Coachin

IN THIS ARTICLE
Pﬂfbrmanc‘e C amnkmg

Management Development

for Human
Performance

BY KENNETH M. NOWACK AND SCOTT WIMER

Is there anything new about coaching? What about a four-step

approach that targets common key issues at each stage? Read on.

v()l.' JUST GOT A CALL from the vice
president of human resources
asking vou to work with a senior
manager who has been experiencing
performance problems. The manager
progressed up the ladder after many
years on a career track as a technical
specialist. He's from the “old school,”
and typically uses a command-and-
control approach to leadership and
employee motivation.

But that style is out-of-step with the
new trends in your organization,
which emphasize customer service,
collaborative teamwork, and participa-
tive approaches to problem solving
and decision making. You've been
asked to design and implement an in-
dividualized coaching process to help
the manager understand how he is be-
ing perceived, and what impact his
leadership and communication styles
have on others. It is hoped that the

new coaching process will result in an
executive development plan that tar-
gets the critical competencies required
for success in the organization.

You wonder what to do first. You'd
like to respond to the request and as-
sist in a way that will benefit the man-
ager, the people reporting to him, and
others affected by his management

style. It could be a win-win situation, if

you can structure and deliver an ap-
propriate intervention, and if the man-
ager can rise to the challenge and
implement the plan successfully,

Four steps

First, you have to consider how to
structure the coaching intervention.
When properly designed, individ-
ualized coaching can help all levels
of managers identify and address
their strengths and areas that need
development.

Increasingly, organizations are us-
ing individualized coaching in pro-
grams for executive and management
development, succession planning,
and career counseling. Whatever the
context, it presents specific challenges
and issues that must be addressed. A
structured, systematic approach lends
focus and maximizes the chances of
success. But it's essential that the
coaching be flexible enough to ad-
dress specific individual and organiza-
tional needs that may emerge.

A four-step approach, COACH,
can provide a structured approach to
management development. Each step
is designed to address key issues. The
steps are:

1. Contract.
2. Observe and

Assess.

3. Constructively challenge.
4. Handle resistance.
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AN ASSESSMENT PLAN TO IDENTIFY

Personality
Joventory e

Communication Skills
Oral communication
High-impact presentation

Planning and organizing
Delegating

Administrative control
Performance management

Interpersonal Skills
Leadership and influence
Diversity and sensitivity
Team skills

Negotiation and

conflict management

Problem-Analysis Skills
Strategic-problem analysis
Decisiveness

Judgment

Self-Management Skills
Career orientation

Stress tolerance

Initiative

Self-insight

To start, the training consultant,
the person receiving coaching, and
other relevant parties make a contract
or set of agreements so that each
knows the objectives, who is respon-
sible for doing what, and how suc-
cess will be evaluated.

Next, the consultant observes and
assesses the coaching recipient to
identify his or her strengths and areas
for improvement, which will form the
basis of an action plan.

Then, the consultant challenges
the person being coached in a way
that is supportive and compelling so
that he or she understands the issues
and is prepared to address them.,

Last, the consultant will have to
handle the resistance the coached
person may exhibit when confronted
with discrepancies between his or her
self-evaluation and feedback from
others and when asked to make
changes in his or her behavior,
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Step I: Contract

The key to a successful coaching in-
tervention starts with step 1 of the
COACH process: contracting. A
coaching contract is similar to a legal
contract; it's a set of clear, workable
agreements. A carefully constructed
contract can help clarify the coaching
goals, approaches, and outcomes.
Many coaching interventions fail be-
cause of poor or insufficient contract-
ing. A clear contract lets all parties
know what they're getting into and
helps lessen any anxiety, resistance,
and anger.

To begin the contracting process,
the training consultant has to identify
the client (that isn't as obvious as it
may seem), the other relevant parties
(such as, the client's manager), and
everyone’s needs and desires, includ-
ing those of the consultant. After all, he
or she has some ideas about the neces-
sary conditions for a good outcome.

Behavioral
Exercises

X
X
X

360 Feedback

Next, it's the consultant’s responsi-
bility to ensure that all parties under-

stand and agree on the main terms of

the contract. When in doubt, don't
assume anything. It's better to risk an-
noying people by stating and restat-
ing the obvious than to hope that
they're all in agreement.

In this step, the consultant’s job is
to help all parties identify the rele-
vant, foreseeable issues and to make
sure they discuss and agree on them.
Throughout, it may be necessary to
work to maintain the contract. Re-
gardless of its clarity, people can re-
member points differently or try to
change them.

A fuzzy contract—one in which
people make vague agreements be-
cause they don't want to face difficult
issues—can spell trouble. If the consul-
tant thinks the contract isn't workable,
it's better to turn down the assignment
than to hope the situation will change,
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Sometimes, political considerations
weigh against negotiating forcefully. In
such cases, it may be best to recom-
mend an external consultant.

The contract should clarify these
areas:
» the client. Is it the person to re-
ceive coaching? His or her manager?
The HRD department? Other key ex-
ecutives?
» the definition, parameters, or
scope of the project
» the purposes and intended out-
comes of the coaching intervention,
stated and unstated
» the involvement, if any, of others
within the client’s system, such as his
or her manager
» who “owns” the intervention and
who is accountable for whar activities
or outcomes
» how the need for the coaching in-
tervention will be communicated to
the client
» who will receive feedback
» how the feedback will be deliv-
ered and in what form
» how the coaching intervention will
be monitored and evaluated
» what follow-up to use, such as 360
feedback
» how the results will be translated
into an individualized development
plan
» how the darta, results, and findings
will be used, such as integrating them
into succession planning,

Step 2: Observe

and Assess

Once the issues of the contracting
step are clarified, the COACH process
turns to design and implementation.
The goal is 10 observe the coaching re-
cipient and assess his or her strengths
and areas needing development. The
training consultant should design
a comprehensive approach for ob-
serving and assessing the targeted
competencies.

In selecting the approach, it's im-
portant to tailor it to the specific
needs of the client and the organ-
ization. It's best to use multiple as-
sessment approaches.

The matrix describes typical man-
agement competencies and several
assessment approaches.

The competency areas most com-
monly evaluated include:

» communication (listening, meeting
management, presentations)

» interpersonal (negotiation, conflict
management)

» task management (delegation,
team development, performance
management)

» problem solving and decision
making (strategic and long-range
planning, judgment)

) self-management (stress manage-
ment, career development).

A job-profile analysis can enhance
the organization’s strategic training
plan to identify the core competen-
cies required for future performance.
The analysis can also serve as a re-
view of the necessary knowledge,
skills, and abilities to perform suc-
cessfully in the client's current job.

First, identify the relevant compe-
tencies and then select the tools most
appropriate for measuring them. A

= Popular
marriage-counseling-
type tools can
help managers
become more aware
of how others view
their leadership
and interpersonal
styles m

wide variety of assessment instru-
ments are available to measure critical
skills and knowledge; personality and
style; and interests, values, and career
orientation. They include paper-and-
pencil instruments, behavioral exer-
cises, role plays, simulations,
leaderless group exercises, and an in-
tegrated approach that combines
those techniques. For example, one
way to assess knowledge is by using
situational interviews, simulations,
and work-sample tests.

The training consultant should
avoid the trap of using only tech-
niques with which he or she is famil-
iar and comfortable.

A job-profile analysis can also help
the training consultant define the
competencies to be targeted. Ideally,
the analysis should include the
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client's departmental strategic plan to
identify the major competencies re-
quired for future performance and a
review of the necessary knowledge,
skills, and abilities to perform suc-
cessfully in the client’s current job.

A multirater instrument can pro-
vide feedback on the client’s person-
ality and style (such as, leadership,
communication, and interpersonal
skills), Many off-the-shelf instruments
can provide insight on a person's per-
sonality and style. Diverse style mea-
sures are often used for team
building. Such popular organizational
marriage-counseling-type tools can
help managers become more aware
of how others view their leadership
and interpersonal styles and how
their styles affect staff, team members,
and customers.

Newer-generation, five-factor per-
sonality inventories can provide a
comprehensive overview of the client
and how he or she approaches per-
sonal and organizational challenges.

It can be useful to gather informa-
tion about the client’s interests, val-
ues, and career orientation by using a
structured interview process or career
assessment instrument.

Sometimes in management coach-
ing interventions, it's necessary to re-
fer to outside resources (such as,
therapists, alcohol- and substance-re-
covery programs, and family coun-
selors) to help a client with personal
or lifestyle issues that are interfering
with his or her job performance. It
may also be necessary to conduct a
computerized health-risk appraisal or
medical checkup.

When selecting the assessment ap-
proaches, it’s important to consider
these issues:

» the critical competencies that will
be targeted

» the assessment approaches and
tools that will be used to measure the
key competencies

» who will provide data on the rele-
vant competencies (peers, staff, cus-
tomers, the client’s manager, and so
forth)

» the context in which data is col-
lected so that it yields the most accu-
rate results

» who will provide the feedback and
how it will be delivered

» to what extent confidentiality will be




maintained throughout the feedback
process and how that can be assured

» how results will be assembled and
summarized to provide maximum
clarity about the client’s strengths and
areas needing development.

Step 3: Constructively
challenge

The third step in the COACH process
involves challenging the client in a
constructive, not critical, way with the
information collected in the observing
and assessing step. The information
should be summarized and delivered
to the client in a way that helps him
or her understand and accept it with-
out becoming defensive. Otherwise,
the best contracting efforts and mea-
surement approaches aren’t likely to
help the client improve the targeted
performance behaviors.

In this step, the consultant should
deliver the information using oral and
written feedback. If using separate
computerized feedback reports, it's
advisable to prepare a final summary
report that focuses on development.
The consultant should maintain confi-
dentiality, and provide nonevaluative
observations and comments about the
targeted competencies. It's important
not to assign labels or make predic-
tions about the client's future success
based on the assessment results.

One important issue is whether the
client is realistic about his or her
strengths and areas that need devel-
opment. Some managers have unreal-
istic views of their skill levels. They
either overestimate or underestimate.

Overestimaters tend to rate them-
selves higher than others rate them,
so they become defensive about the
feedback. The consultant should lis-
ten, focus the feedback on specific
behavior, and avoid describing per-
sonality traits or attitudes. The idea
is to share information using specific
examples. That helps the client get
a handle on what he or she may
be doing that caused the negative
feedback.

Underestimaters may lack confi-
dence. Often, underestimaters fear
failure, so they tend to be perfection-
ists and self-critical. The consultant

should give them a lot of examples of

their successes to help them have a
more accurate, positive self-image.,

B A Y e

Louise is a manager in a department with more than 100 people. Though she
is competent technically, many of her staff find her difticult to deal with on a
personal level. When her boss approached her about her management style,
Louise contacted the HR department to see whether it could give her some
coaching assistance. Sally was assigned to work with her.

c . Sally met with Louise to become acquainted and
discover her co.ltllmg_, needs. She gave Louise some options to think about
and got her OK to talk with Louise's boss about his views. Sally and Louise
agreed to meet later to decide how to proceed. At that meeting, Louise
said she wanted to use 360 feedback to learn how people in her depart-
ment view her as a manager, She agreed that she'd share the results with
her boss and that she'd work with Sally to address issues that arose in the
feedback.
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“ Next, Sally used a 360 instrument and con-

ducted semi-structured interviews with
Lomse s staff. S.l]ly found that they had respect for Louise’s technical skills,
extensive experience, and .mdlytlcal abilities. But they resented her .1rb1-
trary decision-making style, abrasive and critical manner, and unwilling-
ness to delegate meaningful responsibilities. Many feared her and would
just try to get through the day rather than use their abilities and contribute
fully.
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& - - 55055 Sally didn't
look forward to presentmg the lnfortmuon © meL though she knew she
had to. The meeting was uncomfortable, but Sally was able to present the
feedback clearly and directly without sugarcoating it. She also tried to be gen-
tle and supportive. To cianf\' some points, Sally used her own observations to
help Louise Lmden[:lnd why people perceived her the way they did.
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v ce Despite Sally’s care in pre-
sentmg tlu: assessment, mec wasn't consistently receptive. At one point,
Louise criticized her stafl, saying that their perceptions were biased, that
they were envious of her position, and that they were upset about organi-
zational problems that had little to do with her. Louise also challenged Sal-
ly directly, saying that she was unprofessional because she took the staff's
side and was “taken in” by disgruntled people with an ax to grind. Sally
handled the resistance by not taking it personally and by realizing that it's
a typical response to hearing negative information about oneself. Sally
pointed out gently that Louise might be using those rationales to discount
information that she found disturbing.

After some discussion, Louise acknowledged that possibility and dec-
ided to address her issues head-on. They agreed that she would attend
a class on delegating and participative management, and have several
coaching sessions with Sally to work on some of the more difficult
problems.

Louise did attend class and meet with Sally for coaching. Though she
didn't find it easy, Louise was able to make some significant changes in
her behavior. She also said that she was proud to be able to handle some
difficult management situations differently than she would have in the
past. After six months, Sally did a follow-up assessment with Louise’s staff.
She found that some issues remained, but they reported that Louise's man-
agement style had improved considerably. People also said that her de-
partment was more productive and less tense.
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In this step, it's important to ad-
dress these issues:
» how to present the feedback so
that it facilitates the client’s accep-
tance and understanding
» how to balance confrontation with
support
» how to share feedback with the
client's manager and others so that
the client retains dignity and an ap-
propriate degree of control
» how to best balance quantitative
and qualitative data
» what special considerations to give
in delivering feedback to people
whose self-evaluation is different
from the feedback
» how to give feedback to an overes-
timater
» how to give feedback to an under-
estimater
» how to pace the feedback so that
the client can assimilate all of the is-
sues and still focus on the most im-
portant ones.

Step 4: Handle resistance

In almost all management coaching
processes, the client will exhibit some
resistance to the process itself or to
the feedback. The training consultant
should be prepared to deal with the
client’s anger, frustration, and direct
or indirect challenges.

Typically, people that lack insight
about the areas in which they need
improvement resist the most, The
consultant must work hard to under-
stand the client’s feelings, especially
the fears and anxieties he or she may
not feel comfortable acknowledging.
That requires a high degree of sup-
port, active listening, and probing to
uncover the source of the resistance.
It's important to recognize that when
people are resistant, they’re unlikely
to accept feedback as valid or commit
to changing their behavior.

Handling resistance can be espe-
cially challenging. It’s natural for the
consultant to feel that after his or her
hard work in the earlier steps, the
client should appreciate that and go
along with the recommendations. The
consultant may miss subtle signs of
resistance. With experience, howev-
er, it's possible to learn not to take re-
sistance personally. If a consultant is
comfortable with a client expressing
resistance, it's easier to help him or

her identify and deal with his or her
feelings. That paves the way for the
client to do the hard work of behav-
ioral change.

The critical issues in this step are
» how to spot resistance, whether
overt or subtle
» how to handle the client's defen-
siveness, denial, and anger
» how to handle the client’s anxiety
and low self-esteem
» how to translate the coaching into
a specific action plan that addresses
the client’s issues rather than going
through the motions so that he or she
appears to comply
» how to monitor and evaluate the
client's progress with his or her devel-
opment plan
» what process to use 1o follow up

® Typically,
people that laé¢k
insight about
the areas in
which they need
improvement resist
the most m

» what type of resistance the consul-
tant is most vulnerable to and how to
avoid getting hooked

» how to distinguish between re-
sistance that is just resistance and
valid criticism of the coaching or
feedback.

In addition to following the steps

of the COACH process, it’s also
important for the consultant to seek
and be receptive to feedback about
his or her role as coach. In fact,
the essence of coaching is helping
others deal with feedback. And who
are we to assume that feedback
applies only to others and not to
ourselves? @
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