for clarity and conciseness.
John Bennett (JB): Please tell me about some of the ways you’ve used coaching.

Kathy Elling (KE): I conceptualize it as just the way of work. For me, it is engaging in observation,
reflection and practice with whoever I am working with. I try to model instead of rushing to a solution.
When I see something happening, I can quickly think, “OK, here’s the fix,” so I must remember that’s
not my role. I feel like my orientation has always been as a developer of people. I think my skill set
naturally lent itself to that.

JB: How have you developed this mindset and skill set of coaching?

KE: I came into the field initially with a school psychology background, and then I got a school counsel-
ing certification. I had some foundational skills. Going through the executive coaching certificate pro-
gram [at Queens University of Charlotte] expanded my skill set, and it required practice to stay in that
coaching mindset and framework. My personality and previous experience were heavily ingrained in
“what’s the diagnosis for what we’re seeing?” And in my role, I thought I had to figure out how to fix
things. And as a building principal, I was supervising teachers. I was expected to prescribe solutions.
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Coaching, on the other hand, is about how to get people to a place where they can solve issues for
themselves. The short answer is that I had to unlearn some practices and develop new ones. One of
those was to be mindful of asking good questions and expecting a particular solution. I have learned
to stay in the role of helping others problem-solve versus being the problem-solver.

JB: I’'m curious about how you see feedback fitting into this, both giving and receiving.

KE: Very often, I'll give myself feedback before I get feedback from somebody else. I don’t feel like I
routinely do an excellent job of providing feedback. There’s a way of giving feedback in a coaching
model that draws upon what you’re hearing and what the individual is saying, then paraphrasing it so
that when you provide it back to them. They’re going, “Ah. That’s it. That’s what I didn’t get. That’s
what I missed.” And there’s more direct feedback, which says, “I hear that you’ve said X. I have the
pleasure of seeing your work. 'm seeing you do this, this, and this. So, how does that land on you?
How does that come together for you?”

I think of my work with individuals and in a coaching way as a mirror. We both have to be in the
mirror. I have to see what you see, and you have to see what I see. And the folks that I have struggled
most with are those people that can’t get in the mirror. They can’t see themselves in a uniquely distinct
way and are locked into that perception, and they’re not able to integrate how others see them. They
are hard to work with because they just don’t have an impetus to change how they see themselves.

I've not always worked in environments where feedback and growth were embraced. I do think it’s
a culture. You need to have a culture of developing people. If you’re on my team, we are responsible
for helping you grow and improve.

JB: Let’s go back to the feedback piece. I’'m operating under a renewed commitment that a feedback-
rich culture lends itself to a coaching culture. This requires both the manager and team members to
accept and give feedback.

KE: I agree. This reminds me of an experience that occurred early in my career. We had an art teacher
who was an exceptional artist. She could not teach elementary art to save her life. My philosophy has
always been that if I hire you and you are on our team, I will do everything possible to support you.
We worked and worked and worked to help her. When it came time to talk with her about whether
she should continue, I remember saying to her, “You know, you’re an exceptional artist. There’s being
an artist, and there’s being an art teacher. You are an artist. You’re not an art teacher.” You would
have thought I'd given her a winning lottery ticket. She said, “You’re correct. This is not for me. I need
to resign.” And she was grateful. I delivered the message in a way she understood. She left and be-
came a successful artist.

)B: What do you see as the value of using a coaching approach as a leader manager?

KE: I think the value is in succession planning. If you invest in people and develop their leadership
capacity, you’re engaging in a way that enables the organization to sustain.

JB: What advice would you offer a leader manager who’s considering using a coaching approach?

KE: Learn some foundational practices. And try them out; practice with someone open and willing. I
would approach it like I'm trying on a new set of skills. I feel like this is the way we’re going to be able
to work together, and this is the way I want to work. Try the new practices and get feedback from that
individual about what was helpful (and not) to them.



Chapter 7
Coaching Skill: Listening for Understanding

Consider how long you think you could bear to be quiet and let someone think out loud. With only
the occasional benign murmuring and nod and smile of understanding from you and the occasional
question requesting ever more thoughts, a person in your presence might just turn into a genius—
at least, for that moment.

—Nancy Kline, 1999, p. 53

Listening is fundamental to communication and coaching. While hearing is passive,
listening is active. Manager-coaches need to develop the skill of listening to them-
selves and their team members. Listening to yourself involves paying attention to
what you are saying and not saying, along with your thoughts and feelings. It consists
of listening to those you coach by paying attention to what they are saying and not
saying, doing and not doing, their body language, feedback, and reactions from
others, etc. Think of a specific time when you felt someone listened to you. What did
they do? How did you feel? How did you respond? Now, think of a specific time when
you did not feel like someone listened to you. What did they do? What did they not
do? How did you feel? What were the impacts of their ineffective listening?

Effective listening in the context of coaching allows the manager-coach to under-
stand team members, respond to their needs, help them gain insights, and be aware
of their impacts. Listening requires curiosity. Most leaders have taken a course in
public speaking, yet very few have taken a course on private listening. The best speak-
ers listen to their audience and craft their message and delivery to meet the audience
where they are.

In coaching, the skill of listening is critical. In this chapter, listening for under-
standing in the context of coaching is defined, the importance of effective listening
for understanding as a manager-coach is explained, and effective listening practices
in the context of coaching are shared. In addition, common barriers to effective listen-
ing and best practices are described along with listening levels.

When asked to reflect on personal experiences in which someone truly listened,
managers shared that the listener
- gave their full attention.

- was fully present, not distracted.

- demonstrated interest in what was being said by being curious and empathetic.

— cared about them and what was important to them, and showed genuine interest.

— suspended judgment.

— connected their personal experiences with what the speaker was saying while
keeping the focus on the speaker—not the listener.

— did not cut them off, interrupt, rush, try to “fix,” or resolve a problem for them.
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As a result, the managers shared that they felt appreciated, embraced, heard, helped,
included, reflected, respected, supported, understood, valued, willing to share more,
ready to collaborate, and validated. When someone listens, the listeners may experi-
ence feeling calm, curious, eager, empathetic, engaged, helpful, informed, present,
and trusted.

Contrast those positive feelings with how you felt when you were thinking out
loud about a problem, and the listener jumped in with a solution before you finished.
We have probably all had that experience.

One of the best ways to demonstrate respect for others is to listen to them. In
coaching, listening is more than simply making sense of what the team member says.
Listening involves detecting and making sense of what is not spoken by connecting
data observed and gathered from other sources. Effective listening is essential for
manager-coaches, allowing them to thoroughly understand their team members’ con-
cerns and goals. By actively listening, managers can gain insight into the team mem-
ber’s perspectives, identify underlying issues, and help the team member develop a
plan of action. “As Arlene Mendoza, senior innovation program manager at Alum, so
astutely proclaimed, ‘Listening to understand is a whole different dynamic because
it’s about extracting and understanding what the other person is trying to communi-
cate to you’ ” (Younger, 2021, p. 91).

Manager-coaches are constantly engaged in sending and receiving messages in
many different forms to and from their teammates, and this process of sending and
receiving messages is at the heart of communication in any context. Effective listening
by manager-coaches allows them to create a safe and supportive environment for their
team members and helps them to identify their strengths and areas for improvement.

Communication is two-way; receiving the message is as important as sending it.
The key to receiving messages is listening for understanding. One challenge associated
with communication is understanding the message being sent. When a person being
coached communicates during a coaching session, a message is sent. However, the
team member may have difficulty articulating the message, and the manager-coach
may not perceive or understand it in the same manner it was intended. When that
happens, the usual result is miscommunication or misunderstanding. Therefore, the
manager-coach’s role is to help team members form that message, clarify it for them-
selves, and effectively send it to the manager. The coach facilitates this discovery pro-
cess by asking powerful questions and providing feedback—two coaching skills that
will be explored in detail in other chapters.

To help put communication in the context of coaching in perspective, Adam Ka-
hane (2021) offers four modes of listening and talking:

- Downloading: People say what they always say; involves advocating (“The truth
is...”; “I have my truth.”) People typically do not listening—they are reloading.

— Debating: Talking is a clash of ideas; everyone says what they think (“In my opin-
ion ...”). Listening is from the outside, factually and objectively; all parties en-
gage in advocating and inquiring.
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— Dialoguing: Self-reflective talking (“In my experience . ..”; “I think .. .”; “I feel
.7 “IT'want . . .”). Listening occurs as if from inside themselves—empathetically
and subjectively (“I hear where you are coming from.”).
— Presencing: Sensing what is manifesting and being fully present—attentive and
undistracted. (“What am I noticing here and now?”)

Awareness of the filters the team member uses to communicate and the filters
the coach uses to interpret the message may help reduce miscommunication and mis-
understanding. Filters are the values, beliefs, and assumptions that consciously or un-
consciously influence the message sent and received.

The coach may use all five types of listening Kratz and Kratz (1995) describe in
their book Effective Listening Skills:

— listening to bond

— listening to appreciate
— listening to learn

- listening to decide

- listening to enable

In the coaching conversation, the manager-coach typically spends 70%-80% of their
time listening to understand. In the role of coach, strive to speak no more than 20% of
the time during a coaching conversation, allowing the team member to speak at least
80% of the time. Following this guideline will make the coach’s statements and ques-
tions more impactful. Effective listening requires listeners to be aware of their experi-
ences, values, mental models, biases, and prejudgments about topics and people.
Otherwise, the listener will not be open to what is shared or be curious to explore
issues with the speaker. “It’s so easy to look and see what we pass through in this
world, but we don’t. If you’re like me, you see so little. You see what you expect to see
rather than what'’s there” (Buechner, 2017, p. 25).

Building on the teachings of Wilfred Bion, the manager-coach can develop the skill
of listening without memory or desire. When the manager-coach listens with memory,
you trap the team member in an old personal agenda. When the manager-coach listens
with fascination, you tie team members to a present or future personal agenda. Listen-
ing with an agenda disrupts and hinders (which we do every day) authentic conversa-
tion. To avoid listening with an agenda, the manager-coach must recognize disruptive
behaviors: interjecting at the wrong times, showing visible undisguised prejudgment,
and nodding mindlessly. Then, the manager-coach can actively self-correct: abandon
agendas, find the storyteller, and tune out the inner critic (Aguayo, 2014).

Rebecca Ripley and Kittie Watson (2014) noted that each person has a preferred
listening style or combination of four preferred types.

— People-oriented listeners identify the emotional states of others and tend to be
attracted to personal interests and stories. They have a strong desire to build car-
ing relationships. As a result, this listener may demonstrate care and concern for
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others, provide clear feedback signals (verbal and nonverbal), and notice moods
in others. On the other hand, they may become over-involved with the feelings of
others, internalize or adopt the emotional state of others, and tune out when
something is not attractive.

Action-oriented listeners focus intensely on the task, have clear expectations,
value-focused and structured presentations and conversations with a few key
points. As a result, this listener may get to the core of a matter quickly, give clear
feedback about expectations, help others focus on what is important, and identify
inconsistencies in the messages of others. On the other hand, they may be impa-
tient with rambling speakers, ask blunt questions, appear critical, and minimize
relational issues and concerns.

Time-oriented listeners are direct in how they value time and encourage others
to do the same. As a result, they manage time effectively, let others know the time
boundaries of conversations, discourage wordy speakers, and send cues to others
when time is wasted. On the other hand, they tend to be impatient with time
wasters, interrupt others, rush speakers, and limit creativity in others by impos-
ing time pressure. Ripley and Watson note that only 7% of people identify with
this preference.

Content-oriented listeners carefully evaluate everything they hear and prefer to
listen to experts and other highly credible sources. As a result, these listeners are
likely to value technical information, test for clarity about what they hear, pro-
vide analysis, and look at various sides of an issue. On the other hand, they may
be overly focused on details and minimize the value of nontechnical information.

Similarly, Minehart et al. (2022) identify four listening styles:

Analytical listeners aim to analyze a problem from a neutral starting point.
Relational listeners aim to build connections and understand the emotions un-
derlying a message.

Critical listeners seek to judge the conversation’s content and the speaker’s
reliability.

Task-focused listeners shape a conversation toward the efficient transfer of im-
portant information.

Regardless of which of these four-item types of listening is occurring, manager-
coaches (and everyone else) can take steps to improve their ability to listen. To be a
better listener:

Recognize your preferred listening style and adapt or leverage it appropriately
for the coaching conversation.

Be fully present. Remove distractions (mobile phones, email alerts, visual distrac-
tions, possible interruptions).

Approach the conversation with an open mind. Note your assumptions and use
them as a source of inquiry.
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Be aware of how well you are listening and make adjustments.

Be curious and avoid quick judgments and conclusions. Ask genuine questions
that help you understand and advance the conversation for the other person.

Be prepared for a wide range of thoughts and emotions.

Challenges to Listening

Most people spend more time listening than on any other communication activity, yet
many never learn to listen well. One reason is that they develop poor listening habits
that stick with them throughout life. These are some of the most common poor listen-
ing habits:

1

10.

Not Paying Attention. Listeners may allow themselves to be distracted or to
think of something else. Also, not wanting to listen often contributes to a lack of
attention.

“Pseudolistening.” People often think about something else and deliberately try
to look like they are listening. Such pretense may leave the speaker with the im-
pression that the listener has heard some vital information or instructions offered
by the speaker.

Listening But Not Hearing. Sometimes, a person listens only to facts or details
or how they are presented and misses the real meaning.

Rehearsing. Some people listen until they want to say something. Then they quit
listening, start rehearsing what they will say, and wait for an opportunity to
respond.

Interrupting. The listener does not wait until the complete meaning can be deter-
mined but interrupts so forcefully that the speaker stops mid-sentence.

Hearing What Is Expected. People frequently think they heard speakers say
what they expected them to say. Alternatively, they refuse to listen to what they
do not want to hear.

Feeling Defensive. The listeners assume they know the speaker’s intention or
why something was said or expect to be attacked for various other reasons.
Ignoring the Answer. This involves behaving like you asked a question to hear
yourself talk instead of listening for the answer.

Listening for a Point of Disagreement. Some listeners seem to wait for the
chance to attack someone. They listen intently for points on which they can
disagree.

Misinterpreting the Response. The listener thinks the respondent agrees with
what was said simply because they answered your question (Berger 2014, 2018;
Fadem, 2009; Marcic et al., 2000; Murphy, 2019).

A manager-coach should consider whether they use some of these habits in specific
situations or with particular people.
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Effective listening involves giving the client your full attention and responding in
a way that shows you understand what they are saying. It involves paying attention
to the client’s words, tone, and body language and asking clarifying questions to en-
sure understanding.

Managers can do a variety of things to become better listeners, including applying
the following tips for better listening:
— Remove distractions that may negatively impact listening.
—  Give the speaker your full attention.
— Listen for context.
— Suspend assumptions and judgment. Listen with an open mind.
— Remain curious/interested. Avoid becoming emotional or defensive.
—  Observe body language.
- Ask for clarification.
— Listen to others in the same way that you would prefer to be listened to.
— Demonstrate respect by holding the confidence of the speaker when asked.

Techniques to Enhance Listening

Jack Zenger and Joseph Folkman (2016) challenge listeners to consider which of six
listening levels they function at when listening. What could you do to advance the
level at which you are listening for understanding?

Level 1: The manager-coach creates a safe environment to discuss difficult, com-
plex, or emotional issues.

Level 2: The manager-coach clears away distractions like phones and laptops, fo-
cuses attention on the team members, and makes appropriate eye contact.

Level 3: The manager-coach seeks to understand the substance of what the team
member is saying. They capture ideas, ask questions, and restate issues to
confirm their understanding.

Level 4: The manager-coach observes nonverbal cues, such as facial expressions,
perspiration, respiration rates, gestures, posture, and numerous other sub-
tle body language signals. These cues represent approximately 80% of
what we communicate.

Level 5: The manager-coach increasingly understands the team member’s emotions
and feelings about the discussed topic and identifies and acknowledges
them. The manager-coach empathizes with and validates those feelings in a
supportive, nonjudgmental way.

Level 6: The manager-coach asks questions that clarify assumptions the team mem-
ber holds and helps the team member see the issue in a new light. For in-
stance, the manager-coach might inject some thoughts and ideas about the
topic that could be useful to the team members without hijacking the con-
versation so that they or their issues become the subject of the dialogue.
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Renowned psychologist Carl Rogers (1980) referred to listening as an active process.
He described himself by saying, “I hear the words, the thoughts, the feeling tones, the
personal meaning, even the meaning below the conscious intent of the speaker” (p. 8).

A variety of techniques are available to help develop listeners. Here are some of
the most effective:

— Attending involves establishing and maintaining culturally appropriate eye contact
with the team members while maintaining a natural, relaxed physical posture that
demonstrates interest. This technique is supported by using natural gestures that em-
phasize the manager-coach’s intended message and by using verbal statements that
relate to the person being coached statements without interruptions, questions, or
new topics. It is essential to convey that the manager understands the team member’s
thoughts and feelings before responding.

— Paraphrasing is a way to demonstrate to the team members that their thoughts are
heard and understood. Reflective listening involves paraphrasing what the team mem-
ber has said to confirm understanding and build trust. By reflecting on the team mem-
ber’s words, the manager-coach can help the client clarify their thoughts and feelings
and better understand their concerns. It is a nonjudgmental way of validating that the
manager-coach believes the ideas of the person being coached are legitimate and re-
spected. Paraphrasing allows the team member to hear how their ideas are being lis-
tened to. Paraphrasing clarifies what is heard and encourages the team members to
think aloud. Paraphrase means to restate the essence of the person’s content in the
manager-coach’s own words. Paraphrasing might use language like this: “It sounds like
you are saying . ..” or “Let me test my understanding of what I heard you say . . .”.
Once you paraphrase the team member’s thoughts, wait for the team member to re-
spond. The team member’s response may take one or more of the following forms:
agree, seek to clarify, disagree, extend what has been paraphrased, or shift the focus of
the conversation.

— Drawing people out is another skill to support team members in clarifying, devel-
oping, and refining their ideas. Drawing out demonstrates support and helps others
further explore what matters to them. It is advantageous when people have difficulty
clarifying ideas and do not realize they are being vague and confusing to the listener.
Drawing people out may also be used in coaching when manager-coaches are unsure
they understand what team members are trying to say. Phrases that might be used to
draw people out include:

—  “Please say more about that.”

— “What do you mean by . . .?”

- “How is that working for you?”

—  “What thoughts/feelings does that bring up for you?”

— “How does that appear?”
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— Mirroring is a structured, more formal version of paraphrasing that demonstrates
the manager-coach’s neutrality and builds trust. This technique is instrumental in the
early stages of a coaching relationship or during a particularly challenging conversa-
tion. Mirroring can speed up the flow of the coaching conversation and can be used to
facilitate idea generation. To mirror, repeat verbatim the team member’s words. Re-
state the feelings and content of the team member’s communication while demon-
strating understanding and acceptance. Mirror the client’s words, pace, volume, tone,
and gestures. For example, the team member says, “I feel confused about the direction
the company is taking with the change reorganization of responsibilities.” The man-
ager-coach might say in a similar tone and pace, “I hear you saying, ‘I am confused
about my responsibilities.””

— Tracking involves keeping track of various thoughts and feelings expressed by the
team member in a coaching session (or over a series of coaching conversations). The
team member may express multiple ideas or pose several challenges quickly, confusing
the manager-coach and themselves. Tracking makes the thoughts and feelings visible to
the team members and asks them to focus. Your task is to listen to those thoughts and
feelings and help the team members focus on the most important ones to be addressed
or considered. Tracking comprises a four-step process:

1. The manager-coach indicates you are going to summarize the conversation.

2. The coach names the topics or concepts that have been introduced.

3. The team member checks with the client for accuracy.

4. The manager-coach invites the client to determine how they would like to proceed.

In the form of statements, the manager-coach might say: “At this time, at least four
topics are in the conversation. I want to make sure I am tracking with you and them.
The points are A, B, C, and D. Am I hearing you correctly? (Pause for confirmation and
clarification; do not defend what you said.) Now, how would you like to proceed with
our conversation?”

— Acknowledging feelings is another skill that can be applied to listening for under-

standing. In this case, the manager-coach identifies an emotion and then names it to

help the team member recognize and accept the feeling. This technique involves a

three-step process:

1. The manager-coach pays attention to the problematic elements of the coaching con-
versation and the experiences being shared (and not shared) by the team member,
with the manager looking for cues that might indicate the presence of feelings.

2. The manager-coach asks a question that names the feelings you see. (Examples in-
clude: “It sounds like you might be feeling worried/frustrated/angry, etc.?” or “From
the tone of your voice, I wonder if you are feeling . . .?” or “Is that what you are
feeling . . .?”)

3. The manager-coach uses facilitative listening to support the team member in re-
sponding to the feelings the manager named.
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— Validating is a practice that legitimizes the client’s opinion or feeling without as-
suming a position of agreement or disagreement. Validating helps the team members
be open and say more. Remember, the manager-coach supports the team member in
expressing the team member’s truth. Validating involves a three-step process:
1. The coach paraphrases or draws out the team member’s opinions or feelings.
2. The manager-coach considers whether the team member needs additional
support.
3. The coach offers support by acknowledging the legitimacy of what the team mem-
ber said. Examples of this acknowledgment include:
“I see what you are saying . . .”
“I accept that this is important to you.”
“Now I see your point of view.”

— Empathizing is the ability to understand and share the feelings of another. Empathetic
listening is understanding and sharing the team member’s feelings. This type of listening
requires the manager-coach to put themselves in the team member’s shoes and under-
stand their perspective, even if they disagree. There are many ways to empathize, which
is essentially attempting to view the world from the other person’s point of view. The
manager-coach imagines what the person might feel and why and then forms any in-
sights into a statement of acknowledgment and support. With empathizing, the coach
attempts to identify with and share the actual feelings of the team member being
coached. The primary approach is to name what the manager-coach believes the team
member is experiencing (e.g., anger, disappointment, rage, sadness, happiness). The
manager-coach may name the factors that led to the team member’s experience (e.g.,
“With all the work you put into the project, I imagine you were delighted with the out-
come.”). Another approach is to identify concerns about sharing feelings with others.
The coach might say, “I imagine it might be difficult to discuss this topic with your col-
league.” With each of these approaches, the manager-coach should ask for confirmation
by allowing the team member to confirm or refine a shared understanding, as it is possi-
ble to misinterpret or misrepresent the team member’s experiences. Empathizing can
also help the team member reframe the experience to make an action plan.

— Intentional silence involves remaining silent after a team member has spoken for
an extended period. Staying silent allows the team members to formulate thoughts,
process them, and develop a follow-up statement. Employing intentional silence also
allows the coach to reflect on what is happening in the coaching conversation and
formulate a question or comment. Such silences also can be used to slow the pace of
the coaching conversation.

— Listening with a point of view involves listening to what a team member is saying
or observing actions taken, then attempting to interpret them from the perspective of
a specific person, group, or role such as manager, team member, regulator, customer,
or another person. An example of this would be when the manager-coach allows their
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mental models, values, assumptions, and knowledge to blind them to other points of
view and seek information that confirms their original point of view. It could also
take the form of listening based on your role as the team member’s manager. The
manager-coach might notice behaviors aligned or misaligned with organizational or
team priorities, the team member’s professional goals, or expectations established be-
tween the manager and team member.

— Summarizing involves restating what the team member has said, conclusions that
have been formed, options that have been developed, or actions that will be taken.
Summarizing is used to focus the coaching conversation, help the person being
coached form a new perspective, or commit to a view that has formed. The manager-
coach must use this technique sparingly to avoid doing the team member’s work or
inserting the manager’s point of view. Asking a person being coached to summarize a
portion of a coaching session, possibilities being considered, insights gained, or com-
mitments to action that were made can also be an effective way to use the technique
(Kaner, 2007; Bolton, 1979; Brammer & MacDonald, 2003).

Coaches listen with their ears and eyes, as well as with the other senses. People’s
thoughts are not directly observable, but their words and actions reveal their thoughts.
Their emotions are often concealed and less visible.

Manager-coaches can help team members by listening to the words, observing be-
haviors, exploring thoughts, and accessing feelings in a manner focused on self-
discovery to serve the team member’s goals for coaching. The manager-coach’s behav-
ior will evoke the team member’s feelings, thoughts, and behaviors in response. Intent
plus action yields impact; behavior plus feelings comprises effects. In other words, the
intended result occurs when the manager’s intent to serve the team member is com-
bined with the manager’s supportive behaviors.

In consulting, counseling, problem-solving, and coaching, we often say, “The pre-
senting problem is rarely the real problem.” When coaching with an emphasis on sol-
utions and less focus on problem-solving, this axiom may best be restated as “the
presenting issues are rarely the real opportunities.” Helping team members under-
stand and accept the deeper issues and a willingness to address them will result in a
more significant and longer-lasting impact on coaching. This approach requires listen-
ing and exploring.

Effective Listening: Manager-Coach

This mnemonic, LISTEN, may help you remember a few critical points about develop-

ing and practicing the art and science of effective listening for understanding:

— Look at the person talking to connect with them, show interest, and seek to un-
derstand what they are saying.
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Inquire by being curious and asking genuine questions for a deeper understanding.
Practice Silence to allow the other person time to talk, think, reflect, and prepare
to speak.

Talk only after the other person has finished speaking. Choose words to demon-
strate care, support, empathy, understanding, connection, and encouragement.
Enthusiasm: Display appropriate emotions related to what the other person is
saying and doing—e.g., excitement, energy, sadness, concern, and joy.

Neutral: Suspend judgment when listening; seek to understand what the other
person is saying.

Summary

Listening is an active skill that is essential to coaching. Listening is one of the most
important ways to demonstrate respect for the speaker, and listening to understand is
one of the greatest gifts you can give your team members. Here are some tips:

Be fully present and give your full attention to the speaker.

Be aware of your assumptions and mental models.

Demonstrate care and empathy.

Seek to understand what is expressed with words, body language, and emotions
through the perspective of the person you are coaching.

Ask questions for clarification.

Make statements to support clarity.

Be patient. The person you are coaching may have difficulty expressing themselves.
Foster sense- or meaning-making on the part of the person you are coaching.



Chapter 8
Coaching Skill: Asking Powerful Questions

We fear the unknown because it is full of questions. Questions are dangerous, risky. They prevent
us from settling in and feeling comfortable.
—Aaron Mahnke, 2017, Episode 59: A Deep Fear

Many of us have taken courses and completed workshops on public speaking, yet
very few of us have learned the importance of asking powerful questions. Asking
questions demonstrates curiosity, shows interest, solicits answers, engages others,
prompts shifts in thoughts and actions, fosters reflection, helps to reframe a situation,
helps generate ideas and solutions, and builds rapport. In other words, questions per-
form many functions in developing ourselves and our relationships.

One of my favorite quotations is from the winner of the 1988 Nobel Prize in Litera-
ture, Naguib Mahfouz (n.d.), who said, “You can tell a man is clever by his answers. You
can tell whether a man is wise by his questions.” Be wise! And, as Bertrand Russell said, “In
all affairs, it’s a healthy thing now and then to hang a question mark on the things you
have long taken for granted.” Asking questions requires trust and vulnerability.

Too often, leaders are expected (by themselves or others) to have answers. Say-
ing “I don’t know” or “I don’t understand” may be perceived as a sign of weakness.
Yet, being trusted and willing to be vulnerable opens the possibilities for curiosity,
exploration, relatedness, and creativity. The six-step coaching process described in
Chapter 2 relies on questions.

This chapter explains the importance of effectively asking questions as a man-
ager-coach and describes the types of questions used in coaching. And it concludes
with tips that serve as reminders for manager-coaches.

The Power of Asking Questions

In every aspect of our lives, questions are powerful. Whether asked as a parent,
friend, colleague, manager, leader, or professional coach, questions serve many pur-
poses, including

1. opening up thinking.

directing and focusing thinking.

prompting understanding.

clarifying .

encouraging creative thinking.

demonstrating interest and curiosity.

fostering divergent and convergent thoughts.

calling to action.
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9. helping us understand and empathize with others.
10. discerning choices and making decisions.

Manager-coaches must also demonstrate wisdom by asking powerful questions to
help team members discover what is essential, gain self-awareness, develop solutions,
take action, and reflect on and learn from experiences. Asking powerful questions is
one of two coaching skills used in each coaching step for a change process.

As humans we tend to delete most of what we see, categorize the rest, and then
file it away in long-term memory using categories. When provided with new or differ-
ent data, we quickly make judgments, develop assumptions, and dismiss what does
not fit with what we already know, believe, or assume. This is the opposite of having
a “beginner’s mind.” Assumptions and biases may be embedded in the questions we
ask. Our mental models help us to both process data and dismiss data. Remaining cu-
rious is critical to understanding, developing possibilities, making evidence-based de-
cisions, and acting.

A good manager-coach does not tell you what to do. Instead, they facilitate a dis-
covery process to help you figure it out for yourself. The manager-coach helps others
get from where they are to where they want to go. This means the focus is on the
team member’s priorities, not the manager-coach’s.

Asking powerful questions is arguably one of a coach’s most frequently used
skills, second to listening. Kilburg (2000) promoted the idea of “requesting permission
to ask questions, explore issues, challenge or push the client” (p. 116). Manager-coach
es ask questions for many reasons, including exploring, understanding, focusing on
the team member being coached, helping them verbalize what they are experiencing,
and self-generating.

Using questions to explore is designed to help team members examine their
thoughts, feelings, skills, interests, goals, and perceptions. Questions help the man-
ager-coach and team member understand what the team member is saying and help
the team member make sense of experiences. Manager-coaches use questions to put
the focus back on the team member being coached to support the independence and
interdependence of the team member and to avoid dependence on the coach for an-
swers or solutions. Questions may also help the client verbalize thoughts, feelings, con-
cerns, or understanding. In this way, the team member is kinetically engaged in the
process. Finally, manager-coaches use questions to help team members self-generate
questions, allowing team members to process information and experiences.

Questions allow manager-coaches to gain deeper understanding and clarity, test
gaps and perceptions, and engage the team members—to draw them out. We need to
formulate questions that invite honesty, dignity, and revelation. There are many
forms and purposes of questions. Below are some of the forms and types of questions,
along with a brief definition and example.

— Application. A question that focuses on how an idea, skill, opinion, etc., can be
used to achieve the desired outcome. Example: “How will you use this?”
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— Closed-ended. A question with a specific answer is often one of several options.
Example: “Which of those three topics would you like to focus on first?” These
questions are instrumental in gaining commitment, clarifying points, and ending
a step in the coaching process before moving to the next step.

— Commitment. A question that seeks commitment for a decision or course of ac-
tion. Example: “What will you do by Tuesday?”

— Contextual. A question to understand what is happening or what is being dis-
cussed. Example: “What was happening when you made that decision?”

— Convergent. A question that focuses on reducing the focus of the conversation.
Example: “Which of those options would you like to pursue?”

— Divergent. A question intended to shift away from a particular line of thought or
feeling to consider another perspective. It recombines existing elements or ideas
to create something new and original. Example: “What is possible if you look at X
and Y, then combine them into something different?”

— Expansion. A question to expand thinking and consideration. Example: “What
other possible actions can you identify?”

— Open-ended. A question that does not propose a specific answer. Example: “What
are some options you might consider?” Highly effective leaders and coaches use
many of these questions.

— Reflective. A question that focuses on what is happening, what has happened or
will happen, aimed at making sense of it. Example: “What does this mean for you?”

— Reframing. A question to prompt a shift of perspectives. Example: “What would
you do if resources were unlimited?”

—  Why. A question to understand meaning, purpose, or value. Be careful with
“Why” questions. They can prompt defensiveness or philosophical answers. Mini-
mize your use of “why” questions in coaching. Example: “Why did you take that
particular approach?”

— Leading. Seeking information and indirectly shaping the answer. This type of
question does not align with coaching. It is too directive and does not empower
the team members to make choices. Example: “Of those options, this one is best—
right?”

Before you make a statement, consider what questions you could ask. Asking a
question instead prompts the person to whom the question is directed to assess the
situation and formulate a response. This builds independence and interdependence.
In other words, we can practice being a fountain of questions versus a fountain of
answers.

When asking powerful questions, you must allow sufficient time for the answers.
This may require seconds, minutes, days, weeks, or even longer. If your question is
worth asking, it is worth waiting for an answer. “By ‘living with’ a question, thinking
about it and then stepping away from it, allowing it to marinate, you give your [or the
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other person’s] brain a chance to come up with the kinds of fresh insights and ‘What
If possibilities that can lead to breakthroughs” (Berger, 2014, p. 109).

Managers are encouraged to use open-ended questions because they tend to en-
gage and draw out the team members. When coaching (as a manager or professional),
here are a few things to keep in mind:

—  Take time to develop your question after the other person stops speaking.

— Base questions on what the other person said and what you observed.

—  Use questions to facilitate the conversation through the steps in the change coach-
ing model.

- Be aware of your assumptions, values, mental models, and their impacts on your
curiosity.

- Avoid contextualizing your questions. If you are in sync with the person you are
asking, just ask the question.

— Keep your questions as brief as possible. Fifteen words or less is a guide.

- Wait for an answer. Seven seconds may seem like a long time to wait, but a
thought-provoking question requires processing time.

- Experiment with questions. You don’t have to hit a home run whenever you ask a
question. Remember that some questions may not be as powerful as you wish.

— Be prepared for the answer to your question to take a different direction. If that
happens, your question had an impact, just not what you imagined.

Linking Questions and the Change Coaching Process

The six-step coaching for change conversation model described in chapter two can be
used in formal and informal coaching conversations. All coaching is about change,
and manager-coaches can apply this dynamic framework. The steps flow in a se-
quence, but it may be necessary to move backward to move forward because coach-
ing requires discovery. For example, as the team member identifies and explores
possible action in a coaching conversation, additional information may be needed,
taking the conversation back to the Information Gathering step. Or, while in the Action
Planning step, it may be necessary to return to the Possible Actions step to identify
additional possible actions before narrowing down the action plans that will support
the client’s agenda or goals for the session.

The following examples of questions correspond with each of the six steps in the
coaching framework presented in chapter two. They are not intended to be prescrip-
tive, a menu to follow, or an exhaustive list of possibilities. They should be used to help
you develop your questions. It is important to note that agility is essential. While the
manager-coach is facilitating a conversation using the steps, it is critically important
that you move through the coaching process and adjust to the flow of the conversation.
Appendix C contains additional sample questions organized around the coaching skills
described in Chapters 6-7 and 9-11.



Step 1

Step 2:

Step 3:

Step 4:
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Current Situation and Context. The focus of this step is to establish or rees-
tablish the coach-client relationship, obtain an update from the team mem-
ber about recent events in the context of the coaching goals, assess progress
on previous commitments for action, and acknowledge successes and break-
throughs that may have occurred.

—  What has happened since our last coaching session?

— What is going on in your world today?

— What are you concerned about?

— What is going on right now?

Needs and Desired Goals. The focus of this step is for the manager-coach to

gain an understanding of the team member’s current reality, understand and

agree on the goals for the coaching session, align those goals with the overall

goals of the coaching engagement, and, if necessary, adjust the goals of the

engagement.

—  What would you like to focus our coaching conversation on today?

— In five years, what would you like to be doing?

—  Which of the three things you’ve mentioned would you like to focus on
first?

— What would you like to accomplish?

— How do you need to behave today to get better results in the future?

Information Gathering. “The focus of this step is gathering information

that serves the client’s agenda, gaining a mutual understanding of that in-

formation, and identifying needs for additional data—which may become

an action item for later consideration” (Bennett and Bush, 2014, p. 69).

— What do you know that will help you address that goal?

— What is keeping you from achieving your goal?

— What is going on right now?

— What have you tried before?

— What resources do you have at your disposal regarding time, people,
skills, etc.?

— What is working?

— How does that make you feel?

— How are you different today because of the experience?

Possible Actions. The focus of this step is to explore possibilities for action
that will serve the team member’s needs and desired goals for the coaching
session. In this step, team members generate ideas for possible action, estab-
lish criteria to evaluate those options, consider barriers to implementing
them, and establish priorities for action.

— What are some possible actions you can take?

—  Who could you consult?
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— How could you modify your actions/thoughts to reach a different
conclusion?

— What is possible?

— What do you want to do next?

- What is needed here?

—  What other options can we think of?

- What would happen if you do that?

- What is stopping you?

— linvite you to (consider, try) . . ..

Step 5: Action Planning. The focus of this step is to develop action steps ensure ac-
countability and commitment for implementation, and determine resource
and support needs as well as how those resources will be acquired. In short,
the team member decides what they will do, by when, with what outcome,
and with what support.

- What action will you take? By when?

—  What is next?

—  What is the most important next step?

— What would be an excellent way to accomplish your immediate goal?

Step 6: Summary and Agreement. The focus of this step is to review insights and
commitments gained from this coaching session, identify possible agenda
items for future coaching sessions, and reinforce that team members own
the coaching agenda and actions.

- What have you gained from our coaching conversation today?

—  What are you taking away from our conversation?

— Once again, what commitments for action are you making today?
— What are you committed to do? (Bennett & Bush, 2014)

Some questions may be well-suited for multiple steps in the six-step coaching for
change process. These include:
- What else?
- What are you thinking?
- How do you feel?
- Whatis an example?
—  Tell me more.
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Challenges to Asking Questions

Of course, there are plenty of challenges to asking questions. Here are some of the
most common:

—  time pressures

- bias for action

— having an answer

— being an expert

— wanting to help

— seeking a specific answer

- wanting to “save” the client

— lack of interest in what the client is saying
— unclear purpose/desired outcome

— have not listened to the client

Some questions have a higher impact than others. High-impact questions are related
to the team member’s current situation, are focused on the client’s agenda, are asked
one at a time (i.e., not “stacked”), brief (15 words or less is a good rule of thumb), fo-
cused on the topic, asked in language the client understands, and are facilitative (do
not prompt defense). Leeds (1987) suggests avoiding questions that begin with “why”
to minimize defensive responses. In addition, asking “why” questions may lead to
more abstract, philosophical responses from clients than asking “what” questions,
which prompt clients to generate concrete options.

Yet sometimes, manager-coaches just do not know what to say or ask. That’s often
because they have not listened effectively. To help you get out of this bind, you may
use this “Magic Question.” This question can help the manager-coach regain focus, en-
courage team members to think about their situation from a different perspective
and support team members in developing the skill of assisting themselves versus
growing dependent on their manager-coach for all inquiries and insights. The magic
question is: “What should I ask you next?”

Here are three questions to ask yourself to help you further develop and refine the
practice of asking powerful questions (Bennett & Bush, 2014).

1. What are some common challenges to asking questions?

— Having a disjointed conversation because you have not been listening to and
building on what they said.

— Demonstrating a lack of curiosity about what the team member is saying.

— Using questions to coerce or manipulate a conversation toward your agenda ver-
sus their goals.

— Hiding the reasoning and intent of the questions obscures the purpose.
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2. What makes a question powerful?

— Building on a previous statement or topic.

— Providing or asking for clarity.

—  Being brief (no more than 15 words).

— Being singularly focused, not staked with multiple topics.
— Engaging those who are asking the question.

— Minimizing defensiveness

— Prompting thoughts, feelings, or actions.

3. What is required to ask powerful questions?

— Listening with genuine interest to the other person.

— Considering the potential impact of the question as it’s constructed.
— Being clear about your motivation in asking each question.

— Stating your question clearly.

— Waiting for a response before asking another question.

— (Clarifying the question.

Summary

After listening, asking powerful questions is a manager-coach’s most frequently used

skill. Here are a few more suggestions for ways to ask more high-impact questions:

— Listen to what others say and develop your questions based on that. Pause to pro-
cess what you heard.

— Tune in to your reactions (physical and emotional).

—  Craft a question with a clear intention:
— Inquire.
— Encourage dialogue.
— Draw out additional information.

Provide direction, not the answers.

- Ask simple, brief, focused questions—15 words or less.

— Avoid questions that require a lot of setup or context.

- Use “why” questions sparingly.

— Avoid leading questions.

- Use more open-ended than closed-ended questions.

- Embrace silence. Wait for the answers to your questions before you respond.
Wait at least 7 seconds before you follow up.

— Remain curious.
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Coaching Skill: Reframing

as soon as you put a frame around anything, you set it off, you make it visible, you make it real.
—Frederick Buechner, 2017, p. 21

It is easy to get so focused that you do not see other perspectives. It is easy to get so
committed to a response that you fail to see other possible solutions. Coaching helps
team members recognize the limitations of their thinking and perspectives while as-
sisting them to consider other options and possibilities creatively. This reframing can
serve an immediate need and help develop skills for future use.

This chapter includes a definition of reframing in the context of coaching for
change and reasons it is a crucial coaching skill. This chapter also offers reframing
strategies, examples of reframing in coaching conversations, and remedies to com-
mon barriers to reframing.

A great deal of emphasis in coaching skills development is placed on asking pow-
erful questions of the team member being coached. A helpful coaching tool is making
statements to team members that enable them to see issues and solutions more
clearly so they can take appropriate action. People seek coaching for many reasons,
including knowledge, experience, insights, and perspective. The team member may
not receive the help they seek if these are not provided.

Reframing is another essential coaching skill. It involves encouraging, guiding,
and supporting the team members to discover different or multiple perspectives. It is
beneficial when a team member tries to make sense of a circumstance or develop
strategies for action. Reframing may be used at any point in the coaching process, but
it will most likely be used during the Information Gathering (Step 3) and Action Plan-
ning (Step 5) phases of the Coaching for Change model. Reframing fosters creativity,
innovation, self-reliance, and solution-finding.

Reframing is a powerful way to help team members identify new opportunities. Re-
interpreting a situation or problem allows team members to see things from new angles
and find solutions that they had not seen before. According to cognitive behavioral theo-
rists, reframing can help team members change how they think about a problem, which
can change how they feel and behave (Ellis, 1962). By reframing a problem, manager-
coaches can help team members shift their focus from the negative aspects of a situation
to the positive. That leads to more effective problem-solving and decision-making.

One of the most common ways to reframe is through positive language. Imagine
how differently the team member might respond when the manager-coach asks,
“What can be improved?” instead of asking, “What’s wrong?” This small change in
wording shifts the focus to opportunities for growth and development and away from
problems.
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Another technique is to reframe a problem as a challenge. A team member may
see a difficult task as an obstacle. By reframing it as a challenge, they can focus on the
skills and abilities they need to develop to meet the task. Or reframing the obstacle as
a puzzle might tantalize a team member who loves to solve puzzles. Just watch their
eyes light up. This can help team members see a problem as an opportunity for per-
sonal growth and development rather than a source of stress and frustration.

As a manager-coach, you can also reframe a problem by helping the team mem-
bers see the bigger picture. For example, a team member may focus on a specific
problem at work. By reframing it in the context of the organization’s overall goals
and objectives, the team member can see how their situation relates to the organiza-
tion’s success. This can help team members see how their actions can positively im-
pact the organization, which can motivate them to act.

Reframing can also help team members see how their actions are related to their
values and beliefs. For example, a team member may be struggling with a difficult
decision. By reframing it in terms of the team member’s values and beliefs, the man-
ager-coach can help the team member see how (and whether) their actions align with
their values. This can help team members make decisions consistent with their values
and beliefs, which leads to greater satisfaction and fulfillment.

Another reframing technique is the “Third Alternative” (Fisher et al., 1991). This
approach helps team members see that there are often more options available than
the two that are immediately obvious. By exploring the “Third Alternative,” team
members can find new solutions they may not have considered before. That leads to
more effective problem-solving and decision-making.

Framing is naming an issue, challenge, situation, conflict, dilemma, etc. Naming it
focuses the team member on how to address it. Reframing involves questioning the
existing frame or perspective. When reframing, the manager-coach helps the team
member develop and understand multiple perspectives, learn new perspectives, cre-
ate new insights, get “unstuck,” challenge assumptions/beliefs, overcome fear, create
a new vision of the future, and shift from tactical to strategic thinking.

The manager-coach can help the team member reframe perspectives, assump-
tions, beliefs, data, timeframes, outcomes, and resources. To do this, the manager-
coach uses tools that include metaphors, analogies, role plays, envisioning the future,
multiple perspectives, reflection, and time stretching (See Table 9.1).

You can reframe with a statement, question, or pause. Reframing works well
when the coach can relate to the culture, experiences, and knowledge of the person
being coached and perhaps even share them in common, such as
— professional experiences
— books read or movies seen
— job changes
- family experiences
— hobbies or interests such as cooking, gardening, golf, travel
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Table 9.1: Reframing Strategies.

Reframing Statements/Questions by the Manger-Coach
Strategy
Metaphors - What image comes to mind when you think about your experience?

- Ifyou considered a color or animal that might represent your feelings, what is it?
- If you were to make a map of your journey, what would be your next stop along
the way?

Analogies - Thatsounds like . . .
- Iexperienced a situation that may relate. May I share it? . . . In what, if any, ways
does that relate to what you are experiencing?

Role Plays - I'will be the employee whose performance you are concerned about. You play
yourself. Let’s have the conversation you need to have with the employee.
- If __ weresitting in front of you right now, what would you like to say to him/her?

Envisioning - What would you like to be doing in five years?

the Future - How would you imagine feeling if you could achieve this goal for yourself?
Multiple - Who has gone before you and done well with this challenge? How did they
Perspectives approach it?

- Whatis another way you could look at the issue?
- Putyourself in the other person’s position on this issue. What do you see?
- How would you feel if you heard someone tell you what you want to say to this

person?
Reflection - Think of a time when you used that skill and it worked well.
Time - What would it look like five years ago if you were accomplishing your dream?
Stretching - How will you have changed if you fast-forward to six months from now?
- Imagine itis five hours (or days, weeks, months, years) from now. What will have
happened?

Managers using a coaching approach may find this skill challenging for several reasons.
You may not know enough about the team member to easily relate nonwork experi-
ences and interests to the coaching focus. You can overcome this by inviting team
members to share personal and professional goals and interests.

Team members may not naturally reframe for themselves, making reframing a
different way of thinking about issues. To overcome this, help team members recog-
nize their interpretation of events, point of view, or mental model. Then, you can help
the team member look at issues from the perspective of others or gain awareness of
the possibilities of other points of view.

Manager-coaches may not be skilled in identifying opportunities for reframing.
This can be overcome by noticing your frames of reference, perspectives, values, and
ways of approaching work. This awareness may help the manager-coach recognize
the closely held frames of reference of team members, which can be used to help the
team members reframe for themselves.
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Here are four examples of reframing (see Table 9.2) to illustrate how the strategy
might be applied. Each coaching situation is described along with a reframing ap-
proach and an example of how the reframing might be used.

Table 9.2: Examples of Reframing.

Situation Reframing  Example of Application
Strategy

Jeff is preparing for a conversation with a Role Play As the manager-coach, you help Jeff identify

colleague with whom the relationship is several possible approaches to the

new, and the request he will be making is conversation. Then, Jeff selects a process

significant. He is concerned about his that he thinks will be most effective, plays to

approach and asked his manager to provide his strength, and is likely to help build the

him with some coaching. The manager- working relationship while getting a

coach and Jeff agree that a coaching versus favorable response to the request. The

a directive approach would be best as it will manager-coach suggests that she and Jeff

allow Jeff to identify several options and role-play the conversation to help him

develop his solutions. prepare for the conversation with the
colleague. At the end of the role-play, the
manager-coach asks Jeff how he thought it
went, what he might retain and do during
the conversation, and what he might
change. Jeff better understands how his
colleague might respond to his approach.
Jeff identifies that he has a good strategy,
but that he might be better positioned to
have the conversation with a few changes.

Asbury meets with their manager-coach to  Envisioning The manager-coach asks Asbury to talk

discuss a work-related problem that has the Future  about the desired outcomes for the

absorbed time and resources.

problem. As Asbury speaks, the manager-
coach realizes that Asbury is focused on the
immediate issues and solutions with short-
term impacts. So, the manager-coach asks
Asbury to think beyond the current issues
and to consider what they would like the
answer to be one year from now, and to
consider those possibilities without any
constraints on time or resources. Asbury’s
energy and enthusiasm shift, and new ideas
begin to flow.
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Table 9.2 (continued)
Situation Reframing  Example of Application
Strategy

Asbury describes a future state. Then, the
manager-coach asks Asbury to consider how
to work through the current issue with this
longer-term, desired state in mind. This
results in Ashbury having a new perspective
on the issues and potential next steps. In
addition, Ashbury realizes the value of
thinking longer-term—more strategically—
when solving issues.

Jane leads a team of 150 people and has six Multiple Jane’s manager-coach asks her to identify

people reporting directly to her. The team Perspectives the stakeholders involved and impacted by

members are diverse and represent several the proposed change. Then, the manager-

distinct functional areas and skill sets. In the coach asks Jane to determine what may

past, Jane has used a one-size-fits-all interest or concern each stakeholder group.

approach, which has resulted in resistance As this conversation unfolds, Jane realizes

to change. She comes to her manager to the need to tailor her messages and

discuss a proposed change. approaches to meet the needs and interests
of the stakeholders. She also recognizes the
value of looking at the change through
multiple lenses. As a result, she adjusts her
messages and reconsiders some elements
of the proposed change.

Summary

The manager-coach’s role is to help the team members see situations differently, gain
new awareness and then process that new meaning in order to learn something, gain
new insights, or generate new possibilities. The manager-coach helps the team mem-
ber develop action steps.

Reframing is a powerful skill used in coaching to help team members shift their
perspectives and identify new opportunities. It can help team members change how
they think about a problem, which can change how they feel and behave. Manager-
coaches can use reframing techniques to help team members see problems as oppor-
tunities for growth and development, see the bigger picture, and align their actions
with their values and beliefs. This can lead to more effective problem-solving and de-
cision-making, which can help leaders at all levels achieve their goals and be success-
ful in their roles.



Chapter 10
Coaching Skill: Providing Insights

Quit the foreplay; just say it.
—Charlie Seashore, Ph.D.

Team members hold the answers, and the coach helps uncover or discover these an-
swers by asking questions. This approach is purely a nondirective one. The powerful
questions a manager-coach asks can guide the team member to seek answers by look-
ing inside, gathering data, and making meaning of what they find. In addition to help-
ing uncover the team members’ responses, the manager-coach is often called upon to
provide insights that the client might not be able to access by questioning alone. Pro-
viding insights is a skill that is essential for effective executive coaching. It involves
helping clients gain a deeper understanding of themselves and their behavior to iden-
tify areas for improvement and progress toward their goals. Insights can be provided
through various methods, such as observation, reflection, and feedback.

This chapter defines the coaching skill of providing insights, differentiates between
feedback and insights, describes common barriers to delivering insights, offers potential
solutions, and gives examples of providing insights in coaching conversations.

Providing Insights: Defined

Effective coaching involves “challenging” the team member to reflect more deeply,
and to examine their values, beliefs, assumptions, perspectives, and actions. Challeng-
ing may involve seeking clarity, discovering blind spots, understanding meaning, or
testing assumptions. Where a challenge is concerned, the approach aims to use intrin-
sic motivation (DiClemente & Prochaska, 1998; Miller & Rollnick, 2012). A model of
“supportive challenge” is used in the therapy literature.

In general, the manager-coach needs to be friendly without being a friend, balance
high support with a high level of challenge—holding the team member accountable—and
encourage deeper reflection and stimulate a change in circumstances that will enhance
the drive to act. Although this level of challenge may be appropriate for individuals with
high levels of resilience and who are highly functional, providing such a level of challenge
to vulnerable or dysfunctional individuals would be unethical (Passmore, 2009).

Providing insight may involve drawing on a manager’s knowledge and experi-
ence base. In the context of coaching, this approach may help identify areas for explo-
ration. Providing insight may also lead to ways of helping team members discover
solutions, insights, and resources for themselves. A word of caution: This skill should
be used sparingly. Remember, the primary focus of coaching is to help clients discover
for themselves the agenda, solutions, actions, and resources required to achieve their
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goals. Offering too many insights or offering them too frequently can lead to the client
depending on the coach to “do the work.” Manager-coaches should help team mem-
bers develop independence from the manager and interdependence with the team
member’s support network (Bennett & Bush, 2014).

Preparing to Provide Insights

Insight should be offered as a nonjudgmental description of behavior in clear and
concise words and be grounded in observations of that behavior. The insight should
be focused on the real issues versus some obscure or self-serving agenda. Stay focused
on the client, not others involved in the client’s situations or issues. Your voice can
and should be heard in the coaching conversation. While using silence, asking power-
ful questions, and supporting the team member as they discover and act are essential
for effective coaching, offering the wisdom and insights of the coach is also valuable.

One of the critical ways that manager-coaches can provide insights is through ob-
servation. By observing a team member’s behavior, manager-coaches can gain a
deeper understanding of the team member’s strengths and weaknesses and identify
patterns of behavior that may be impacting their effectiveness as a leader. For exam-
ple, you might observe a team member during a meeting and note that they tend to
interrupt others or dominate the conversation. This insight can help team members
develop strategies to improve their communication skills.

Another way that you can provide insights is through reflection. Reflection is
thinking deeply about an experience or behavior to understand its meaning. For ex-
ample, a manager-coach might ask a client to reflect on a difficult decision and con-
sider the factors that influenced their decision. This can help the team member better
understand their decision-making process and identify areas for improvement.

Feedback is also an essential tool for providing insights. As mentioned earlier, feed-
back is information provided to an individual about their performance, behavior, or
results to help them improve. Feedback can be provided in several formats, such as ver-
bal, written, or observation (Kluger & DeNisi, 1996). For example, you might provide
feedback to a client on their presentation skills, pointing out specific areas to improve.
This can help the team member better understand their strengths and weaknesses and
progress toward their goals.

A critical aspect of providing insights is to focus on the team member’s strengths and
potential. That way, manager-coaches can help them to build confidence and motivation.
For example, you might show team members that they can inspire and motivate others
and help them develop strategies to leverage this strength in their leadership role.

Another critical aspect of providing insights is to be nonjudgmental. Manager-
coaches must avoid judging a team member’s behavior or performance and instead
focus on providing constructive and objective feedback. This can help create a safe
and supportive coaching environment where team members feel comfortable discus-
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sing their weaknesses and taking steps to improve. It is also essential for manager-
coaches to consider the cultural background of the team member when providing in-
sights. Cultures may have different norms and expectations regarding feedback, and
coaches should be aware of these differences to provide sensitive and appropriate
feedback.

Providing insights is a skill that is essential for effective executive coaching. It in-
volves helping team members better understand themselves and their behavior to
identify areas for improvement and progress toward their goals. Manager-coaches
can provide insights through observation, reflection, and feedback. It is essential to
focus on the team member’s strengths and potential, be nonjudgmental, and consider
their cultural background when providing insights. Insights can help team members
build confidence, motivation, and effectiveness as leaders.

Providing insights to a team member is not a skill used in every coaching conver-
sation. When it is used, here are steps to take:

Prepare.

Send an insightful message.

Wait in silence for a response.

Listen for the response: accepting or defensive.

Recycle the process, beginning with Step 2.

Focus the client on meaning-making, possible actions, and action planning.

IS o

Here are some essential things to consider when providing insight:

- Listen for understanding.

—  Consider whether and how what a coach observes and offers as insight to the cli-
ent reflects who the coach is.

- State the insight in as few words as possible (target: 10-15 words or less).

— Berespectful and objective.

—  Once the insight has been offered, stop talking. Wait for a response.

Example of Providing Insight

Consider this example of how a coach can help a client develop insights. Jerome is a
middle manager with an employee (Jane) new to a role that requires building and
maintaining effective relationships with peers across the organization. Jerome de-
scribed his situation with Jane to his manager (Susan). Knowing that Jerome recently
attended a leadership workshop in which the Situational Leadership Model was
taught, Susan was able to help Jerome identify how he perceived Jane in terms of the
kind of support she might offer Jane. As Susan listened to Jerome consider his options
for action in helping Jane develop relationships, Susan observed that Jerome could be
treating Jane in a manner that was not in alignment with Jane’s placement in the Situ-
ational Leadership model. After several attempts to get Jerome to identify alternative
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approaches to working with Jane, Susan asked Jerome if she could offer an observa-
tion. After Jerome agreed, Susan said, “Jerome, based on your assessment of Jane, she
is in a place where supporting her discovery of possible ways to develop these impor-
tant relationships is possible. And I noticed that the solutions you identify are more
directive in nature. Would you agree?” Jerome said, “Yes. Perhaps Jane needs me to
be more of a manager-coach than a supervisor. If I shift my behavior in the following
ways . . . maybe it will allow me to improve the impact of my interaction with Jane.”

Summary

Offering insights can be a useful coaching skill that helps team members see chal-
lenges, opportunities, and behaviors in different ways. Ask if you can offer an insight:
Make an offer rather than a declaration. Ground insights with data whenever possi-
ble, and base your observations on low-inference data. After you suggest insights or
offer a hypothesis, ask the team member to respond based on their observations and
insights about themselves. Be willing to be wrong or to have an insight that the team
member is unprepared to hear or act on. Take ownership and responsibility for the
insights you offer.

Here are some tips to remind you of key points from this chapter:
— Provide insights rarely.
— Use your insights to advance the agenda of the team members.
— Avoid insights that are judgmental.
— Share insights in a way that will be understood and accepted.



Chapter 11
Coaching Skill: Developing Support

I think of my work with individuals and in a coaching way as a mirror. We both have to be in the
mirror. I have to see what you see, and you have to see what I see. And the folks that I have strug-
gled most with are those people that can’t get in the mirror.

—Kathy Elling

Effective leadership goes beyond giving orders or overseeing tasks in today’s rapidly
evolving business landscape. It involves nurturing talent, fostering growth, and maxi-
mizing individual and team potential. Managerial coaching has emerged as a critical
approach for leaders to achieve these objectives. At the heart of successful coaching is
the skill of developing support, which creates an environment where employees feel
valued, motivated, and empowered to excel. Managerial coaching is a critical compe-
tency that enables leaders to empower their teams, foster growth, and enhance organi-
zational performance. Among the multifaceted skills required for effective coaching,
developing support stands out as a pivotal element. This skill involves creating a sup-
portive environment where individuals feel encouraged, valued, and motivated to
achieve their professional and personal goals.

This chapter delves into developing support as a managerial coaching skill by
highlighting its significance, core principles, practical strategies, potential challenges,
and real-world applications. This chapter will define what it means to provide support
in the context of the manager-coach relationship. It will describe common barriers to
developing solutions and will provide remedies. It will also provide examples of de-
veloping support in coaching conversations for manager-coaches, and show ways to
build and encourage self-reflection.

Significance of Developing Support in Managerial Coaching

The skill of developing support is integral to managerial coaching. First and foremost, it
strengthens the leader-follower relationship, which is pivotal in today’s collaborative
work environments. Supportive managers are more likely to earn the trust and respect
of their team members, which, in turn, can lead to increased employee engagement
and commitment (Eisenbeiss et al., 2008). Furthermore, developing support is tied to
creating a positive work culture, which directly impacts organizational performance.

A supportive work environment can hoost employee morale, motivation, and job
satisfaction. In contrast, lacking support can lead to disengagement, increased turn-
over rates, and decreased productivity (Eisenbeiss et al., 2008; Lambert et al., 2012).
Thus, developing support is a soft skill and a strategic imperative that can signifi-
cantly affect an organization’s bottom line.
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Key Components of Building Support

Two aspects of building support are essential in the context of coaching. First is the
supportive relationship between the manager-coach and the team member. Chapter 2
discussed building trust and rapport between the manager-coach and the team mem-
ber. This chapter adds insights and suggestions. The second context for building sup-
port is the work the team member should do to support their work outside of the
relationship with the manager-coach. Support can be defined as the provision of en-
couragement, assistance, or resources to help an individual achieve a desired out-
come. This coaching skill is often used in Action Planning, Step 5 in the change
process. It may also be applied in Step 4, Possible Actions, as the needs for support
may be identified. The coach-manager should also be tuned to support systems that
are mentioned (or not) during Step 3, Information Gathering. This information may
be helpful later in the coaching conversation as manager-coaches help the team mem-
ber identify existing supports and gaps where supports may be beneficial.

A support system is a resource pool drawn selectively to support the team mem-
ber in moving in the direction of choice, which leaves the person being coached stron-
ger. Building and using support is a critical skill in the context of coaching. It helps
the manager create a positive and supportive coaching environment that enables
team members to achieve their goals. Building support involves creating a relation-
ship of trust and understanding between you and the team member and providing
the team member with the resources and tools they need to succeed.

A critical aspect of building support is to create a positive and encouraging coaching
environment. This can be achieved by giving the team members regular positive feed-
back and encouragement. For example, a you might point out to a team member when
they have made progress or achieved a goal and provide specific feedback on what they
did well. This can help build the team member’s self-confidence and motivation.

Another aspect of building support is giving the team members the tools and resour-
ces to achieve their goals. This can include providing the team members with specific
strategies or techniques for achieving their goals and access to relevant information, re-
search, or experts in the field. For example, you might give team members information
on a new leadership development program or introduce them to a mentor who can pro-
vide guidance and support. Building support also involves creating a relationship of
trust and understanding between the manager-coach and the team member. This can be
achieved by being open, honest, and nonjudgmental when communicating with the
team members.

It is crucial for the team member to develop, access, and use a support system, so
that they can reduce their dependence on the manager and can function effectively
when the manager is not present. As the team member explores possibilities, develops
action plans, provides feedback, or establishes partners for accountability, they may
also identify individuals or groups with whom they can access information, role mod-
els, resources, and feedback. Many sources can provide support, including peers,
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mentors, spouses/partners, other family members, friends, and professional associa-
tion colleagues.

Establishing, maintaining, and effectively using a support system is a skill. Sup-
port systems can be challenging to set up, counterproductive, disappointing, and un-
predictable. They require energy and effort to maintain. And they require courage to
access and use.

Dependence, independence, counter-dependence, and interdependence are criti-
cal concepts in coaching and social interaction. These terms refer to different ways
individuals relate to others, and it is essential to understand them to develop healthy
relationships and avoid problematic behavior patterns.

Dependence refers to a state in which an individual relies on others for emo-
tional and practical support. Dependent people may be unable to meet their needs
and look to others for validation, comfort, and assistance. This can manifest in several
ways, including seeking constant attention and approval, being overly clingy in rela-
tionships, and having difficulty making decisions independently. Dependence can be
problematic when it becomes excessive and interferes with a person’s ability to func-
tion independently.

On the other hand, independence refers to the ability to be self-sufficient and
care for oneself without relying on others. Independent people can meet their own
needs, make decisions, and navigate life’s challenges. Independence is generally seen
as a positive trait but can also be problematic when taken to extremes. Overly inde-
pendent people may have difficulty forming close relationships and may push others
away, leading to feelings of loneliness and isolation.

Counter-dependence refers to a pattern of behavior in which individuals react
against dependence and strive for independence. Counter-dependent people may
avoid close relationships and reject relying on others, even when doing so would be
helpful. They may also resist feedback and criticism, seeing it as an attack on their
independence. This can lead to difficulties in personal and professional relationships,
as others may feel rejected or unvalued.

Interdependence is a state where individuals are connected and interrelated but
maintain a sense of self and individuality. Individuals can foster supportive and ful-
filling relationships by developing a healthy sense of interdependence. In interdepen-
dent relationships, people can support each other while retaining autonomy. This
allows for a healthy balance of support and independence, leading to more robust
and satisfying relationships.

Challenges in Developing Support

While developing support in managerial coaching is essential, it has challenges. Man-
ager-coaches may encounter obstacles such as:
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Time Constraints. Managers often juggle multiple responsibilities, leaving limited
time for coaching and support. Finding a balance between coaching and other duties
can be challenging (Clutterbuck & Megginson, 2005). However, prioritizing coaching
as a leadership activity is crucial for long-term team development and success.
Resistance to Feedback. Some employees may resist feedback, especially when
it involves constructive criticism. Managers must address this resistance by fos-
tering a culture of continuous improvement and learning (Whitmore, 2009).
Building trust can also mitigate resistance to feedback. See Chapter 6 for addi-
tional information and guidance related to giving feedback.

Cultural and Organizational Barriers. Organizational culture and norms can
impact the effectiveness of developing support. In some cultures or organizations,
there may be a reluctance to give and receive feedback openly (Whitmore, 2009).
Managers must navigate these cultural and organizational barriers while promot-
ing a supportive coaching environment.

Skill Gap. Not all managers possess the necessary coaching skills, including de-
veloping support. Addressing this skill gap requires training and development
programs that equip leaders with the knowledge and tools to be effective coaches
(Clutterbuck & Megginson, 2005).

Core Principles of Developing Support

To effectively develop support within a managerial coaching context, leaders should
adhere to several core principles:

Empathy: Understanding Employee Needs. Empathy is a cornerstone of devel-
oping support. Managers must strive to understand their team members’ unique
needs, aspirations, and challenges. This requires active listening, open communi-
cation, and a genuine interest in their employees’ well-being (Cherniss, 2010).
Leaders can tailor their coaching approach to provide the necessary support by
recognizing and acknowledging individual concerns and aspirations.
Trust-Building: Establishing Credibility. Trust is fundamental in any coaching re-
lationship. Managers must demonstrate trustworthiness by following through on
commitments, maintaining confidentiality, and consistently displaying ethical be-
havior (Cherniss, 2010). When employees trust their leaders, they are more likely to
be receptive to coaching and guidance, fostering an environment of support.
Feedback and Recognition: Reinforcing Positive Behavior. Regular feedback
and recognition are essential components of developing support. Employees need
to know how they are performing and where they can improve. Constructive
feedback should be balanced with acknowledgment and praise for accomplish-
ments (Gentry et al., 2012). Recognizing and celebrating achievements not only
boosts morale but also reinforces positive behavior and performance.
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— Tailored Support: Individualized Coaching. Practical support is not one-size-fits-
all. Managers should tailor their coaching to each team member’s unique needs
and aspirations. This requires a deep understanding of individual strengths, weak-
nesses, and goals (Eisenbeiss et al., 2008). By providing personalized coaching, man-
agers can help employees reach their full potential.

Helping Team Members Seek Support

Team members may need assistance from the manager-coach to know what support
is required and how to ask for it. Remember that there are power dynamics at play in
this relationship. The manager-coach is in a more powerful position, and the team
member is in a potentially vulnerable place to ask for help (Schein, 2009).
Here are four types of support team members might seek, and some guidance for
team members as they develop the ability and willingness to seek support.
1. Learning/Development Support
— What it is: Teaching, reflecting on experiences, role-modeling, attending
training.
—  When it is most helpful: There is a knowledge or skill gap.
2. Informational Support
— What it is: Facts, guidance, or advice that help team members make decisions
and act.
—  When it is most helpful: If team members are unsure what to do next or
know what they want to do but are unsure how to do it.
3. Practical Support
— What it is: Hands-on help, such as making a decision or an introduction to a
colleague.
—  When it is most helpful: When team members know what they want to do
but could use a hand in following through.
4. Emotional Support
— What it is: An opportunity for team members to voice their thinking and/or
feelings and get understanding and encouragement in response.
—  When it is most helpful: If team members are stressed, worried, lonely, or
struggling after a setback.

Here are some guidelines for team members as they build the capacity to ask for
support:

— Acknowledge care and effort. Everyone likes to feel appreciated. Before making
a request, thank the support giver for caring and all they do to help. When a team
member asks someone to do something new or different, they may feel that their
current behavior is being criticized, which can trigger defensiveness. To avoid
that, the team members should focus on what they need and how it would help.
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Start your request with “I.” For example, “I'm trying to do X. I would appreciate it
if you could tell me or provide me with Y.”

Be specific in terms of time. The team member should clarify whether the re-
quest is for today, this week, or sometime in the next three months. Otherwise,
they may become frustrated that the other person is not following through within
the necessary time frame.

Offer to do something in return. Relationships are two-way streets. When ask-
ing colleagues or managers to change for them, the team member might suggest
something they could do for in return. For example, you might tell your partner,
“I'd appreciate it if you’d X in the morning. In return, I'll do the Y for you.”

Say “thank you,” even if they don’t say yes. No matter how the potential sup-
port provider responds, thank them for listening and considering the request.
The team members should tell them they do not expect them to say yes to every
request, but they appreciate knowing it is okay to ask.

Strategies for Implementing and Developing Support

Implementing the skill of developing support in managerial coaching requires a
thoughtful approach. You can use the following questions to foster partnership and
build support, independence, and interdependence:

What, if any, support could help you implement your action plan?

What is important to you in an accountability partner?

From whom could you seek that information?

Who in your network may have had a similar challenge and would be willing to
provide you with information about their experiences?

How might you ask someone to work with you?

What are you doing right now that might be improved upon by developing a new
partnership?

Here are some tips to keep in mind and to practice as a manager-coach to help

team members develop and use their support systems:

Help team members identify opportunities to develop partnerships for support
and accountability.

Help team members identify needs for role modeling and ways to gain from the
experiences of others.

Remember that coaching aims to help team members develop independence
from the manager-coach and interdependence with others.

Practical strategies that manager-coaches can employ include:
Active Listening. Effective support begins with active listening. Managers should
actively engage in conversations with their team members, asking open-ended



158 —— Chapter 11 Coaching Skill: Developing Support

questions and demonstrating genuine interest in their concerns (Whitmore,
2009). Active listening helps managers understand employee needs and makes
employees feel valued and heard.

— Regular Check-Ins. Frequent check-ins are essential for maintaining a support-
ive coaching relationship. Managers should schedule regular one-on-one meetings
with their team members to discuss progress, challenges, and goals (Gentry et al.,
2012). These check-ins allow managers to provide guidance, offer feedback, and
promptly address issues.

— Goal Setting. Setting clear and achievable goals is a crucial aspect of developing
support. Managers should work with their employees to establish SMART (Spe-
cific, Measurable, Achievable, Relevant, Time-bound) goals (Locke & Latham,
1990). This process ensures that employees have a clear sense of direction and
purpose, which can enhance motivation and commitment.

- Feedback Framework. Managers should establish a structured feedback frame-
work with positive reinforcement and constructive criticism. Feedback should be
specific, timely, and focused on behavior rather than personality (Whitmore,
2009). Creating a feedback-rich culture encourages continuous learning and
improvement.

— Recognition and Rewards. Recognition and rewards play a vital role in develop-
ing support. Managers should regularly acknowledge and celebrate the achieve-
ments and contributions of their team members (Gentry et al., 2012). This can be
verbal praise, awards, or other forms of recognition that align with the organiza-
tion’s culture.

Summary

The managerial coaching skill of developing support is a powerful tool that manager-
coaches can use to empower their teams, foster growth, and enhance organizational
performance. By adhering to core principles such as empathy, trust-building, feed-
back, and tailored support, managers can create a supportive work environment that
boosts morale, motivation, and job satisfaction. Time constraints, resistance to feed-
back, and cultural barriers present challenges to developing support. Leaders can
overcome obstacles with the right strategies and a commitment to prioritizing coach-
ing. In today’s dynamic and competitive business world, organizations that invest in
developing support as a managerial coaching skill are more likely to attract and re-
tain top talent, drive innovation, and achieve sustainable success.
Questions to ask as you help the team member identify, secure, and use the sup-
port they need to implement their action plans:
— What is it you need to support? (e.g., starting, stopping, changing, or continuing
something)
—  What kind of support do you need? (e.g., expertise, funding, expertise, accountability)
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When do you need the support? (e.g., when you need it to start, how long do you
anticipate needing it, on one or more specific occasions)

How do you want to receive the support? (e.g., in person, email, budget resources)
How will you ask for the support? (e.g., directly to the potential resource pro-
vider, or to someone who can help you secure the support)

Who can provide the support? (e.g., manager, peer/colleague, direct report, con-
sultant, coach, family member, or friend)

What will you do to secure the support you need? (e.g., ask for it, write a proposal,
purchase it)



Chapter 12
Integrating Coaching Skills into the Process

My focus, for example, is not just on the individual agenda. I'm always working in the context of
the organization, what results the organization needs.
—Michele Langford

Numerous professional practices support sustainable behavioral change. At its core,
all coaching is about change—for performance, development, or transformation at
the individual, group, or organization levels. Skilled manager-coaches are familiar
with the coaching process described in Chapter 2 and the coaching skills related to it
in Chapters 5-11. With a foundational understanding of coaching, the role of the man-
ager as coach, and the skills involved in coaching for change, it is time to integrate
those components into leadership and management practices.

This chapter begins with some common challenges faced by managers who want
to help team members excel. Next are some principles to guide manager-coaches fol-
lowed by some challenges manager-coaches face and possible solutions. The chapter
concludes with two case examples to illustrate the application of the six-step coaching
process and various coaching skills.

Challenges of Helping

As human beings, we often strive to be helpful. We may do this in one or more of our
roles as a friend, colleague, manager, peer, coach, consultant, parent, sibling, etc. In his
book Helping, Schein (2009) wrote about the imbalance that occurs when a helping rela-
tionship emerges. This imbalance involves the person being helped as a “down” or “sub-
ordinated” position. (Note: This is not “subordinate.”) Most of us want to be helpful, to be
valued, and to provide to others. However, our desire to help may not match the needs or
desires of those we seek to help. Here are some reasons our help does not always work:

— Rejection of help. The person we are trying to help may not want help, want the
assistance we are offering, or want help from us. Make sure the person you want
to help wants help from you and in the way you want to offer it.

— Misunderstanding the need for help. We may not understand the needs of the
person we are trying to help. Clarify the actual needs and desires of the potential
recipient of your help by inquiring.

— Projecting our needs. We may project our impressions, assumptions, conclu-
sions, and needs on the person we are trying to help by trying to help them based
on a misunderstanding of their needs. Be mindful of what you want for the other
person compared to what they want for themselves or are ready to accept
from you.
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Projecting our solutions. The person we are trying to help may want our help
but not the specific version of the help we are offering. Gain agreement about the
assistance you are offering. Be sure you are providing the aid they are willing to
accept, in the form(s) they are eager to take, at the time and place they are ready
to receive it from you. Avoid giving them what we want or think they need. Don’t
impose your solution.

Creating dependence. We may provide help in a way that makes the recipient
dependent on us, the helper. However, doing so does not help the person develop
independence. Avoid becoming a crutch, so that you “put yourself out of a job” as
the helper. Support the person you are helping to be more independent, and less
dependent on you or others for help. This allows them to be more interdependent
—making choices about the assistance they need from various sources and asking
for what they need, how they need it, and when they need it.

Doing to others. This can be a tough one. In our efforts to help, we may be doing
something to the person we are trying to help versus doing it with them. You may
have noticed yourself taking a task away from someone because you think you
can do it better or faster than the person you are trying to help. You may have
done something for another person in the spirit of assisting without their permis-
sion assuming they wanted it done. A simple question like, “May I help?” or
“Would you like my assistance as you do ___?” could make the difference between
doing something to them versus with them.

In conclusion, do help. But check your motives and the desire of those you want

to help. Seek ways to help the person you are helping build their capacity for indepen-
dence and interdependence. Everyone needs help, and most of us do want to be help-
ful. Here are a few questions to help you consider your role as a helper:

Do I understand the needs of the person I want to help?
Am I the best person to provide this help?

What’s the best way to assist?

What is driving me to help this person at this time?

Powerful Lessons and Impactful Shifts

Experience and observation tell us some potential lessons that can shift mindsets and
behaviors to improve the manager-coach’s work with team members. Whether you
are an experienced professional coach or a manager-coach, paying attention to your
thoughts and reactions has the potential to provide new insights and further develop-
ment. (See Appendix B for a questionnaire on self-awareness.) The Change Mastery
Model (See Chapter 3) can be applied to the novice or expert manager-coach.

Table 12.1 describes actions to address common challenges manager-coaches face.



162 —— Chapter 12 Integrating Coaching Skills into the Process

Table 12.1: Common Challenges Manager-Coaches Face.

As a Manager-Coach, If I
Think. . .

The Possible Basis for the
Thought May Be . . .

What I Could Consider Then. . .

I think the team member needs
my help, so I naturally (or
automatically) operate as a
mentor.

Desire to help

Seeing the team member as
a junior

Wanting to provide answers
Rushing to solutions

Reframe what it means to be
a helper

Apply coaching skills

Stay focused on developing
independence and
interdependence vs.
dependence

I don’t know what to say or ask.

Desire to help
Listening

Desire to add value
Inadequacy

What did the team member
just say or do?

What can the team member
do to refocus or reframe
their thoughts now?

But if they would only . . .

Desire to provide answers/
solutions

Having an insight or
perspective team members
have not recognized for
themselves

What makes my solution
best for the team member?
How can I help the team
members identify options for
themselves?

I must respond quickly to the
team member, so I process and
respond rapidly.

Not comfortable with silence
Concerned about keeping
the conversation moving
quickly

Naturally process
information faster than the
team member

Embrace silence

Allow yourself time to
consider what was said by
the team member as you
prepare your following
statement or question

Do not focus on your
performance: Take risks

Why can’t they see what is
going on?

No paying attention
Ineffective listening

Lack of awareness of what is
happening

Paying too much attention to
details and not seeing a
more comprehensive
perspective

What can I do to help the
team member gain a new
perspective?

Is this the best time to share
my feedback or insight?
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As a Manager-Coach, If I
Think. . .

The Possible Basis for the
Thought May Be . . .

What I Could Consider Then. . .

I have a solution for them.

Desire to “fix”
Desire to help
Desire to avoid discomfort

Why do I think my answer is
better than what the team
member could develop with
my help?

Why am I trying to do team
member’s work for them?
How will giving them my
solution help the team
members grow and develop?
What makes me
uncomfortable?

I’m not doing an excellent job.

Self-doubt

Desire to help
Noticing an area for
development

What prompts me to doubt
my skills?

Am I doing my best?

What could I have done
differently (stopped, started,
continued)?

I don’t like this team member.

Personal values and beliefs
Desire to have a personal
relationship/friendship with
team members

Desire to be liked

Do I need to enjoy the team
members?

What about me is showing
up in the team members?
How is this impacting my
ability to work with this team
member?

Am I the best coach for this
team member?

Would someone else be a
better coach for this team
member?

Can they make the behavioral
changes they need to make?

Manager-coach’s priorities
vs. the team member’s
priorities

Questioning team members’
motivation

Asking the team member’s
capacity for change

Am I doing the best I can?
Is the team member doing
their best?

What could I help the team
member become aware of
that might positively impact
them?

What progress is the team
member making?
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Table 12.1 (continued)

As a Manager-Coach, If I
Think. . .

The Possible Basis for the
Thought May Be . . .

What I Could Consider Then. . .

They are so resistant!

Desire for change
Ability to convince or
persuade
Impatience

What is holding the team
member back?

What does the team
member need to
understand?

What is comfortable about
the current state?

How much is the team
member willing to change?

I’'m not an effective coach.

Self-doubt
Lack of confidence
A recognized skill gap

What would the best version
of my coaching skills look
like in this situation?

What risk could I take that
might make a positive
difference?

What are my skill gaps that
need to be developed?

Why did I just say that?

Making statements when a
question would be more
effective

Making assumptions
Inserting a judgment

What question could I ask
that would help the team
members discover the
answer for themselves?
How are my values, beliefs,
and experiences influencing
the statements I make and
questions I ask?

How can I help the team
members explore the topic
for themselves?

Not sure how to reflect after the
coaching conversation to support
your development as a manager-
coach

Viewing learning to apply a
coaching approach as
different from learning other
skills

I am not sure how to reflect
Thinking that reflection is a
waste of time

Schedule time after coaching
sessions to review what
transpired and reflect on
your work with the team
member

Ask yourself: So? So what?
What’s next?
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Principles of Manager-Coaches

Managers and leaders at all levels are critical allies on their team members’ personal

and professional development frontlines. They play a crucial role in individual and

team development toward mastery by providing feedback and coaching. Manager-
coaches are people to whom others report and who use coaching skills with those
who report to them.

Definitions of manager-coach coalesce around the thought that the role of a man-
ager-coach is to empower employees, help improve individual and team performance,
develop employees to increase their ability to achieve career goals, enhance the qual-
ity of work, and retain top performers within organizations (Joo et al., 2012).

Traditionally, managers have been defined as telling, judging, controlling, and di-
recting, and coaches as empowering, helping, developing, supporting, and removing
obstacles. Coaching as a management function involves a nondirective, humanistic,
motivating, and empowering approach to fostering the achievement of personal and
professional development in alignment with organizational priorities. Coaching in-
volves helping the person being coached identify their goals, discover possible actions,
create a plan, and be accountable for the results. It involves increased self-awareness
and learning to evolve as an individual, team member, and contributor to the success
of others and the organization. To achieve mastery, the manager-coach can effectively
and efficiently apply the mindset and skills of coaching with consistently high profi-
ciency, improvise when necessary, reflect on their performance to continuously im-
prove, and support others in developing the mindset and skills.

Here are seven principles to guide manager-coaches to effectively support others
in their growth, development, and performance through the application of a coach-
ing mindset and skills:

1. Create a Safe and Brave Space. Manager-coaches are responsible for creating a
safe environment where the team being coached can share, take risks, experi-
ment, and learn. To accomplish this, the coach-manager needs to be trusted. The
manager must accept what is shared without prejudgment and bias while encour-
aging the team members to be vulnerable.

2. Focus on the Team Member’s Agenda. Manager-coaches may be tempted to im-
pose an agenda on the team member being coached. However, a key tenet of
coaching is that the team member sets the focus of the work—not the manager-
coach. This makes the coaching self-directed and coach-guided. As the manager of
the team member being coached, you may have suggestions or preferences that
can be shared to inform the selection of the most important and impactful goals
for coaching. Help the team member select and articulate the desired outcomes
for coaching in general and for each coaching conversation.

3. Facilitate and Collaborate. As an experienced professional, you may have pro-
found and rich expertise in the work of the team members. This wisdom should
serve to inform the manager-coach but should not be used to impose their views
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on team members. Managers who coach develop the skills to partner with team
members to guide them through discovery, experimentation, learning, and per-
formance. As Alison King wrote (1993), the teacher (in this case, the coach) should
be a guide on the side, not a sage on the stage. This means the manager-coach
should be selective about being directive and use a more facilitative approach.

4. Promote Mastery Through Self-awareness. The goal of any manager should be
to foster the development of others toward mastery. Mastery includes the ability
to skillfully execute, reflect, and learn from experiences, improvise as needed,
demonstrate agility, function interdependently, and support the development of
others. This requires both reflection and feedback. You have a front-row seat to
observe and offer feedback, which should support an existing goal for the team
member or provide new awareness of opportunities for coaching, development,
and application.

5. Balance Personal Development and Organizational Priorities. Manager-coach
es may work with team members whose personal priorities do not align with the
organization’s goals. This places you in a potentially awkward position of trying
to support competing priorities. The manager-coach’s objective is to support the
organization’s needs while helping team members align to those priorities and
develop as an asset to the organization. This may require the manager-coach to
clarify their responsibilities as a manager before using their coaching skills to
help the team member discover alignment or misalignment and a path forward.

6. Promote Learning and Growth from Experiences. Past experiences can pro-
vide worthwhile learning opportunities. Manager-coaches are encouraged to help
team members think about experiences from the perspectives of what worked
well, what could have been changed to improve the situation, what role they
could have played to foster a better outcome, etc. This process of reflecting can
help team members develop awareness, as well as the ability to reflect as events
occur so they can adjust and gain additional insights for future applications. This
reflective process helps sustain learning and creates a feedback loop for contin-
ued developmental learning.

7. Model What You Coach. Manager-coaches are responsible for demonstrating the
leadership and job skills that the team member is trying to develop. This role
modeling—including vulnerability, experimentation, learning, and even working
with a coach—builds trust and confidence and teaches others by example. With
feedback as a critical component of the effective team-member/manager-coach
relationship, the manager should regularly seek feedback and use it to improve
their performance and periodically provide feedback to others.
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Developing and applying coaching skills requires learning, practice, feedback, and re-
flection. These seven principles provide a foundation for managers to use coaching to
help team members improve performance, develop capabilities, and transition in their
roles, careers, and lives. The self-awareness questionnaire in Appendix B can help.

Case Examples

Below are two coaching conversations between a manager-coach and a team member.
They are fictionalized and designed to illustrate the six-step coaching process and
some coaching skills. Additional examples are provided in Appendices D and E.
Example 1

This coaching dialogue between a manager and a team member who supervises a
team illustrates the six-step coaching process and the coaching skills of listening for
understanding, asking powerful questions, providing insight, and developing support.

See Table 12.2.

Table 12.2: Coaching Case Example 1.

Dialogue Coaching Process  Coaching
Step Skill(s) Applied
Team Member: Good morning. I hope you had a good Step 1: Current Listening for
weekend. I've got something I want to talk with you about Situation and Understanding
today. I hope you can help me. Context Asking Powerful
Questions

Manager-Coach: Good morning. Yes, it was a good weekend.
The weather was great. I got to play a round of golf. I hope you
had a good weekend as well.

Team Member: It was lovely. I spent time at the park with my
family on Saturday. We hadn’t done that in a long time.

Manager-Coach: You mentioned that you had something you  Step 2: Goal/Desired Listening for
wanted to talk with me about. What is it? Outcome Understanding
Asking Powerful

Team Member: I'd like to focus on building a high-performing Questions

team despite the challenges posed by varying performance levels.
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Table 12.2 (continued)

Dialogue Coaching Process

Step

Coaching
Skill(s) Applied

Manager-Coach: Let’s delve deeper into that. Can you
elaborate on the difficulties you face?

Step 3: Information
Gathering

Team Member: I find maintaining a high-performing team
challenging when some members don’t meet expectations. It’s
particularly tough with the mediocre performers.

Manager-Coach: How do you perceive your leadership style
affecting the team, especially when dealing with varying
performance levels?

Team Member: I believe my empowering style works well with
good performers, but I tend to take over tasks when dealing
with mediocre performers.

Manager-Coach: How does that impact their growth and the
team’s overall performance?

Team Member: I might inadvertently hinder their growth by
not letting them handle their responsibilities independently.

Manager-Coach: I've noticed that sometimes you seem to get
directly involved in the work of some team members. I wonder
what’s going on in those situations.

Team Member: Yes, I do. Sometimes, it is because I'm very
interested in their actions. In other cases, it is because I don’t
have confidence in their ability to develop a good outcome. Thank
you for raising that. I have not always been aware of when I'm
getting overly involved and why. I need to work on that.

Listening for
Understanding
Asking Powerful
Questions
Providing Insight

Manager-Coach: That might be another topic for us to focus
on. What do you think?

Step 2: Goals &
Desired Outcomes

Team Member: It is. Let’s continue with the team members’
performance. I'll make a note to return to my tendency to get
overly involved.

Manager-Coach: OK. If we don’t have time to discuss that
today, we can pick that up during our next meeting.

Listening for
Understanding
Asking Powerful
Questions
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Dialogue

Coaching Process
Step

Coaching
Skill(s) Applied

Manager-Coach: To support the development of all team
members, how can you adjust your approach to empower both
high and mediocre performers?

Team Member: I could start by setting more explicit
expectations and providing additional support and guidance to
the underperformers without taking over their tasks entirely.

Manager-Coach: That’s a positive step.

Team Member: I could create a development plan tailored to
each team member’s needs. I can identify specific areas for
improvement and work with them individually on action plans.

Manager-Coach: I wonder if there is a way to get your team
members involved in developing these plans.

Team Member: Wow. I realized I would do all the work, and
they might not buy into the plans. I need to involve them in
creating individual plans.

Manager-Coach: How could you do that?

Team Member: I could share my observations with them, then
ask them to identify one or two things they could do to improve
or enhance their work on the team. Then, they could draft an
action plan to review with me.

Step 4: Possible
Actions

Listening for
Understanding
Asking Powerful
Questions

Manager-Coach: You have identified several possible actions.
What are you willing to commit to doing?

Team Member: I think I will start with three team members by
meeting with them this week. I will share it with them. T'll ask
them to identify actions they will take to address the feedback.
Then, I'll ask them to create a development plan by the end of
next week.

Manager-Coach: How will you address this with the other
team members?

Step 5: Action
Planning

Listening for
Understanding
Asking Powerful
Questions
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Table 12.2 (continued)

Dialogue Coaching Process  Coaching
Step Skill(s) Applied

Team Member: I'll use the first three team members as a pilot.
I think I’ll start with the people most likely to resist the feedback
and action planning. Then, I can adjust my approach, if
necessary, before meeting with the other four members of my
team. How does that sound?

Manager-Coach: It sounds like you have a clear plan in mind
and plan to learn and adjust along the way. Is there anything
you need to prepare for these meetings?

Team Member: Yes. I need to block time on my calendar to
identify the specific feedback I want to provide each person. I’ll
use the CBIR model to frame it as I prepare for the one-on-one
meetings. You know, I will use these action plans as a topic of
discussion during my ongoing one-on-one sessions with each
team member. This will help foster accountability.

Manager-Coach: We have a few minutes remaining. I'd like to  Step 6: Summary Listening for
hear what you’ve gotten from this conversation and what you  and Agreement Understanding
plan to do. Asking Powerful
Questions
Developing
Support

Team Member: I realized I would do all the work and not
encourage my team members to create action plans. I have a
clear plan to pilot my approach by meeting with three members
of my team this week. I will apply the CBIR feedback model to
guide my conversations.

Manager-Coach: Anything else?

Team Member: This has been very useful. I was feeling
overwhelmed. You've helped me find a way forward and
boosted my confidence. Oh, and let’s return to my tendency to
get overly involved during our next meeting.

Manager-Coach: Well, you did the work. I’'m glad this was
helpful. Let’s schedule a follow-up meeting in two weeks to
discuss the development plan’s progress and any adjustments
needed.

Team Member: That sounds good. I'll track the progress and
make necessary adaptations.
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Example 2

This illustrates the six-step coaching process for a coaching conversation between a
manager and a team member. The steps in the coaching process and the coaching
skills of listening for understanding, asking powerful questions, and reframing. The
team member approaches their manager for help with a person the team member
supervises. See Table 12.3.

Table 12.3: Coaching Case Example 2.

Dialogue Coaching  Coaching
Process Skill(s) Applied
Step

Manager-Coach: Good afternoon. How are you today? Step 1: Listening for
Current Understanding

Team Member: I'm great. I do have something I’d like to discuss with
you. It relates to how I can better supervise a member of my team,

Situation Asking Powerful
and Context Questions

Sarah.

Manager-Coach: I'm glad we’re having this coaching session today. What’s Step 2: Listening for

the specific goal or area you’d like to focus on improving? Needs and  Understanding
Desired Asking Powerful

Team Member: I want to enhance my ability to motivate one of my Goals Questions

team members—Sarah. Sometimes it feels like 'm not connecting with

what drives them, affecting their performance.

Manager-Coach: Great, understanding their motivation is crucial. Let’s dive

deeper into this.

Manager-Coach: What strategies have you already implemented to Step 3: Listening for

motivate them? Information Understanding
Gathering  Asking Powerful

Team Member: I've set clear goals, offered rewards, and provided Questions

positive feedback regularly. But there’s a disconnect. Sarah doesn’t Reframing

respond as positively as I'd hoped.

Manager-Coach: It’s good to know what you’ve tried. How well do you
understand Sarah’s personal motivations and goals?

Team Member: I have a general idea, but I think I need to delve deeper
into understanding what truly drives them.

Manager-Coach: Have you had a similar experience with an employee? If
so, what have you done in those situations?

Team Member: No. I've never faced this before.
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Table 12.3 (continued)

Dialogue Coaching  Coaching
Process Skill(s) Applied
Step

Manager-Coach: Have you observed another leader deal with a similar
situation?

Team Member: No. I've never faced this before.
Manager-Coach: Have you observed another leader deal with a similar
situation?

Team Member: Now that you mention it, I recall my former manager
faced a similar situation with a member of their team. They met with the
team members and shared their observations, then asked the team
members what would be needed to get them engaged.

Manager-Coach: What does that experience tell you that might help you
here?

Team Member: It tells me that this situation is not unique. I have more
confidence based on what I observed my former manager do.

Manager-Coach: How do you think you could gain a better understanding ~ Step 4:
of their motivations? Possible

Actions
Team Member: 'm considering scheduling a one-on-one meeting to

discuss Sarah’s long-term career aspirations and how their current role
aligns with those goals.

Manager-Coach: That sounds like it could be a good thing to do. Is there
anything else you can think of that you might be willing to do?

Team Member: I could observe Sarah to see what appears to excite her
when she shows curiosity and when she is less energized. This might be
helpful as I get to know her better, and it might give me some data that
I can share with her.

Listening for
Understanding
Asking Powerful
Questions

Manager-Coach: That sounds like several possible action steps. What Step 5:
specific actions do you plan to take based on this insight? Action
Planning

Team Member: I'll schedule a meeting with Sarah within the next week
and actively listen to understand their aspirations better. Then, I'll adapt
my motivational strategies based on what I learn.

Manager-Coach: How do you plan to sustain these changes in your
approach to keep Sarah motivated?

Listening for
Understanding
Asking Powerful
Questions
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Table 12.3 (continued)

Dialogue Coaching  Coaching
Process Skill(s) Applied
Step

Team Member: I'll ensure ongoing communication and revisit these

discussions regularly to align Sarah’s motivations with our team’s

objectives.

Manager-Coach: How will you evaluate the effectiveness of these new

strategies?

Team Member: I'll track Sarah’s engagement, productivity, and overall

attitude to see if there’s a positive shift after implementing these

changes.

Manager-Coach: That’s a comprehensive plan. I’'m confident these

structured steps will quide you toward a more practical approach to

motivating Sarah.

Manager-Coach: Does this conversation meet your needs to develop a plan  Step 6: Listening for

to help motivate Sarah? Summary Understanding
and Asking Powerful

Team Member: Yes. It was exactly what I needed. Agreement  Questions

Manager-Coach: Great! So, as we wrap up, please summarize your insights
from this conversation and your action plans.

Team Member: I've gained some confidence in my approach. I plan to
observe Sarah more carefully, meet with her to share my feedback and
work with her to create a plan of action. I will also ask her what, if any,
support I can give her.

Summary

Change coaching is a helping relationship focused on helping individuals and teams
develop capabilities, apply those capabilities to improve performance, and transform
individually and collectively. The six-step coaching process and six coaching skills can
be used to effect sustainable behavioral and organizational change. Manager-coaches
encounter numerous challenges that can be overcome by shifting mindsets, applying
a coaching process and skills, and continuously developing.

Manager-coaches who adhere to these seven principles of coaching mindsets can
effectively support their team members’ growth and development:
1. Create a safe and brave space.
2. Focus on the team member’s agenda.
3. Facilitate and collaborate.
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Promote mastery through self-awareness.

Balance personal development and organizational priorities.
Promote learning and growth from experiences.

Model what you coach.

S

A Conversation with Michele Langford
Healthcare Executive with an Integrated Healthcare System

This conversation was recorded and transcribed, then edited for clarity and conciseness.

John Bennett (JB): In addition to leading a team of about 40 people, a large part of your job is to
work with executives across the healthcare system. Both probably involve a lot of coaching in both
formal and informal ways. Is that correct?

Michele Langford (ML): It is just part of what I do every day. . . . It’s informal, yet it has been very
intentional as part of my leadership approach.

JB: How are you approached, and how do you approach others?

ML: I will approach others, and then others approach me. Many times I will have somebody reach out
and ask if I have a few minutes to talk. It could be something as small as something that just hap-
pened in a meeting, and they want to debrief their experience and talk about what happened and how
that may look different. . . . There are team members across the organization that will reach out and
say, “I just need somebody to talk to as a mentor or for advice.” My natural approach to these conver-
sations is to use a coaching mindset, skills, and process. It just comes naturally in interactions through-
out every day.

JB: How do you show up so that people would even want to reach out to you, particularly those not in
your direct line of responsibility and accountability?

ML: I've been with the organization for an extended period, and people know me and know that
about me. . . . One way I show up is I am very open. I am not judgmental. People know that they can
talk to me about anything. I'm also trustworthy in that I don’t share that information outside. And I
think ’m known for being able to navigate organizational complexity. I believe that my leadership
brand is what draws those conversations to me.

JB: And when you’re having that kind of conversation, how would you assess if you’ve been effective?

ML: I am a big believer in feedback, so I often will ask for feedback. But instead of just saying, “Give
me some feedback about what I just said to you,” I have adopted the question, “What do you take
away from this conversation?” And I have an opportunity to observe behaviors. Because I know what
they’re working on, I can watch for that and gather additional data throughout the organization. I also
notice if I get a second call from the person. Do they call and say, “I want to tell you I'm excited about
what just happened,” or “I tried that first option we discussed, which didn’t work so well. Can you help
me think through option B?”

JB: How did you develop your skills in coaching?
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ML: First and foremost, I have been coached. That’s a great way to learn the value of such skills. I have
completed graduate courses related to coaching and completed a certificate in coaching at Queens
University of Charlotte. That program gave me a framework and theories to consider coaching as a
discipline. So that helped develop those skills and mindsets. I have observed and learned from other
coaching-oriented leaders. 've learned from what works; sometimes, I've been not so good, and those
have been very powerful. I was learning to refine those skills and do something better the next time. I
have pursued training where there are other coaches, such as Enneagram training. I have put myself
in communities of other coaches. This is a great way to continue learning and have individual conver-
sations with them. And then the other two things: feedback and reflection. I've mentioned the power
of feedback. And I have developed coaching skills based on feedback that I have been provided. And
one of the most powerful things I’'ve done is to stay in a state of reflection and continue learning
about coaching, mindset, skills, and ways of being.

JB: You’ve talked about having a coaching mindset. What does that mean?

ML: A coaching mindset is about approaching a situation with the mindset of asking more questions
than telling, so it’s a mindset of curiosity. . . . It’s a mindset of meeting the individual or the team
where they are and not directing them to an answer that I have already come up with. I think it’s a
mindset of openness and just showing up and being present.

)B: Thank you! In a busy organization with so much activity and pressure for continuous improvement
and growth, I'm curious how coaching as a manager shows up. How is the role of the manager-coach
embraced?

ML: In the past five years, the organization has developed a coaching for leaders program and curricu-
lum. We are trying to show what it means to be a coach as a leader of people. So there has been some
use of the word and some content created. It’s not used daily, but the organization embraces coach-
ing. Even though it’s not formal, we’re adopting a coaching mindset. Leaders who use this mindset are
consistently identified as strong leaders and leaders with significant leadership competency. It is
about coaching for results, which is a tricky balance. My focus, for example, is not just on the individual
agenda. ’'m always working in the context of the organization, what results the organization needs.

JB: It sounds like you and other leaders are expected to keep the business’s outcomes and perfor-
mance in mind and develop the capabilities of the people doing the work.

ML: That is correct. And I see every task as an opportunity for that.
)B: What challenges have you observed or experienced using this approach as a manager/leader?

ML: There are a few. One is a challenge of expectations. When team members reach out and say they
want to have this conversation, often they do not understand how the coaching conversation will be
handled or what to expect. So, I'll talk with them about what the conversation really is going to be and
what they can expect. Often, team members will say they are coming to me because they want to tell
me the answer to a question and what to do. I think that’s a challenge, and the conversation has to be
navigated appropriately to say, “Here’s the purpose of this conversation” or “I've heard what you’re
asking. This is how I am planning to approach this [which does not include providing you with an an-
swer] . . .. Is that OK?” That can challenge the person coming to me for help because they were ex-
pecting an answer, and I plan to help them discover a solution for themselves.

Another is the challenge of time. As we’ve already acknowledged, there is a balance of developing
people, asking questions and getting a job done, delivering results, and producing outcomes in a par-
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ticular period. Time pressures often challenge the coaching approach. Given the compressed timeline,
a more direct leadership approach or style is often necessary. I think the other challenge is when per-
formance issues are well beyond the need for coaching. So when it is time for disciplinary action,
there’s always the challenge of having to flex styles to say this is needed. . . . This leadership approach
needs to be more directive and less coachlike.

JB: You are describing the movement between coaching and managing. It seems like a continuum.

ML: That’s right. There are times when I need to expect an immediate shift in behavior or a situation
where I need to direct action as a leader. As a strong leader, you work that full continuum. You . . .
have to understand what the situation requires of you, and you know it comes back to your best use
of self.

JB: I'm guessing that continuum you describe would have coaching on one end and directing on the
other end, there are probably some things like teaching, supporting, and nurturing that go in between.

ML: I think that’s right. I think advising fits in there. I believe . . . even the word consulting could be in there.

JB: You’ve discussed how people come to you for coaching and how the organization values a coach-
ing approach. How have others responded to your use of coaching in your manager role?

ML: So first, I would say appreciative of the time, the openness, and holding of space for a conversa-
tion. I think people are empowered, feel energized, and feel ready to act. They feel unstuck, prepared
to move forward, and respond with greater confidence in what they’re preparing to do. And one of the
most incredible responses that I have experienced is seeing others start to adopt that coaching ap-
proach when leading others.

JB: Can you think of a time when you used coaching as a manager and give me an understanding of
that experience?

ML: I have examples of team members seeking to develop, enhance their performance, and transform.

For a focus on development, I had a new team member, a new college graduate, and he was in-
credibly curious about what work life and the work world were all about. He was still in this discovery
mode of who he was and what he wanted to do. So I used lots of conversations to help him identify
what he was interested in and what he would like to do, and he developed the plan for exploration,
making sure that he didn’t pigeonhole and think that he had the answers at such an early stage of his
career. The plan included getting to know other leaders, learning from their experiences, exploring
other jobs, and having different positions within the organization. That led him to go back to school
and be around other folks. He changed jobs, and he has carried that framework with him. I have
watched him accept several positions and try different hats, and he continues to come back to me to
want to check in, tell me what he’s done, and learn from all of those experiences.

I have a direct report who has been given feedback about finding his voice. He got feedback about
how skilled he is. He’s an expert. However, I don’t hear his voice in meetings, and I used a coaching
approach to share that feedback and then explore ways that feel natural to him to use his voice in
meetings. The outcome is that people are wowed by what he says in meetings. I observe people listen
to what he says he has seen as their thought partner on many issues, and that stems from the change
he made in finding his voice to being more comfortable, particularly in a room with executives.

In terms of transforming, I think about a leader I have worked with who was promoted to a much
more significant role. And through a coaching process and conversation helped her identify a frame-
work for what it means to move from a manager of a facility to a manager of the markets. We worked
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to determine what skills would be required. The leader created a way to get feedback from her direct
reports and others, then stayed focused on those necessary skills. This provided a foundation for her
development to operate successfully at a higher level.

JB: What is the value of coaching in your leadership and management role?

ML: Number 1, I believe it’s a way to value others. It feels like an investment in a team member or the team.
That’s one of the most significant values, but others include instilling confidence, creating trust, helping
others grow, and developing other leaders for the organization. I take great pride in growing leaders for the
organization. And I think using this approach is a valuable way to get there. It gives me more and broader
insights. Being open to a conversation and hearing what others are experiencing gives me insights that I
can be an even stronger leader and learn and grow from those experiences. I think the value is in authentic
connections and engagement. Overall the value, for me personally, is being a better leader of people.

)B: What advice would you offer someone who’s a leader manager who’s considering using a coach-
ing approach?

ML: Dive deeply into understanding a coaching approach and how it differs from others. Another sug-
gestion is to realize that as leaders, we’ve got to use a variety of approaches. . . . Understand it can’t
be all coaching.






Part III: Special Considerations






Chapter 13
Coaching Across Differences

Men often hurt each other because they fear each other, they fear each other because they do not
know each other; they don’t know each other because they can’t communicate; they can’t commu-
nicate because they are separated.

—Rev. Dr. Martin Luther King, Jr.

We live and work in a global society. Organizations and the communities in which
they are based are more diverse than ever. Manager-coaches work with leaders from
various cultural backgrounds and all experience levels. It is, therefore, increasingly
important that manager-coaches understand differences and how they influence the
mindsets and behaviors of the manager, team members, and organizations.

Coaching is a powerful tool used to help individuals reach their full potential.
Coaching across differences is the practice of coaching individuals who come from
different backgrounds, experiences, cultures, and identities. Coaching across differen-
ces can be challenging due to the differences in communication styles, values, and ex-
pectations of the coach and the team members. However, coaching across differences
can also be rewarding as it helps the manager-coach and the team members develop
a deeper understanding of each other’s perspectives and values.

As human beings, we have many identities. Individual identities are how we see
ourselves—e.g., accountant, lawyer, teacher, professional, caring, kind, and thoughtful.
Cultural identities include our communication style, conflict style, preference for indi-
vidualism or collectivism, task and relationship orientation, and leadership style. A
third set of identities is social. This is how others see us and ascribe meaning to those
identities in the context of society. The value of one identity group over another is de-
fined socially, meaning it varies by culture—e.g., the United States, Western Europe,
and Asia. The social identities differentiated in the U.S. include race, gender, sexual ori-
entation, class, religion, nationality, age, and ability. Preference may be afforded to one
dimension of one of these identities over another—e.g., U.S. citizen over immigrant;
white over black, people of color and indigenous people; male over female. These so-
cially constructed differences lead to privilege or power for the dominant social identi-
ties compared to the subordinated social identities.

Inequity, exclusion, covering, and a sense of not belonging are rampant in organiza-
tions of all sizes. As Radd et al. (2021) note, “. . . the problem lies in the system and the
inequalities are symptoms and results. In other words, although Inequality breeds ineq-
uity, it is not the cause but the result of a system set up to produce inequities” (p. 9).
Inequality is a systemic issue that permeates relationships at various levels of organiza-
tions, including the individual and interpersonal, institutional, structural, and historical.

At the individual and interpersonal levels, racism and other forms of discrimina-
tion involve overt, intentional acts of personal meanness, exclusion, and unfair treat-
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ment. Everyone carries unconscious biases, which contribute to negative judgment, ex-
clusion, and discrimination. Equality means everyone receives the same treatment and
access. Equity means people get the treatment they need and access tailored to meet
them where they are. At the organizational level, the laws, rules, processes, and organ-
izations we use to engage in schooling and other aspects of our lives all work to con-
tinue historical and current patterns of inequity. At the structural level, how our
system of education, and our entire society for that matter, are built and organized pre-
dictably leads to the types of disparate outcomes that exist today. And at the historical
level, the problems we face today have their roots in centuries of human experience.
Histories inform what you think, how you feel, and how you react. Leaders at all levels
are responsible for actively fostering cultures of equality, inclusion, and belonging.

This chapter explores the challenges and opportunities of coaching across differen-
ces. It discusses the importance of cultural competence and empathy in coaching across
differences and defines and describes various terms and concepts related to diversity,
equity, inclusion, and belonging. It identifies and describes nine common social identi-
ties and explains why and how differences matter. It explores these concepts and iden-
tities in the context of coaching by managers. In also discusses the dynamics of
differences between manager-coaches and team members, as well as challenges and
strategies for coaching across differences.

Opportunities for Coaching Across Differences

To be valid, a perspective on culture needs to be of practical value in helping individuals

1) navigate a broad spectrum of differences, 2) understand the fundamentals of various

cultures and cultural interactions, and 3) translate this understanding into personal he-

haviors and organizational expectations. Awareness of culture at the individual, group,
and organization levels can help a manager-coach observe and work with team members
on specific behaviors or attitudes that affect their success, both positively and negatively.

Coaching across differences also presents many opportunities for the coach and
the client. Some of the possibilities include:

— Learning: Coaching across differences allows the coach and the team members to
learn from each other. The coach can learn about the team member’s culture, expe-
riences, and values. The team member can also learn about the manager-coach’s
culture, experiences, and values.

- Empathy: Coaching across differences requires empathy from the coach and the
team member. Empathy is the ability to understand and share the feelings of an-
other. When the manager-coach and the team members demonstrate empathy to-
ward each other, it can strengthen the coaching relationship and lead to tremendous
success.

— Diversity and Inclusion: Coaching across differences can promote organiza-
tional diversity and inclusion. When managers coach individuals from different
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backgrounds and cultures, it helps create a more inclusive and welcoming envi-
ronment for everyone.

Improved Communication: Coaching across differences can help improve com-
munication skills for both the coach and the team members. By working with in-
dividuals from different cultures and backgrounds, manager-coaches can better
understand how to effectively communicate with people with varying communi-
cation styles.

Personal Growth: Coaching across differences can also promote personal growth
for the manager-coach and the team members. By working with individuals with
different perspectives and experiences, manager-coaches can challenge their as-
sumptions and beliefs and develop a greater sense of empathy and understanding.
Increased Creativity: Coaching across differences can also improve creativity
and innovation. When individuals with different backgrounds and experiences
work together, they are more likely to generate new ideas and solutions.

Cultural Competence: Coaching across differences requires cultural competence
from the manager-coach. Cultural competence is understanding, appreciating,
and effectively working with individuals from diverse cultures. When the man-
ager-coach demonstrates cultural competence, it can lead to a deeper understand-
ing of the team member’s experiences and needs. Cultural competence involves
developing an awareness of one’s own cultural biases and assumptions, as well as
learning about and respecting the cultures of others. This skill is becoming in-
creasingly important in today’s globalized world.

According to Sue et al. (2022), cultural competence involves five essential elements:
Self-Awareness: Manager-coaches must first develop an awareness of their cul-
tural biases, assumptions, and values

Knowledge of Difference Cultures: Manager-coaches must learn about the cul-
tures of their team members and develop an understanding of their experiences,
beliefs, and values.

Understanding of the Dynamics of Power and Privilege: Manager-coaches
must understand how power and privilege can impact the coaching relationship
and the experiences of their team members.

Cross-Cultural Skills: Manager-coaches must develop skills to effectively com-
municate and work with individuals from diverse cultures.

Commitment to Social Justice: Manager-coaches must be committed to promot-
ing social justice.

Improved Organizational Performance: Coaching across differences can also
improve organizational performance. When manager-coach can effectively coach
individuals from different backgrounds and cultures, it can help improve team-
work, collaboration, and productivity within organizations.
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Coaching across differences presents many opportunities for the coach and the client to
learn, grow, and improve. By embracing diversity and working with individuals from
different backgrounds and cultures, coaches can develop a greater sense of empathy
and understanding, which can help create more inclusive and effective organizations.

Challenges of Coaching Across Differences

Coaching across differences can present many challenges for the manager-coach and
the client. Some of the challenges include:

Communication Styles: Communication styles can differ across cultures. For ex-
ample, some cultures prefer indirect communication, while others prefer direct
communication. This can create misunderstandings and misinterpretations.
Values: Values can also differ across cultures. For example, some cultures may
value individualism more, while others may value collectivism. This can affect
the goals and expectations of the coaching relationship.

Expectations: Expectations of the coaching relationship can also differ across
cultures. For example, some cultures may expect the coach to be more authorita-
tive, while others may desire the manager-coach to be more collaborative. This
can affect the coaching style and approach.

Identity: Identity can also affect the coaching relationship. For example, individ-
uals who identify as LGBTQ+ may have different experiences and challenges than
individuals who identify as heterosexual. This can affect the goals and approach
of the coaching relationship.

Power Dynamics: Power dynamics can also affect the coaching relationship. The
employer-employee power dynamics are present in any managerial coaching re-
lationship. Manager-coaches from a dominant culture may have more power in
the relationship than clients from a marginalized culture. This can magnify any
trust and rapport issues.

Unconscious Bias: Manager-coaches may have unconscious biases that affect
their ability to effectively coach team members from different backgrounds and
cultures. These biases can lead to assumptions and stereotypes about the team
member’s experiences and perspectives, which can affect the quality of the coach-
ing relationship.

Lack of Cultural Competence: Manager-coaches may lack the necessary cultural
competence to effectively coach team members from different backgrounds and
cultures. This can lead to misunderstandings, misinterpretations, and a lack of
empathy and understanding between the manager-coach and the team member.

Coaching across differences can be challenging due to the differences in commu-

nication styles, values, expectations, identity, power dynamics, unconscious bias, and
cultural competence. However, by acknowledging these challenges and developing
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strategies to address them, coaches can effectively coach clients from different back-
grounds and cultures and help them achieve their goals.

Key Terms and Concepts

Terms and concepts related to diversity, equity, inclusion, and belonging continue to
evolve and may not have a universal understanding. Here are some key terms and con-
cepts with definitions that you should be familiar with as you work with team members.

Ally: Someone who advocates and supports a community other than their own. Allies
are not part of the communities they help. A person should not self-identify as an ally
but instead show that they are one through action.

Belonging: “. . . your sense that you are part of something greater than yourself that
you value and need and that values and needs you back. In other words, belonging
creates a strong sense of connection, reciprocity, and shared value. . . . A culture of
belonging is built on access, reciprocity, and sharing of power and opportunity. It is
not a culture that excludes anyone based on social identity, though it might set clear
parameters around employee orientations, motivations, and aspirations” (Miranda-
Wolff, 2022, p. 8).

Bias: A preconceived or irrational tendency, trend, inclination, feeling, or opinion.
Prejudice is taught by the socialization practices one is exposed to.

BIPOC: Black, Indigenous, and People of Color.

Class: A social stratum sharing essential economic, political, or cultural characteris-
tics and having the same social position.

Covering: This is downplaying your differences relative to mainstream perceptions
in ways that are costly to your productivity and sense of self in the workplace.

Cultural dominance or dominant social identity: Supremacy on a given dimension
of diversity. The condition of being culturally dominant. Cultural dominance equals
rule, control, power, and authority.

Culturally subordinated or subordinated social identity: A status imposed by a
culturally dominant social identity group onto another group it deems inferior to it-
self. Subordination is done to a group. No group voluntarily subordinates itself.

Critical Race Theory (CRT): What began as a legal theory in the 1970s is now a col-
lection of activities and scholars who study transformational relationships among
race, racism, and power. This approach has spread to other disciplines, such as politi-
cal science, ethnic studies, sociology, theology, and healthcare (Delgado & Stefancic,
2017). Today, CRT is a cross-disciplinary examination of how laws, social and political
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movements, and media shape, and are shaped by, social conceptions of ethnicity and
race. The word critical in the name is an academic reference to critical thinking and
critical theory rather than criticizing or blaming people.

Diversity: The de-facto state of differences among human beings in social space. The
practice or quality of including or involving people from various social and ethnic
backgrounds and different races, genders, sexual orientations, etc.

Dominant: Supremacy on a given dimension of diversity, such as culture or social
identity. Cultural dominance equals rule, control, power, and authority.
Equity: Everyone gets what they need; fairness, impartiality, absence of favoritism.

Ethnicity: An ethnic-social group with a distinctive culture, values, religion, lan-
guage, etc.

Exclusion: The opposite of inclusion. It involves conscious and unconscious acts that
place some individuals or groups of individuals outside the sphere of power, knowledge,
opportunity, collaboration, partnership, decision-making, and career advancement.

Gender: A socially constructed system of classification that ascribes feminine or mas-
culine characteristics to people.

Gender identity: A person’s internal sense of themselves as a specific gender—girl/
woman, boy/man, etc.—irrespective of their biological sex.

Implicit bias: Having prejudice and stereotypes without intending to do so and acting
based on the bias.

Inclusion: Allows individuals with different identities, skill sets, beliefs, and experien-
ces to feel they belong within the group because they are valued, relied upon, wel-
comed, and empowered. Inclusion is also the ability to interact with people in a way
that makes them feel they belong, are valued, and are welcome to be themselves.

Intersectionality: A term coined by law professor Kimberlé Crenshaw (1989) to de-
scribe how multiple systems of oppression interact in the lives of those with multiple
marginalized identities. The notion is that no one can be identified by only one dimen-
sion of diversity and social group identity. Instead, each of us has multiple social
group identities and lives from a nexus where all our identities intersect. Intersection-
ality examines the relationships between various marginalized identities and allows
us to analyze social problems more thoroughly, shape effective interventions, and
promote inclusive advocacy among communities.

JEDI: An abbreviation that represents Justice, Equity, Diversity and Inclusion.

Marginalize: To push someone out to the margins of social space or activity because
of stereotypical assumptions about that person’s intelligence, competence, capability,
or overall desirability.
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Microaggressions: Subtle but offensive comments or actions directed at a culturally
subordinated group. Often unintentional or unconscious, they insult, invalidate, or ex-
clude marginalized groups and reinforce stereotypes.

Prejudice: A preconceived unfavorable opinion or feeling about someone formed
without knowledge, thought, or reason. It is a “prejudgment about another person
based on the social groups to which that person belongs. Prejudice consists of
thoughts and feelings, including stereotypes, attitudes, and generalizations that are
based on little or no experience and then are projected onto everyone from that
group. Our prejudices tend to be shared because we swim in the same cultural water
and absorb the same messages” (Diangelo, 2018, p. 19).

Privilege: Is . . . unearned benefits given to individuals with particular socio-cultural
identities—white privilege, male privilege, heterosexual privilege .. .” (Radd, et al,,
2021, p. 51). It is the other side of oppression. Privilege and oppression affect each
other, but they do not negate each other. Privilege describes what everyone should
experience and is understood in the context of power systems. A person with privilege
may have worked hard to earn their privilege.

Race: The Swedish botanist Carolus Linnaeus created a taxonomy of differentiated
races within humanity in the mid-1700s. A German anthropologist, Johann Blumen-
bach, turned Linnaeus’s taxonomy into a hierarchy, putting “Caucasian” at the top
and “Negroid” at the bottom. Scientifically speaking, there is only one race: the
human race. “Race,” as currently understood, is a social construction.

Racism: . . . a marriage of racist policies and racist ideas that produce and normalize
racial inequities” (Kendi, 2019, p. 18). It is institutional, structural, and systemic.

Sexual orientation: A person’s physical, romantic, emotional, aesthetic, and other
form of attraction to others. Trans people can be straight, bisexual, leshian, gay, asex-
ual, pansexual, queer, etc., just like anyone else. For example, a trans woman who is
exclusively attracted to other women would often identify as leshian. In Western cul-
tures, gender identity and sexual orientation are not the same.

Social identity: The portion of an individual’s self-concept derived from membership
in a social group.

Socialization: The process of learning how to behave in a way that is acceptable to
society. It mostly happens in the context of family and home of origin.

Stereotype: A widely held but fixed, oversimplified, and to some extent erroneous
image or ideas of a person or group. Stereotypes are based on very little data and are
related to assumptions and implicit bias.

Structural inequality: The combination of privilege, exclusion, power, and oppres-
sion in all levels, facets, and functions of cultures, societies, systems, and organiza-
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tions. When exercised, these factors confer favor, privilege, or benefit for one group
(dominant) over other groups. Structural inequality is supported through visible and
hidden policies, programs, rules, norms, assumptions, and attitudes. The behavior cre-
ates, sustains, and contributes to the existence and continuation of bias, discrimina-
tion, and dominance in all areas of society, culture, or system (Royal, 2010).

Dominant and Subordinated Identities

Human beings are comprised of many intersecting identities. For example, a person
may be black, female, heterosexual, upper class, and Christian. Another person may
be Hispanic, male, gay, and Buddhist. The combination of social identities intersects
to form how people view themselves and are viewed by others.

Dominant identities—those with power and privilege—and subordinated identi-
ties—those with less power or privilege— are culturally defined. The dominant iden-
tity groups tend to seek to maintain the status quo. Their privilege and entitlement
are invisible. They may not see other peoples’ differences and different experiences,
and they may believe everyone can achieve (meritocracy). “The concept of privilege
violates everything we’ve been told about fairness and everything we’ve been told
about the American Dream of hard work paying off and good things happening to
good people” (Oluo, 2019, p. 63). Those with subordinated (not subordinate) identities
use energy to manage themselves with the privileged group. They may work to con-
form to dominant group practices, internalize stereotypes and assimilation as a sur-
vival strategy, tend to seek support groups, and withhold feelings and thoughts to
minimize risks. They may also collude with the dominant group.

Ijeoma Oluo (2019) notes the following examples of how those in subordinated
identity groups are disadvantaged in the United States.

“Black sounding name”: 4 times less likely to be called for a job interview.

—  White women make 83 cents for every white man’s dollar.

- Hispanic women earn 58 cents for every white man’s dollar.

— Black men earn 73 cents for every white man’s dollar.

— Hispanic men earn 69 cents for every white man’s dollar.

- An average of 16% of black and 7% of Hispanic students are suspended each year,
compared to 5% of white students.

The following Table 13.1 lists nine social identities, dominant or privileged groups,
and the subordinated groups.



Table 13.1: Big 9 Social Identities.

Practical Strategies for Coaching Across Differences =—— 189

Dominant/Privileged

Social Identities

Subordinated

White

Race

People of Color

Angelo

Ethnicity

Indigenous

Cisgender male

Gender Expression

Cisgender female, nonbinary,
transgender

Middle aged

Age

Young and Id

Heterosexual

Sexual Orientation

Lesbian, gay, bisexual

United States

Nationality/National

Europe, Australasia, Middle

Origin East, Africa
Christian Religion Muslin, Hindu, Jewish
Able-bodied Ability Disabled

Executive, top 5% of wage earners,

Economic Status

Hourly, “blue collar”

“white collar”

Practical Strategies for Coaching Across Differences

Everyone has preferences, makes assumptions, has mental models, and is biased. A
simple example is how you like your food prepared. Some people like a steak cooked
rare, while others like it prepared medium-well or well done. When our preferences
are unmet, we may conclude the restaurant is not competent, so we stop going there
or recommending it to others. At a personal level, our past experiences, values, and
beliefs help shape our preferences. Some of these preferences may result from a con-
scious choice, while others are unconscious. These preferences lead to biases for or
against something or someone.

These biases may draw us toward or away from options. Examples of affinity bias
include decisions about who a leader decides to interview for an open position, who
is promoted, and who gets special project assignments that will help advance their
career. Less obvious affinity biases include who you invite to lunch or coffee, share
information with, invite to social events, or offer to mentor. Subtle affinity biases in-
clude with whom you make eye contact during a meeting and the people you shake
hands with, recognize as credible sources of information, or go to for advice. Man-
ager-coaches should continuously seek to identify and address their biases while help-
ing team members do the same.

As noted in chapter one, the goals or agenda for coaching can be organized into one
or more of three categories: performance, development, and transformation. Table 13.2
shows examples of specific areas of focus related to coaching across differences.
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Table 13.2: Examples of Focus for Cross-Cultural Coaching.

Focus of Individual Group or Team
Coaching
Performing -  Developing the ability to lead or - Improving team performance in
succeed in a diverse, multicultural diverse, multicultural, or global
environment (skills such as settings.
interviewing, managing performance, -  Leveraging the effectiveness and
handling conflict, delegating, etc.). business relevance of employee
- Improving awareness or behavior in networks or resource groups.
interpersonal communications and - Enhancing performance and
inclusion. innovation through expanded team
- Performing effectively in a diverse, membership (or alliances).
multicultural team. - Increasing awareness of team
- Improving critical business skills in a members’ differences, capabilities,
diverse, global context (such as and contributions, leading to
negotiation and selling skills, building improved effectiveness or productivity.

and sustaining client relationships, etc.).

Developing - Developing global leadership - Leading global teams.

capabilities and building global - Developing and sustaining practical
mindsets. team norms.

- Increasing strategic and global - Developing or leveraging more-
thinking. effective stakeholder relations/

- Building effective networks and alliances with other teams or groups.
strategic relationships. - Enabling virtual cross-functional

- Examining “self as an instrument of collaboration and teamwork.
change.” - Exploring team “self-management”

- Identifying “stretch” opportunities. (i.e., leaderless teaming).

- Enhancing individual fit and
performance in cultural transitions.

Transforming -  Developing the ability to notice and - Building an effective global strategy.
adapt to various cultures and - Establishing effective alliances,
environments, to fit in easily and collaboration, and teamwork at the
quickly, and to contribute at all levels trans-organization, multi-country, or
of an organization. cross-industry levels.

- Building capacity and bandwidth to
function successfully with higher levels
of responsibility and power.

- Demonstrating successful contribution
or leadership in a new or different
arena (level, region, customer, product
type, etc.).

(Bennett and Bush, 2014, adapted from the TMC/Berlitz paper, “The Concept of Culture,” 2009)
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Manager-coaches can use several practical strategies when coaching across differen-

ces to ensure an effective coaching relationship. Some of these strategies include:

— Develop Cultural Competence: Manager-coaches should develop cultural compe-
tence, including understanding their own cultural biases and assumptions and
being open to learning about other cultures. They can do this by attending training
sessions, reading books, and engaging with individuals from diverse backgrounds.

— Build and Maintain Rapport and Trust: Manager-coaches should establish trust
by building rapport and demonstrating empathy. You can do this by actively lis-
tening, asking open-ended questions, and respecting team members’ experiences
and needs.

— Understand the Client’s Context: Manager-coaches should take the time to un-
derstand the team member’s context, including their cultural background, values,
and experiences. This includes awareness of any unique challenges or barriers
the team member may face due to their identity or background.

— Be Flexible: Manager-coaches should be willing to adapt to the team member’s
communication styles, values, and expectations. This includes being open to ad-
justing your coaching style and techniques to better suit the team member’s
needs and preferences.

— Use Inclusive Language: Manager-coaches should use inclusive language, includ-
ing avoiding assumptions about the team member’s identity, using gender-neutral
language, and avoiding language that may be offensive or insensitive.

— Seek Feedback: Manager-coaches should seek feedback from their team mem-
bers about the coaching relationship and process to identify any areas for im-
provement and ensure the coaching relationship is effective and beneficial for
team members.

— Use Open-Ended Questions: Manager-coaches should ask questions that encour-
age team members to share their experiences, perspectives, and goals. This can
help build a deeper understanding of team members’ context and create a more
effective coaching relationship.

— Avoid Stereotypes and Assumptions: Manager-coaches should be open to learn-
ing about team member’s unique experiences and perspectives.

— Acknowledge and Address Power Dynamics: Manager-coaches should actively
work to create a more equitable coaching relationship.

— Co-creating a Brave Space: Adapting this approach from education, manager-
coaches should invite and embrace controversy related to diversity, equity, inclusion,
and belonging, and critically interrogate reasons people want to opt out of uncom-
fortable conversations. You should acknowledge when a perceived attack is, in fact,
just a challenge, own your intentions and impacts on others, and “unpack the com-
mon wisdom of respect to investigate whether our concrete expectations of respect
perpetuate social hierarchies . . .” (Pawlowski, 2019, p. 66).
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Summary

Overall, coaching across differences requires coaches to be culturally competent, flex-

ible, and adaptable in their coaching approach. Here’s how to build those skills:

- Acknowledge your preferences, biases, prejudices, and privileges, and work to ad-
dress them.

- Seek to understand the unique experiences of others.

—  Foster trust and bravery for team members to bring their whole selves to work.

— Value differences.

— Adjust your approaches to meet the needs of subordinated identities.

- When in doubt about how to interact with another person, ask them from of a
place of curiosity.

Practical strategies that manager-coaches can use to coach team members from differ-
ent backgrounds include:

—  Building rapport and trust

— Understanding the team member’s context

- Using open-ended questions

- Avoiding stereotypes and assumptions

—  Acknowledging and addressing power dynamics

- Seeking feedback
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Specialty Coaching

Empowering involves setting clear expectations, inviting risk-taking, and being a resource.
—Heather Younger, 2021

Leaders and team members have abundant opportunities to apply coaching principles
and skills in their interactions with individuals and teams. In addition, managers and
human resource professionals have opportunities to initiate coaching services using an
internal or external professional coach for themselves or others. This chapter focuses
on special coaching circumstances from the manager’s perspective. These circumstan-
ces include peer coaching, team coaching, and supporting a coaching engagement con-
ducted by an external executive coach. This chapter defines these situations and offers
guidance for managers.

Coaching Peers

Peer coaching has emerged as a powerful tool in the realm of managerial leadership,
blending the benefits of coaching with a collaborative and reciprocal approach. It ex-
amines the origin and principles of peer coaching, as well as its effect on professional
growth and team success. This is a comprehensive understanding of the dynamics,
challenges, and advantages associated with peer coaching for managers by exploring
relevant literature, case studies, and empirical research.

The traditional hierarchical model of managerial leadership has given way to
more collaborative and inclusive approaches. In this context, peer coaching has
gained prominence as a valuable strategy for professional development. Peer coach-
ing involves reciprocal relationships in which managers, serving as both coaches and
coachees, engage in reflective conversations, share experiences, and collaboratively
work toward individual and collective goals. Peer coaches encourage more experien-
tial learning while mentors are expected to have a higher level of knowledge that
they can pass on to the protégé. Parker et al. (2018) define peer coaching as “a focused
relationship between individuals of equal status who support each other’s personal
and professional development goals” (p. 4).

Peer coaching draws inspiration from various coaching models and adult learning
theories. Its roots can be traced to the principles of adult learning, where self-
directedness, experience, and problem-solving take center stage (Knowles, 1980). Addi-
tionally, peer coaching incorporates elements of the change coaching model described
earlier in this book, focusing on setting goals, exploring reality, generating options, and
identifying ways forward. The essential principles of peer coaching encompass trust,
reciprocity, confidentiality, and a shared commitment to continuous improvement.

https://doi.org/10.1515/9783111002415-014
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The foundation of peer coaching lies in establishing trust between participants.
Trust allows for open and honest communication and creates a safe space for manag-
ers to share their challenges, successes, and aspirations. Reciprocity is equally vital, as
each participant takes on the dual role of coach and coachee. This reciprocal relation-
ship fosters a sense of equality and shared responsibility for each other’s professional
growth. Peer coaching relies on the principle of confidentiality to ensure that discus-
sions between managers remain private and secure. This creates an environment
where individuals feel comfortable being vulnerable, seeking feedback, and exploring
solutions without fear of judgment. The nonjudgmental nature of peer coaching en-
hances the quality of reflective conversations and contributes to a culture of openness
and mutual support (Showers & Joyce, 1996).

At the heart of peer coaching is a shared commitment to continuous improve-
ment. This emphasis aligns with the principles of lifelong learning and professional
development (Hawkins & Shohet, 2012). Peer coaching provides a structured frame-
work for managers to actively pursue their professional goals and refine their leader-
ship practices.

Peer coaching provides a supportive framework for reflective conversations with
peers that help managers gain a deeper understanding of their strengths, weaknesses,
and leadership style. This self-reflection helps managers recognize the values, beliefs,
and biases that may affect their decision-making and interactions with team members
(Boud et al., 1985). The heightened self-awareness cultivated through peer coaching
lays the groundwork for targeted professional development.

Peer coaching enables team members to identify specific skills and competencies
that are crucial for their roles. Through collaborative goal-setting and feedback, team
members can tailor their professional development plans to address specific areas for
improvement. This targeted approach enhances the efficiency of skill development in-
itiatives, leading to tangible improvements in leadership capabilities. Engaging in
peer coaching builds confidence by providing team members with a supportive net-
work for discussing challenges and testing potential solutions. As team members re-
ceive positive reinforcement and constructive feedback from their peers, their self-
efficacy and belief in their ability to lead effectively are strengthened (Bandura, 1997).
This increased confidence positively influences their leadership presence and deci-
sion-making. Peer coaching allows team members to leverage the experiences and in-
sights of their peers. Learning from the successes and challenges of others accelerates
the learning curve, enabling team members to navigate complex situations more ef-
fectively (Yorks & Kasl, 2002). The exchange of experiences fosters a culture of contin-
uous learning and knowledge sharing.

A framework or structure for peer coaching can help guide the partnership be-
tween peers. Parker et al. (2018) apply a three-step model to peer coaching.

Step 1: Build the relationship by creating a positive holding environment through
mutual and compatible selection, check-in, working agreements, and by
being a critical friend.
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Step 2: Create success by building self-awareness, developing relational skills, re-
flecting on process, and social skills.

Step 3: Make peer coaching a habit through transference to other contexts, deepen-
ing connections, mutual learning, and relational mindset.

Knowledge, Skills, and Abilities

Peer coaching requires the same knowledge and skills as other forms of coaching. As
with all types of effective coaching relationships, the peer-coach should use effective
listening skills, ask exploratory questions, build trust, and maintain tact, confidential-
ity, and diplomacy. Establishing a safe, nonjudgmental, and encouraging environment
enables the client to explore all areas of development without fear of evaluation.

As the relationship deepens, the pair must preserve equality by providing develop-
mental feedback to each other. Developmental feedback is focused on the team mem-
ber’s goals, builds on strengths (skills and competencies), and prevents bad habits from
forming. Peer-coaching participants must actively work on the act of non-evaluation to
achieve and sustain that environment of equality throughout the engagement. The abil-
ity to practice new learned behaviors is also critical to peer coaching’s success. The op-
portunity to practice and reinforce new skills leads team members toward mastery.

Challenges and Solutions
While peer coaching offers many advantages, this type of coaching also presents
some challenges. Table 14.1 presents some of the challenges that you may encounter

when peer coaching, as well as potential solutions.

Table 14.1: Peer Coaching Challenges and Possible Solutions.

Challenges Possible Solutions
Trust: Lack of trust between the - Develop a mutually supportive relationship.
peers. - Foster a culture of openness and trust by using trust-building

behaviors (e.g., integrity, benevolence, and competence).

Knowledge, skills, and abilities: - Train team members how to coach, listen effectively and
Lack of coaching competence; poor provide constructive, non-evaluative feedback.
self-awareness or interpersonal - Establish and measure progress toward goals.
skills leading to dominance or - Maintain equality in the coaching partnership.

manipulation of the partnership; not
understanding how to set and
measure goals.

Model coaching skills.
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Table 14.1 (continued)

Challenges

Possible Solutions

Multiple roles: Dual roles of peer-
peer and peer-coach can be
confusing and can heighten power
differences between teammates.

Clarify the work that will be a part of the peer-coaching
relationship.

Establish boundaries for the coaching; keep the coaching work
in the setting of established coaching sessions.

Ensure regular check-ins to assess the peer-coaching process
and adjust as needed.

Power inequality: The peer-peer
relationship involves a nearly equal
distribution of power, and they are
no longer equals once one of them
seeks help from the other.

Ensure both participants are equal in role, tenure, and/or
experience.

Allow participants to select a peer with perceived equivalence.
Ensure that sessions are divided equally in terms of time and
attention to each partner’s issues, and that coaching goals are
similar in scope and duration.

Offer observation or supervision by a trained coach if the
partners are concerned about equality issues.

Organizations must create structures that mitigate power
differentials and ensure that peer coaching is truly a reciprocal
and collaborative process.

Coaching process: Ensure that
both partners are knowledgeable
about coaching and committed to
forming a strong, trust-filled peer-
coaching relationship.

Provide foundational coaching skills training and skill
development.

Allow peer coaching participants to select their own coaching
partners.

Ensure that regular “process checks” are built into the
coaching process, and opportunities for both partners to
discuss what is going well and what needs to be improved
about the interaction.

(Bennett & Bush, 2014)

The impact of peer coaching extends beyond individual managers. It influences

team dynamics, communication, and innovation. As organizations navigate the com-
plexities of the modern business landscape, embracing peer coaching as a fundamental
component of leadership development can position them for success. By addressing
challenges, investing in coaching skills, and fostering a culture of trust and collabora-
tion, organizations can leverage the power of peer coaching to cultivate a new genera-
tion of agile and effective managerial leaders. The case studies presented illustrate that
peer coaching is not merely a theoretical concept but a practical and impactful strategy
that can drive positive organizational change. Looking ahead, the continued exploration
of peer coaching’s potential and its integration into evolving leadership practices will
contribute to the ongoing transformation of managerial leadership in the 21st century.
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Coaching Teams

The role of managers has evolved beyond traditional hierarchical structures. Histori-
cally, the role of a manager was often perceived as a directive figure, issuing orders,
and overseeing tasks. However, leadership has evolved as organizations have shifted
toward flatter structures and more collaborative work environments. The traditional
authoritative model is making way for a more participative and supportive approach,
with an emphasis on coaching. The concept of a manager as a coach involves a shift
from a command-and-control model to one centered on empowerment, guidance, and
skill development.

A coach-style manager focuses on building strong relationships with team mem-
bers, fostering their professional growth, and creating an environment that encourages
continuous learning. This approach aligns with the principles of transformational lead-
ership, which emphasizes inspiration, motivation, and individualized consideration
(Bass & Riggio, 2006).

Successful organizations recognize the importance of fostering collaboration, com-
munication, and a positive team culture. Adopting a coaching mindset is one effective
way to do that. Consider that teams are more than a collection of individuals operating
independently. Teams are people working interdependently toward a shared purpose
using agreed-upon processes. This requires, for example, trust, leadership, communica-
tion, collaboration, commitment, and cooperation. Healthy teams can work through dif-
ferences and address conflicts in the work, processes, and interpersonal relations. Teams
do not just happen because members are assembled and given a task. They need to be
formed, developed, and supported. Optimally performing teams take time to reflect and
learn from their experiences to continuously improve individual and team performance.

Leaders should recognize that just as behavior occurs at the individual level, it
also occurs at the team level. Leaders need to know when and how to intervene to
support teams in accomplishing their tasks while applying effective team and inter-
personal skills and processes. With much of the work in organizations done in teams,
it is important to help teams perform at their best.

The terms “team coaching” or “group coaching” may be used interchangeably. A
group often refers to a small assembly of people gathered for holistic goals or tasks. A
team is more likely to refer to a group of people gathered for a specific coordinated
purpose, which is usually task oriented. It focuses on using collective talents and re-
sources to accomplish the team’s work (Hackman & Wageman, 2005).

Team coaching focuses on helping individuals effectively work together toward a
shared purpose while also focusing on the effectiveness of the team. This may involve
clarifying focus or purpose, defining roles and responsibilities, applying agreed-upon
working agreements or norms, addressing conflict, making decisions, focusing on as-
signments and tasks, presenting outcomes of the group’s effort, learning through the
experiences of working together, and decoupling or adjourning the team. David Clut-
terbuck et al. (2022) offer this definition, “Team coaching helps a team become more
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aware of the systems that affect its function, relationships, and/or performance. These
systems may be internal, external, and/or boundary-crossing; and are consistently
evolving. With understanding comes the ability to make better decisions that sustain
the team and make it future-fit” (p. xvi).

Knowledge, Skills, and Abilities

Team coaching requires competence in coaching, facilitation, and interpersonal and
group dynamics. A manager-coach needs to have knowledge of the client’s agenda, be
able to identify behaviors, and discern if there is a desire to change those behaviors.
Many of the skills needed for individual coaching are the same.

A key difference is the capacity to be able to notice enough of what is happening
in the team without deluging the team with so much that the team is rendered ineffec-
tive by information overload. The role of manager-coaches coaching teams is to pro-
tect the boundaries of the team, observe the team’s interactions, represent authority
or experience in the team, limit destructive behavior, and attend to the team’s system
administration, such as preparing the setting (Bennett & Bush, 2014)

Knowledge of team dynamics, combined with practical experience, is important.
While coaching skills are essential, a coach’s ability to be self-aware and introspective
is crucial. Possibly the most challenging skill of a team coach is the coach’s ability to
transition the team to coach itself. Clutterbuck (2020) and Zeus and Skiffington (2001)
suggest that the manager-coach monitors the team in designing goals and addressing
both wins and obstacles. In addition, the coach coordinates the team by designing
team activities and teaching.

Another important skill is that of noticing group behaviors that enhance and im-
pede teamwork. By feeding this information back to the team, the manager-coach can
prompt the team to reflect and attempt to interpret and make meaning of its behav-
iors. The manager-coach follows up by helping team members decide whether and
how they wish to change behaviors.

Challenges and Solutions

While team coaching offers many advantages, manager-coaches who coach teams
face many challenges. Table 14.2 summarizes some of the challenges as well as possi-
ble solutions.

The concept of managers as team coaches represents a paradigm shift in leadership
styles by emphasizing collaboration, empowerment, and continuous learning. The bene-
fits, such as increased employee engagement and performance, make the transition
worthwhile despite its challenges. Key strategies for successfully implementing team
coaching include building trust, listening actively, setting goals, providing constructive
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Table 14.2: Team Coaching Challenges and Possible Solutions.

Challenges

Possible Solutions

Focusing the agenda: With
multiple participants in the
team, it may be difficult to
establish agreement about the
coaching agenda.

Use consensus-building tools to develop a shared focus for the
team and for coaching.

Building trust, credibility,
and respectful interaction:
The manager-coach must
maintain boundaries so that
team members who share
something with them can trust
them to maintain
confidentiality.

Identify ground rules for team sessions as soon as possible and
address any behavioral deviations that arise.

Ensure that agendas and any pre-reading is sent out before
meetings.

Start each meeting with a check-in to give each team member an
opportunity to share an individual perspective and express
themselves in the team.

Dual roles: Managers who
coach teams they lead face the
challenge of juggling their
roles as manager, participant,
and coach. This may involve
determining which role to play
at any given moment.

Be clear with the team that you have multiple roles and how you
may exercise them in the work of the team.

Seek input from the team about the implications of holding
multiple roles and about potential solutions that will enable them
to work with the manager-coach in their roles.

Maintaining a coaching
approach: The manager-coach
does not need to be an expert
in all areas, nor should
participants expect this. The
manager-coach is there to help
the team discover and live into
the team’s capacity.

Call on experiences and knowledge from all team members.

Lay out the space in a way that fosters equity, inclusion, and
belonging.

Implement checkpoints during work sessions to help the manager-
coach stay on target.

Use evaluation forms for team feedback to help the manager-coach
develop skills. This will model a culture of feedback and learning.

Working at multiple levels:
Working with a group of
individuals as well as the
dynamics of the group.
Personal, interpersonal, team,
and organizational issues are
always occurring within the
ecosystem of a team.

Employ collaborative and collective goal-setting methods and
assess increasing the team’s capacity for successfully completing
tasks and solving problems.

Periodically evaluate the impact of coaching on the team.

Seek and address feedback about how the manager-coach is
interacting with the team.

Be aware of multiple levels of circumstance that are impacting the
team, and help the team be aware of and address them.

(Bennett & Bush, 2014)

feedback, and empowering through autonomy. By adopting a coaching mindset, manag-
ers can create a positive work environment that nurtures talent, fosters innovation,
and contributes to the overall success of the organization.
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As the business landscape continues to evolve, the role of managers as team
coaches will probably become even more critical in building resilient and high-
performing teams. Organizations that invest in developing coaching capabilities at all
levels will be better positioned to navigate the challenges of the future and thrive in
an ever-changing environment.

External Coaching

Organizations are increasingly recognizing the value of external executive coaching
as a strategic investment in leadership development. While executive coaching pri-
marily focuses on individual growth and skill enhancement, the role of managers is
pivotal in ensuring that coaching outcomes are integrated into the broader organiza-
tional context.

The landscape of professional development has evolved, and organizations are in-
creasingly turning to external executive coaching to nurture leadership talent. When
a professional coach is engaged from outside the organization, managers play a criti-
cal role in ensuring that individual coaching goals align with broader organizational
objectives.

Leaders who manage team members may have the opportunity to suggest, recom-
mend, approve, or coordinate hiring an executive coach to work with a team member.
Often this is done through a human resources professional and may involve indepen-
dent executive coaches or coaches who are available through a coaching services pro-
vider with whom the company has negotiated an agreement.

Managers may recommend that a team member work with a professional exter-
nal coach for various reasons, including the team member needs an objective person
to support them, the manager lacks the time to provide in-depth coaching, or the man-
ager lacks the specialized skills to coach the team member. Coaching works best when
the team member is aware of their gaps and opportunities for growth.

Generally, external coaches should be engaged after the manager has provided
feedback and there is a desire to invest in the team members to enhance perfor-
mance, develop capabilities, or support a professional transition or transformation.
Managers play an important role in providing feedback and helping the team member
focus their goals for an effective engagement with the external coach.

While managers play a critical role in facilitating coaching outcomes, it is essen-
tial to address ethical considerations associated with their involvement. Managers
must uphold confidentiality, avoid favoritism, and ensure equitable access to coach-
ing opportunities. A commitment to fairness, transparency, and integrity is para-
mount in maintaining the trust and credibility of the coaching process. Managers of
team members who receive external coaching should not expect the coach to tell
them what the team member discusses with them. This level of confidentiality pro-
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vides a safe environment for the team member to openly share with the coach. The
team member may or may not want to share all their goals for coaching.

Supporting Matching Between Team Member and External Coach

In most circumstances, team members should interview two or three coaches before
selecting one. Some organizations have a cadre of professional coaches that are familiar
with the organization and regularly work with team members. In this case, one or
more coaches may be recommended to the team member. Factors such as gender, race,
sexual organization, language, experience coaching at the team member’s level, special-
ization in the top priorities for coaching (e.g., interpersonal relationships, strategic
thinking, transitioning into a role or the organization, preparation for career advance-
ment, addressing external relationship, and executive presence), and knowledge of the
industry may be factors to consider.

Keep in mind that that just as the team member needs to be comfortable the
coach, the coach is also assessing the team member’s fit as a potential client. Manag-
ers can help team members select and match with a coach by encouraging the team
member to consider these questions before meeting with the prospective external
coach(es):

1. What are your goals for coaching? Identify two to three goals on which you
would like to focus the coaching work. In other words, what do you expect to get
out of the coaching engagement?

2. What makes those goals important to you at this time? This helps both the client
and the coach explore the relevance of the goals as well as a commitment to do
the work required to achieve results.

3. What do you think the coach needs to know about you and your situation to help?
Be prepared to tell the coach about yourself (professional and personal), including
work and life history, experience with the topics associated with the potential
coaching goals, how you learn and develop, your communication style, etc.

4. What will make this experience ideal for you? Share your vision for the coaching
relationship, what you expect from the coach, and how much you are willing to
commit to doing in order to achieve your goals.

5. What are your expectations of the coach? This might include their experience, avail-
ability, level of directness, communication style, previous and current roles, etc.

6. What questions do you have for the coach? Think of any questions you have
about the coach, the coaching process, confidentiality, etc.

Team members may find it useful to have some questions ready to ask the profes-
sional executive coach when they meet them and consider the potential alignment for
their needs.
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Consider the following questions:

1
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Tell me about your education and certifications related to coaching.

Tell me about your experience coaching leaders.

How does your coaching process work?

What is your coaching style?

Tell me about an experience in which you coached someone similar to me. In-
clude the process and outcomes.

How would we ensure that our expectations would be the same?

How do you define success in a coaching engagement?

What types of assessments will you use to gather information about me?

How much work will be involved in this process?

. How much of the information you gather during our coaching will be shared

with my manager?
How will I know when the process is complete?
What other questions should I be asking?

Often the executive coach will offer to coach the team member briefly during the

interview. This allows the team member to experience the coach’s approach and
style. It also provides the coach an opportunity to learn more about how to adapt
their approach to meet the needs of the team member.

A Typical External Coaching Engagement

Companies may have protocols for engaging team members with professional execu-
tive coaches. Here is an illustration of how these often work:

1.

The senior/executive leader, human resources professional, or individual team
member contacts the external coach. This is an opportunity to learn about the
organizational context and coaching needs.

The external coach interviews the potential coaching client to learn more about
coaching goals, readiness for change, expectations for the coaching engagement.
This is also an opportunity to share more about coaching and your approach. A
goal of this session is to get acquainted and to assess alignment and fit.

The external coach works with the human resources professional or manager to
define the scope of the coaching engagement. This may include the length of the
engagement, number of sessions, assessment data available and assessments to
be used, observations to be made of the client, stakeholder interviews to be con-
ducted and check-in meeting with the client and their manager.

The coach and client hold coaching sessions (in person and/or virtual) approxi-
mately every two to three weeks for 1 to 1.5 hours each.

The coaching sessions continue while the coach administered assessments and
conducts stakeholder interviews, if applicable.
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6. The coach prepares assessment reports and debriefs them in coaching sessions.

7. The coach gathers stakeholder interview data and compiles a summary report,
which is reviewed with clients. A focus at this point will be to refine the overall
agenda or goals for the coaching engagement based on the present needs and
feedback from various sources.

8. The client and coach meet with the client’s manager to review the findings and
focus. The client shares the findings and goals. The intent is to gain alignment of
expectations about goals and support needed.

9. The coach and client continue coaching sessions.

10. The client, executive coach, and client’s manager meet to review actions and re-
sults toward the goals. The manager shares observations. A plan for sustainable
development and performance is reviewed.

The Manager’s Role as a Facilitator of Coaching

While the external coach focuses on the individual executive, managers are instru-
mental in creating an environment that supports integrating coaching outcomes into
the broader organizational fabric. The manager’s role as a facilitator involves collabo-
rating with the external coach, providing necessary resources, and fostering a culture
that values and applies coaching insights.

Managers play a crucial role in ensuring that the goals set during executive
coaching align with the broader objectives of the organization. This requires a clear
understanding of the team member’s developmental needs and how they contribute
to the strategic goals of the team and the organization (Kilburg, 2000). Effective com-
munication between the manager, executive, and coach is essential to establish coher-
ence and maximize the impact of coaching on organizational performance. External
executive coaching is most effective when supported by organizational resources and
a conducive work environment (McGovern et al., 2001).

Managers need to ensure that team members have the time, resources, and sup-
port needed to implement changes and apply new skills acquired through coaching.
This may involve adjusting workloads, creating space for reflection, or providing op-
portunities for executives to share and apply their coaching insights in a supportive
team setting. To leverage the benefits of executive coaching, managers must foster a
coaching culture within the organization. This involves encouraging open communi-
cation, regular feedback, and a commitment to continuous learning (Jones et al.,
2016). A coaching culture promotes an environment where team members feel com-
fortable applying and refining their coaching insights as they contribute to ongoing
leadership development.

Integrating coaching outcomes into the organization is critical but not without
challenges. Managers may encounter obstacles related to resistance to change, time
constraints, and varying perceptions of coaching effectiveness. Understanding and ad-
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dressing these challenges are essential to maximize the impact of executive coaching.
Resistance to change is a common challenge when team members return from coach-
ing with new perspectives and approaches (Armenakis et al., 1993). Managers need to
anticipate and address resistance by creating a supportive environment that values
innovation and continuous improvement. Open communication about the benefits of
coaching and its alignment with organizational goals can help mitigate resistance.

Team members often face time constraints in facilitating coaching outcomes, es-
pecially when team members return with new strategies or practices that may re-
quire adjusting existing workflows. Recognizing the importance of time management
and prioritization is crucial. Managers should collaborate with team members to iden-
tify priorities and allocate resources effectively. Different stakeholders may have
varying perceptions of coaching effectiveness, leading to challenges in creating a
shared understanding of its value (Ellinger et al., 2008). Managers play a key role in
communicating the positive impact of coaching on individual and organizational per-
formance. By showcasing success stories and tangible outcomes, they can build sup-
port for coaching initiatives within the organization.

The role of managers in the context of external executive coaching is multifaceted
and indispensable. Effective managerial involvement extends beyond simply oversee-
ing the coaching process; it encompasses aligning coaching goals with organizational
objectives, providing necessary resources, and fostering a culture that values and ap-
plies coaching insights. As organizations strive to develop resilient and effective lead-
ers through coaching, managers act as linchpins, ensuring that coaching outcomes are
seamlessly integrated into the broader organizational fabric.

In conclusion, the symbiotic relationship between external executive coaching and
managerial facilitation holds the key to unlocking individual and organizational poten-
tial. By recognizing and embracing their pivotal role, managers can help create a dy-
namic and agile organizational culture that thrives on continuous learning, innovation,
and leadership excellence. As the landscape of leadership development continues to
evolve, effective managerial involvement in external executive coaching remains a cor-
nerstone for building successful, adaptive, and forward-thinking organizations.

Summary

Managers play an important role in coaching that extends beyond directly coaching
team members. Leaders at all levels who manage others can also support develop-
ment, growth, learning, performance, and transformation through peer coaching,
team coaching, and the use of external professional coaches.



Chapter 15
Ethical Considerations of Coaching

Between stimulus and response there is a space. In that space is our power to choose our response.
In our response lies our growth and our freedom.
—Source Unknown

This chapter explores ethical frameworks that can be applied when coaching for
change, including some of the most common ethical dilemmas that manager-coaches
face. It considers the importance of ethics in coaching for managers, aligning ethical
considerations with organizational expectations, and ethical frameworks in profes-
sional coaching. It also discusses ethical challenges managers might encounter while
coaching, when and how to refer clients to other professional resources, and tips for
ethical coaching.

People have considered the nature of ethics for thousands of years, beginning
with the teachings of the ancient Greek philosophers Socrates and then Plato and Aris-
totle. Ethics and their close relatives—values, codes, and standards of behavior—re-
main active topics for debate and discussion today.

Ethics are contextual based on values. Ethics are moral principles an individual or
group adopts to provide rules for appropriate conduct by group members in given sit-
uations. Values, on the other hand, are focused on what is suitable and desirable. Ethi-
cal codes or codes of conduct represent the ideal standards set by a professional
organization or group of organizations and agreed upon by those who accept mem-
bership. Therefore, what is ethical in one part of the world or one organization may
not be in another. While ethics and values are generally beliefs and principles that
reside internally within a person or group of people and are enforced at their discre-
tion, laws are externally imposed rules of behavior established by legislation and
courts to define minimum standards for a society to operate in an orderly manner.
Perhaps not surprisingly, what authorities interpret as legal may not always be
ethical.

The coaching relationship between a manager-coach and team members is built
on trust, respect, integrity, and care. Personal and professional information is shared.
This relationship exists in the organization’s context—the employer of all parties.
Functioning with integrity is foundational to building and maintaining a trusting pro-
fessional relationship (Mayer & Davis, 1999). Leading, managing, and coaching re-
quires trust. Operating ethically supports the effectiveness of the relationship and
provides a role model for others.

https://doi.org/10.1515/9783111002415-015
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Ethical Frameworks that Inform Change Coaching

There is no single or universally accepted code ethics for managers, coaches, or managers
who coach. Instead, the ethical behaviors of coaches “are guided by community standards
and practices, moral expectations based on cultural patterns or religious beliefs, and
local, state [provincial], and federal laws” (Brammer & MacDonald, 2003, p. 153).
Western European and American values that frequently inform ethics include:
—  Respect for others—their dignity, autonomy, integrity
- Veracity—telling the truth or just not lying
— Honoring one’s promises
—  Equity—treating others fairly
— Beneficence—making things better
— Non-malfeasance—not making things worse
— Integrity
— Fidelity/loyalty
- Fairness
- Caring for others
—  Pursuit of excellence
—  Accountability

There are multiple approaches to ethical decision-making, and it is essential to re-
member that, in most cases, no one approach is absolute. Each approach has an alter-
native path, a counter argument, and potentially its own dilemmas. For example,
when pursuing the common good, say by condemning a neighborhood using the
power of eminent domain to make room for a new, publicly funded football stadium,
the individual’s good or benefit may be sacrificed.

An individual’s quest is to find the right approach for themselves, in this place
and at this time. The individual gets to decide what is essential and what has priority.
The individual gets to decide whether to comply with or challenge the norm. And the
individual receives the positive and negative consequences of their decisions.

Recognizing the trans-disciplinary nature of coaching and the multiple helping-
related professional practices from which coaching draws—as well as the multiple
roles that manager-coaches may play and the professional associations or licensing
boards that serve those who practice coaching—it is difficult to identify a single set of
ethical guidelines for coaches. Take, for example, the manager-coach who is also a
professional accountant. This manager-coach would, of course, be expected as a pro-
fessional accountant to comply with the code of conduct for accountants. When coach-
ing, this same manager-coach would be expected to comply with any related ethical
guidelines for coaching.

But that is not all. If the manager works in a company, they would also be expected
to comply with the standards of ethical conduct for that business. These standards
might differ somewhat depending on the country or countries where the company does
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business. In this example, the manager-coach may be confronted with ethical dilemmas
and the need to consider them through multiple frames of reference: ethical guidelines
and codes of conduct originating from the client organization, one’s professional associ-
ation, and one’s licensing board. Often these codes of conduct do not conflict. When
they do it is wise to see advice from professionals in both fields who are familiar with
the codes of conduct. It may also be useful to consider which professional practice is
dominate—coaching or the practice of accounting. This might lead you to select the
best code of ethics to follow. Ideally, the codes of conduct will not conflict but will serve
to guide professional behaviors.

Potential Ethical Challenges Manager-Coaches Face

A variety of ethical challenges may arise because manager-coaches may become
trusted advisors and confidants to team members and may have access to proprietary
or confidential information not generally known to the public, the business’s compet-
itors, or many of the organization’s employees. As a result, manager-coaches must
constantly be alert for such challenges and be prepared to prevent them whenever
possible—or, if they cannot be prevented, address them immediately. Some of these
ethical challenges are the direct result of the following:

— Multiple relationships. These types of relationship complexities might involve
having a close personal relationship with a team member that would bias the
coaching conversation as a manager.

— Coaching competence and limitations. Coaching conversations can become
complex. It is essential for the manager-coach to fully access their skills and abili-
ties to help the team members while not extending beyond those competencies.
This might involve a situation in which the team member should seek informa-
tion or guidance from a support function such as accounting, legal, security, or
human resources or when the team member needs to be referred for professional
counseling or therapy.

— Informed consent. An informed consent should include agreeing in advance
what information will be shared with whom and under what conditions.

— Physical contact. Physical contact concerns in the context of managerial coach-
ing extend beyond touching an arm or shoulder as a show of support or concern.
These concerns include hugging and romantic relations. Romantic relationships
between coaches and people being coached should never be permitted. Touch,
even friendly, supportive contact, should be limited and only done under condi-
tions of mutual agreement. Even then, as a manager-coach, you should keep in
mind the power differences in the relationship. You are in a more powerful posi-
tion due to your role or position as a manager and coach as well as being the one
giving help to the team member. In addition, keep in mind that cultural norms
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may differ from your own regarding physical proximity and ways of greeting
each other.

— Conflicts of interest. This might involve personal preferences or interests that
conflict with what the team member might want. For example, an outstanding
team member talking with the manager-coach about taking another job and leav-
ing the team. The manager-coach’s interest conflict with the team member’s
interest.

Every manager-coach will confront ethical dilemmas from time to time—some
minor and others more serious. Ethical dilemmas, unclear choices that both involve
transgressions, will occur in any organization despite the best efforts of all concerned
to avoid them. As a manager-coach, it is essential to be alert to such ethical dilemmas
and take immediate steps to deal with them. Here is a suggested procedure for address-
ing ethical dilemmas when they occur:

1. Stop all activities.

2. Gather facts about the situation.

3. Review codes of ethics and conduct that may apply.

4. Consult a professional knowledgeable about the codes of ethics and conduct that
apply and get their advice.

Discuss the situation with those involved, if possible and practical.

6. Decide and act according to standards of ethical practices.

o

These steps can also be used when coaching someone who faces an ethical dilemma.

Ethical Decision-making Questions

Making ethical decisions is not always a precise, easy proposition. Often, it’s none of
these things. Individuals, groups, and organizations may have unique ethical beliefs
and cultures, and the correct answer for one person may be the wrong answer for
someone else.

Business leaders are often under pressure to do what is faster, less expensive, or
more profitable at the expense of ethical considerations. Here are some of the ques-
tions that manager-coaches can and should ask when they attempt to divine what the
right and good thing is to do in a particular decision-making situation:

- Ifitislegal, is it ethical?

— Ifitis necessary, is it ethical?

— Ifitis part of the job, is it ethical?

— Ifitis for a good cause, is it ethical?

— Ifitis the way business is done, is it ethical?
- If everyone is doing it, is it ethical?

— IfIdon’t gain personally, is it ethical?
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— Ifno one gets hurt, is it ethical?
— Ifit conforms to the principles and values of the organization, is it ethical?
— Ifit satisfies my definition of right and wrong, is it ethical?

Ethical Frameworks in Professional Coaching

Many professional organizations hold ethical principles and codes of conduct. As a
manager, you may belong to one or more professional associations that have codes of
conduct, such as the Association for Financial Planners, American Medical Associa-
tion, American Institute of Certified Professional Accountants, American Marketing
Association, British Psychological Society, Chartered Accountants, Information Sys-
tems Security Association International (ISSA), National Education Association, Project
Management Institute (PMI), and Society for Human Resource Professionals (SHRM).
Many businesses and organizations have professional codes of conduct, stated values,
ethical guidelines, policies, and procedures that guide behaviors. Consider and prac-
tice any of these expectations that apply to your specific circumstances.

In addition, there are professional codes of conduct for people who practice
coaching professionally. Codes of conduct establish guidelines that are a benchmark
for ethics and good practice in coaching and mentoring. The guidelines form the basis
for developing self-regulation in the coaching and mentoring profession. They should
serve to guide managers who coach as well. You should study and apply the codes of
ethics from international professional coaching organizations such as the European
Mentoring and Coaching Council (2021) and the International Coaching Federation
(2021). Both are available online.

Suggestions for Ethical Coaching

Managers who apply a coaching approach to their work with individuals and teams

may face ethical dilemmas. Some of these concerns resemble those that coaches with

other relationships to the organization encounter, including internal coaches and ex-

ternal coaches. Consider these suggestions for people who are working manager-

coaches.

— Do no harm.

—  Confirm with the team members that they want to be coached by you and the
implications for the work you will do together.

—  Operate within the ethical guidelines of one’s professional association(s) and pro-
fessional licensing board(s).

— Establish and maintain boundaries in the manager-team member relationship.

— Define and follow the terms of confidentiality established with team members.
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—  Respect the privacy of the team members, explore what is relevant, and avoid
personal topics unrelated to the coaching agenda established by the team
members.

—  Work within your expertise and refer to professional resources when needed.
These may include a human resources professional or employee assistance pro-
gram (EAP).

— Develop a professional relationship with someone who can help assess ethical di-
lemmas that may arise. Many organizations have an ethics office or legal counsel
with whom to consult. A human resource business partner may be an excellent
resource for questions or concerns.

— Confront observations of unethical behavior by clients in a manner that allows
them to address them before reporting them (as appropriate).

— Avoid dual relationships with team members—such as romantic or financial
relations.

— Continue developing your skills as a manager-coach through professional devel-
opment such as workshops, reading, and discussion forums.

Summary

Ethics and coaching go hand in hand. The manager-coach must be ethical in order to
be effective. Ethics are moral principles an individual or group adopts to provide
rules for appropriate conduct by group members in given situations. In contrast, val-
ues focus on what is suitable and desirable. Western European and American values
often inform ethics, including respect for others, honesty, equity, integrity, fairness,
caring for others, accountability, and more. Various professional and organizational
guidelines are available to inform the manager-coach to avoid ethical dilemmas and
address those that arise.

Manager-coaches should avoid ethical challenges resulting from multiple rela-
tionships, physical contact with team members, coach limitations, unclear under-
standing of what information will be shared with whom and when, and personal
conflicts of interest.



Chapter 16
Continuous Development: Managers Leading
the Way

Slowly, step by step, you find yourself being good at something. You find yourself also daring to
move forward, and trust yourself, and be able to always take the first step even when you’re afraid
to do so.

—Rene Redzepi, 2020, p. 19 (chef, Noma, Copenhagen)

You don’t need to be better than anyone else. You just need to be better than you used to be.
—Wayne Dyer cited by Economy, 2015

Managers are pivotal in organizations, responsible for driving productivity, innova-
tion, and employee engagement. The complexity of their roles necessitates ongoing
growth and adaptability—essential aspects of effective management and coaching. In
the dynamic and ever-changing business environment, skilled manager-coaches are
critical in guiding their teams toward success.

This chapter explores the significance of continuous improvement and develop-
ment for manager-coaches, examining its principles, strategies, and associated chal-
lenges. Manager-coaches who adopt a holistic approach can enhance their leadership
abilities, foster team growth, and contribute to organizational success. They are re-
sponsible for achieving organizational goals and nurturing their team members. This
chapter also provides practical recommendations and insights for manager-coaches
to thrive in their dual roles.

Feedback and evaluation of coaching involve systematically collecting and analyz-
ing data that offers the potential for understanding more about the coaching process,
what actions are practical, and the role that coaching could play within the larger
context of employee and talent development. It offers the coach valuable insights
about their functioning, which can reinforce effective behaviors and prompt adjust-
ments for development.

While the manager-coach may not have formal processes to evaluate their coach-
ing as a specific intervention with team members, they can seek and use inputs from
those they coach. In addition, the manager-coach can (and should) practice reflection
related to their coaching interactions with team members. If the manager-coach’s
manager also uses a coaching approach, the working relationships would appropri-
ately include coaching about the coaching being performed. Manager-coaches can dis-
cuss with their manager, internal coaching resources, or an external coach what they
felt was successful in a particular coaching relationship within the boundaries of
agreed-upon confidentiality agreements and raise areas that went less well. They can
focus on failures or possible mistakes while also focusing on what worked well, and
how these insights can be leveraged or applied more broadly (Gray, 2004).
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When novice coaches in a graduate course (taught by the author) were asked to
identify areas for continued development, they listed skills such as:
— gleaning helpful information from the coaching conversation
— listening for deeper understanding
— being patient
- establishing rapport
- demonstrating agility with the coaching for the change step process (See Chapter 2)
— working with the client to identify and articulate the agenda for the coaching
conversation
— providing direct, clear, and relevant feedback
— not focusing coaching as a problem-solving tool
— not providing answers but helping the client to discover their answers

When asked to identify areas of strength for them as coaches, these were some of
their responses:

- having experience in various contexts

— openness to what may surface during the coaching conversation

- building the capacity of the client

— providing unconditional positive regard

— providing valuable insights

— asking powerful questions

Principles of Continuous Improvement and Development

One of the foundational principles of continuous improvement and development is
the Plan-Do-Check-Act (PDCA) cycle, initially introduced by Walter Shewhart and pop-
ularized by W. Edwards Deming. This cycle is a systematic approach to improving
processes, products, and services. Manager-coaches can apply the PDCA cycle to both
managerial and coaching aspects of their roles:

— Plan: Identify objectives, set goals, and develop strategies for improvement. For
manager-coaches, this may involve setting performance targets and individual
development plans.

- Do: Implement the plan, execute actions, and collect relevant data. This phase re-
quires manager-coaches to provide guidance and support to their team members.

—  Check: Evaluate the results and compare them to the initial objectives. Manager-
coaches must assess team performance and individual progress, and provide
feedback based on observations.

— Act: Based on the evaluation, take corrective actions, and make necessary adjust-
ments. Manager-coaches should refine their coaching approaches and adapt man-
agerial strategies as needed.
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Psychologist Carol Dweck’s growth mindset concept (2007) emphasizes the belief
that abilities and intelligence can be acquired through dedication and hard work.
Manager-coaches should not only embody a growth mindset themselves but also culti-
vate it within their teams. This mindset shift can increase team members’ resilience,
motivation, and adaptability.

Emotional intelligence (EI) is another crucial competency for manager-coaches. EI
involves recognizing, understanding, and managing emotions in oneself and others.
By cultivating emotional intelligence, manager-coaches can build stronger interper-
sonal relationships, foster trust, and effectively communicate with team members.

Strategies for Continuous Improvement and Development

One of the fundamental strategies for manager-coaches is setting clear expectations.
This includes defining roles, responsibilities, and performance standards for team
members. Communicating expectations effectively creates the foundation for account-
ability and goal achievement. Manager-coaches can improve and develop in many
ways, including feedback, journaling, reading, receiving coaching, reflection, and
training.

Effective feedback is a cornerstone of coaching and development. Manager-coach
es should provide regular and constructive feedback that focuses on strengths and im-
provement areas. The Context-Behavior-Impact-Request (CBIR) feedback model intro-
duced in Chapter 6 is a valuable tool for delivering specific, behavior-focused, and
outcome-oriented feedback. Manager-coaches should also engage in coaching conver-
sations with team members to explore goals, challenges, and growth opportunities.
You should conduct these conversations in a supportive and nonjudgmental manner
that allows team members to reflect on their performance and identify solutions to
problems.

To promote continuous improvement, manager-coaches can implement skill de-
velopment programs within their teams. These programs can include training ses-
sions, workshops, and mentorship opportunities to enhance the skills and knowledge
of team members. Manager-coaches should encourage self-directed learning among
team members. This involves empowering individuals to take ownership of their de-
velopment by seeking resources, setting personal goals, and proactively pursuing
growth opportunities.

Continuous development allows executive coaches to hone their coaching skills,
refine their coaching models, and adopt innovative techniques. This enhanced compe-
tence translates into more impactful coaching relationships.

Manager-coaches often face time constraints due to their dual roles. Balancing
managerial responsibilities with coaching activities can be challenging, and finding
dedicated time for coaching conversations and skill development can be a struggle. To
address time constraints, manager-coaches should prioritize their coaching activities
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and allocate dedicated time for coaching conversations and skill development. Effec-
tive time management techniques, such as time blocking, can help manager-coaches
make the most of their available time.

Manager-coaches may encounter situations where they lack specific coaching
skills or expertise in certain areas. It’s essential to recognize these skill gaps and seek
professional development opportunities to fill them. Investing in coaching training
and certification programs can enhance coaching skills by providing a structured
foundation for development. These programs offer exposure to coaching theories,
ethics, and practical skills, as well as tools, techniques, and frameworks that improve
coaching effectiveness. Engaging in ongoing reading and research in psychology, lead-
ership, and organizational behavior enhances a coach’s knowledge base. Coaches can
integrate this knowledge into their coaching practices to offer more holistic support
to clients. Coaching organizations, such as the International Coach Federation (ICF),
offer certification pathways. Participating in coaching conferences and workshops
provides opportunities to network, learn from experts, and stay current with industry
trends. These events provide a platform for coaches to exchange ideas and best
practices.

Reflection is a cornerstone of development for executive coaches. By regularly re-
viewing their coaching sessions, seeking feedback, and engaging in self-assessment,
coaches can identify areas for improvement and refine their approach.

Manager-coaches can benefit from mentorship and peer support networks. Con-
necting with experienced manager-coaches and seeking guidance from colleagues can
provide valuable insights and advice. Supervision and mentorship relationships also
offer manager-coaches helpful guidance and support. Experienced mentors can pro-
vide insights and help coaches navigate complex coaching scenarios.

Implementing performance metrics and key performance indicators (KPIs) can
help manager-coaches track progress and measure the impact of their coaching efforts.
Regularly reviewing these metrics can inform adjustments to coaching strategies.

Continuous improvement and development are indispensable for manager-coaches
in today’s dynamic business environment. Manager-coaches can drive organizational
success while nurturing the potential of their team members by adhering to principles
such as the growth mindset and emotional intelligence, and by implementing strategies
such as clear expectations, constructive feedback, and skill development programs.

Manager-coaches can thrive despite challenges such as time constraints, resis-
tance to change, and skill gaps. To thrive, you must practice effective time manage-
ment, pursue coaching training, seek mentorship, and track performance metrices.
Ultimately, embracing continuous improvement and development benefits the man-
ager-coaches themselves while it contributes to the growth and prosperity of their
teams and organizations.

Robert Hargrove (1995) asserts that “a coach is something that you ‘be’” (p. 39). He
identifies the coach as being who one is, as opposed to someone who does coaching
by following a step-by-step model or approach. The manager-coach’s self-awareness,
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confidence, and focus allow a coaching engagement to be what it needs to be to meet
the client’s needs.

Mastery in change coaching requires a high level of competence in and application
of interpersonal and intrapersonal skills to serve team members’ needs in the coaching
relationship (O’Broin & Palmer, 2010). It requires actively pursuing self-awareness and
self-management to recognize and challenge unhelpful beliefs, perceptions, feelings,
and behaviors about self, clients, and the coaching process. The manager-coach can use
this reflection as part of their self-development practice. During change-coaching ses-
sions, coaches can practice observing themselves interacting with the client to hone the
skill of self-awareness. Manager-coaches can leverage tools such as self-reflection,
coaching supervision, self-management frameworks. Self-supervision, peer discussion,
and team member feedback can be leveraged outside of coaching sessions. During a
coaching session, these practices may involve reflection in action (Schén, 1983) and,
where appropriate, feedback from the client.

Effective manager-coaches must acquire vital skills and abilities. To reach a level
of mastery, coaches must also be aware of their knowledge, skills, and abilities in
coaching and change, and must be able to apply them in both arenas. Mastery also
requires a demonstrated learning agility—the willingness and ability to assess and
continuously enhance one’s knowledge, skills, and abilities.

Many models for designing and evaluating learning are rooted in Bloom’s Taxon-
omy of learning objectives (Krathwohl, 2002) and Howell’s (1982) conscious compe-
tence model. Bloom’s Taxonomy includes three domains: cognitive, affective, and
psychomotor—more commonly known as think, feel, and do. A fundamental premise
of Bloom’s Taxonomy is that mastery must be achieved at each domain level before
advancing to the next.

Awareness is a significant factor in skill acquisition and may be used, in part, to
describe a learner’s level of consciousness. Building on Bloom’s model, Krathwohl’s
(2002) model begins with a level of imitation and advances to a level described as nat-
uralization. Once a learner (in this case, the coach) achieves the level of naturaliza-
tion, the learner has become automated, in a sense, and the activity is subconscious
(often referred to as an “unconscious” state). This progression of repeating a process
before gaining precision and achieving mastery can be compared with Howell’s con-
scious competence model.

Howell (1982) described a sequence of learning in which the learner starts in an
unconscious, incompetent state. At this stage, the individual may be unaware of or
unconcerned about the skill. Next is conscious incompetence. At this stage, the indi-
vidual becomes aware of the skill that is lacking and understands how to improve the
skill. Next is the conscious competence stage in which the learner demonstrates the
knowledge needed and can perform reliably. And finally, the learner reaches uncon-
scious competence and uses the skill as second nature or intuitively. Taylor (2007) of-
fered a fifth stage called reflective competency, which involves being conscious of
unconscious incompetence. By continually challenging themselves in the fifth stage
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with self-study and peer review, evolved learners cycle back through the phase of un-
conscious incompetence, where new enlightenment reveals something else they did
not know. The addition of the fifth stage makes Howell’s model much more cyclical
and dynamic.

A reflective practitioner—i.e., manager-coach—lives reflection as a way of being,
with reflection defined as awareness of self within the moment and having a clear
mind to be open to the possibility of that moment (Johns, 2009). While an effective
manager-coach must have acquired knowledge, a reflective practitioner understands
that no two experiences are alike, and therefore, he cannot simply rely on learned
paradigms. Through reflection, manager-coaches develop their intuitive processes
and become conscious of their competencies and incompetencies, resulting in further
enlightenment (Bennett & Rogers, 2013).

Dreyfus and Dreyfus (1980, 1986, 2004) developed a model of skill acquisition
based on situated performance and experiential learning. The Dreyfus model com-
prises five stages: novice, advanced beginner, competent, proficient, and expert. The
model describes the stages through which an individual must progress to achieve
mastery of a particular skill, advancing from abstract principles needed in a novice
stage to a more intuitive, less self-conscious state in an expert stage (Benner, 2001;
Dreyfus & Dreyfus, 2004). Taylor (2007) captured the essence of the expert in mature
practice by adding the fifth stage of reflective competency to Howell’s (1982) conscious
competence model. Johns (2009) describes a reflective practitioner as “someone who
lives reflection as a way of being” (p. 3). This is the optimum posture for a maturing
coach. Through reflection, practitioners hone their intuitive skills, which are tied to
self-awareness and the confidence and liberation that comes with Hargrove’s (1995)
sense of “being” a coach.

A novice manager-coach still observes and imitates manager-coaches’ experiences
with more evolved competence. In contrast, an expert coach is fully “being” in the
moment with a client, as Hargrove (1995) describes the masterful coach (Bennett &
Rogers, 2013).

Coaching is a discipline that requires the manager-coach to be skilled in theory
and practice. Coaching demands skillful judgment and decision-making over time, as
changes in the team members and changes in the situation are ongoing. Advanced
beginner coaches worked with several clients and client issues, applied a coaching
conversation model with little or no assistance—yet are frequently aware of its pres-
ence, applied basic coaching skills of listening and asking questions with ease and
began to use different approaches, applied additional coaching skills (e.g., reframing,
metaphors), and were cautious about taking risks. On the other hand, expert coaches
operated fluidly, generally knew what to do and how to do it, were naturally creative,
took risks, viewed problems or challenges as opportunities—not obstacles—and tai-
lored their application of knowledge and skills to situations as appropriate. These dif-
ferences highlight the benefit of coaching skills acquired over time and the insights
gained from reflecting on coaching experience (Bennett & Rogers, 2013).
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Mastery Model Applied to the Manager-Coach

Just as the Mastery Model explained in Chapter 2 can be applied to support change at
the individual, group, and organization levels, it can also be used to support the man-
ager-coach’s performance, development, and transformational change with the intent
of achieving mastery. Manager-coaches and team members go through the same
change process in their journey toward mastery.

1. Awareness. Manager-coaches become aware of strengths in their coaching-
related knowledge, skills, or coaching—or of a gap between them and the needs
of team members. You may also become aware of the differences between their
competencies and the competencies asserted by professional associations or cred-
iting bodies. In the awareness stage, manager-coaches seek more information or
clarity about the change. You need to understand what it will mean to them and
how you work and interact with others. Examples of ways in which awareness
may be gained include team member feedback and self-reflection about coaching
experiences.

2. Acceptance. Manager-coaches make peace with the change and explore or seek
information to determine what it will mean to them. There may still be concerns,
confusion, and skepticism, yet the intention and attitude shift from “Why should
we do this?” to “How can we make this successful?” This stage can manifest on
three levels: cognitive, behavioral, and affective.

3. Adoption. In this stage, manager-coaches actively engage in the new mindsets,
behaviors, and interactions that support the change. They acquire or develop the
capabilities to perform in new ways and often help others understand and make
the needed changes. Accomplishing this may mean starting a behavior, gaining
knowledge, developing a skill, broadening a perspective, or applying a skill or be-
havior in a new or different way.

4. Integration. Manager-coaches become used to working and interacting in a new
way, and often have results or accomplishments to show from having imple-
mented the change. The change has been embedded into existing structures, sys-
tems, and processes so that it is part of how the organization operates and does
not depend on current leadership to drive it. The organizational culture now sus-
tains the change and has become “the way we do things around here.”

5.  Mastery. Manager-coaches continue to integrate the change into other personal and
professional practices. you build increased agility and resilience, demonstrating im-
proved capacity to make additional changes. Manager-coaches act with more innova-
tion and apply learning from one area of their lives into their professional practices
—often without giving it much thought or consideration. Innovation and agility
become second nature. You can challenge themselves with self-study and peer re-
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view, cycling back through the stage of unconscious incompetence where new en-
lightenment reveals something else you did not know.

Actions to Support the Development of Mastery

Manager-coaches at all levels develop competency in similar yet different ways. Ben-
nett and Rogers (2013) found the following similarities: coaching training programs,
graduate studies, previous work and life experiences, feedback, reading and self-
study, mentors, and specialized training. Expert coaches also identified the following
means: experimentation, being coached, reflecting, participating in conferences, and
teaching others.

We highlight two practices as ways to support the development of coaching mas-
tery: feedback and reflection.

Feedback

Feedback is considered a core element of the coaching process. Manager-coaches and
team members engage in continuous, reciprocal feedback delivery and reception pro-
cesses throughout their professional relationships. Feedback is also critical for the
manager-coach’s professional development. By actively seeking feedback, the coach
can identify strengths and weaknesses along with what is working in coaching and
what is not. Therefore, understanding the influence of feedback in coaching conversa-
tions and how to apply feedback to develop coaching capacities is essential. While sev-
eral models of the coaching process mention feedback as a core element, only a few
expand on the role and function of feedback in coaching relationships.

An evolving, maturing manager-coach must proactively seek feedback from team
members and other stakeholders, such as the human resource partner. One practical
approach for gathering feedback can be the manager-coach’s use of reflection during
and after the coaching session. While reflection is a loose processing of thoughts, it
can be modeled so that manager-coaches can better address surprises during and
after a coaching conversation. The practical implication of this approach is that as
part of seeking feedback, reflection permits coaches to examine, question, and learn
from their experience.

How people acquire and process feedback depends on their awareness. Conscious
feedback processing is most likely to occur when a manager-coach is unfamiliar with
a situation or when the feedback obtained is incongruent with expectations. The way
feedback is processed is crucial because it influences the nature of subsequent infor-
mation processing (Taylor et al., 1984).

Seeking feedback in coaching conversations is critically important. It involves the
manager-coach actively seeking feedback from the team member by observing and
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listening. It can also involve directly asking for feedback about what is useful and
what might be adjusted by the manager-coach to be more effective with the team
member. During coaching sessions, the manager-coach can actively listen for feed-
back to adjust the process and the questions they ask. Listening to and being aware of
a team member’s feedback is part of a manager-coach’s process of relating to and
communicating with team members. Feedback giving, on the other hand, occurs
when the manager-coach provides feedback to the team member. The manager-coach
identifies areas for improvement in the team member’s behavior or performance,
and the team member acts on this feedback.

A manager-coach has a responsibility to seek feedback from the team members.
There are several tools the coach can use, including feedback, focused questions for
the client, surveys, interviews, and the use of reflection during and after coaching ses-
sions. Potential questions the manager-coach may ask to gather feedback include,
“What changes do we need to consider making to our working agreement?” “How is
our coaching relationship meeting your needs? Are there ways it can be improved or
enhanced?” When manager-coaches consider these types of open-ended questions as
they prepare for coaching sessions, they enhance the opportunity to gather important
feedback from team members. These questions provoke thought without leading the
team members while giving the manager-coach feedback. Instead, the focus remains
on the team members and how well their needs are being met.

Reflection

Another approach for gathering feedback can be the coach’s use of reflection during
and after the coaching session. David Clutterbuck (2010) offers a framework for
coaches to become reflective practitioners. He calls it the four “I”s:

1. Issues (What topics did we cover?)

2. Ideas (What creative thinking occurred?)

3. Insights (What did we learn?)

4. Intentions (What will we do as a result of our learning dialogue?)

Like feedback, reflection is an active process that involves examining your
thoughts, feelings, and behaviors. It can result in learning. According to Peter Jarvis
(1992), the reflective practitioner—in this case, the manager-coach—works to ensure
that the outcome of any action is close to what is anticipated by the theory and the
experience combined. These definitions suggest that reflective practice is associated
with learning from experience. Reflection does not replace scientific knowledge. In-
stead, it offers a process that facilitates the integration of theory with practice.

Reflection promotes reflective thinking, provides opportunities to reflect on and
share experiences, can confirm prior knowledge, assists with understanding new
learning, helps the manager-coach consider how they may behave in the future, and
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facilitates linkages between scholarship and practice. Reflection enhances awareness

of thoughts and feelings, helps to analyze situations—including existing knowledge—

and fosters the development of a perspective of the situation developed by analyzing
and applying information to the experience.

Reflection is a critical tool for coaches to gather feedback about their effective-
ness and impact on the client. Reflection is “an active, persistent, and careful consid-
eration of any belief or supposed form of knowledge” (Dewey, 1933, p. 9). Williams
et al. (2002) wrote that reflection is “a process where individuals think about and eval-
uate their experience to come to new understandings and appreciations” (p. 5). Reflec-
tion involves developing awareness of thoughts and feelings, analyzing the situation
—including existing knowledge—and developing a perspective on the situation.

Reflection is essentially a processing of thoughts and feelings about an incident, a
meeting, or a day—any event or experience at all. Reflection can be loosely or closely
structured to deal with surprises during and after a coaching conversation. Donald
Schon (1983) distinguished between reflection-in-action and reflection-on-action to in-
vestigate how people use their experience to analyze and frame problems, propose
action, and then reevaluate the experience because of the action. For example, reflec-
tion may occur in real time while a conversation occurs (reflection-in-action) or later
when there is time to stand back from the conversation (reflection-on-action).

After each coaching conversation, take a few minutes to review and reflect on
your experience. This time can provide an opportunity to consider what happened,
what you did that worked well, what needs improvement, and what actions you may
want to take in the future to continue to hone your skills and mastery of the art and
science of coaching. Through reflection, learning occurs that can be applied to im-
prove your positive impacts on your clients.

Consider these questions:

1. Inwhat ways did I build rapport and establish trust? This might include show-
ing interest in what occurred before the coaching session and remembering a sig-
nificant event since the last session.

2. How was the 6-step coaching process used? Consider how you guided the
coaching conversation through the steps, your agility in moving back and forth
through the steps while moving through them in order, and how well you con-
cluded a step before moving to the next one—perhaps with a closed-ended ques-
tion such as, “Are you ready to move on to talk about ___?” or “Are there other
possibilities you would like to consider at this time?”

3. How did I help my team member discover their goals and agenda for this
coaching conversation? Consider the clarity that your team member had as you
started the conversation and what you did to help them clarify and declare their
focus for your coaching work together. This might include helping them identify
several possible topics and narrow the focus to start the conversation. It might
also involve returning to a second topic once the first one is addressed.
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Which coaching skills did I use? Reflect on the skills you used. Which ones did
you rely on? How effectively did you apply them? Were there skills that could
have been employed that were not? What might you have done differently?
What were the turning points or breakthroughs in the coaching conversa-
tion? Notice when your coaching client has a breakthrough, gains awareness
shifts perspectives, etc. What were the circumstances? What did you do to fos-
ter this?

What about my coaching was well-developed? Having a well-developed behav-
ior does not mean it is best for the interaction. It means that you did it well—
even if it was not the ideal thing to do. Think about the coaching conversation
and your role in it. What are the one or two things that you did that impacted the
interactions with your coaching client?

What about my coaching was less developed? This is the other side of the coin
from what was well-developed. This is a behavior that may not have been used or
might have been underused. Consider what you might have done more of or
done more effectively.

How do I feel about my experience coaching? Consider your emotional re-
sponse to the coaching experience—e.g., confused, excited, proud, tired, bored,
critical, hopeful, and nurtured. Consider the implications of these responses to
your coaching. This might include recognizing when you are most and least com-
fortable, how you respond to the statements and behaviors of the person you are
coaching, and what you might do the same or differently in the future. There are
many ways to do this reflection and processing—such as meditation, talking with
a colleague, replaying the situations, and journaling.

What insights about my coaching do I have? Reflect on the coaching experi-
ence and your responses to the previous questions. What did you learn from this
coaching experience? What will you apply going forward?

What will I focus on going forward—continue, stop, start, modify? Now,
move your reflections into actions. Develop a plan of action to stop, start, con-
tinue, or change one or two things about your coaching as you use your coaching
mindset and skills. Your plans could include what you will do, by when, for what
desired outcomes, and with what support.

As you coach, remember that developing mastery takes time, practice, experimenta-
tion, reflection, and learning.

Rolfe’s Model of Reflection

Another practical approach to reflection comprises three questions representing
three levels of reflection. Ask yourself these questions:
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What? This is the descriptive level of reflection. It describes the situation, re-
sponses, and feelings.

So what? This is the theory and knowledge-building level of reflection—i.e. mean-
ing-making. What has been learned about self, relationships, models, attitudes,
actions, thoughts, understanding, and improvements?

What next? This at is the action-oriented level of reflection? What needs to be
done to improve future outcomes and develop learning? (Rolfe et al., 2001)

Manager-coaches can record or journal your reflections to capture them and con-

sider them later. Recording events and circumstances and returning to them for
sense-making can often be helpful. The following series of questions adapted from
work by MacKeracher (1996) can be used to facilitate this process.

Experience

What did I feel about what occurred?
What did I think about but did not say?
What did I want to do but did not do?
—  What outcomes did I desire that did not occur?
Events

— What happened?

—  Who was involved?

— What was said?

—  What were the outcomes?
Consideration

— What is the comparison?

— What do I think in a critical sense?

—  What do I honestly think?

Another approach is to describe experiences by noting critical processes within

the experience. The manager-coach or client reflects on what was trying to be
achieved and why, as well as the consequences, and then identifies the influencing
factors, such as sources of knowledge and differing facts, involved in the decision-
making process. Finally, the manager-coach or team member considers the learning
that can be derived from the initial experience and reflection. This learning includes
current emotions and a view in the context of historical and social processes (Johns,
2009; Platzer & Snelling, 1997).

As manager-coaches reflect, there are several cautions to consider:

One can only reflect on what one remembers or chooses to remember. Therefore,
selective memory limits what can be reflected on.

When time is short, decisions need to be made quickly. Thus, reflection is limited
to those who can think and react quickly.
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— If reflection is most likely to occur in the presence of unexpected outcomes, it is
reasonable to assume that reflection will overlook the familiar.

— People tend to focus their attention on negative experiences and highly stressed
situations. As a result, expect manager-coaches to reflect less on what went well.

— People tend to operate within the sphere of their comfort zone. Thus, manager-
coaches might neglect situations that expose uncertainty or their lack of skills.

Summary

While almost anyone can call themselves a coach, practitioners must master the
knowledge, skills, and abilities of coaching in order to provide effective and long-
lasting coaching. Skilled coaches must master various skills, including giving feed-
back, building trusting relationships, fostering self-awareness and reflection, and
many more. Only after doing so can a coach be a coach instead of following a script or
step-by-step model.

Seeking feedback in coaching conversations can be structured, especially from
the reflective practitioner’s point of view. The primary value of this type of reflection
is to help coaches assess how they are coaching and allow them to adjust the coaching
process or the questions being asked. Coaches periodically stop and pause to think
about what is working, what is not working, and what they can do to improve their
work with their clients. They do this intentionally. They look at all data sources to
confirm and adjust what and how they are doing. Seeking feedback using the reflec-
tive practitioner’s approach is one way to do this. This approach can raise a change
coach’s awareness and deepen understanding of the coaching practice. Several mod-
els of reflection are effective. David Clutterbuck’s 4 “I”s model works both during and
after the coaching session as coaches seek to become reflective practitioners:

1. Issues (What topics did we cover?)

2. Ideas (What creative thinking occurred?)

3. Insights (What did we learn?)

4. Intentions (What will we do as a result of our learning dialogue?)

A Conversation with Carolyn Roach
Chief Human Resources Officer
for a Fortune 500 publicly traded company in the transportation industry

This conversation was recorded and transcribed, then edited for clarity and conciseness.
John Bennett (JB): How do you use coaching in your role as a leader manager?

Carolyn Roach (CR): I probably do it a little bit unconsciously. I think the best example is asking ques-
tions. It’s not always easy because sometimes I want to direct work, but I try to ask my team questions
when they are presenting things to me or navigating through decisions. I try to get them to think
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about things from a different perspective. I believe giving feedback is also part of coaching. I ask team
members if they’re open to feedback and then be transparent with how I feel about the work. I con-
structively do this in a way that guides them developmentally.

JB: How did you develop this mindset and skill set?

CR: I had an executive coaching or organizational psychology class in my graduate studies. Through
my human resources career of 20-odd years, it’s been a blend of more formal training and executive
coaching that I've received. I've learned from academics, HR professionals, and working directly with
executive coaches.

JB: What are some of the challenges you’ve had or seen leaders and managers have in applying a
coaching approach to their work?

CR: I think some people managers just don’t know how to do it. They don’t know the difference be-
tween using questions and dialogue to help a person get to the answer themselves versus just direct-
ing work. One of the challenges we all get into is we don’t have time. Time is such a precious resource
that a manager who hasn’t been invested in coaching or isn’t as familiar with using it can see it as just
asking a series of questions. They value the results more than the process of helping the other person
get to their answers.

JB: How have people responded using a coaching approach?

CR: I'd like to think that most people have responded positively because, at the end of the day, when
you do it right, the person gets to the answer themselves. They have an epiphany almost on their own.
They feel like it was their realization, epiphany, or decision. They feel good about their decision be-
cause they decided, even though the coach or the manager may have helped guide them to that
answer.

I think it’s effective to be transparent about how I will play. I will ask, “What role would you like me
to play in this conversation?”

)B: What is the value of using coaching as a manager?

CR: I think it helps to develop a relationship with the person. I think that by using coaching as a mana-
gerial tool, you can build a stronger, more trustworthy, more authentic relationship with your direct
reports or the teams underneath you. We’re humans, and making those deeper connections is a valu-
able outcome. Coaching breeds confidence in the other person. If you coach, you can get them to click
that light bulb on, and it becomes their idea, then they’re a more confident person. Hopefully, this
helps make them better and more effective at work, home, or personal life.

JB: What advice would you give your less experienced version of yourself or someone else, some ad-
vice as a leader, as a manager who is beginning to embrace the idea of using coaching?

CR: You’re already the manager. You’re already in the seat. It’s not about proving that you know more
than your team and direct reports. If you can use coaching to get your team to feel more confident
and deliver more, then it will make everybody stronger and better. I think we get into these leadership
positions, and we believe we have to prove ourselves even more. But maybe it’s looking back and say-
ing you've earned the seat. How do you grow and develop people around you using coaching so they
can move on? That actually makes you a stronger leader.
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JB: Is there anything you want to share that I haven’t asked about or anything you want to
emphasize?

CR: As leaders, we shouldn’t consider coaching an expense. There’s a high return on the investment
when you think about speeding the transition into a new role, speeding up that learning curve. I think
of it more as an investment in learning and training versus an expense. And I think the informal nature
of what we want our managers to do, which is much more coaching and dialoguing, can be done for a
relatively low expense. We want to encourage managers to have the conversations in the moment, on
the spot. We've talked about it with our dock workers. This is a coaching moment when our frontline
supervisors see freight that’s not strapped correctly. Coaching is an investment. It takes muscle mem-
ory. It takes work, and it takes constant exercise. It’s not a one-and-done, because especially when
we’re stressed, we can come back into directing people on what to do and just giving them the
answers.
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Appendix A
100+ Scenarios for Coaching

Here is a list of more than 100 areas of focus for coaching. This is not an exhaustive
list. It is intended to illustrate the various topics about which manager-coaches may
be asked to coach team members.
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Gain self-awareness

Know the whole business (agility)

Build effective relationships across functions

Increase crucial relationships with leaders

Understand and work with power structures (politics)
Delegate effectively

Develop better listening skills

Create a people development culture

Develop collaborative relationships with key stakeholders

. Develop physical and emotional resilience
. Initiate change (effectively)

Build emotional resilience
Develop an optimally performing team

. Increase organizational awareness

Adapt communication style to increase impact
Get/be organized
Motivate and inspire others

. Know when to check in with others

Mentor others

. Provide feedback

. Focus team’s efforts through priority setting

. Change the visibility of a team across the company
. Deliver clear and consistent messages

Set priorities and adjust pacing
Influence decision processes by leveraging others

. Clarify, define, and manage expectations of self and others
. Create a team “brand”

. Support employees in building skills and reputation

. Build relationships with business leaders

Develop a strategic network

. Be more transparent in conversations
. Hold direct reports accountable
. Understand and acclimate to the organization’s culture

Balance/flexibility of style between casual/comfortable versus more formal
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35.
36.
37.
38.
39.
40.
41.
42.
43.
44.

45.
46.
47.
48.
49.
50.
51
52.
53.
54.
55.
56.
57.
58.
59.
60.
61.
62.
63.
64.
65.
66.
67.

68.
69.
70.

71.

72.

Be more strategic—leadership versus tactical

Make your voice heard

Influence and negotiate with peers and the most senior leadership
Lead a diverse team

Influence and negotiate across functions and up the organization
Develop a fully competent and strategic leadership team

Listen actively

Test assumptions before making conclusions

Develop talent

Recognize the differences hetween people and adjust approaches to leading and
managing

Strengthen organizational savvy

Develop, motivate, engage, and manage an optimally performing team
Set a vision on how to drive business performance

Be a change agent

Balance the need for control and influencing without authority
Manage the needs of multiple constituencies

Make decisions and take actions in a strategic context

Stay abreast of trends/hot topics/technology in their field

Manage up—boss alignment

Manage time—priorities, role alignment, staying focused

Integrate an organization or team after a merger

Manage teams

Build alignment

Influence from a distance (remote relations)

Coach employees

Communicate across cultures

Develop people leader/people management skills

Develop executive/leadership presence

Influence informally

Lead or influence up the organizational hierarchy

Assert appropriately

Manage and resolve conflicts

Influence others—direct reports, peers, partners, manager, and other key
stakeholders

Develop and manage stakeholder relationships

Develop Emotional Intelligence (EI/EQ)

Show up as more outspoken and proactive with superiors and peers
Be more firm, directive and active in one-on-one and team leadership with direct
reports

Prioritize and delegate



73.
74.
75.
76.
77.
78.
79.
80.
81
82.
83.
84.
85.
86.
87.
88.
89.
90.
9L
92.
93.
94.
95.
96.
97.
98.
99.
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Collaborate

Drive results

Communicate vision

Build and use a professional network

Hold people accountable

Manage stress

Control impulses

Manage the perception of others

Increase productivity

Improve quality

Improve customer service

Reduce customer complaints

Retain leaders

Reduce costs

Increase hottom-line profitability

Improve working relationships with direct reports, immediate supervisor, peers
Improve teamwork

Improve job satisfaction

Develop to the next level of leadership

Improve individual and team performance

Improve working relationships

Gain new and different perspectives on business issues
Support learning and development efforts

Address derailing behaviors

Enhance career planning, decisions, and development
Improve individual performance/productivity
Address leadership development/succession planning

100. Increase individual worker skill levels

101. Improve organizational performance

102. Address specific workplace problems

103. Boost employee engagement

104. Improve retention rates

105. Improve the performance of employees whose supervisor is being coached
106. Improve recruitment outcomes
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Self-Awareness Outcomes Questionnaire

Respond to each item by selecting the response that most accurately reflects your cur-
rent self-awareness. Once youw've completed it, refer to the questions for reflection at

the end of the page.
Never Almost
Always
1. 1“observe” myself. 1 2 3 4 5
2. Ihave insight into myself. 1 2 3 4 5
3. Ilook at why people act the way they do. 1 2 3 4 5
4. Thave learned about myself and how I see the world. 1 2 3 4 5
5. Iam continuing to work on and develop myself. 1 2 3 4 5
6. Ifocus on ways amending my behavior would be useful. 1 2 3 4 5
7. Ifeel generally positive about self-awareness. 1 2 3 4 5
8. Ireassess my own and others’ responsibilities. 1 2 3 4 5
9. I'm aware of my abilities and limitations. 1 2 3 4 5
10. Iam reflective. 1 2 3 4 5
1. Tam realistic about myself. 1 2 3 4 5
12.  Thave a good self-image. 1 2 3 4 5
13. Ifeel on the whole very comfortable with the way I am. 1 2 3 4 5
14. Thave fun. 1 2 3 4 5
15. Iam consistent in different situations or with different 1 2 3 4 5
people.
16. I have compassion and acceptance for others. 1 2 3 4 5
17.  TLinteract well with colleagues or peers. 1 2 3 4 5
18. Tunderstand myself well. 1 2 3 4 5
19. Iam confident. 1 2 3 4 5
20. Istop and think before judging. 1 2 3 4 5
21.  Tunderstand my emotions. 1 2 3 4 5
22. Iam objective. 1 2 3 4 5
23. Isee my work life as something I have power to affect. 1 2 3 4 5
24. 1can take a step back from situations to understand 1 2 3 4 5
them better.

25. Tam content with my work situation. 1 2 3 4 5
26. 1think about how my personality fits with my work role. 1 2 3 4 5
27. Tunderstand how I work within a team. 1 2 3 4 5
28. TIhave changed the way I work. 1 2 3 4 5
29. Itake control of my work. 1 2 3 4 5
30. Irecognize the stress and worry in my current work. 1 2 3 4 5
31. Ithink about how we interact with each other as 1 2 3 4 5

colleagues or peers.
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(continued)

Never Almost

Always
32. Ifeel vulnerable. 1 2 3 4 5
33. Ifeel exposed. 1 2 3 4 5
34. 1find making changes is difficult and scary. 1 2 3 4 5
35. [Ifeel quilty for criticizing others. 1 2 3 4 5
36. Ifeel my emotions deeply. 1 2 3 4 5
37. Ifind it scary to try something new or step out of what 1 2 3 4 5

I know.

38. I have had to revisit difficult past experiences. 1 2 3 4 5

Adapted from Sutton, 2016

Questions for reflection and consideration:

1

2.
3.
4

What does this tell you about your self-awareness?

In what ways are you self-aware?

In what, if any, ways could your self-awareness be enhanced?

Based on your responses to the questionnaire, what actions will you take?



Appendix C
Skills-Focused Coaching Questions

Powerful questions in the context of coaching share some common characteristics:

— They are related to the team member’s situation and support their goals for the
coaching conversation.

— They build on what the client says and does.

— They are brief (15 words or less is a good rule of thumb) and direct.

— They are asked in language that the client understands.

— They do not require much contextualization or explanation.

—  They minimize defensiveness and usually do not begin with “why.”

The following are some examples of questions that should be used throughout the
change-coaching process.

Listening for Understanding

Listening for understanding is more than making simple sense of what team members
say. It involves detecting and making sense of what is not spoken by connecting data
observed and gathered from various sources. It involves seeking a more profound un-
derstanding of team members and the manager-coach.

— What are you trying to say?

- Is__ what you are saying?

— Do you think I understand you?

— What happened?

—  Tell me more.

— Thear you say X, yet I see you doing Y. What does this mean?

- What else?

— What are you thinking?

— How do you feel?

— Whatis an example?

— Is this what you mean?

— Help me understand ___.

— What does that mean to you?

— WhatIhear yousayingis. . ..

— Areyou saying. . .?

— Iimagine that made you feel __.
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Providing Feedback

While feedback is delivered in the form of statements, questions can also be used to
help team members gain awareness and test possible actions.

— How can you be more open to feedback?

- What feedback have you received?

- How do you respond to feedback?

- What feedback are you willing to consider?

— What is your reaction to the feedback you received?

Reframing

Reframing involves encouraging, guiding, and supporting team members to discover

different or multiple perspectives. It is beneficial when team members try to make

sense of a circumstance or develop strategies for action. Reframing may be used at

any point in the coaching process; however, it will most likely be used in Step 3: In-

formation Gathering and Step 5: Action Planning. Reframing supports team mem-

bers in challenging assumptions and beliefs, discovering new perspectives, and

envisioning a new future. It helps team members develop and understand multiple

perspectives, develop new insights, get “unstuck,” and shift from tactical to strategic

thinking.

- Are you following the compass or the calendar?

- What are you afraid of?

—  What would that look like?

— Do you see people or problems?

— Are you the same in public as you are in private?

- What is your relationship with conflict?

- What is stopping you?

—  Which do you believe first—the best or the worst?

— How could you have approached those circumstances differently?

— What would you see yourself doing if you were in a helicopter hovering above
your life?

- What would it look like if you reached your goal?

—  What would the relationship look like if it were healthier?

-  What is stopping you?

— Is your recent behavior helping you reach your goals?

- If you succeed, what would that look like?

—  When you look back (days/months/years), what change will you wish
you’d made?

— What other perspective can you consider?

—  What other angles can you think of?
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If you look back ___ (months/years) from now, what would you like to say you
accomplished?

What assumptions can you let go of?

Let’s assume you will be successful. How does that shift your perspective and
ideas about what to do next?

What has worked for you in the past?

What could happen if you __?

What have you seen or experienced others doing in similar situations?

What’s the best/worst thing that could happen?

In what ways can you see this as an opportunity versus a problem?

What makes investing time, money, and other resources in this make sense for
(you, the business, the community, the customer, etc.)?

How might this look if you stepped into other shoes or looked at it differently?
What would the younger version of you tell you right now?

What might an older version of you tell you right now?

Imagine the future. What do you see?

If you were the (owner, employee, manager, stockholder, etc.), how might you in-
terpret the situation?

If you were the (owner, employee, manager, stockholder, etc.), what possibilities
can you imagine?

What patterns do you see?

What are you not aware of that might make a difference if you were aware?
What are you accepting as a fact that might not be true?

Who could you talk with who has a different perspective?

Whatif __ ?

What would you attempt to do if you knew you could not fail?

What if you could not fail?

If you had a magic wand and could make any change, what change would you
use it to make?

What would that look like if you woke up tomorrow and the issue was resolved?
What would you like to be true?

What if the opposite is true?

If none of the current options were available, what would you do?

What would an outsider do?

What might I notice about X if I saw it for the first time?

If you were to start over, what would you do first?

What are you willing to abandon?

What would happen if you shortened your timeline?

What would happen if you extended your timeline?

What would you do if half of your resources were taken away?

What would you do if you got twice as many resources as you currently have?
What would your great-grandchildren think of the decision you are making?
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Providing Insight

Coaching is typically nondirective. It involves challenging the client to gain clarity,
discover blind spots, gain an understanding of meaning, and test assumptions. Provid-
ing insight may include drawing on the coach’s knowledge and experience to help the
client discover solutions, insights, and resources for themselves. Wisdom should be
offered in a nonjudgmental and nondirective manner.

How is that working for you?

What is stopping you?

What does your response to feedback communicate to others?
What keeps you from pausing?

How do you talk to yourself?

From whom could you seek that information?
What do you avoid in leadership?

What do you avoid in conflict?

What do you avoid in relationships?

When are you at your best?

How did you reach that conclusion?

What do you fear most?

Building Support

One goal of coaching is to support clients in their independence from the manager-
coach and foster independence and interdependence with a support network. As the
team member explores possible actions, develops action plans, or establishes partners
for accountability, it may help them identify individuals or groups with whom they
can access information, role models, resources, and feedback.

Who can support you?

What support do you need?

What will you do to get their support?

What is crucial for you in an accountability partner?

Who can be your accountability partner?

Who else needs to be involved?

Who do you know that can help you?

What resources will you need to access?

Who have you relied on when you've faced similar issues/opportunities?
What feedback do you need? From whom?

Who are your trusted advisors, and how can they support you?
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Coaching Case Example 3

Jane is a senior compliance and operational risk leader for a global financial services
company. She has been in her role for two years and with the company for 10 years.
Jane is a high-performing, high-potential member of Frederick’s team. As part of a
company-sponsored leadership development program, Jane received feedback that
she needs to develop her executive presence: gravitas, projection, and style. In addi-
tion, it was suggested that she develop more effective written and verbal communica-
tion skills. Shortening her messages would increase their impact.

As Jane’s manager, Frederick meets with her regularly. In one of their meetings,
Frederick asks Jane about her experiences with the leadership development program:
— “What have been some highlights for you?”

-  “What feedback have you received?”

- “How are you applying what you are learning?”
—  “What is your development plan?”

- “What, if any, support can I provide you?”

As Frederick asks these questions, Jane is excited about her experiences and
eager to apply what she has learned. She has several examples of how she has already
implemented some of her insights. She shares the feedback she received and asks for
Frederick’s help.

This is a sample of the conversation between Frederick and Jane:

Dialogue Coaching Coaching
Process Step  Skill(s)
Applied

Frederick: . . . It sounds like you have a valuable learning experience. Step 1: Current Listening for
I am happy to continue supporting you and your development. What  Situation and  Understanding

do you have in mind? Context
Asking

Jane: Thank you so much! You have provided me with feedback in the ~ Step 2: Needs  Powerful
past. I wonder if you might have some feedback about the presentation and Desired Questions
I made last week. I would welcome additional feedback and the Goals

opportunity to discuss some communication experiences.

Frederick: What aspects of the presentation are you interested in Step 2: Needs  Asking
hearing my feedback about? and Desired Powerful
Goals Questions

Jane: As I continue to make my messages shorter and increase the
impact of my messages, I'm interested in what you observed about
those points.
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(continued)

Dialogue Coaching Coaching
Process Step  Skill(s)
Applied
Frederick: I noticed that you started with a powerful attention- Step 3: Providing
grabber that set the stage for other points and made the topic Information Feedback
relevant to the audience. You followed this with PowerPoint slides Gathering

that provided context and data to build your case. You succinctly and
accurately drew conclusions based on the data, and then shared
several criteria for evaluating options for acting on the data. You
asked the group if they had additional points for review. You
acknowledged their input and shared how it could be added. Then you
outlined three options and evaluated each of them based on the
selection criteria. You gave the group an opportunity to discuss the
options, and then presented your team’s recommendation. This went
smoothly, and you got agreement from the group. Is my summary
similar to your recollection?

Jane: Thank you. Yes, that is an excellent summary. 'm glad to hear
that you saw the flow of the presentation, how I built the argument,
and that I was able to remain open to input. I was particularly
concerned about getting long-winded or diverted by group members
who provided feedback about the criteria and discussed the options.

Frederick: I don’t think you got long-winded or allowed the input or
discussion to throw you off course. It can be challenging when you
hear so much information on a presentation you’ve worked very hard
to develop and deliver—especially when the comments come from
peers and people above you in the organization. Since you asked for
feedback concerning making your messages shorter and increasing
the impact of your messages, I would like to share that I noticed your
response to Jillian was long and not as organized as most of your
other answers. At that point, I think you may have lost the interest of
some of the audience. Did you notice this?

Jane: Now that you mention it and I reflect on the meeting, I can see
that. As I think about it, I realize that I'm often anxious when talking
with Jillian and certainly feel that when presenting to her.

Listening for
Understanding

Frederick: I wonder if that might be a good topic for our next Step 4:
meeting. Perhaps I could provide some coaching about what you are  Possible Action
experiencing and how you might respond to Jillian. What do you think? Planning

Listening for
Understanding

Asking
Powerful
Questions
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(continued)

Dialogue

Coaching
Process Step

Coaching
Skill(s)
Applied

Jane: That would be great. I would appreciate your ongoing feedback

Step 5: Action

Listening for

and coaching about my responses to Jillian. I'll make a note to have Planning Understanding
that on our agenda when we meet in 10 days.
Asking

Frederick: OK. Between now and then, would you be willing to reflect Powerful
on your interactions with Jillian and be prepared to share what you Questions
think is going on for you?
Jane: Yes. I will do that. I already have some ideas. Thank you!
Frederick: As we wrap up this conversation, I'm curious about what Step 6: Asking
you’ve gotten from it and what you see as your next steps. Summary and  Powerful

Agreement Questions

Jane: This has been very helpful. I got some insights about my
approach. Before we meet again, I will reflect on my interactions with
Jillian and be prepared to talk about that.

Frederick: Terrific. I look forward to our next meeting.







Appendix E
Coaching Case Example 4

Fran has been with the company for about nine months. She has deep expertise and a

range of experience. While she has managed other leaders in her previous job, she

has never led a team this large. Fran has five managers reporting to her. Each man-
ager has four to eight supervisory managers reporting to them. The total is around

225 team members.

When Elizabeth hired Fran, she was aware of several potential areas for develop-
ment. In addition, during her initial time with the company, Elizabeth noticed further
areas for development. These are:

— Elevate how Fran presents/interacts with executives (how to frame topics for pre-
sentation and discussion, how to read the audience, being able to adjust the level
of detail).

— Create a cohesive weave of compliance strategy (get out of the weeds of point-
counterpoint debate and use more strategic business case discussions and deci-
sion-making).

Fran has told Elizabeth that she wants to learn to be comfortable and feel knowledge-
able without knowing all the details and learn to delegate for her work/life balance &
others’ development.

As Fran’s manager, Elizabeth has shared feedback with her. Fran has been recep-
tive and willing to work with Elizabeth and others to support her development. Eliz-
abeth meets with her every two weeks for about one hour. Elizabeth interacts with
and observes Fran in various settings throughout the workday.

Yesterday, Fran presented to a group of leaders at Elizabeth’s level. Elizabeth met
with Fran a couple of times as she prepared. Elizabeth’s overall impression of the pre-
sentation was positive; however, Fran continued to misread the audience and provide
more detailed information than was necessary. This resulted in some members of the
group losing interest in the topic, the presentation and discussion lasting about 25%
longer than planned, and the group not reaching a decision.

Today Elizabeth has one of her ongoing one-on-one meetings with Fran, and Eliz-
abeth wants to use part of the time to discuss the presentation. While Elizabeth plans
to provide feedback, she also wants to get Fran’s observations.
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This is a sample of the conversation between Elizabeth and Fran:

Dialogue Coaching Process  Coaching

Step Skill(s) Applied
Elizabeth: I know you put a lot of time and effort into the Step 1: Current Asking Powerful
presentation last week. I'm curious about how you thought it Situation and Questions
went. Context

Listening for

Fran: First, thank you for taking the extra time to meet as I Understanding

prepared the materials and presentation. I thought it went very

well. As I reflected on it, I thought the flow of the presentation Providing
made sense and was easy to follow and that the essential Feedback
information was presented. I struggled with the amount of detail

I provide and adjusted my approach and words to the audience.

Elizabeth: Fran, I agree with you. Your observations and
reflections are aligned with mine. I also noticed that your
portion of the meeting ran longer than planned and that the
group could not reach a decision. We will need to have another
meeting to finalize the decision. Would you be willing to take a
few minutes to talk about how you can use this experience to
continue your development?

Fran: Absolutely. I realize getting this right is essential to my
credibility and impact.

Elizabeth: You mentioned two areas for improvement: Step 2: Needs and Listening for
providing details and reading your audience. In today’s time, Desired Goals Understanding
which one would you like to focus on first?

Asking Powerful

Fran: I think I’d like to start by providing details. I am Questions

enthusiastic about the topic and have so much experience
working in this area that I tend to share more than necessary. I
want others to share my enthusiasm, and I think the best way to
get them on board is to provide them with lots of information.
Recently, 've noticed that my audience begins to look down,
check their emails, and get restless in their seats when I do this.
I know I'm losing them, but I don’t know how to adjust my
approach.

Elizabeth: It is great to hear about your passion for the topic.
And, yes, you have a great deal of industry experience. That is
one of the reasons I was delighted you joined our team. You
mentioned two points: 1) you want others to be enthusiastic
about the topic, and 2) you want to retain the attention of your
audience. Let’s focus on each of these. OK?

Fran: Yes. Now that I’'m noticing losing my audience, I want to
work on that.
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(continued)

Dialogue Coaching Process

Step

Coaching
Skill(s) Applied

Elizabeth: Have you noticed anyone who was particularly good
at retaining the attention of their audience?

Step 3: Information
Gathering

Fran: As a matter of fact, I recall a leader at my previous

employer who was great at doing this. And a few weeks ago, I
attended a professional conference where one of the speakers
captured and retained the audience’s attention for a full hour.

Elizabeth: As you recall those experiences, what did they do
that contributed to this success?

Fran: Each of them started with a story the audience related to
and set the stage for their topic. Their presentations were
focused on 2-3 key points. They presented the material with
enough detail for everyone to understand without giving too
much information. The presentations had a logical flow, like
telling a story or presenting an argument.

Elizabeth: Which do you think you already do well, and which
do you think deserve attention?

Fran: My presentations tend to flow logically and build the case
for a decision. I don’t typically tell a story or do anything to
capture the audience’s attention, and as we’ve discussed, I tend
to provide too much information.

Reframing

Listening for
Understanding

Asking Powerful
Questions

Elizabeth: It sounds like you’ve already identified potential
shifts you want to make. Are there others?

Step 4: Possible
Actions

Fran: No. Those are big ones for me and provide a good
starting point.

Listening for
Understanding

Asking Powerful
Questions

Elizabeth: OK. So, what will you do to implement these actions? Step 5: Action
Planning

Asking Powerful
Questions

Listening for
Understanding

Developing
Support
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(continued)

Dialogue Coaching Process
Step

Coaching
Skill(s) Applied

Fran: For the follow-up meeting in three weeks, I don’t think I
should start with a story. However, I have another presentation
the following week that could use a story to capture the
audience. As I work on that presentation, I'll develop a story. I’ll
work with our communication specialist to refine this. And, if
you don’t mind, I’d like to run it by you for feedback when we
meet next week. And, for the details, I would like to think about
the follow-up meeting and my audience. I will develop an
outline of the critical pieces of information they need to decide
on the proposal, then build the presentation based on that
outline. Again, I’ll consult with our communication specialist and
a couple of members of my team who are familiar with the
audience and the proposal. The key will be to help me focus on
the essential details. I will also build the presentation to tell the
story and lead them to the decision. I should be able to
accomplish this by the end of this week. How does that sound?

Elizabeth: I would like you to clearly understand what you
must do and the resources you need to access. I am happy to
meet with you about the upcoming presentation. Is there
support you need from me on the follow-up meeting next week?

Fran: Thank you for your support. If you have time, I'd love to
run through the presentation for your follow-up meeting. Your
feedback would be helpful.

Elizabeth: Great. I know I have some time available Friday
afternoon. Will that work for you?

Fran: Perfect.

Elizabeth: As we wrap up, I’'m curious about what you got from Step 6: Summary
this conversation. Will you share that and review your next and Agreement
steps?

Asking Powerful
Questions
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(continued)

Dialogue Coaching Process  Coaching
Step Skill(s) Applied

Fran: I have gained awareness of ways I can improve my

presentation skills by getting the attention of my audience,

focusing on what the audience needs, minimizing unnecessary

details, and building my presentations as stories or persuasive

arguments. I also gained confidence in developing and

presenting material that will lead to our desired outcomes. As

for actions, I will:

1. Develop a story to kick off my presentation in three weeks.
I'll have a draft for us to review during our next meeting.

2. Use the resources on the team to support my presentation
development and delivery.

3. Draft my presentation for next week and review it with you
on Friday.

4. Focus on the essential details when planning my
presentations.

Thank you for taking the time to talk through this with me.
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Ally Someone who advocates and supports a community other than their own. Allies are not part of the
communities they help. A person should not self-identify as an ally but instead show that they are one
through action.

Assessment An instrument designed (often validated) to measure knowledge, skills, behaviors,
personality, learning style, etc.

Behavior How an individual, group, or organization conducts itself.
Behavioral change A shift in behavior.

Behavioral coaching Behavioral coaches facilitate the performance, learning, and development of the
individual or team by explicitly focusing on actions, goals, and habit formation. Behavioral coaching aims
to help individuals increase their effectiveness and happiness at work, study, or in a social setting by
breaking down current behaviors and activating new replacement behaviors.

Belonging “. . . your sense that you are part of something greater than yourself that you value and need
and that values and needs you back. In other words, belonging creates a strong sense of connection,
reciprocity, and shared value. . . . A culture of belonging is built on access, reciprocity, and sharing of
power and opportunity. It is not a culture that excludes anyone based on social identity, though it might
set clear parameters around employee orientations, motivations, and aspirations” (Miranda-Wolff,

2022, p. 8).

Bias A preconceived or irrational tendency, trend, inclination, feeling, or opinion. Prejudice is taught by
the socialization practices one is exposed to.

Big Five A five-factor personality model and various assessments, including openness, conscientiousness,
extraversion, agreeableness, and neuroticism. It is sometimes referred to as the NEO Big Five.

BIPOC Black, Indigenous, and People of Color.

Certification Certification represents a declaration of a particular individual’s professional competence
independent of certificate program providers. Certificates are issued to attest to a knowledge and
experience base for coaching practitioners.

Change The act or instance of making or becoming different to cause something to be different, such as
a process, role, or product. Change can affect individuals, groups, and organizations.

Change agent A person or group who drives change within the organization by championing or
promoting the change and often by managing its implementation. The role can be official or voluntary
and can help to communicate the excitement, vision, and details of the change to others within the
organization.

Class A social stratum sharing essential economic, political, or cultural characteristics and having the
same social position.

Client The individual or group who receives the professional service of coaching. (See Coachee, Team
member.)

Coach The individual who provides one-on-one or group coaching.

Coach training The academic and professional programs providing coach training and development
focusing on theory, practice, and scholarship.
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Coachee The individual or group who receives the professional service of coaching. (See Client, Team
member.)

Coachability A person’s willingness and openness to development, performance improvement, and
transformation through engagement with a coach (informal or formal).

Coaching A practice of collaborating with team members in dialogue informed by skills, ethics, standards,
theories, and models. Coaching seeks to co-create reflective learning experiences that support individual
and collective change.

Coaching services provider The people who use coaching-related theories, models, and skills in their
work or as the basis for their professional practices. This may include a company that sources coaches for
organizations.

Coaching session The conversations, sessions, and interventions in which coaching occurs.

Coaching skills The skills used by coaches and manager-coaches are listening for understanding, asking
powerful questions, reframing, offering feedback, providing insights, and developing support.

Cognitive behavioral coaching Cognitive behavioral coaching aims to help clients understand the root
of their difficulty. This approach to coaching and therapy focuses on changing beliefs, images, and
thoughts in order to change behaviors. A coach with this style will typically have a psychology background
and will work with you to identify what might be stopping you from reaching your full potential.

Competence Demonstrating knowledge or skills at a defined level of expertise.

Competency The observable or measurable knowledge, skill, attitude, or behavior that is essential for a
job or contributes to the successful performance of the job and differentiates the level of performance.

Confidentiality Holding something in confidence, not disclosing it without the permission of the other
person, group, or organization.

Consulting A helping relationship that can be formal or informal and is established to provide expertise,
skills, or a process for the client.

Covering This is downplaying your differences relative to mainstream perceptions in ways that are costly
to your productivity and sense of self in the workplace.

Culturally subordinated or subordinated social identity A status imposed by a culturally dominant
social identity group onto another group it deems inferior to itself. Subordination is done to a group. No
group voluntarily subordinates itself.

Critical Race Theory (CRT) What began as a legal theory in the 1970s is now a collection of activities and
scholars who study transformational relationships among race, racism, and power. This approach has
spread to other disciplines, such as political science, ethnic studies, sociology, theology, and healthcare
(Delgado & Stefancic, 2017). Today, CRT is a cross-disciplinary examination of how laws, social and political
movements, and media shape, and are shaped by, social conceptions of ethnicity and race. The word
critical in the name is an academic reference to critical thinking and critical theory rather than criticizing or
blaming people.

Developmental coaching Coaching that focuses on personal or professional goals, thinking, feelings,
and actions and on how the clients can change their lives for greater personal effectiveness or
satisfaction. To learn, build, or grow a skill or capacity, such as developing business acumen or public
speaking skills, creating a culture of respect and inclusion, or improving innovation in a group or
organization.
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Development plan A formal (written) or informal (unwritten) agreement about actions that will be taken
to develop knowledge, skills, and abilities within a specific period and with specific defined outcomes.

Diversity The de-facto state of differences among human beings in social space. The practice or quality of
including or involving people from various social and ethnic backgrounds and different races, genders,
sexual orientations, etc.

Dominant Supremacy on a given dimension of diversity, such as culture or social identity. Cultural
dominance equals rule, control, power, and authority.

Empathy Understanding the situation that contributed to or triggered feelings.
Equality Everyone gets the same thing.
Equity Everyone gets what they need; fairness, impartiality, absence of favoritism.

Ethics An individual or group adopts moral principles to provide rules for appropriate conduct. Ethics
considers what is correct behavior in a particular situation.

Ethnicity An ethnic/social group with a distinctive culture, values, religion, language, etc.

Exclusion The opposite of inclusion. It involves conscious and unconscious acts that place some
individuals or groups of individuals outside the sphere of power, knowledge, opportunity, collaboration,
partnership, decision-making, and career advancement.

Existential coaching Existential coaches encourage clients to define their purpose and explore topics
such as meaning, authenticity, freedom, choice, and responsibility and how these come into play. A coach
with this approach may have studied a psychoanalytic approach during their training.

Existentialism A philosophical theory or approach that emphasizes the person’s existence as a free and
responsible agent determining their development through acts of will.

Feedback Data about past behaviors that is offered in the present. It is intended to reinforce or alter
behaviors. There are many sources of feedback, including internal responses, observations of impacts
against intentions, and responses from others. Feedback is data about a person’s behavior or
performance and the impact of that behavior on their performance delivered to the team member
facilitate change, improvement, or achievement of desired goals. It may be offered from the team
member to the coach as well.

Focus areas of change coaching Three primary reasons for change at the individual, group, or
organization levels are performance, development, or transformation.

Gender A socially constructed system of classification that ascribes feminine or masculine characteristics
to people.

Gender identity A person’s internal sense of themselves as a specific gender—girl/woman, boy/man,
etc.—irrespective of their biological sex.

Gestalt coaching Gestalt coaches seek to facilitate transformational change—a personal change focused
on behavioral change and supporting a growing awareness of the whole person. Gestalt coaching helps
people become more of who they are, and it is in following this path that they gain access to their future
potential. A coach who works with this style should have a background in psychology.

Group coaching Team members undertaking group coaching benefit from peer learning or the group’s
collective wisdom. This peer learning is often as important as the interaction with the coach. Groups come
together with a common interest but do not always have the same goal. For example, a group may come
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together to be coached on effective leadership. Still, a team member has personal goals, and their role is
not in relationship with other group participants.

Hearing The physiological sensory process by which auditory sensations are received by the ears and
transmitted to the brain.

Helping relationship A formal or informal relationship with another person, group, or organization (the
client) to provide help, with the intent of avoiding co-dependence.

Implicit bias Having prejudice and stereotypes without intending to do so and acting based on the bias.

Inclusion The ability to interact with people in a way that makes them feel they belong, are valued, and
are welcome to be themselves. Allows individuals with different identities, skill sets, beliefs, and
experiences to feel they belong within the group because they are valued, relied upon, welcomed, and
empowered. Inclusion is also the ability to interact with people in a way that makes them feel they
belong, are valued, and are welcome to be themselves.

Individual Development Plan (IDP) A document created by a coaching client based on feedback
designed to identify goals for learning and development, actions to be taken, a timeframe for completion,
and support to achieve the goals. The IDP is usually created with the coach and may include a manager’s
input (and sometimes approval).

Intersectionality A term coined by law professor Kimberlé Crenshaw (1989) to describe how multiple
systems of oppression interact in the lives of those with multiple marginalized identities. The notion is
that no one can be identified by only one dimension of diversity and social group identity. Instead, each
of us has multiple social group identities and lives from a nexus where all our identities intersect.
Intersectionality examines the relationships between various marginalized identities and allows us to
analyze social problems more thoroughly, shape effective interventions, and promote inclusive advocacy
among communities.

Intervention To involve oneself in a situation at the individual, group, or organization levels, resulting in
an alteration of the action development.

JEDI An abbreviation that represents Justice, Equity, Diversity, and Inclusion.
Goal A desired outcome of the coaching engagement.

Key stakeholders Individuals or a group (can be a subset of all stakeholders) whose support is essential
to the success of the change. The change initiative will probably fail if they withhold or withdraw their
support.

Leader The person to whom others look for guidance, direction, and vision.
Learning The knowledge or skill acquired by instruction or study that modifies a behavioral tendency.

Level of change Three arenas in which change takes place: individual or personal, group or team, and
organization.

Listening Making sense of sounds and observations.

Manager-coach A person who uses coaching-related knowledge, approaches, and skills to coach team
members in the organization who report to them or who have sought their coaching.

Marginalize To push someone out to the margins of social space or activity because of stereotypical
assumptions about that person’s intelligence, competence, capability, or overall desirability.

Master A person eminently skilled at something.
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Mastery The act of performing at a masterful level.

Microaggressions Subtle but offensive comments or actions directed at a culturally subordinated group.
Often unintentional or unconscious, they insult, invalidate, or exclude marginalized groups and reinforce
stereotypes.

Mindset A mental attitude or disposition that predetermines a person, group, or organization’s responses
to and interpretations of situations; an inclination or habit.

Mentoring A one-on-one relationship between a less-experienced person (protégé) and a more-
experienced person (mentor) intended to advance the personal and professional growth of the protégé.

Multi-rater feedback Feedback from multiple sources, usually from different perspectives such as
manager, peers, direct reports, and other key stakeholders.

Novice A beginner who is new to knowledge or skills and has not developed them to a level of
competence, proficiency, or mastery.

Paraphrasing A listening skill that coaches use based on restating the client’s essential message in a
concise way to test the coach’s understanding of what the client has said.

Peer coaching The use of coaching knowledge, skills, and related theory in a formal or informal
relationship with a peer.

Performance coaching Coaching that focuses on specific performance potential, job requirements,
deficiencies, or derailers and on how to fill performance gaps.

Person being coached (See Client, Coachee and Team member).

Person-Centered approach An approach to counseling, psychotherapy, and coaching based on the work
of Carl Rogers. It is team member-centered and nondirective, and it places much of the responsibility for
the process on the client, with the therapist or coach taking a nondirective role.

Positive Psychology approach A psychological approach that focuses on the positive events and
influences in life, including experiences, states and traits, and institutions.

Prejudice A preconceived unfavorable opinion or feeling about someone formed without knowledge,
thought, or reason. It is a “prejudgment about another person based on the social groups to which that
person belongs. Prejudice consists of thoughts and feelings, including stereotypes, attitudes, and
generalizations that are based on little or no experience and then are projected onto everyone from that
group. Our prejudices tend to be shared because we swim in the same cultural water and absorb the
same messages” (Diangelo, 2018, p. 19).

Privilege Is . . . unearned benefits given to individuals with particular socio-cultural identities—white
privilege, male privilege, heterosexual privilege . . .” (Radd, et al., 2021, p. 51). It is the other side of
oppression. Privilege and oppression affect each other, but they do not negate each other. Privilege
describes what everyone should experience and is understood in the context of power systems. A person
with privilege may have worked hard to earn their privilege.

Professionally A way of acting at a professional-level quality standard, whether or not the job is
considered a profession.

Protégé A person who is mentored.

Psychodynamic approach The study and application (in therapy and coaching) of the interaction of
various conscious and unconscious mental or emotional processes, significantly as they influence
personality, behavior, and attitudes.
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Psychodynamic coaching Psychodynamic coaching aims to help clients achieve insight and
understanding around the reasons for their problems and to translate this insight into a mature capacity
to cope with current and future difficulties. This approach attempts to tap into the subconscious by
discussing associations, dreams, family relationships, power structures, and role analysis.

Race The Swedish botanist Carolus Linnaeus created a taxonomy of differentiated races within humanity
in the mid-1700s. A German anthropologist, Johann Blumenbach, turned Linnaeus’s taxonomy into a
hierarchy, putting “Caucasian” at the top and “Negroid” at the bottom. Scientifically speaking, there is
only one race: the human race. “Race,” as currently understood, is a social construction.

Racism “. . . a marriage of racist policies and racist ideas that produce and normalize racial inequities”
(Kendi, 2019, p. 18). It is institutional, structural, and systemic.

Reflection Awareness of self within the moment, having a clear mind to be open to the possibility of that
moment.

Reframing To look at, present, or think of beliefs, ideas, or relationships in a new or different way; the
skill of helping a coaching client reframe. Reframing may involve tools such as metaphors, analogies, and
role plays.

Relationship A situation in which two or more people’s feelings, thoughts, and behaviors are mutually
and causally interdependent.

Sexual orientation A person’s physical, romantic, emotional, aesthetic, and other form of attraction to
others. Trans people can be straight, bisexual, lesbian, gay, asexual, pansexual, queer, etc., just like
anyone else. For example, a trans woman who is exclusively attracted to other women would often
identify as lesbian. In Western cultures, gender identity and sexual orientation are not the same.

Social identity The portion of an individual’s self-concept derived from membership in a social group.

Socialization The process of learning how to behave in a way that is acceptable to society. It mostly
happens in the context of family and home of origin.

Solution-focused coaching Solution-focused coaching is centered on helping clients find solutions rather
than problems, building on strengths rather than weaknesses, and finding positive ways forward rather
than examining barriers. This coaching approach is very closely related to Strengths-based coaching.

Stakeholder Any person, group, or organization whose interests will be affected positively or negatively
by the change. Stakeholders can be internal or external to the organization.

Stereotype A widely held but fixed, oversimplified, and to some extent erroneous image or ideas of a
person or group. Stereotypes are based on very little data and are related to assumptions and
implicit bias.

Strengths-based coaching Strengths-based manager-coaches work with team members to identify their
strengths and help them discover how using those strengths more consciously can increase the team
member’s success—by understanding, developing, and applying their strengths to their goals. Often,
team members and managers focus on team member’s weaknesses and areas for development, which is
important. However, team members can benefit from better exploring how to deploy existing capabilities.
This approach builds confidence and ability.

Structural inequality The combination of privilege, exclusion, power, and oppression in all levels, facets,
and functions of cultures, societies, systems, and organizations. When exercised, these factors confer
favor, privilege, or benefit for one group (dominant) over other groups. Structural inequality is supported
through visible and hidden policies, programs, rules, norms, assumptions, and attitudes. The behavior
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creates, sustains, and contributes to the existence and continuation of bias, discrimination, and
dominance in all areas of society, culture, or system. (Royal, 2010)

Target The person or group for whom a change initiative is focused; the individuals most directly
impacted by the change and for whom change is expected.

Team coaching Team coaching differs slightly from group coaching in that teams are people who are all
aligned and headed to a common goal or outcome, such as the completion of a particular project. Groups
come together with a common interest but do not always have the same goal in mind. Team coaching is
tactical and practical, whereas group dynamics is more aimed at unearthing truths from the collective
subconscious.

Team member A person who belongs to a team or group and reports to a leader.

Training Organized activity focused on imparting information or instructions to improve a person’s
performance or to help the person attain a required level of knowledge or skill.

Transactional Analysis A system of therapy that can be applied to coaching, developed by Eric Berne, in
which personal relationships and interactions are analyzed in terms of conflicting or complementary ego
states that correspond to the roles of parent, child, and adult. Transactional analysis is a form of modern
psychology that examines a person’s relationships and interactions. It can be used to address interactions
and communications to establish and reinforce the idea that everyone is valuable and has the capacity for
positive change and personal growth. This approach should be undertaken by a coach with a background
in psychology.

Transference Feelings once felt by the client toward someone are projected onto the coach.

Transformational coaching Transformational coaching is similar to “life coaching.” It involves helping
people better themselves and their broader lives (both inside and outside work) by bringing about
necessary changes across all aspects of life. Instead of changing how you act, transformational coaching
clients work on changing how team members see themselves.

Unconscious bias An unconscious favoritism toward or prejudice against people of a particular social
identity group such as race, gender, ethnicity, sexual orientation, economic status, etc.

Use of self A person’s consciousness of their being or identity (the ego) and their striving to use self
effectively and constructively in interactions with others.

Values What is suitable and desirable.
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