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oday many successful organizations use coaching as a

T strategy to develop their leaders — from the field level to
the senior executive level. Isit possible that one technique

could be so powerful that it is useful for so many people? We think so.

In this article, we will examine...

+ what coaching isand is not

+ the business reasons for coaching

+ the key questions an organization must ask itself before beginning any
coaching initiative

+ varioustypes of coaching available and the intent of each type

+ benefits and pitfalls of coaching

+ tipsfor selecting the best coach

+ coaching scenarios.

We also have included a quiz to help you assess your current knowledge
of coaching.

Even with coaching’s recent gainsin popularity as a strategic organiza-
tional initiative, thereis still confusion about what coachingisandis
not. Professionals often define coaching in dlightly different ways. We
define coaching as...

A collabor ative relationship focused on equipping people to more fully
develop themselves and to facilitate a shift in their knowledge and

behavior.

Let’slook at what that means...
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Collabor ative Relationship.
Coaching involves arelationship
between a coach and the learner.
This relationship is the foundation
for the development of the learner.
The relationship must be based on
mutual trust and respect. Both
individuals have to work together
to achieve. The coach’sroleisto
guestion, challenge, exchange, and
offer feedback.

Equipping Peopleto Develop
Themselves.

A coach’s goadl isto help people
become better equipped to make
changes. Asindividuals, we all
have the potential to change and to
become more successful and
competent than we currently are.
However, a coach is someone who
has the ability and the desire to
help individuals devel op faster,
easier, and in a more meaningful
way than if they were on their
own. A key point hereisthat
coaching alowsindividualsto
develop themsel ves faster; the
coach does not fix them, but
equips them to make successful
and long-lasting change.

Facilitatesa “ Shift” in Knowl-
edge and Behavior.

Thereis at least one goal in any
coaching relationship. Typically,
the goals are clear at the beginning
of the coaching relationship. Keep
in mind that the goal isawaysa
shift in some type of knowledge
and behavior. For example, con-
sider the company vice president
who wanted to improve his

communication skills. His shift in
knowledge might include learning
about different communication
styles, and his shift in behavior
might be communicating using a
variety of methods with the differ-
ent members of his executive team
based on their own personal styles.

The coach helps facilitate change
by engaging in these six coaching
activities:

1. Guiding the discovery of issues

2. Guiding the devel opment of
goals

3. Guiding the devel opment of
solutions

4. Guiding the assessment of the
situation and the person’s
performance

5. Providing encouragement

6. Providing process, structure,
and accountability

These activities are the keysto
achieving a collaborative relation-
ship focused on equipping people
to more fully devel op themselves
and shift their knowledge and
behavior.

Business Reasons for
Coaching

Not only do we think coaching is
apowerful development tech-
nigue, but so do the executives
who are reaping huge benefits
from executive and company-wide
coaching programs.

Retention and Turnover
Coaching is being viewed as atool
to help decrease turnover and
retain key talent. High-potential
employees areincreasingly
looking for continuing develop-
ment opportunities, and coaching
is one way to offer those opportu-
nitiesin ahighly effective high-
impact manner. Consider this
startling statistic: in the past 10
years, the average number of
companies that an executive will
work for has gone from 2.9 t0 6.9.
Companies are experiencing
higher levels of senior level
turnover. Figuring out how to
retain management talent is
becoming avital issue. Visionary
companies are increasingly using
coaching to develop and retain
these key organizational |eaders.

Retention and turnover issues
apply to the field-supervisor and
project manager levels aswell.
The Contractors Management
Journal published the results of an
FMI training survey that indicated
that construction firms that invest
morein training trade and craft
personnel experience lessturn-
over. Companies that spent less
than $250 in training/person had
an average increased rate of
turnover of 15%. Companies that
spent up to $499 in training/person
had an increase of only 6%. And
firms that invest up to $999 kept
their turnover increase to just 1%!
Many organizations are now
realizing that the cost of investing
in development opportunities such
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as coaching is minimal when
compared to the cost of finding
and hiring areplacement for akey
contributor.

Impact on the Bottom Line

As construction, architecture, and
engineering firms look for ways to
increase productivity, sales
effectiveness, and profitability,
they are looking for innovative
ways to help their key contributors
become even more productive,
effective, and successful. Coach-
ing is amethod to deliver “just-in-
time” training and devel opment
for those individuals.

Research has shown that compa:
niesthat invest morein the
training and development of their
leaders realize higher earnings per
employee than those that don’t
invest in such programs. For
example, the same survey found
that contracting organizations that
spent $900 per employee per year
saw a57% higher return than
companies that spent only $275
per person. When Training
Magazine conducted a similar
survey of all type of firms, it
found that, in general, companies
that invest more in training saw as
much as 37% higher profits per
employee.

M anagement Succession
Coaching isacritical component
of any management succession
program. Many organizations
today are faced with a“graying”
workforce and are struggling to

determine who the future leaders
of the company will be. In fact,
some estimations are that the
number of 35- to 44-year-old
executives will decrease by 15%
per year over the next 15 years.
After identifying up-and-coming
individuals and determining what
skill and knowledge gaps need to
be filled to get them to the next
level, many senior leaders have
turned to coaching to help bring
those high-potential employees up
to speed.

Test Your Coaching IQ

Answer these questionsto test
your knowledge about coaching.
(Answer key is at the end of this
article))

Trueor False

1. Coaching and mentoring serve
essentially the same purpose.

2. Coaching is adevelopment
technique that can be used both
professionally and personally.

3. Coaching typically involves a
short-term relationship between
individuals.

4. Coaching will be most success-
ful if both parties (the coach
and the learner) are very
different from one another.

5. A coaching relationship re-
quires mutual respect, rapport,
and honesty.

6. All people within an organiza-

tion make good candidates to
be coached.

7. Only senior managers make
good coaches.

8. Coaching is about telling aless-
senior person what they should
do to improve their work
performance.

Before Beginning Any

Coaching Initiative

It isimportant to understand that
coaching is nhot a one-size-fits-all
concept. In fact, there are some
fundamental questions that your
organization should be asking
before implementing any type of
coaching program:

+ What are the expected outcomes
(i.e. improved skills, increased
productivity, better work/life
balance, or increased recruiting
and retention rates)?

+ Do you want to develop coaches
inside the organization or do
you want to bring in externa
coaches?

+ Who will receive coaching?
New hires? High performers?
Senior leaders?

Answering these questions will
help your organization succeed
with its coaching program.

Tips for Selecting the
Best Coach

Selecting an executive coach is
one of the most critical — and
difficult — elements of any
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coaching initiative. Here's a quick
checklist to help ensure that you
are on the right track in making
your selections.

Criteriafor selecting coaches:

+ Must have experience in coach-
ing others (Be careful of the
person who thinks they’ d make
agood coach just because they
have good interpersonal skills.)

+ Must have experience using and
debriefing various personal -
ity and performance assessments
(360-degree, Myers Briggs, etc.)

¢+ Must understand the corporate
environment and possess an
understanding of your
organization’s major issues,
concerns, goals, and strategies

¢+ Must know development
principles, issues, and tech-
nigues and have the ability to
apply them

¢+ Must be tough and confronta-
tional in a supportive way

¢+ Must respect and maintain
confidentiality

Bewar e of coaches who:

+ Have no industry experience or
no specific area of coaching
expertise

+ Insist on using their own coach-
ing model, assessments, etc.
instead of integrating it with
yours

+ Have only done outplacement
work (They might coach your
leader to leave.)

+ Take credit for past coaching
results

+ Use aone-size-fits-all approach
and do not tailor coaching
sessionsto learners' styles,
personalities, and needs

Other tips:

+ If thereisalack of chemistry
between aleader and a coach, be
willing to switch immediately
Always hold an orientation
session so that both parties are
clear about the objectives.
Orientations should include:
strategy and context; how
coaching fitsinto the overall
|eadership development plan;
company mission, vision, and
values; background of the as-
sessment being used; the coach-
ing process and model being
employed; and confidentiality.

Criteria for Successful
Coaching Relationships

Accountability

A coach must hold the learner
accountable for achieving the
desired outcomes in order to help
him or her maintain a consistent
focus and adhere to outlined
expectations. Companies should
also consider organizational
methods to encourage accountabil-
ity, including appropriate rewards
for meeting objectives and appro-
priate consequences for failing to
meet those objectives.

*

Systems Integration
The coaching process should be
integrated with other human-

resource systems and initiatives
(such as succession planning,
performance management, and
training and development pro-
grams). Organizations generally
find that executive coaching and
company-wide coaching programs
are most effective when the
coaching processis aligned with
other development and leadership
strategies.

Top Leader Role-Modeling
Thisis one of the best ways for
peopleto learn. Key leaders within
the organization must be role
models of the desired behaviors.
For example, if senior |leaders are
receiving coaching, their
prioritization of coaching sessions
and their follow-through on
coaching assignments speaks
louder than words.

Confidentiality and Sensitivity
The coach must be viewed asthe
learner’s trusted confidante and
advisor. Itiscritical that key
organizational leaders do not
pressure coaches to share informa-
tion that was presumed to be
confidential. If organizations do
reguest feedback from coaches,
learners should be told what
information will be shared and
with whom.

Coaching Scenarios

Consider the following examples
of how coaching can be imple-
mented effectively:
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One general contractor waslosing manager candidate turned down found that this program made the

therecruiting war inan areawith  an offer because a competing company more attractive to

a very tight labor market. Quali- organization was offering a younger, high-potential candi-
fied candidates were turning down  coaching program as part of its dates.

good compensation packages development and training package

because of the training and to new recruits. The GC eventually  In another mid-size firm based on
development opportunities being developed a more-comprehensive  the west coast, senior managers
offered elsewhere. For example, training program that included were charged with coaching the
one highly desirable project coaching for new hires. The GC less-experienced middle manag-

Quiz Answers

1. Coaching and mentoring serve essentially the same purpose. False.
One of the most significant differences between coaching and mentoring is that coaching typically involves a
highly structured process that is focused on equipping individuals to do their jobs better. Mentoring, on the other
hand, isless structured and lasts for alonger period. Often there is no specific objective, and the mentor helps the
mentoree work through a variety of work and life issues as they come up over time.

2. Coaching is a development technique that can be used both professionally and personally. True.
Coaching can be used for both professional development and for personal development, such as life-style changes,
coping with personal changes, and behavior modification.

3. Coaching typically involves a short-term relationship between individuals. True.
Most often, a good coaching relationship will have a specific beginning and end — in contrast to a mentoring
relationship that may last several years or longer. A critical success factor in coaching is setting a specified datein
which the coach and learner will evaluate progress, future coaching needs, and next steps.

4. Coaching will be most successful if both parties (the coach and learner) are very different from one another. False.
The coach and learner will be most successful if they are similar to one another in terms of personal-
ity and communication style. Learners should feel comfortable with their coach and be able to develop a
sense of trust, connection, and “fit.”

5. A coaching relationship requires mutual respect, rapport, and honesty. True.
A good coaching relationship is made up of these fundamental ingredients. Without them, true devel opment and
change is not likely to occur.

6. All people within an organization make good candidates to be coached. False.
People who benefit the most from coaching are motivated and have a positive attitude. Good coaching candidates
have a strong desire to be coached and a willingness to change.

7. Only senior managers make good coaches. False.
There are people throughout your organization who would make excellent coaches, and these people will typically
be found at al levels of the organization. It is true, however, that a coach should have more work experience than
the person being coached. In addition, when developing an internal coaching program, consider offering training to
the people who will be coaches. This training will boost their confidence and help them build a repertoire of
coaching skills.

8. Coaching is about telling aless-senior person what they should do to improve their work performance. False.
Most of the time, coaches are engaged in listening and asking questions to promote individual
initiative in the development process. However, there are times when the coach shares his or her knowledge
of atopic and may make recommendations.






