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S FOREWORD

his coaching toolkit contains a selection of forms, models and exercises,

and an explanation of how and when to use them. We have also included
a chapter on setting up the coaching relationship, which provides valuable
resources on managing the coaching relationship and your own continuous
development as a coach.

The toolkit is designed to be used like a reference document so that you
can dip into the topic you need when you need it. Each tool contains an
overview and model diagram to provide both the words and the big picture.

If you want to download the tools, you will find all the templates on the
Kogan Page website. Please feel free to use these forms but we do ask that
you give us credit when you use them.

Enjoy our 50 top coaching tools.

To help you get the most out of your toolkit, as an added bonus we have
recorded some samples of the tools so that you can watch them on the
Kogan Page website. Watching the tools in action demonstrated by the authors
will add considerably to the experience, as you will see some of the ques-
tions that enhance the use of the tools. To access both the templates and
the demonstrations go to www.koganpage.com/editions/50-top-tools-for-
coaching/9780749466008.

If you would like to buy the DVD with 10 of the key tools demonstrated
in full, or to find out what other coaching resources we offer, go to our
websites www.emergeuk.com and www.ascent2change.co.uk.
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S PREFACE

Gillian

I have been an executive coach for over 15 years and as my coaching assign-
ments increased and T took responsibility for developing the coaching side
of the business I started to assess and employ coaches. In the training side of
our business we took great pride in the way that we would assess the quality
of trainers and the processes we asked them to work to, so I wanted to apply
the same rigour to the coaching side of the business. I decided to produce
a toolkit that could be used by our internal coaches. I wanted them all to
provide the best possible service to clients, and therefore the importance of
sharing knowledge and experience could not be overlooked.

However, time, as always, got the better of me and the book, after a fast
and encouraging start, remained in a box in my study waiting for a quiet
moment when I could finish it. But I was so busy actually working with organ-
izations I just wasn’t finding the time to do it. And that was when my fellow
directors suggested Ro. She had been one of our trusted associates for many
years and was also specializing in the field of coaching. We met and found
a real synergy in what we were working on, what we valued and what was
going on in the coaching world. I mentioned the toolkit to Ro and she got
very excited about the concept. Further conversations with clients ensued,
in which they told me that they could not find a book of tools — there were
many publications around that had great information, philosophies and
included some tools but nothing pure that they could just dip into before
a coaching session, enabling them to go in armed with something relevant
and useful. I tentatively showed them my rough draft and once again there
was real interest. It needed a fair bit of work to get it to market. Some tools
were unfinished and there were some glaring gaps in certain sections, but
with Ro’s tenacity and orderly mind it quickly came together to become
the version you see today.

In the beginning ...

Coaching has been a passion of mine since the very first time I inadvertently
fell into a ‘coaching conversation’. At that time, over 15 years ago, coaching

Xv



Preface

was not a particularly hot topic. In those days people didn’t fully realize
the power and potential that coaching had for getting the best out of people
and it was to be a few years before the subject really gained momentum.

My early coaching sessions were probably little more than listening
and questioning sessions, and, if ’'m honest, far more directive than I would
ever like to see in a coaching session today. But there was little material
around to help to develop coaching skills, and what material there was leant
towards the philosophy of coaching rather than its practice. I embraced the
basic coaching models enthusiastically; learning the skill of not leading
and directing the person I was coaching opened up such a wide field that
I decided to step up my search for coaching models.

At this time the training consultancy I had set up was beginning to get
some coaching requests. Clients were slowly waking up to the power of
one-to-one sessions with people and were keen to find coaches who could
give individual support to employees. The clients knew as little as I did in
terms of how much to charge for coaching, how long sessions should be and
what sort of processes should be used to quality control the assignments.
But what they did know was that coaching worked better than many of
their other development interventions. The results were phenomenal. Even
with my minimum knowledge and restricted toolkit, clients still achieved
amazing outcomes. Problems were resolved, people were having crucial con-
versations with their managers, colleagues and direct reports, presentations
were being polished and people reported back huge increases in confidence.
I was quite shaken by the results at the time — how could something so simple
be so powerful? You simply sat in a room, listened to the person speaking,
asked insightful questions and suddenly the person had this immense
clarity — as if light bulbs were truly being switched on in the brain.

PRS: are you getting enough?

Thinking about it, it all makes perfect sense. We have all had those wonderful
conversations with friends (normally over a bottle of wine), where we are
so troubled and pour our heart out and by the end of it we know exactly
what we need to do to resolve the situation. The friend may have done
nothing more than nod sympathetically and pour the wine, but we need this
space to be able to sort out what is going on in our heads. Nowadays when
I teach people coaching I like to explain it using this analogy; picture the
coaches’ brains as a cluttered cupboard — the type that you can barely shut
as you keep stuffing in more items and simply shutting the door on them.
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This overloaded cupboard is full of problems, ideas, feelings, beliefs, experi-
ences and potential solutions. My role as a coach is to help people to clear
out the mental cupboard and place the contents on the table in front of
them, thereby allowing them to view the contents objectively and sort them
out so that they can see them clearly. Sometimes simply seeing a problem
with greater clarity is sufficient for a person to start the process of seeing the
route to the solution.

Another way of thinking of this is PRS — personal reflective space — and
apparently we aren’t getting enough! This is due to the increasingly manic
pace at which we all work. Years ago we would write a letter and put it in
the post. If we were lucky it would arrive within two days. The recipient
would then read the letter and deal with it, possibly that day or the next day
and then respond in writing. The letter would take another two days to get
back to us. Nowadays, with e-mail and other technology, that transaction
can happen within an hour and as a result it is almost impossible to find
time to think. And I bet no one ever regularly got 150 letters a day as we
do with e-mail!

The endless quest

With my dawning realization that this was the singularly most powerful
tool I had yet found, I continued my coaching journey, taking on more and
more cases. By this time my orderly mind had taken over and insisted that
I started to design a process for coaching. I could no longer be satisfied with
simply turning up, having a conversation and leaving. I needed a robust
framework for coaching that could be applied in any situation. So I started
to design briefing sheets, action plans and evaluation forms. These are included
at the beginning of the book for people who are employed as external
coaches. In a competitive market, organizations look more and more at the
process and structure that a coach uses. Having tools that give consistency
to all coaching relationships will make you look more professional — and
will also make you more successful as a coach.

My next jolt in the coaching journey happened when I entered into
a coaching session in which, for the first time ever, I realized that simply
asking questions and reflecting back information in a structured way was
not going to resolve the situation. I needed a tool. I remember this session
clearly. The person was highly demotivated in his work, extremely stressed
and thought that he might want to leave. He couldn’t work out why he was
so demotivated, as the content of the job was something for which he had
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trained all his life, and he was extremely concerned that he might be having
a mid-life crisis. I could see there was something deeply troubling him but he
seemed completely blocked and my questioning didn’t appear to be helping.
At that moment I had a hunch that I decided to work on. It felt like it was
something to do with his value system — I had listened hard to his language
and had picked up on a few statements that had led me to that conclusion.
So, very much on the spot, I put together somewhat clumsy exercises to rate
values and job satisfaction. Fortunately for me these hit the spot — we
zoomed in on the real issue. The job was fundamentally violating an import-
ant value for this person and he had never been able to put his finger on
it before. Once he recognized what was causing his angst it became easier
to look at what his options were and how he could resolve the issue. But
for me it was an uncomfortable situation. While I enjoy thinking on my
feet (and am frequently challenged to do so), the thought of having to leave
a session unresolved, and with the person in that degree of discomfort, hit
me hard.

From that moment I upped my search for tools and techniques and
started to read anything I could get my hands on. Armed with a greater
variety of responses I started to experiment in coaching situations. Often
I would be presented with situations in which I had to think fast about
how to get to outcomes with the person. I would develop a process on the
spot. I was often surprised at how successful the process was and got into
the habit of noting processes and tools so that I could remember them for
future sessions. I had learned many years previously that I was never going
to be “finished’ as a coach; I would always be developing and learning, and
this was a great way of discovering and recording new tools.

Sharing my vision

Coaching for me is an art, a profession that needs to be taken extremely
seriously, and all those who declare themselves coaches owe it to themselves
and the people they are coaching to be the best they can be. I would like to
see the day when anyone who enters into a coaching situation has either
been trained or professionally accredited and certainly, in my experience,
more organizations are already asking for accredited coaches and looking
more carefully at their qualifications and experience. In the pressurized
world we live in there is no room or need for ill-equipped and untrained
coaches — coaching is an art and takes skill and dedication to continuous
improvement.
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Ro

The last job in my corporate career prompted me to find out more about
coaching. After all, without realizing it at the time, I was using coaching
skills and techniques to help others achieve outcomes. When I started my
own journey into the magical world of coaching back in 2004 I read so many
books, articles and magazines about coaching that my head was full to
bursting. Imagine if this toolkit had been around at the start of my journey
how much simpler life would have been. I would certainly have completed
my training much more quickly.

Coaching has been around since ancient Greece. Socratic Dialogue shows
us that Socrates, as described by Plato, was the first true coach. His ques-
tioning style was designed to examine self-awareness and in doing so allow
the people being questioned to discover the truth about themselves. At its
heart this is what coaching is about.

Coaching has come a long way since ancient Greece, and over the last
10 years or so has gained increasing popularity. The quickening pace of life
and advancements in technology mean that individuals and businesses
are challenged to keep up with the speed of change. Business coaching and
executive coaching are fast becoming a key choice for many organizations
looking to retain talent. For me, the definition of talent means everyone in
your organization.

There are three core skills that I use to train managers in coaching skills.
I also work with these core skills in the group coaching activities I do with
clients. So what are they? Listening, questioning and feedback. On the surface
these seem like simple skills to acquire, but as you read through these tools
you will realize that to become a Jedi master at listening, questioning and
giving feedback you need to practise, practise, practise.

You will also notice that some of these tools are very task focused whereas
other tools go deeper into values and beliefs. In my experience of working
with clients, they usually present you with task-based or transactional-type
outcomes first; as the relationship develops and they become more self-
aware, the coaching becomes more transformational, in other words they
go deeper into their values and beliefs. How deep your clients go is partly
about the dynamic of the relationship they have with you as the person
coaching them.

During the last two years since this book was first published I have
become more aware of the importance of keeping my own skills up to date
and vibrant. The current trend in the coaching world is for reflective practice
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and some organizations even go so far as to stipulate regular supervision,
which is an extended form of reflective practice. In other words, this means
working with someone to help you understand what is happening in the
dynamics of the coaching process. To help me keep on track I facilitate
co-coaching forums on behalf of the Association for Coaching, which has
the benefit of allowing me to practise both my coaching and facilitation
skills. The benefit of having a peer observe and comment on your coaching
is invaluable. Very often you gain insight about what is happening for you
when you coach someone. I also attend regular supervision sessions because
this helps me learn much more about the unconscious aspects of what
I coach on and how I coach.

As you apply these tools it might be interesting to notice what comes
up for you in the sessions and, if you work with a fellow coach on your
own coaching style, to uncover some of the unconscious aspects of what
was happening. Some organizations who use coaching to develop line
managers create coaching buddy schemes and these are an excellent vehicle
for practising and experimenting with these tools in a ‘safe’ environment
before using them for real with clients. It goes without saying that contract-
ing around confidentiality with your coaching buddy is vital, in addition
to making sure that anyone you’re coaching knows that you use the support
of another coach (or supervisor) to help you learn about the coaching
relationship so that both you and your clients benefit.

Since embarking on 50 Top Tools for Coaching 1 have been bitten by
the writing bug and my latest book on talent management builds on the
philosophy embedded in coaching; that we all have potential waiting to
be given life. My current writing project deals with organization culture;
coaching, talent and culture go hand in hand in leveraging the benefits of
developing people so that they are able, willing and capable to do fantastic
work that they enjoy.
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Introduction

So who is this book for?

As far as we are concerned, anyone involved in coaching will find value in
this book. We want it to appeal to:

external coaches;
internal coaches;

°
°
e managers and leaders who use coaching skills;

e individuals seeking tools to develop people within non-business
organizations.

The great thing about this book is that whether you’re an external coach,
an internal coach, a manager of people or just interested in increasing your
skills at interacting with people, there’ll be a tool for you. Our aim is to give
you the chance to coach and discover for yourself the true joy in helping and
supporting others in their personal development journey.

The book has been designed so that you don’t need an academic qualifi-
cation in coaching to understand how to use the tools. Our aim is to give
you tools which you can use straight away.

We designed the book this way because we want it to be shared with
anyone who really wants to understand and practise the art of coaching.
The experience of witnessing the real pleasure of others achieving and be-
coming what and who they want to be and do is why coaching is becoming
increasingly popular.

So before you conclude that this toolkit is just for professional coaches,
think again. The tools in this book can help you create and develop your
own style of working with and helping people. It’s written in an easy-to-
follow format and is designed to be practical so that you can immediately
apply what you’ve read. For those among you who like concepts, we have
included an overview of each tool to set the scene.
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Why is it useful?

Ultimately you want something that’s going to help give you practical
support. To ensure this, we asked ourselves, “What would I need to know if
I were using this tool?” We’ve used simple and easy-to-follow language with
as little jargon as possible. We recognize that not all of you will be coaches
and we want the tools to be as accessible as possible because we believe that
coaching skills shouldn’t just be restricted to professional coaches. Wherever
relevant we also include diagrams to help you follow the tool step by step.

This book gives you proven and simple tools that can help you work with
people to solve their problems and create great futures. The fact that there
are 50 proven tools to choose from means that you can pick the one that’s
most appropriate for the coaching topic. The tools have all been used in
real-life coaching sessions, so you are benefiting from our experience of what
works. There are hundreds of different tools that we could have included.
But we have chosen our top 50 to get you started.

Many books contain useful tools, but you are not allowed to use them
for copyright reasons. We want our book to be different, so we are allowing
you to use the forms and templates, and you’ll see that we’ve formatted
them in a way that makes them ready-made for you to use.

How did we decide which tools to include?

This is probably a good place to talk about what we decided to leave out.
You will notice that we don’t cover coaching philosophy or methodologies.
We have also decided not to give you our thoughts on coaching styles. We
did have many conversations about the pros and cons of directive versus
non-directive coaching styles, ie the difference between leading clients and
advising them versus facilitating their journey. But that’s probably a topic
for another book.

The tools in this book are included because they lend themselves to any
style of coaching. They are not prescriptive, so if you find that a tool needs
adapting to suit your style, that’s great. As the saying goes, ‘It’s not what you
say but the way that you say it.’ So we leave that down to you.

Many of the tools are included on the basis that they’ve been used in
coaching sessions we have run and, in some cases, we have used some of the
tools in facilitating groups of people. Essentially there are a number of key
tools that are at the heart of coaching. We call these the foundation tools
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(see Chapter 2); they are the bedrock of any coach’s toolkit. No coaching
toolkit would be complete without tools that provide a basic guide on
how you conduct the coaching discussion. Similarly, tools for questioning,
listening and feedback are essential if you are to have any meaningful
dialogue as a coach with your clients.

What is the point of tools?

We’ve already talked about the practical side of having tools readily avail-
able at your fingertips that you can use when needed. There’s also a more
subtle reason for having tools, and that is consistency and learning. If you
apply the tools to your coaching experiences you can assess how well they
work with different types of client and so become more adept at finding
the best means of helping each client.

This toolkit will provide you with a sufficient range of tools to be
equipped for a whole variety of situations. Of course, you may not always
be able to predict the situation you will find yourself in and therefore
may not have a tool ready, so it will help you to read through the tools
and become familiar with them. In any situation that then occurs you are
able to say, ‘I think I know a process that will help you.” (Sadly, flicking
through the toolkit manual in front of clients in the hope that you might
stumble upon something will not enhance their feelings of confidence in
your ability to help them.)

We have selected these tools as our top 50, as these are the ones that we
have used most over the years. Selecting tools is clearly situational, so some
will be more frequently used, but we feel this book gives a good range for
you to select from.

How to use this book

Chapter 1 is designed to help those readers who are external coaches. We
have created a part of the book specifically to support you. Invariably, when
you work as a professional coach you have to be able to demonstrate models
and processes that you use to ensure a professional and ethical approach.
To support you with this particular challenge, Chapter 1 is dedicated to
how you create professional working relationships with clients. We have
included here examples of a typical coaching process, a model for coaching,
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coaching agreements and templates that will help you as a coach continue
your own personal development.

Chapter 2 covers the foundation tools and includes the core ORACLE
model: the basic route map for how you conduct a coaching session. This
section also offers you tools to carry out short coaching sessions. We believe
that effective coaching sessions don’t need to last for hours. The coffee-
break coaching tool describes how you can achieve great results in the space
of a coffee break. We wanted to give you the chance to use tools that will fit
into your busy schedules, since none of us lives in an ideal world with lots
of time available, and sometimes coaching discussions need to fit into a
short space of time. We find that coaching can work equally well in a short,
structured conversation and our philosophy is to incorporate a coaching
style in your day-to-day activities. Use your coaching style with discretion
and, of course, only when appropriate: it can be a little wearing for people
if they are constantly being ‘coached’. It’s very easy when you get the bug to
go onto autopilot and coach anyone that will talk to you. We’ve been there
ourselves, so we speak again from our own experience. And remember to
ask individuals’ permission first, particularly if you are using one of the
more ‘creative’ tools.

Chapter 3 covers a key topic for success: goal setting. This is the driving
force in a coaching session and can make the difference between the mediocre
and the outstanding. Most clients will find that they start to think much
more clearly about potential solutions when they have absolute clarity on
where they want to get to. We’ve included challenging questions and power-
ful visualization tools to make this section really come alive.

Chapter 4 focuses on problem resolution. At a simple level there are two
types of coaching: remedial and generative. Remedial coaching seeks to
help resolve a problem that clients are having. Generative coaching is more
focused on increased performance and potential. A coaching relationship
can cover both aspects: once clients have resolved their problem and start
to experience progress, they can then focus on how to be even better. The
tools in this section are all about helping clients resolve a problem and put
plans in place to take action.

Chapter 5 is the motivating force behind any coaching session: values
and beliefs. Once clients have defined their goal, what motivates them to
achieve it are their values, their beliefs and how they act. These tools help
you coach around issues that might be getting in the way of clients achieving
their goal. You will also find that the tools help you discover resources
within clients and help support their journey towards achieving their goal.
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We have experienced sessions where the penny drops and there is a realiz-
ation that ‘the only thing stopping me is me’. Find out for yourself how these
tools work for you.

Chapters 6 to 10 can be described as tools that are useful for particular
themes that crop up. We chose these topics because in our experience this
is where a lot of our work with individuals in organizations is focused.

In Chapter 6 the tools help you look at confidence strategies that under-
pin values and beliefs. To fully achieve a goal, you need to align three things:
belief, ability and desire. If people have negative thoughts that affect their
beliefs, which inevitably hold them back, then often solutions that are dis-
cussed and agreed will not succeed — even if people have sufficient ability
and a burning desire to change. The confidence techniques in this chapter
zoom in on particular situations, and can be particularly useful for reducing
nerves in presentations.

Confidence strategies link closely with Chapters 7 and 8. These chapters
look at how clients develop strategies to work more effectively with others
and enhance their personal impact and influence.

Chapter 7 focuses on how to work effectively with other people. A lot of
time and emotional energy can be expended when conflict exists at work.
People can become very drained and often get to the point where they cannot
see the situation clearly. When people have a view that another person is
‘bad’, this can start to affect their filter so that they think nothing but
negative thoughts, and relationships can hit an all-time low. The tools in
this section are particularly useful in exploring conflicts in relationships
and helping clients to plan how to have critical conversations in situations
where they feel blocked and unable to continue dialogue.

Chapter 8 is a selection of tools for helping people to look introspectively
at how they interact with others through the use of 360-degree tools. These
tools are very flexible and can be used as a base that invites clients to design
their own questions, thereby making them very specific to the client you
are coaching. The chapter also introduces the concept of ‘modelling’ — look-
ing at a person who is particularly successful, identifying the attributes that
create the success and planning how to emulate them. It also looks at how
to support clients in being more influential through preparing to present
ideas.

Chapter 9 has tools that look specifically at enhancing leadership style.
While on the surface this chapter might seem targeted to business coach-
ing, the tools do lend themselves to leadership challenges outside the work
environment, as they can help to develop skills in prioritization. However,
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if your client is a leader, then the team climate inventory and strategy, and
delegation tools, will enable the person to be more strategic and effective in
building a team and delivering results.

Chapter 10 is all about planning for the future and has a mixture of busi-
ness tools and life-coaching tools. These tools, perhaps more than the others,
can also be used for self-coaching. There are some great self-reflection tools
included here and they really make you think about what gets you out of
bed in the morning.

It is important not to feel ‘married’ to the tools — it isn’t necessary to use
a tool in exactly the way it is laid out, or ask all the questions we suggest in
the order we suggest them, but we can guarantee that they have all been
tried and tested and really do work. And please remember, we are always
searching for new tools, so if you have some great tools that you have found
or devised yourself, please do let us know and we will include them in
further updates of the book and give you credit.



Setting up 0]
the coaching -
relationship

The tools to create

clear expectations
and outcomes

THE COACHING PROCESS

Coaching sessions can be of tremendous benefit to individuals
and therefore organizations — particularly when they are set up
correctly. Table 1.1 shows a framework of the coaching process
that gives you a quick reference guide to the various steps and
models you may need to call upon at each part in the process.
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TABLE 1.1 Coaching process
Process Steps to take; information required
Entry Identify need

Speak to manager if appropriate

Speak to other managers or peers if agreed
l Consider all development options

Is coaching the right intervention?

Initial brief  Discuss the purpose of coaching
(identification Identify outcomes and expected results
of needs and How will the programme be measured?
outcomes) What information will be gathered/used?
Agree how frequently to meet
Establish how development will be monitored
Align with other development activities
Agree evaluation process
Decide upon feedback loop
Discuss review process, ie departure points

First meeting Contract between coachee and coach
(building  Agree confidentiality
rapport) Gather information and review
Establish the real problems or challenges
l Define success criteria
Review agreement with manager if appropriate

Planned
sessions

Confirm problems and challenges
Generate solutions
Explore options (ORACLE)
Plan to implement actions
Review actions
Review lessons learned
l Define opportunities to practise
Evaluate session
Give feedback to manager/sponsor as agreed
Arrange case review with
coaches/coach as appropriate

Review, Review success criteria
re-contract Review results
or closure  Define continuing learning plan

(maintaining  Review initial contract
momentum)

Models/forms to use

Coaching analysis
questionnaire

Coaching definitions
Coaching brief
Assessment
questionnaire
Coaching plan
360-degree
Observation
Self-analysis

Coaching contract
Checklist for
establishing contract

ORACLE

Tools

Action plan
Evaluation form
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Coaching assessment form

What is it?

Finding the right development solution for people can make a big difference to
the outcome. Historically, in many organizations, development planning has
been all about training courses. Managers would arrive at the development
planning part of the performance review discussion and would reach for the
training calendar to find options for developing people. Coaching often felt like
a ‘poor relation’ to the vast array of training programmes that were so easy to
access. However, it is important that managers consider a range of development
options for their teams. The coaching assessment form (see Table 1.2) acts as a
pre-selection document for the development solution and encourages managers
to think more deeply about the appropriateness of the choice and the support
they should be giving to people to extend the learning in the workplace.

What is it for?

The coaching assessment form enables managers to assess whether an internal
coaching need exists or whether the need should be met through a training
course. If the majority of answers to section 1 on the form are ‘yes’, then
coaching is an appropriate option. The final part of the assessment document
encourages managers to consider the amount of support they are able to
offer the person once the development intervention has taken place.

When do I use it?

HR staff can use this document if a coaching need or training need is
identified. This will allow them to cross-check with managers that the right
solution has been selected. If managers complete this form they can use it as
a cross-check that they have thought through all development possibilities.

What is the process?

The manager of the coaching candidate should be asked to complete the form
before deciding on the development solution. The manager can then review
the answers with the HR department to agree on the best way forward.

Time required

10 minutes to complete the form.
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TABLE 1.2 Coaching assessment form

‘ Question ‘ Yes ‘ No ‘

Have clear learning objectives been set for the
development intervention?

Does the learning need to involve any areas that need
to be kept confidential?

|s the need around stress or self-esteem?

Would the person’s position in the organization be
a hindrance to attending a training programme?

Has the person received previous training on this
particular subject or issue?

Is the issue urgent, ie preparation for a specific
presentation or meeting?

Is the issue relevant to a longerterm development area?

COACH

Are other people in the department likely to have or
develop a similar need in the near future?

Would the person benefit from hearing views and input
from other people on this subject?

TRAIN

Are you able to support the person back in the
workplace to transfer the learning, ie find opportunities
to practise or give feedback?

Is the person clear on the development need (eg has
the person received any constructive feedback and
does he or she appear to have understood it)?

Have you discussed the purpose of the development
clearly with the person?

TRANSFER OF LEARNING
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Coaching brief and contract form

What is it?

At the beginning of a coaching relationship it is vital to have a structured
discussion with the potential client to identify the development areas that
the client wants to work on and get a full picture of any other development
activity running in tandem with the coaching. It is also very important
to discuss the tripartite coaching relationship between client, coach and
client’s manager. The coaching brief (see Table 1.3) drives that part of the
discussion. It also provides early assessment of measurement and ensures
that a level of formality surrounds the relationship. It also demonstrates
professionalism to the client commissioning the coach.

What is it for?

The coaching brief and contract form has a triple purpose. It ensures a very
full and structured discussion at the beginning of the relationship, which
means that goals and desired outcomes are identified. It encourages clients
to tell the coach about any previous development or profiling and provide
any relevant copies that will help during the coaching process. It provides
a record of measurement so that ROI (return on investment) can be pro-
vided to clients.

When do I use it?

This form should be used at the beginning of any formal coaching relation-
ship that is predicted to last for more than one session. As an executive
coach you will probably find it useful for every assignment, and it should
form the basis of the discussions during the introductory meeting with
clients.

What is the process?

Explain to clients the purpose of the briefing document. Ask them to
start by telling you about the area of development they are interested in.
Once they have explained this in depth, ask them to outline the desired
outcomes of the coaching, eg how the person will be different in six
months’ time.
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Discuss any fears or concerns about, or obstacles to, the coaching.
These could be personal fears, or concerns around confidentiality or time
constraints. This is a good time to reinforce your definition of confidential-
ity and at the same time talk through your responsibilities as a coach
as well as those of clients and their managers. It is important to agree
a feedback loop with managers. Also discuss how many sessions there will
be, whether to have a review after three sessions, and when the sessions
will begin.

Identify measures that support the coaching. Push clients hard to think
about what impact their changed behaviour might have on the business. If
they really can’t describe any potential impact at all you will need to think
hard about whether you should be proceeding with the coaching.

Optional: if it is useful to you and your clients, complete the aims of
meetings and schedule form (see Table 1.4), identifying which subjects will
be covered at the first three meetings. You can use this as a review document,
and can send it to clients at the beginning of the relationship so that they
have some idea of what might be happening at each meeting.

Hints and tips

Avoid keeping to the form too stringently — allow the conversation to flow,
and note down relevant information as it emerges. Later you can go back
and ask more specific questions to fill in the gaps.

Useful questions to ask

To identify desired outcomes, ask: “What would success look like?” or “What
would I see you doing differently when you have achieved the desired out-
come?’, “What would others notice that was different about you?’

Time required

About 45 minutes, depending on the depth of discussion around the person’s
issues and desired outcomes.
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TABLE 1.3 Coaching brief and contract

Company: Date of initial meeting:

Client:

Development area:

Desired outcomes (changes to skills or behaviour):
1

2

3

Potential fears/concerns: How can they be handled?
Potential obstacles/hurdles: How can they be overcome?

Previous experience of being coached:

Other courses or planned development activities:

Feedback loop agreed:

Number of sessions: Length of each session:
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TABLE 1.3 continued

Initial session to be held on: Review points:

Information to be gathered:

Next step/specific actions:

Coach is responsible for:

PREPARING FOR SESSIONS;

e ENSURING THAT OBJECTIVES ARE COVERED SATISFACTORILY;
e FOLLOW UP AND REVIEW;

o CONFIDENTIALITY.

Client's manager is responsible for:
e PROVIDING FEEDBACK;
e ATTENDING MEETINGS AS REQUIRED.

Any others involved in supporting the coaching process:

Measurement of success:

Information to be gathered/used (eg psychometrics): yes or no

If yes, tick boxes below or list anything additional:

16PF ] MBTI [] Learning styles questionnaire [ ] 360-degree [ ]
Emotional Intelligence Questionnaire (EIQ) [ ] SDI []

Other(s):

Signatures and date:

Client:

Coach:

Sponsor:




TABLE 1.4 Aims of meetings and schedule

Session 1: areas to cover and Time and date
learning approach

Session 2: areas to cover and Time and date

learning approach

Session 3: areas to cover and Time and date
learning approach

Suggested measurement

Suggested measurement

Suggested measurement

Review of areas covered

Review of areas covered

Review of areas covered

15
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Coaching self-assessment questionnaire

What is it?

In a well-planned coaching arrangement clients will either have been
nominated for coaching or will have volunteered for it and spent signifi-
cant time thinking through what they want to get out of the coaching
relationship. However, this is not always the case and there are occasions
when people are nominated for coaching with a minimum of discussion
with their managers and it is left to the coach to work out with clients why
they have been nominated. In these circumstances it is useful to encourage
each client to think through expectations and outcomes carefully. The

coaching self-assessment questionnaire (see Table 1.5) is a valuable way to
do this.

What is it for?

It gives clients a structure to think through their expectations of the coach-
ing relationship and practical arrangements, and to start to think about
desired outcomes. It also encourages clients to think about their strengths
and weaknesses in readiness for the first meeting. If clients send you the
questionnaire before the meeting, it will give you some useful background
information to consider and discuss.

When do I use it?

Use it at the beginning of any coaching relationship, as it will form the basis
of your first discussion.

What is the process?

Simply ask clients to complete the document in as much detail as they can
and to either send it to you before your first meeting or bring it with them
to the meeting to discuss.

Time required

30 minutes.
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TABLE 1.5 C(oaching self-assessment questionnaire

Name: Date:

Current role: Contact details:

What are your expectations from the coaching? (ie what do you want to see,
hear or feel that will be different from where you are now?)

Practical arrangements

How much time do you feel it would be useful to spend with your coach?

How often would you like to meet?

Please specify preferred times of the day:

Have you any preferences where to meet?
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TABLE 1.5 continued

About you

What do you regard as your most significant achievements (in work and
outside work)?

In what areas do you currently feel successful?

What do you feel are your areas for development?

Have you ever completed any psychometric assessments (personality
questionnaires or aptitude tests)? If yes, please tick as appropriate:

16PF [] MBTI [] OPQ [] Learning styles questionnaire [ ]
SDI [[] Emotional Intelligence Questionnaire (EIQ) [ ]

Other (please state):

Are you comfortable in sharing the results of any of the above with your coach?
Is there any other information that would be useful to discuss?
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Checklist for establishing contract rules

What is it?

It is essential that sufficient attention is spent at the beginning of the
coaching relationship on developing a contract. The simple tool shown in
Table 1.6 is a great help for checking that all of the key points are dis-
cussed and covered before the coaching sessions begin. It is important in
establishing the way the coaching relationship will work and how success
will be measured.

What is it for?

Essentially this tool is for the coach to use to check that he or she has
covered the important points upfront and pre-framed the coaching relation-
ship so that it has the greatest chance of success.

When do I use it?

Use it at the very beginning of the coaching relationship in the first dis-
cussions about what the coaching will focus on and how the coach and
client will work together, ie the contracting meeting. It is also a great check-
list to use at the end of the contracting meeting to ensure that all the points
have been covered.

What is the process?

The headings of the checklist could form the agenda for the meeting to
shape the discussion and ensure that all the points are covered.

Work through the points in the checklist. There are suggested questions
you might wish to ask and these can be phrased in your own style. The key
thing is that the points get discussed and any notes are documented to make
sure that both the coach and the client are clear upfront about what will
happen in the relationship.

Coaching is a collaborative activity, therefore your client may well want
to discuss things that might not be on the list. At the end of each section it
might be a good idea to ask the client if there is anything else that is missing
in relation to that section.
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Tick off each item as you cover it in the meeting. At the end of the meet-
ing check that everything has been covered. If not, go back to any unchecked
items and make sure they are covered.

Hints and tips

Having a contracting discussion at the beginning of the coaching relationship
is the most important thing a coach does. It sets the tone for the coaching
relationship and defines what is and is not included.

How you structure the meeting will be down to your style — it does not
have to be exactly as laid out in the checklist. The key thing is that all the
points are covered regardless of the structure you use. A quick visual check
will enable you to ensure that you have ticked off all the points.

The important thing is to reach mutual agreement about how you will
work together. You might wish to jot down notes about what you have
jointly agreed and confirm these to your client after the meeting. That way
you both have something to refer to should the need arise.

This process is not in any way intended to be a legal contract but it does
mean that you both have the same understanding as you enter the coaching
relationship. Any areas of concern can be raised and addressed before the
first session begins.

Time required

Allow 30 minutes to cover all the points. Some clients like to discuss
some of these areas more than others, so it might take less time, or a few
minutes more.
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TABLE 1.6 Checklist for establishing contract rules

To ensure that the relationship works most effectively, there are several important
considerations to work through at the start of the coaching relationship.

These issues refer to the process, and the procedural, professional and
psychological issues.

This checklist is a useful tool for the coach to use, once the contract meeting is
completed, to ensure that all points were covered.

Coaching agreement

What outcomes are you aiming for? What milestones
might you set?

What are your responsibilities, and what are those of your
coachee?

What confidentiality limits are you setting?

What involvement or expectation (if any) do any third
parties have of the coaching relationship?

Procedural issues

How often will you meet? (For example, if it suits the client
this could be once a month with phone contact in between,
once you have established a working relationship.)

What about phone or e-mail meetings/correspondence?

How long are the sessions likely to be?

Where will you meet — in work or in a venue outside?
(Beware of the client suggesting cafés or other public
places; coaching always requires privacy.)

Will you go to your coachee, or vice versa?

Who will arrange room bookings?

Who takes responsibility for ensuring that meetings are
private and uninterrupted?

What documents will be needed?

Who will complete the documentation?

What are the arrangements for cancellations?
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TABLE 1.6 continued

Professional issues

Can your coachee contact you between sessions
and vice versa?

Will there be limits to the scope of mentoring?

Are there areas of development that you do not feel
equipped to address and for which your coachee may need
to look elsewhere for help (eg with a counsellor?)

Do you intend to keep records? If so, what will you record?
Do you have your coachee's agreement? Where will you
store the information?

What other support or resources are available to
the coachee?

Psychological issues

How will you and your coachee check that everything is
going well in the relationship on an ongoing basis?

Who will initiate reviews and how often?

Are there any hidden agendas?

What is your definition of honesty — particularly in relation
to feedback?

What will you both do if things are not going well?

How will you both end the relationship if either of you think
it is not working?

How wiill the relationship be brought to a satisfactory
conclusion?
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Action plan

What is it?

The action plan (see Table 1.7) is a tool to help plan how clients will meas-
ure the success of the coaching sessions. It is also a great tool to clarify
exactly why each client wants to be coached and in an organizational
setting also helps the company to understand how return on investment
might be measured. The action plan is confidential so, according to how
you’ve agreed the ground rules, you or your clients may choose to share
only certain aspects of it with the organization sufficient for the company
to measure success.

What is it for?

This tool is used to help clients to be really specific on what they want to do,
be or have. It also provides a useful document for reviews at the beginning
of each meeting.

When do I use it?

Use it at the beginning of the coaching relationship to agree the overall goal
for the sessions. Each session will tie back into this original first goal. Then
at the end of each session the action plan can be finalized.

What is the process?

At the beginning of the session, discuss with clients what they want to
achieve from the coaching. Explore with them their reasons for wanting
coaching and what they want to gain as a result. What’s happening for
them right now? What do they want to be different about their situation
or themselves? When do they want that? This then becomes their desired
outcome and target date for achieving it. Next, get really specific about the
outcome — how measurable is it? What would tell them they had achieved
it? How achievable is it? What makes it a realistic outcome? And is the
timescale SMART (Specific, Measurable, Achievable, Realistic and Time
framed)?

Then explore with them the reasons why this desired outcome is
important. Talk through the support and resources they need and break
the goal into manageable chunks. How will they know that they’ve achieved
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their outcome? What will they see, hear and feel when they have made
the changes? Once you are clear on the outcomes you can then use any
appropriate tools to work with clients on the issues and generate potential
solutions.

Once clients are really clear on solutions and outcomes, ask them to think
about any potential hurdles or barriers they will need to remove and ideas
on how they might overcome these. Next, discuss what behaviours they will
need to work on to support this outcome.

Help clients to break the outcome into milestones. What would be the
important things to have in place along the way? Is there any critical path?
You might wish to use sticky notes to brainstorm any of the above factors
before committing the answers to the action plan.

Finally, ask clients how they are going to celebrate their success when
they’ve achieved their outcome.

Hints and tips

Using sticky notes for brainstorming will allow free thinking before the final
statement and points are made on the action plan.

It is useful for both you and your clients to have a copy of this action
plan — for the clients it serves as a reminder of the things they need to do,
why they are doing them, and how they are going to celebrate. The coach
will find this action plan helpful in preparing the coaching sessions and
checking for progress along the way.

Time required

Allow 45-60 minutes to use this tool. Some clients are clearer than others
on what they want to achieve but for those that aren’t it might take time
at the beginning to home in on the desired outcome.



TABLE 1.7 Action plan

Desired outcome (use present tense ie 'l am ...)

Overall target date

4 D>z on

OO

Reasons for development/desired outcome Support required

Resources required

Specific actions required (manageable chunks) Measurements

Potential barriers/hurdles against achievement Solutions or ideas to overcome these

Behaviours to work on

Milestones Target date

Date achieved

Success celebration (how will | celebrate?)

25
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Coaching evaluation

What is it?

Feedback is one of the most valuable resources for a coach. It provides informa-
tion about how each client is receiving the coaching and tells the coach which
aspects of the coaching are working well and which are falling short of the
mark. Self-feedback is also important — for the coach to evaluate how well he
or she thinks the coaching sessions are going. Coaching, by its nature, is a
collaborative process and the coach will also receive insights during the sessions.
This reflection and evaluation process (see Tables 1.8 and 1.9) is a check and
balance on the self-perception of the coach and the perceptions of the client.

What is it for?

This is the client’s opportunity to let you know formally how things are going.
As a matter of course the coach should regularly ask clients for feedback at the
end of sessions to help identify specifically what clients are taking away from
the session but this more formal evaluation document can be used periodically.

When do | use it?

Use it at the end of a series of coaching sessions. We suggest that after every
third or fourth coaching session you ask each client for more formal feedback.
The self-reflection by the coach should ideally be done as part of the review
of each session.

What is the process?

As part of the contracting process you will have established with clients the way
you will both give and receive feedback. Ask clients to complete the coaching
session evaluation form, answering the questions honestly. At the end of each
session you, as the coach, should complete your own evaluation and use any
learning points to develop an ongoing action plan for self-development.

Hints and tips

Don’t be too prescriptive about how clients do this. Some clients will prefer
to talk through their answers rather than give you the evaluation sheet, in
which case you can record information as they talk. The key thing is that
clients give you feedback.
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There might be points that come up in the feedback that need to be covered
in more detail with clients. Ensure that this is done in a non-threatening way
and focus on learning things that will help. Ask clients to complete this at
the end of the session or give them a short time to return the completed
questions. If any clients take the form away with them to complete it in their
own time, stress the importance of feedback in ensuring that they get the
best of the coaching relationship.

Time required

This depends on the client. It will probably take no more than 10 minutes
for clients to complete the form shown as Table 1.9. It is likely that the
coach will need around 15-20 minutes to complete his or her assessment
in Table 1.8 and draw up any action plan.

TABLE 1.8 Reflection and evaluation

Coaching self-reflection and evaluation checklist to be completed by the coach.

As soon as possible after the completion of a coaching session, complete section 1,
including any comments and learning outcomes. Then complete the checklist and
learning points box in section 2. When this has been completed, reflect on the
information you have listed and complete the overall action plan box.

Name of coach: Name of coachee:

Section 1 - Coach’s self-evaluation

How did you feel about the Productive 54321 Unproductive
structure of the session? structure structure
How positive did the session | Very positive 54321 Slightly

feel? negative
What level of rapport was High rapport 54321 Low rapport
achieved?

How much responsibility did Full 54321 Low

the coachee appear to take responsibility responsibility
for decisions and actions?
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TABLE 1.8 continued

How was the length of the Too long 54321 Not long
meeting? enough
To what depth was an action | Veryin-depth | 54321 Not much
plan prepared? depth
Comments:

Learning outcomes:

Section 2 - Self-reflection checklist

The questions below relate to the skills and qualities needed to be an effective
coach. Use this tool regularly to evaluate your own effectiveness as a coach.

Question Yes No

Did you prepare sufficiently for the coaching
discussion in advance?

Did you identify areas where the coachee might revert
to previous behaviour and plan to avoid?

Did you start the session by agreeing the outcome for
the session?

Did you provide sufficient support and challenge?

Did you set goals at the right level?

Did you serve as a role model?

Did you clearly communicate the behaviour that was
expected?

Did you encourage the coachee to generate a wide
range of alternative approaches or solutions, which
you could consider together?
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TABLE 1.8 continued

Did you observe non-verbal behaviour carefully and
check for incongruence?

Did you separate observations from judgements?

Did you focus your attention and avoid distractions
when listening?

Did you paraphrase or reflect what was being said in
the discussion?

Did you use relaxed body language and encouraging
verbal cues during the conversation?

Did you use skilful guestioning to promote sharing of
ideas and information?

Did you give specific feedback?

Did you give timely feedback?

Did you give feedback that focuses on behaviour and
its consequences?

Did you give positive as well as constructive feedback?

Did you use a facilitative approach to achieving goals
rather than a telling approach?

Did you follow up to make sure that progress is
proceeding as planned?

Learning points:

Overall action plan:
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TABLE 1.9 Coaching session evaluation

Coaching session evaluation to be completed by the coachee.

Please complete the following form to enable us to evaluate how the process is
working. First, please rate the aspects in the table below according to the indicated rating
scale. If you have any particular comments on areas of strength and of development areas that
you feel would help, please indicate these in the comments section.

Name of coach: Name of coachee:

Rating definitions:
4 Met my needs in all key respects 2 Did not meet my needs in some respects
3 Mostly met my needs 1 Did not meet my needs

112 1|3 ]| 4 | Comments

How appropriate was the structure of the session?

How well did the coach establish rapport?

How relevant were the questions asked?

How well did the coach listen?

How useful was the amount of reflecting and
summarizing?

How appropriate was the duration of the meeting?

How appropriate was the empathy displayed?

How appropriate was the body language, eg eye
contact?

How appropriate was the amount of challenge
provided?

How useful were the approaches used to facilitate
thinking?

How well did the coach facilitate action planning?

Comments: please also comment on what the coach did particularly well that helped
you, or what they could have done differently, if it is not covered above.

Outcomes: what difference is coaching making to your performance in the workplace?




31

Foundation 02
tools

Key tools for
managing coaching
relationships

Listening model

What is it?

Listening is at the heart of coaching and is critical to the coaching process.
The average person uses only a quarter of his or her listening capacity; the
rest is often taken up with getting ready to ask the first question, thinking
about potential solutions or allowing his or her mind to wander. Very few
models actually teach us the discipline of listening — but practising the model
shown in Tables 2.1 and 2.2 will make you a much more discerning listener.

What is it for?

The model gives discipline to listening by ensuring that you listen without
judgement and prejudice, plus you practise the very powerful skill of reflecting.
Reflecting is critical to a successful outcome in a coaching situation - it
allows your clients to check what they have said to you, it checks your
understanding, it gives you a chance to gain some thinking time while you
get clients to expand a little more on their statements, and it develops deeper
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rapport with clients. It is also a great way to ensure that the conversation
does not feel like an interrogation.

When do I use it?

Use it in every situation where another person is talking to you — this is not
a model to be ‘wheeled out’ and switched on when you start to coach.
Listening is like running: it takes a lot of energy. When you first start to
listen properly you will find that it is hard work and you get tired very
quickly. Therefore, you need to build up your stamina for listening in order
really to pick up not only what is being said but what isn’t being said —
which can be even more important.

What is the process?

Read through the model and ensure that you fully understand what it means
to be a good listener. Demonstrate active listening behaviour: ensure that
your body language looks engaged, your facial expressions are relaxed and
approachable and your eye contact is constant. Eye contact should be
happening the whole time a client is speaking to you; if you let your gaze
drop for a second you will notice the rapport decrease.

When you are speaking you do not need to maintain full eye contact. If
eye contact feels uncomfortable, try gazing at the spot in between the person’s
eyebrows — this is a ‘blind spot’ that allows your eye contact to rest comfort-
ably and will make it appear as if you are making eye contact.

Listen actively using minimal encouragers such as ‘Aha’, ‘Right’, ‘Yes’,
‘Okay’, to keep the person talking and to demonstrate interest. However,
ensure that these minimal encouragers are varied and well timed - there is
nothing more irritating than someone who keeps repeating the same word
or phrase continuously, such as ‘Right, right, right’.

At appropriate moments reflect back to the person what you have heard
him or her say, eg ‘So what you are saying is ... or ‘It sounds like you ...,
‘What I have heard is ... Ensure that you accurately reflect back content
and feelings without adding any interpretation or meaning (remember, this
is pure listening).

When necessary, turn the reflection into a longer summary to ensure you
are both on track with the conversation. You will notice that when you
do this accurately clients will then be able to choose which option suits
them best.
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Hints and tips

If the person is a good talker who does not require much encouragement to
keep going, you may need to find pauses to fit in a reflection or you might
find you start to lose focus. The brain needs to file information at regular
intervals in order to remain effective.

Time required

As long as it takes. Yes, really! Trying to hurry someone along because your
listening threshold is being uncomfortably stretched will not help you or the
client — so relax into the listening and take your time!

TABLE 2.1 Listening levels

Level Elements

1 This is characterized by the listener only partially hearing what is being
said, often due to the fact that when the speaker is talking, you are
concentrating on:

® what you are going to say next;

® how much you agree or disagree with what is being said;
® forming opinions of the speaker;
°

something totally different, such as where you are going at the
weekend, or what you still have to complete before you can leave
work tonight;

® |ooking at the view within or outside the room.

2 As a listener you need to pay close attention to the words. For
example, during a coaching session you should be on the edge of your
seat, leaning forwards towards the client, giving the person your full
attention with comfortable but not constant eye contact.

Listening is not just about being in the room but about demonstrating
you are staying with the speaker, by giving verbal and non-verbal
affirmations.

3 As a listener you will be paying attention to the words and all the other
non-verbal clues that indicate the speaker's state of mind. Listening at
this level is characterized by concentrating on the way the speaker
looks, the way in which he or she speaks and how he or she moves
while speaking, in order to gain an understanding deeper than just the
words your client is saying. Listening is not about just what is being
said but how it is said and what is not said, by noting incongruity.
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TABLE 2.2 Listening model: the four Rs of effective listening

Respect

Real time

Relate

Reflect

Respect your clients’ right to have their own opinions.

Understand that their opinions will be important to them.
Clear your mind.
Have no prejudgement.

Show your clients that you are interested in them and their
situation.

Listen actively.

Concentrate on what your clients are saying at that moment.
Focus your brain simply to listen, and hold off from forming
questions.

Understand and identify with your clients’ perspective (viewpoint).
Align yourself with what your clients are saying.
Show your understanding of your clients’ position. Acknowledge
by using responsive communication such as ‘OK'.
Use empathy: mirror facial expressions and use small phrases and
words such as ‘exactly’, 'l see’, ‘| understand’, and summarize by
mirroring back emotions and feelings. For example:

‘That sounds as if it was a difficult conversation!

‘| imagine you would have felt concerned!

Reflecting is a powerful behaviour that allows you to seek
clarification where there is confusion. Unravel any ambiguity and
tease out the true issues, feelings and thoughts. Reflect back

by using:

® Key words or phrases, to show you have understood the most
important points.

® One or two words to encourage your clients to carry on talking
without losing the flow; for example: “Your manager?’

e Feelings that any clients have described; for example: ‘So you
are frustrated by how long it is taking. Ensure that you
accurately reflect back the feelings mentioned.

® Parts of the conversation you do not understand, in order to
gain clarification.

e Content in a summary to check for understanding; for
example: ‘So you found the error and then spoke to your
manager, but as yet you have not had a response?’
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Questioning skills and techniques

What are they?

Effective questioning is one of the core skills of coaching. The tool shown
in Table 2.3 sets out the different types of questions and example questions
to use in a coaching session. Of course, effective questioning is possible
only when you are effectively listening. You might go to a coaching session
with some thoughts about general questions to ask and at the same time be
prepared to listen and allow questions to arise naturally in the flow of the
conversation.

What are they for?

The aim of any question is to reveal truths that clients are unaware of at
a conscious level. Use of the appropriate question also helps clients
discover skills, talents and abilities that they have already, but they were
unaware of.

When do | use them?

The ability to ask great questions differentiates an expert coach from the
rest. In this tool you have the basic principles of great questioning. It will
inspire you to keep notes of questions that work well and reflect back on
what made them so effective. The tool does not provide an exhaustive list
and underlines the fact that sometimes great questions can be as simple as
one word combined with voice inflection.

What is the process?

There is no particular process for how to use these questions. One way of
using this tool is to practise using the questions and hearing the response.
Then ask yourself which ones work best in which situations. The listening
and questioning process starts with asking a question that opens up the
conversation. The role of the coach is to enable clients to access both their
conscious and subconscious mind. Which questions the coach asks will be
determined by what a client has said previously. The questions we outline fit
into the overall coaching process, as in Figure 2.1.
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FIGURE 2.1 Coaching process questions
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The coach asks questions to prompt clients to access a different “file’ in their
mind so that they can use their own inherent resources.

You will find your own way of deciding which question to ask. Here are
some that we find useful.

When clients do not possess a skill or resource themselves, the simple
question ‘Who else do you know that might be able to help?’ enables them
to open their vision and explore possible options. The question also
assumes that they already know where to go for this help by the words
‘who else’. A follow-on question, ‘Which of these people would be the
best or most appropriate to help you?’ focuses clients on their own assess-
ment of the options and encourages them to prioritize from the list of
possibilities.

Later we cover feedback and how listening, questioning and feedback skills
create the conversational dance that develops in a coaching discussion. The
questioning process in this context is like the rhythm and as the conversation
changes the questions and questioning style will also change.

Hints and tips

The use of silence in a coaching conversation is a powerful way of allow-
ing clients to develop their own questions and allows them time to think
and reflect on what is going on for them inside. Develop the ability to stay
silent when appropriate. Keep questions simple and avoid jargon. A tip
for doing this is to watch carefully where clients’ eyes are moving during
the thinking process — if people are looking up, down and around it is
likely that they are deep in thought, accessing stored information in their
minds or creating scenarios. Try to wait patiently until they bring their
eyes back up to meet yours. They will either give you some information
or ask you to clarify the question, but interrupting them too early may lose
some critical thinking.
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Be constantly vigilant about avoiding leading questions or questions that
imply judgement about what clients have said. Use phrases like ‘Tell me
more about that’ or ‘What’s important to you about that?’ or “What was
behind your action?’

Don’t be afraid to ask a client, “‘What’s the question that would help you
most here?’ Part of the art of great coaching is about creating a collaborative
relationship with your clients. Your overriding responsibility as the coach is
to help clients move forward through the use of a coaching process — if the
questions you are asking, for whatever reason, aren’t moving them forward,
find out what’s going on for them. You might offer some thoughts about
how it is for you as the coach by way of feedback and then ask the question,
“What is going on for you right now in this coaching conversation?’

There are no right and wrong answers, only great questions that move
clients forward in whatever way is appropriate for them. You might ask
a question that elicits an unexpected response. Be prepared to focus on the
client and let go of any need to analyse why the client answered in a way
that was unexpected. Take time at the end of the coaching session to jot
down which questions the client seemed to get the most benefit from. Reflect
on what made them powerful questions. Are you able to use them in other
coaching sessions? Which questions did you feel most comfortable asking
and least comfortable asking? How can you use this information to help
your own continuous professional development?

Useful questions to ask

Where will you find opportunities to ...?

How do you behave when ...?

Who can you rely on to support you?

What information do you have?

What do you need to change?

What information do you need?

How will you know when it is working?

How will you feel when you have achieved it?

What makes you confident that this approach will work?
What can you do to make it less painful/difficult?

How could you add to or how could you modify that idea?

What made you decide to use that process?
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What else could you do to ...?

What is the key inhibitor?

How will you remove it?

What will you do about ...?

What are your options?

What are the risks?

How will you form a contingency plan?
How will you persuade ...?

What do you feel?

What do you think?

How can you contribute more?

What would enhance or enrich your role?

What are your values, ie what is important to you?

Hints and tips

Remember the art of silence. Develop the ability to stay silent while demon-
strating encouraging body language. It is important and imperative to allow
your clients time to reflect and therefore to respond at their own pace.
If silence does not have the desired effect, rephrase the question or use a
supplementary question.

Time required

Creating great questions is about skill and practice. Reading through the list
of categories of questions and our suggested questions will probably take
about five minutes. Putting them into practice, reflecting on the questions
that were the most effective and then testing them out in other sessions is
something that you will be doing each and every time you have a coaching
conversation with someone. Becoming a skilful questioner is something that
happens the more you do it. We suggest that you make your own list of
questions and brainstorm the types of questions that you might wish to use
in a coaching session.
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TABLE 2.3 Questioning techniques

Type of question Explanation or example

Open ‘How, what, where, when, who and why?" are useful in
varying degrees: ‘What do you imagine it would look like
if you did it a different way?’

‘How did you feel when that was happening?’ ‘What
would you do to improve ...?"

Be careful with the word ‘why’, as it can sound
confrontational or judgemental. You can always rephrase
a ‘'why?’ question, eg ‘What made you do it that way...?"
as opposed to ‘Why did you do it that way?’

Probing There are two types of probing: funnelling: asking broad
questions; and drilling: digging deeper.

Reflective An example of a reflective question is ‘So what you mean
is ...; is that correct?’ The second part of the question may
be unnecessary if the first part uses a questioning tone.

Directive These are used to challenge the coachee to explore a
problem and provide a solution, for continuing a thought
process and committing to an opinion or course of action:
‘If you are convinced ... can be improved, then what steps
do you believe you can take and by when?’

Unfinished or These are great for accessing the unconscious mind and

unformed allowing the person to relax and answer without feeling
pressurized: such as ‘You mentioned the project ...?", "You
had a thought ...?" Leave plenty of scope for the brain to
find a response.

Hypothetical These pose a situation or a suggestion such as ‘How
about ...?", 'What if ....?' They are useful to introduce
a new idea or concept or lead towards agreement,
challenge a response without causing defensiveness or
offence. They are also useful to check your understanding
of the implications of an earlier answer. Within the
coaching context, hypothetical questions can be very
powerful and also stretching.
However, they need to be used in context and with
relevance.
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TABLE 2.3 continued

Type of question Explanation or example

Belief change If your coachee answers a question with ‘I don't know,
repeat the question by first saying ‘If you did know ...?"
This can provoke surprising responses.

Socratic These are philosophical types of questions, such as ‘What
is the logic ...?" ‘What is the worst that could happen?”

Closed* Closed guestions are good for controlling or moving to
action. However, use them sparingly.

Multiple* Multiple questions have little value. Normally these are
used when we are under pressure, thinking out loud or
when our questions are badly formed. Beware, as
multiple questions confuse clients and allow them to
avoid the most important question.

Leading* Beware of these too, as the majority of time you are
assuming the answer or putting words into your
coachee’s mouth. Examples are: ‘Are you happy with
that?’, ‘So you did not mind doing ...?’

*These types of questions should be used only rarely and with caution.

Feedback techniques and examples

What is it?

Feedback is a way of helping your clients gain further insight about the
strategies they are adopting to get the outcomes they want, and how suc-
cessful those strategies are. Feedback is a resource that you as the coach
bring to the conversation to help clients choose which options to take and
to change their current behaviours, actions and mindset. Feedback can be a
valuable way of initiating personal change and, providing it is done well,
can be very motivational.

This tool is one way of using feedback in the coaching conversation.
Giving and receiving feedback can be a sensitive area, therefore we suggest
that in using this tool you as coach adopt an approach based on specific
observations about behaviours or experiences you have of each client. It is
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not about evaluating people. The more specific the observation and the
more examples that can be given to illustrate the behaviour, the easier it is
for clients to gain understanding of what they are doing and to choose what
to do about it.

Confidentiality is the cornerstone of any coaching conversation and this
underpins the way in which this tool is used. Part of the context setting in
ensuring that clients feel comfortable is to agree at the outset of the coaching
relationship that the coach will be honest and open — which might some-
times be challenging for clients. However, ultimately they will understand that
the intention of the coach is to support clients’ development and progression
to their desired outcome.

What is it for?

Feedback is the fuel that drives performance improvement. The aim of feed-
back is to provide:

insight for the recipients on areas that they may be blind to;
information on their strengths or areas for development;

assistance in helping them overcome a challenge;

validation of them as people.

The final point about validation of people might seem paradoxical given
that we have said feedback is not about evaluating people. In our experience
as coaches we find that to use a consistently objective and detached
approach can be counterproductive to developing a great relationship with
your clients. Everyone has a need to feel validated and it is appropriate to
recognize the progress your clients are making — provided the feedback
doesn’t fall into false praise. As coaches we have to be supportive, so if you
feel that clients are underplaying their successes, positive feedback based
on what they’ve told you is necessary; after all, they may not realize how
much they have developed.

When do I use it?

The technique outlined here is situational; in other words, the coach and
the client review a specific area on which feedback is sought and given.
Feedback can be used, however, at any time in the coaching conversation
to help explore patterns of behaviour or situations that clients find them-
selves in. There is no right or wrong time to use feedback, but there has to
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be a positive intention behind it. As coach, you should always check your
own emotional state to ensure that you are not using feedback as a way
of either imparting your wisdom or externalizing your frustration with
a client. The golden rule in using feedback is to use it only when it will help
the client.

The natural flow of a coaching conversation is determined by the level
of connection and rapport you have with your clients and they with you.
Knowing when it is the appropriate and right time to give feedback will
happen naturally as your coaching sessions progress.

What is the process?

In a coaching conversation the coach probably will not have observed
the client outside the coaching sessions. The feedback that the coach can
offer is therefore based on the client’s descriptions of the situation or area
the person wishes to gain feedback on, or observed behaviours and language
used during the sessions. This means you are only hearing the story from
the client’s perspective, which could be distorted, either negatively or
positively.

Explore with clients the current reality. What do they feel needs to change
and why? What tells clients that they want to and must act or behave
differently?

Once this is established, the conversation then focuses on the specifics of
what clients want to find out about themselves. At this stage it might be
useful to draw up a list of things that each client wishes the coach specifically
to watch and listen for.

Next discuss how the feedback should be given. Are clients happy for
you as coach to be direct and blunt in your feedback or do they want the
feedback to be more gentle? What are their boundaries about feedback?
It is important to investigate what lies behind the boundaries. Some coaches
advocate a ‘breakthrough’ type of approach to coaching and will push
clients beyond their comfort zone to the point of absolute discomfort. Find
out where your clients are on that continuum.

Find out how clients will let you know where they are on the comfort/
discomfort continuum and also whether the feedback is helping them or
not. An intention on the part of the coach to help is only realized if the out-
come for the client is helpful.

Once the feedback is given, the next step is to explore what action will
be taken. What do the clients want to do with the feedback? How will they
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use it? Before getting too specific about those actions, get clients to identify
all possible solutions. What else can they think of? Stretch their creativity
and imagination so that when the final answers and solutions are identified,
clients will be motivated to take action.

The process of giving powerful feedback requires the coach to be men-
tally present and alert at all times to the physical and verbal messages given
out from the client.

Hints and tips

Feedback is a two-way street and during the coaching conversation a
natural follow-on is to find out what you as coach are doing that is either
supporting clients’ progress or not.

Make feedback as immediate as possible.

Put yourself into your clients’ shoes — how might they feel about the feed-
back? What do you need to do to ensure that it is delivered in a way that is
both powerful and appropriate for a particular client?

Ensure that feedback is balanced. Too much positive or too much nega-
tive feedback undermines the credibility of the feedback and allows clients
to dismiss it without evaluating it first.

One final thought on the process is to consider videoing your session and
reviewing it with your clients afterwards so that they can have a different
experience of the conversation and observe directly for themselves what
they were saying and doing. Some clients can be very nervous about doing
this so you need to set it up carefully. Consider the following:

e Imagine yourself on the receiving end; how would you feel?
e Balance both negative development issues and positive messages.

Do not avoid mentioning the gaps in the person’s development;

however, always balance them by emphasizing the strengths.
Ensure you use the right tone and language.
Be sensitive to clients’ particular situation.

Convert verbal feedback to visual where possible.

Give accurate summaries — regularly summarize for understanding
and to gain agreement.

o Emphasize the positives — be aware of and watch out for negative
tendencies in your conversation.

o Turn feedback into ‘how to’ rather than ‘how not to’.
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Pre-empt difficult behavioural feedback by saying, for example, ‘It’s
difficult for me to say as [ wasn’t able to observe you at that meeting,
but I wonder if you came across as ...". This can help to minimize
defensive responses.

Show clients the logical pathway that connects what they did, how
others reacted, and the likely consequences for them personally.
Remember that over-praising is often dangerous, as it can confuse the
situation.

Avoid making value judgements by keeping your comments as
descriptive as possible.

Feedback should never be a surprise.

If clients switch off from listening to your feedback, or they begin to

defend themselves, you may be trying too hard to convince them that
you are right. If this happens, step back and reframe.

If clients become defensive or obstructive, probe to uncover the
reason for this reaction and build on this reason to turn it into
a positive.

Giving effective feedback

Analyse the current situation — what needs changing and why?

Decide on what you want the feedback to achieve, its outcomes and
objectives.

List areas that you believe require discussion.

Ensure that the feedback is achievable and measurable.
Ensure that the timing is right.

Create the right environment.

Focus on the future as soon as possible.

Pick up links and build on clients’ needs, either by getting them to
suggest what they need to do or by giving a specific suggestion.

Gain agreement by ensuring that clients have bought in to the

feedback.
Focus feedback on observed behaviour.

Ensure that the feedback is descriptive, avoiding evaluation or
judgement.
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e First discuss with clients the areas that are working well; focus on the
positives.

® Describe behaviour related to a specific situation, even if it is one of
several examples.

Outline the areas that clients require feedback on.
Ensure that the feedback gives value to clients.

Find out if clients have any ideas as to what they need to work on.

Calibrate for receptiveness, checking for tolerance to receive

feedback.

Work on exploring alternatives rather than answers or solutions.

® Agree specific action.

e Ensure that the feedback has clarity and constructiveness, and is
therefore:
— specific, not general;
— descriptive, not evaluative;
— relevant to the perceived needs of clients;
— desired by clients, not imposed on them;
- timely and in context;
— usable, ie concerned with areas over which clients have some
control.

Time required

To use the technique described in this tool will take 20-40 minutes, depend-
ing on the scope of the area being discussed. Feedback in the normal flow
of a coaching conversation can take as little as 30 seconds. It might be an
observation about something specific a client has said or done in the session.
For example, when the client uses a particular word frequently, you might
say, ‘I’ve noticed that you’ve used the word ‘try’ several times in the last five
minutes. Were you aware of that?’
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The ORACLE model

What is it?

We designed ORACLE as a base model for coaching and have taught it to
over 1,500 people over the years with great effect. The tool is designed to
take a client through the whole coaching cycle (see Tables 2.4, 2.5 and 2.6),
although it is critical that you recognize it will not always happen in the
order that ORACLE sets out, and that sometimes it is an iterative cycle. How-
ever, in the majority of coaching sessions you will touch on all parts of the
model. ORACLE forms the basic framework for any coaching conversation.

The model is based on the fact that when clients have a problem or
challenge they need to go through four stages in order to resolve it. These
stages are:

1 Clarification of the problem.
2 Generation of potential options.
3 Evaluation of possibilities.

4 Planning to implement the most relevant opportunity.

At this point you may feel that the model will only work if clients come
to you with a problem and know what they want to resolve, but this is the
key to coaching. To be successful you need to be fluid and agile and there-
fore once you have listened to and questioned a person successfully you
should eventually get to the point where the person reveals the problem.
Once that has happened you are ready to dip into the model at the most
appropriate point.

When do I use it?

ORACLE can be used in any situation and can be brought into a coaching
conversation at any point.

What is the process?

The first part of the model (see Figure 2.2) is about setting outcomes (O)
with people. If your clients do not know where they want to get to, it is
highly unlikely they will get anywhere. So by asking a person what success
looks like and getting him or her to visualize it, you are already well ahead
of the game.
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FIGURE 2.2 ORACLE model
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Having got a good visualization, you then need further clarification of the
problem and to check that you are dealing with the real issue (R). This is to
help clients get a really good grip of the problem so that they know exactly
what they are dealing with. Sometimes, once clients have clearly described the
reality of the situation they will continue talking about what they need to do —
just hearing themselves talk out loud is enough to help them understand the
solutions they need. Most often, once people have talked in this way they
discover that the issue they started with is not the real issue and there is some-
thing deeper underneath it. This is a critical phase in the model and people
who come on workshops are frequently fascinated by how this happens in
the practice session. Many managers leave our workshops realizing that
they have only been dealing with surface issues for many years.

Next step is to start to generate potential options by seeking alternatives
(A). This is where it is critical that the coach does not lead the client.
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Many a coach has suggested options at this point only to be greeted with
comments such as ‘I can’t do that because ..., ‘I have already tried that, or
‘That wouldn’t work.” Well, of course you would get comments like those —
the client has been dealing with the problem for a good deal longer than you
have, so it’s no surprise that the person has already thought of any of the
immediate solutions you come up with. Here we want to be discovering
what the person has tried previously or thought of as an alternative.

Now we can get to creative ideas (C): could the person try any of those
options again but differently, could the person add to or modify the ideas,
could he or she come up with other suggestions? At this point the coach
should push the client as hard as the coach feels is appropriate by asking
low-level vague questions such as ‘Any ideas, any thoughts, anything else,
any final ideas?’ It is critical to be careful to calibrate the person effectively
at this stage so that he or she does not feel interrogated. Therefore great skill
is needed here. Having said that, the real crime is to let the person off the
hook by not asking for sufficient options or, even worse, by jumping in with
the solution.

At this point, the role of the coach is to play back to the person every
possible option the coach has thought of (however weird or wild), so that
the person can consider them all. The coach should lay them all out for the
client, without prejudice and in his or her own words.

Now the client can take the time to step back and consider likelihood
of success (L). Which idea will work best for him or her? Which idea has
consequences? The coach can question the person on these areas until a
preferred solution rises to the top.

Finally, it is time to execute (E) the idea, and this is where the coach
works with the client to put together the plan and to define how it will work
in practice. Issues to consider here are timings, potential barriers and sugges-
tions to overcome them, environment and support required.

However, often at this point another problem or issue arises and you may
go back into the cycle again — so be prepared to keep going until you feel
certain that you have tackled root causes and not just symptoms.

Hints and tips

Listen, listen and listen some more! The stated issue is rarely the real issue,
so don’t be in too much of a hurry to get to the alternatives and creative
ideas. The more clarity clients have on the problem and the better formed
the outcome is in their minds, the more successful the session will be.
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Time required

This will depend on the size and complexity of the issue, but if you were
undertaking a full coaching session you would need at least 45 minutes to
complete ORACLE fully.

TABLE 2.4 ORACLE model

Outcome What is the desired goal?
How well formed is it?

Real issue Find and clarify the real issue.

Alternatives What are the obvious solutions?
What other ideas are there?

Creative ideas Modify any existing ideas or think of
solutions never yet tried, however
creative or weird they sound.

Likelihood of success Evaluate all options using a 1-10 scale.
Reflect on the consequences.

Execute What is the plan?
Who is involved?
Who will help?
How will they communicate?
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TABLE 2.5 ORACLE overview

Clients state overall issue.

Actively listen and use encouraging non-verbal behaviour.

Avoid asking ‘detail’ questions, so that you keep clients in the flow of their
thought process.

Summiarize the issue and reflect back to clients to check for accuracy.

Outcome Ask clients to describe what the desired
outcome would be.
Encourage clients to use all senses to describe
how they would feel if they achieved this
outcome. Ask what success would look like
(visualize) or what others might be saying about
them.

Real issue Test for underlying issues or concerns. Is the
stated issue the real issue? Are there any issues
that need to be explored further to check for
deeper concerns? Engage active listening. Use
probing questions. Use reflective summaries to
uncover information.

Alternatives Start by asking what clients have already thought
about doing.
What actions have already been taken?
What successes have already been achieved?
Are any of these worth exploring further?

Creative ideas Ask clients ‘What else could you do?’ Obtain as
many suggestions as possible without evaluating
any of them. Listen attentively and reflect back to
clients all their solutions, so that they can see the
range. Include any suggestions that were said in
fun or off the cuff but have possibilities.

Ask clients again if they have any further ideas,
listening attentively. Once they have firmly
exhausted all their ideas, summarize the ideas
once more, without appearing to favour or judge
any particular one.

At this point only, if you have any further ideas to
add to a client’s selection, then pose them simply
as possibilities. Ensure that you do not appear to
favour your own ideas. If clients already have a
good range of ideas, then hold back on yours.
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TABLE 2.5 continued

Likelihood of success In order for clients to evaluate the likelihood of
each suggestion, suggest that they rank each
idea on a scale of 1-10 as to the potential
success of each idea. Also suggest that clients
rate each idea according to difficulty of
implementation.

Ask clients questions about each idea to check:
‘What would it take to make it happen?’

‘What consequences are attached to each?’
‘What costs are attached?’

‘What might be the benefits of this solution?’

Execute Reflect back the favoured solution. Ask clients
what they think they will do. Check how they feel
about implementing the solution.

Ask what possible barriers/hurdles they may
come across and encourage them to generate
solutions to overcome these.

Ask if anything else needs to happen to increase
their confidence to resolve the issue.
Probe for any final barriers or hurdles.

Encourage clients to double check their first
actions, milestones, target dates and resources
required to ensure that they are feasible and
realistic.

Agree your support and next steps in the
coaching journey.
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TABLE 2.6 Questions for the different steps of the ORACLE model

Outcome What is your ideal outcome?
What would success look like?
If you could wake up tomorrow and this was all resolved what
would be happening?
What is a realistic time frame within which to achieve this?
What would be the logical first step?
How will you know when things are right?
How much control do you have over this outcome?

Real issue What is the current situation?
What makes you think it is not as it should be?
What is the real issue?
What impact does it have on you?
What else is concerning you?
What prevents you from resolving these issues?

Alternatives ~ What have you done so far?
\What results did these actions have?
What ideas do you have?
Are there any other options?
What have you already tried?

Creative What if money were no issue?
ideas What if you did not need to consult anyone else?
Who could help you the most?
Can you think of anything else?
(If the client says ‘I don't know'): If you did know, what might it be?

Likelihood Which option appeals the most?
of success Which option makes most sense?
What do you think you will do?
If you do this, how will things change?
How will you know that it has worked?
What will tell you?
How will you measure it?
How sure are you that you can achieve this?
What is the likelihood, on a scale of 1-10, that you will be
successful in changing X, Y, Z?
What prevented you from putting a 10?
\What else could you do to make it a 10?
On a scale of 1-10, how difficult is each solution to implement?

Execute What support will you need?
When are you going to start this?
What will you do? What will be your first step?
If this works well, what will be the next step?
What other milestones are there?
How will you overcome any obstacles?
If the desired result is not as expected, what will you do next?
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Coffee-break coaching

What is it?

The coffee-break coaching model is a structured coaching approach based
on ORACLE but specifically designed to be used in a shorter time frame —
hence the name. It combines the principles of ORACLE with a brainstorm
between client and coach (see Figure 2.3) to speed up the process of getting
a person to a potential solution.

What is it for?

It is effective in any situation where people say ‘I don’t know what to do
about ... or ‘I have an issue with .. or ‘I have just been put in a difficult
situation,” or state that they have a problem they need to resolve. The model
is great for helping clients to see that they have to take some responsibility
for their situation and will enable them to see quickly that there is some-
thing they can do.

When do I use it?

Use it during any conversation (in any environment) where the above
questions crop up. This could be in a one-to-one situation or in a group
situation. Sometimes you do not have the time to complete a coaching
discussion and really build skills, but you will want to help the client — on
these occasions you can achieve this in as little as 5-15 minutes using the
coffee-break model.

What is the process?

1 Ask clients to describe the current issue or problem, giving any
specific examples that are useful, and a small amount of relevant
background. Use reflections to summarize if you feel they are going
into too much detail for the time available.

2 Ask clients to describe the outcome. Encourage them to paint as
specific a picture as possible of how things would be if the problem
were sorted out. Focus on the outcome rather than trying to solve the
problem at this stage. Note down any emerging ideas.
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3 Working with the clients, list all the obstacles that lie between 1 and
2. Using sticky notes will help with the next step. Sort the sticky
notes into three groups:

— blocks that exist in this client (eg lack of skill or knowledge, low
motivation);

— blocks that exist in others (eg anxious customer, manager stressed
and panicking);
— blocks in the situation (eg inadequate resources, shift in deadlines).

4 Jointly brainstorm solutions for ways around these blocks and
possible next steps.

5 Consider the advantages and disadvantages of each solution
generated from the brainstorming, and ask clients to rate the
potential success of each possible solution on a scale of 1-10, where
1 = least potential for success and 10 = most potential for success.

6 Once clients have rated each solution, raise any questions around the

scoring of the solutions to help them reach a final outcome.

7 Agree an approach, actions and timing, including how, what, where
and when. Ask clients what other support they may need.

Hints and tips

Keep your clients future focused.

Don’t be too quick to add in your own suggestions — follow the same
principle as ORACLE, ie that your clients do have the solution, and
only add suggestions at the end if you think they are really struggling
for ideas.

Refer to the ORACLE model for useful questions to ask.

Time required

On average, 15 minutes.
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FIGURE 2.3 Coffee-break coaching
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Self-coaching

What is it?

This is a simple tool that enables people to coach themselves quickly, using
the principle of ORACLE. The tool (see Figure 2.4) encourages people
to move out of an emotional state by focusing on whether they have
a recurring problem that is developmental or a situational problem that
needs to be handled now. The framework reminds them of what they need
to do to work through the problem. It is important that clients do not
become dependent on their coaches and this tool can help to ensure that
does not happen.

What is it for?

You can teach this to your clients to use to keep momentum in between
coaching sessions and help create positive habits. There are two parts to the
tool: one part is for isolating what the problem or challenge is and identify-
ing options, and a second key factor is to use personal intuition to check for
congruency — how does the proposed solution feel? This is important as
people do not have a coach to check in with at the time they are working
through the problem. It’s quite useful for coaches too.

When do | use it?

Use it at any time when dilemmas or challenges occur that people need to
resolve and they are unable to speak to their coach. It is particularly useful
when clients want to take control and feel empowered when confronted
with any personal or professional challenges.

What is the process?

Try this process yourself before teaching it to clients.

Identify what the dilemma is — situational or developmental?

Ask a question that clarifies what you want to achieve. For example,
if it is a relationship dilemma, why can’t we work together? What do I want
instead? What would working together feel like?

Work through the model and identify options, a plan and actions to resolve
or solve your dilemma. You might want to look back at ‘Useful questions to
ask’ on page 37.
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Now start to use your intuition to decide whether the plan of action
feels right, and check for congruency. In order to prepare, first think of
a time in your life when you made a good decision or felt totally at peace
with yourself. Relax and close your eyes and relive this situation with
all of your senses.

Notice what you feel in your body. You will feel a sensation somewhere —
possibly lightness in the head or a rising feeling in your chest, but it is
important to notice your own personal feelings — this is a useful calibration
of how a ‘good decision’ feels. Now think of a time when you made a decision
that was not a positive one or that turned out badly. Once again mentally
relive this situation (as vividly as you can bear, although beware of prolonging
the agony). Notice where this feeling settles in your body — it may be in the
pit of your stomach or a feeling of heaviness somewhere. When you have
a decision to make, think about it in depth, visualizing that you have already
made the decision and notice how you feel.

Hints and tips

You might find that you have to go back to parts of the cycle as things become
apparent to you. Don’t worry about sticking too rigidly to the process.
The key thing is to ask yourself the questions. Use sticky notes to generate
options if that helps.

Time required

Typically it will take anywhere from 10 to 40 minutes to go through the
whole cycle.
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FIGURE 2.4 Self-coaching
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Goal setting 03
Tools for gaining
clarity on desired
outcomes

Creating powerful intentions

What is it?

Creating powerful intentions is a method of questioning that elicits details
about why particular subjects are both important and desirable to clients.
Its purpose is to confirm with clients why this desire is important to them
and how and in what way it motivates them. The conversation follows
a set structure of seven statements for clients to answer. It is based on
Aristotle’s enquiry into what makes something desirable and deserved
and was developed by Robert Dilts in his book From Coach to Awakener
(2003, Meta Publications, California, US). Robert Dilts is a leading neuro-
linguistic programming (NLP) specialist who worked with the joint creators
of NLP, Richard Bandler and John Grinder, in developing the system in the
1970s and continues to make further developments to the tools and models
of NLP.

This tool is designed to tap into the unconscious mind by asking clients
to make statements about a topic that is important to them. This topic may
have already been generated by clients when they identified their core
values. Very often the topic that a client chooses has already ‘appeared’ at
previous sessions when goals, beliefs and values were discussed.
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In the template given in Table 3.1:

® ‘Because you ... taps into the reason why the topic is important.
e ‘Therefore you ...’ tells you what benefits the client gets.

o ‘Whenever you ...” is the context in which the client will achieve the
benefits.

® So that you ... uncovers the reason why the benefits are important
in that context.

e The precondition ‘If you ...” gives the client insight to what else is
true about the importance of the topic.

o ‘Although you ...’ is the reality check acknowledging that the client
may not always act in a way that is true to the topic.

e Finally, ‘In the same way that you ... recognizes that it’s okay,
because we can sometimes lose our way and need reassurance that
the underlying motivation is still there.

What is it for?

Coaching works with goals and outcomes that clients want to have, do or be.
The motivation to keep taking action determines whether or not the clients
will reach the outcome they are looking for. This tool helps clients under-
stand what truly motivates them and is a useful way of making a connection
between how they can use their internal resources. The physical written
reminder of why it is important will help to keep them moving forward if
and when taking action becomes challenging. They can keep a copy of their
own mission statement with them so that at times of uncertainty and doubt
a quick review of what is on the paper reminds them ‘why’.

When do I use it?

This tool can be used in individual coaching conversations or in group
coaching sessions. It is particularly helpful if clients are lacking motivation
or consistently avoid taking action. It is great with clients who know what
they should be doing but just don’t seem to find the will to do it. In group
scenarios it is a useful tool to help elicit what’s important to the group as
a whole.

To get the most from the tool, the relationship and rapport between
the coach and client has to be sufficiently developed to allow the client to
explore sometimes quite deep topics. You would not use this tool at the first
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session and might wish to use it as a follow-on to a session on a values
exercise since there is a natural link between the two tools.

What is the process?

In this tool the role of the coach is to ask the questions exactly as they ap-
pear on the template and record the exact words used by the client. Take
‘friendship’ as an example. The sequence of words must be followed to build
up the picture for the client and give greater understanding about why
friendship is important and desirable. For each of the sentences the coach
would start with the statement ‘Friendship is important and desirable ...,
inviting the client to complete the next phrase. It is important that the coach
resists the temptation to get into explanation about the statements and
merely repeats ‘Friendship is important and desirable ... followed by the
opening of each phrase in the sequence. The coach must also remember to
record the exact words used by the client. The client’s words have the most
power in motivating the person towards a goal — the client owns the reasons
why specific words are chosen. When all of the statements are complete, the
coach reviews them with the client and asks the client to remove the joining
words with the exception of ‘Although you ... This is illustrated in the
worked example on page 63.

The real beauty of this tool is that when you take out the joining statements
with the exception of the reality check, your client has a ready-made written
reminder of his or her powerful intention, which they can keep.

Hints and tips

Resist the temptation to investigate statements. It is irrelevant in this exercise
why clients have chosen the statements. What is important is the words they
have used. You can always explore this with clients at a later stage if that is
appropriate.

Record the conversation using clients’ exact words as they say them.

Take some index cards along to the session with you so that clients can
write out the statement in their own handwriting and keep it with them at
all times. The physical connection of writing with the emotional connection
of the words is a very powerful reminder.

Make sure that clients are relaxed and comfortable before you start.
If they arrive at the session in a flustered state, help them to relax. One way
of doing this is by encouraging them to do some deep breathing exercises.
Ask them to stand up with their feet hip-width apart and spend a few
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minutes just standing and breathing. Use whatever techniques work for you
and your clients to help them access a more positive and relaxed state before
you start.

Some clients might perceive this tool to be ‘soft and fluffy’. This is a great
opportunity to explore with them what lies behind that assumption and
create an opportunity to reframe.

Time required

The length of time for this particular tool depends on how quickly a client
can tap into a relaxed and connected state. It can take 15-45 minutes from
start to finish.
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Creating powerful intentions: worked example

Friendship is important and desirable ...

Because you ... get a support network and opportunity to share
with others.

Friendship is important and desirable ...

Therefore you ... develop lasting connections with others.
Friendship is important and desirable ...

Whenever you ... want to have an enjoyable time socializing.
Friendship is important and desirable ...

So that you ... can bounce ideas off others and get some feedback.
Friendship is important and desirable ...

If you ... like having a laugh and being yourself with people you
trust.

Friendship is important and desirable ...

Although you ... sometimes find you can grow apart from some
friends.

Friendship is important and desirable ...

In the same way that you ... need the company of others to keep
you connected with being alive.

When you have completed this step, remove all the words in
italics except for the word ‘Although’ and make the statements in
the first person. They then become:

Friendship is important and desirable.

| get a support network and opportunity to share with others.

| develop lasting connections with others.

| want to have an enjoyable time socializing.

| can bounce ideas off others and get some feedback.

| like having a laugh and being myself with people I trust.
Although | sometimes find | can grow apart from some friends,

| need the company of others to keep me connected with
being alive.
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TABLE 3.1 Creating powerful intentions: template

(topic) is important and desirable ...
Because you ...

(topic) is important and desirable ...
Therefore you ...

(topic) is important and desirable ...
Whenever you ...

(topic) is important and desirable ...
So that you ...

(topic) is important and desirable ...
If you ...

(topic) is important and desirable ...
Although you ...

(topic) is important and desirable ...
In the same way that you ...
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Goal setting

What is it?

Having a clearly defined goal is one of the success factors within coaching.
When clients can truly visualize a goal they are far more likely to achieve it.
As the saying goes: if you don’t know where you’re going, you’ll end up
somewhere else. When people can see what they want in the future they
often realize that the opportunities were out there all along, they just weren’t
seeing them because they didn’t know exactly what they wanted.

What is it for?

This framework (see Table 3.2 and refer to the ORACLE model on pages
46-52) allows clients to set powerful goals and formalize the process. Once
the goals are set, the second part of the framework allows clients to break
the goal into manageable chunks. It is a very useful process to run through
to ensure the goal has all the meaningful ingredients it needs.

When do I use it?

Use it whenever clients say they have a goal that they want to achieve, and
particularly if it is big or ‘life-changing’.

What is the process?

Take clients through part one of the goal-setting framework. This part
ensures that the goal becomes well defined. At the end of this section the
question to ask clients is ‘Do you still want this outcome?’

If the answer is “Yes, clients complete part two. This ensures that they
have written the goal in measurable terms, which means that they have
a gauge against which to measure their achievement. If the answer is
‘No, take them through the first step again to establish what the goal
actually is.

Once the goal has been defined, have clients break it into measurable
chunks and have them define the milestones to achieving it. Record this
under ‘Steps to take to achieve the goal’. Then ensure that clients complete
how they will celebrate their success upon achievement of their goal.

To ensure ownership, encourage clients to sign and date the goal at the
bottom.
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Encourage clients to keep the completed form visible or ensure that they
look at their goals on a regular basis. Take a copy for yourself so that you
can review this at the next session.

Hints and tips

Ensure that clients have set aside plenty of time to work through the goal-
setting framework. Your role is to help your clients achieve these so keep a
copy of each client’s goals and revisit these during the next sessions. Clients
must buy in to the goal they set themselves. If a client believes a goal to be
a real stretch and is unsure of achieving it, suggest short-term stretch targets
that will challenge the client but not lead the person to failure. Also ensure
that the goal is challenging and stretching enough. Will it drive a step change
in performance for the client?

Time required

30 minutes-plus, depending on the size of the goal.



TABLE 3.2 Goal-setting framework

Part one: ensuring that the goal is well defined

Goal Setting

My outcome (goal) is:

What specifically do | want?

Where and with whom do | want it?

When do | want to achieve it?

What will be different when | get it; what will
| see, hear and feel?

How would | know if | was on track for
achieving this outcome?

How would | know if | was going off course?

What resources can | activate to get this
outcome?

What resources might | need to acquire to
achieve this outcome?

Who do | need to support me and what do
| need them to do?

Do | still want this outcome? YES / NO
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TABLE 3.2 continued

Part two: ensuring that the goal is broken down

Write the goal in the present tense in positive terms in a clear and measurable
format. For example:

| am a qualified and highly experienced operations manager, delivering cutting-
edge operational solutions and managing a highly motivated team, as of (insert
date by which it will be achieved). | am earning an income of £X.

Goal:

Steps to take to achieve the goal

1
2
3
4
5
6
7
8

Milestones

1

2
3}
4

How will | celebrate my success?

Signed

Date
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Breaking down previous goals

What is it?

Frequently people do not achieve their goals. Often this is due to the goal
being wrong or the individuals lacking belief (either in the goal or in their
ability to achieve it) or a mistaken desire — perhaps they didn’t want to
achieve it as much as they thought they wanted to.

Sometimes people simply become frustrated at the speed with which they
are moving towards the goal. A typical example of this might be a weight-
loss goal — clients started well but are now starting to plateau and ‘yo-yo’.
They become increasingly disconcerted that they may never achieve the goal
and this blocks their thinking.

What is it for?

This tool (see Table 3.3) is useful to help clients reflect back to a goal they
successfully achieved, look at the key elements that made the success and
define what helped them to achieve the goal.

When do I use it?

This is most useful if clients are feeling ‘battle fatigued’ or negative about
achieving a goal. Maybe the goal just feels too big at the moment, in which
case reminding themselves of when they have had a great achievement will
give them additional motivation to continue to pursue the goal.

What is the process?

Ask clients to think back and remember a goal they achieved that they were
really pleased with. Encourage them to picture the details of what success
looked like and how they felt when they achieved the goal.

Work through the resources that helped them achieve their goal. These
could be inner resources, other people or material resources. What learn-
ing points did they discover? Would they have done anything differently?
Ensure that this reflection is in depth and a positive learning experience.
Then ask clients how they would be able to access these resources and
learning points to achieve their current goals. Ask them to prepare an
action plan. They may now want to revisit ‘Goal setting’, on page 65, to
prepare the plan.
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Hints and tips

Ensure that clients take up the learning points from the previous goal and
implement the successful elements, where possible, into other goals they set
themselves. It is useful to have clients’ other goals available, in order to then
run through these afterwards as a final check.

Keeping a record of previous goals in a journal means that clients have a
ready supply of resources to turn to for other goals and can see quickly the
results they have already achieved and the learning they have acquired along
the way.

Useful questions to ask

Expand question 3 (“‘What are the learning points you discovered?’) by ask-
ing ‘What worked really well?’, “What surprised you?’ and ‘“What would you
do differently?’

Time required

30 minutes.
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TABLE 3.3 Breaking down previous goals

1 Wirite down a goal you have achieved that you are really proud of:

2 List all the resources that helped you to achieve this goal:

3 What are the learning points you discovered?

4 How would you be able to apply these resources and learning points
to your current goals?

5 Action plan:
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Making personal changes

What is it?

Research shows that what gets written down gets done! The very simple but
powerful framework in Table 3.4 is designed to help people reflect on them-
selves and their behaviour, and identify how they need to change.

What is it for?

The tool is used to record key information that provides a record of where
people are currently and where they want to get to. Once they have identi-
fied the gap they can then think about how to bridge it and put together an
action plan. Having a written action plan allows them to constantly reflect
on their success and the process.

When do | use it?

Use it in any situation where people have identified they wish to make a
personal change, or they have received feedback that they need to develop
an area of their behaviour.

What is the process?

Ask your clients to define how they currently see themselves and to create
their own picture of how they behave. At this point it may be useful to talk
to them about the difference between perception and reality — they may feel
they are behaving appropriately but if their behaviour is received differently
by others, a change is required. Then ask clients to create a picture of how
they would like to behave. What would this behaviour look like? How
would they feel if they were behaving differently? What might people say
about them?

Ask clients to consider how they would make the change — what action
steps will they need to take? In what circumstances will they practise the new
behaviour? What other techniques might help them to make the changes
(do they need to write it on a sticky note constantly to remind themselves
or would a friend or colleague be useful in giving them feedback)?

Work with clients to consider success measures. How will they know
when they have achieved success?
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When they have achieved the change, can they measure the impact so that
they have an accurate benchmark? For example, if the change is about a
conflict with another person how much time do they spend worrying about
it or sorting out issues caused by the conflict? Can they measure a reduction
in this time?

Keeping clients in a positive state, ask them if they can think of any dif-
ficulties in achieving this change. Move them quickly to think about how
they might overcome these barriers or hurdles. Who might support them?
What other actions would help to intercept any potential barriers?

Hints and tips

Allow people plenty of time to think through each section — ensure that they
write the notes, and you as coach should use any notes that you have written
to prompt them. Ensure that you provide the right amount of challenge and
support.

Time required

30 minutes.

Useful questions to ask

How would you feel if you made the change?

How do you want to be instead?

What would you see differently?

What would others notice about you that was different?

How would you know when you achieved it?
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TABLE 3.4 Making personal changes

How | see myself now

What | would like to be

What | need to do

Success measures

Difficulties to overcome
(barriers/hurdles)
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Spatial action planning

What is it?

The use of space is very powerful in coaching. Sometimes people can become
very ‘anchored’ to negative thinking, particularly if they remain in the same
place to consider and plan solutions that they were in when they discussed
the problem. Moving them to another place in the room can ‘loosen’ the
effect and allow them to think clearly and positively. You will see people’s
physiology change as you ask them to move to a different space in the room
and as they ‘metaphorically’ leave behind negative emotions.

What is it for?

The process shown in Figure 3.1 is a simple tool for visualizing a goal and
planning steps towards achieving it. The tool uses different spaces for differ-
ent milestones towards the goal. Use Figure 3.1 as a representation of spaces
in the room and actually move the client through these spaces. This allows
for real creative thinking.

When do I use it?

Spatial action planning can be used either with individuals or with teams.
The technique can be used very effectively with teams who are producing a
vision or starting a large project.

What is the process?

Demonstrate to clients the concept of viewing a timeline. Ask them if they
prefer to see the future in front of them and the past behind, or whether they
prefer to have the future to the right and the past to their left within the
room. Ensure that they know that there is no right or wrong answer.
Whatever they say is correct.

When you know where the future is, walk with clients to that point. Ask
them to talk about how it feels now that they are there and they have been
successful. Encourage clients to describe it in great detail, telling you what
they will see, hear and feel at this point.

Then walk clients back to the space where the current situation exists.
Again have them describe in detail the issue or problem. Then walk clients
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to the halfway point and ask them to articulate what is happening now they
are halfway to achieving their vision.

Next, encourage clients to move to either side of the halfway point and
start to identify steps and actions to move towards the goal. Write down all
actions as you hear clients say them. Summarize and reflect regularly.

Ensure that the session finishes with a structured action plan. If you are
working with a team, set up one flip chart for each part of the timeline and
they can then revisit each chart and add actions to it. It is useful to do these
on sticky notes so that the notes can be reviewed and moved around the
timeline until the plan feels achievable.

Hints and tips

Really encourage people to use all senses at each point on the scale.

Do not rush any of the stages. If people become bogged down in action
steps and negative evaluation, remind them of their goal. If need be, take
them back to the space that they saw as the future to feel the success again.

Use words or gestures to show clients that they are ‘leaving behind’ the
previous milestone.

Useful questions to ask

If you were successful, what would you see, hear or feel?
What else would be happening?

What would others be saying?

What differences would you notice?

Time required

45 minutes.



FIGURE 3.1 Timeline action planning
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Refreshing goals

What is it?

When a goal is set, our motivation is normally high to achieve it. The more
success we have early on in the process, the more likely we are to continue
to be motivated; but if our success starts to wane we will often become
weary and less interested in the goal. Sometimes the reason for the lack
of success is a perceived obstacle and our mental process can often blow
these goals out of proportion until, ironically, the goal becomes the removal
of the obstacle.

What is it for?

This is for when a firm goal has been set but for some reason is still not
being achieved. It is a useful process for revisiting and refreshing goals — the
methodology helps to identify where the block or obstacle is to achieving
the goal.

The tool is very useful for self-reflection and can be used either with the
coach or for self-coaching.

When do I use it?

Use it if clients seem frustrated by their lack of success in achieving the goal,
or if you notice that progress is not being made and clients continue to talk
about their desire to achieve the goal without actually moving towards it.
Sometimes clients will talk about the goal and then express the frustration
in a way that is fairly generic, eg ‘I just don’t have any willpower’ or ‘I am
not disciplined enough.” You may also notice that they seem to want to give
up at the very first hurdle or setback.

What is the process?

Revisit the current situation. Check whether anything has changed that
might interfere with the desired outcome.
Revisit the goal. Was it set at the right level? Check for SMARTness.
Check for obstacles — what has been getting in the way of achieving
the goal? Use techniques to remove obstacles (see ‘Removing obstacles’, on
page 80).
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Check the strength of clients’ belief in their ability to achieve the goal.
Use the limiting beliefs tool in Tables 5.3 and 5.4 (see pages 112 and 113) or
the belief assessment sheet in Table 5.8 (on page 124). This is often where
the key lies: if people do not believe wholeheartedly that they can achieve
a goal, then they will often give in very easily.

Check clients’ level of desire to achieve the goal — is this something that
is important to them? If desire and belief are still strong enough, break the
goal into smaller chunks and set clear milestones.

Brainstorm ways of removing obstacles.

Ensure that your clients, or you, have identified rewards for achieving
the goal.

Hints and tips

Be objective about the obstacles — ensure that they are real and not just
excuses.

Ensure that the plan and goal are achievable and have realistic timescales.

Ensure that clients understand how important it is to have the right
strength of belief and desire — if they do not believe they are able to achieve
the goal, this will have a strong impact and you may need to use the limiting
beliefs tool to clear this block. Ask questions to ensure that desire is
sufficient — how much do the clients really want to do this? Whose idea is it
to reach for this goal? It may be that they do not want it as much as another
person. In this case the coaching should be around how to approach that
other person rather than continuing with a goal that is not a great desire
for them.

Time required

20 minutes-plus.
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Removing obstacles

The following are examples of techniques that will help to remove obstacles.

Visualization

Encourage clients to breathe deeply so that they relax.

Ask them to visualize the goal they desire.

Instruct them to think about the obstacle and allow their unconscious
mind to visualize it as a shape and colour. Invite them to make the picture
larger and more colourful.

Now ask them to imagine themselves destroying the obstacle in any way
they desire. This may be smashing it into pieces, pushing it over a cliff or
blowing it up. Use vague language to let them know that whatever they
want to do with it is the right thing.

Once they have destroyed it, invite them to imagine putting anything that
reminds them of the obstacle in the basket of a hot-air balloon and visualize
it floating away until the obstacle feels as if it has totally been destroyed.

Challenge the client’s perception

How does the person describe the obstacle? If this is always with negative
connotations, the client could try reframing it by describing it differently.
For example, ‘I just find it impossible to keep my motivation going long
enough to ... could be reframed as ‘I need to work at sustaining my motiva-
tion.” Play around with different reframings until the obstacle feels less of
a challenge.

Break down the obstacle
Slice the obstacle into smaller chunks and tackle only one chunk at a time.

Set small milestones for achieving the goal. Apply rewards to each milestone
achieved.

Set more realistic timescales.
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Goal visualization

What is it?

Research has shown that when we visualize something, there is a part of the
brain that becomes activated to believe that we have already experienced
that situation. Therefore visualization can be absolutely key to ensuring that
people are really able to increase their confidence in situations and mentally
prepare and rehearse. Without realizing it we go into a ‘trance’ naturally many
times a day and visualization works best when we are in a relaxed state.
When the brain is relaxed the unconscious mind takes over and information
can be stored in a place where it can be easily accessed when required.
The more that people visualize success, the greater the chance that they will
be able to replicate success in the real situation.

What is it for?

Visualization is most useful for clients who have defined their goals and are
open-minded about using the technique to embed the learning and allow the
unconscious mind to use resources to crystallize the vision even further.

When do I use it?

It is most effective when clients have identified clearly the goal that they
want to achieve and need some additional confidence to help them to
achieve it.

What is the process?

Ensure that your clients have fully defined their outcome or goal and have
absolute clarity on what success would look like for them.
Explain to them that it would be useful to relax and visualize the outcome.
Check clients’ comfort level. Are they relaxed? Ensure that they are
sitting comfortably with arms and legs uncrossed. If possible, dim lights and
reduce any distractions.
Read the visualization slowly in a relaxing tone. Ad-lib as appropriate.
At the end allow clients to come back into an alert state slowly and
naturally.
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Encourage them to repeat this visualization regularly — the more often
they repeat the visualization, the faster they will be able to access the images.
If every night for a week, just before going to sleep, they go through the
whole relaxation process and visualize in great detail, they will find that
they are able to recall the visualization very quickly at other times, eg while
on a train or during a break at work.

Hints and tips

Become as familiar as you can with the script beforehand to ensure that
you feel comfortable with it. Develop deep rapport first. Explain the
purpose of guided visualization, ie to activate a part of the brain that then
allows you to believe you have already done the thing in question. Do not
underestimate the importance of the vagueness of the text. Vague language
accesses the unconscious mind, while direct questions and statements access
the conscious mind, which can halt the visualization process.

When clients have finished the visualization, avoid speaking to them too
quickly or loudly or asking them in-depth questions about the visualization.
Just allow the learning from the exercise to happen naturally.

Useful questions to ask

It is appropriate to ask clients only whether they had enough of a visualization
to be able to recreate it themselves. It is not useful or appropriate to ask
clients exactly what they visualized.

Time required

15-20 minutes.
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Goal visualization script

The following is a basic script for you to work with your clients. However,
you can add in any other relevant information you need to help take them
through the visualization. (The italicized text in brackets gives instructions
and is not part of the script.)

Close your eyes, relax and breathe deeply and slowly.

Pay attention to how your breathing sounds and feels. (Allow at least six
breaths.)

As you breathe in, picture the colour of positivity and breathe out the colour
of negativity. (Allow at least three breaths.)

Now relax the muscles around your eyes. (Give clients time to do this. Then
ensure that they are fully relaxed before you continue — you will see this by
their breathing.)

Now focus on how you would like your life to be, your desired state.
What do you want it to be like when you get up on a typical morning?

Imagine how long, realistically, it will take you to achieve that goal — three
months, six months, one year, two years?

(Pause.)

Whatever the timescale is, fast-forward yourself in your mind and imagine
waking up on a typical morning now that you have achieved your goal.

What will you see, hear and feel, that lets you know that you have achieved
it now? What is your evidence? Build a colourful, clear 3D image — looking
out through your own eyes as if you are actually there. Notice the bright-
ness, the shadows, the depths of the colours in your image, the size of the
image. What is in the background, middle ground and foreground?

Get a very clear picture or sense of what you are seeing or feeling.

(If you know a client’s goal, you can describe it here. Now pause again.)
Now add the sounds. What will you hear? Voices, other sounds?

What are the volume, pitch, pace, rhythm of those sounds?

What direction do they come from?

Can you hear your own internal dialogue? What are you saying to yourself?
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What tone of voice are you using to talk to yourself: excited, congratulatory?
Or are you in awe of yourself for having achieved your goal?

(Pause.)

What does it feel like there as that future you — now?
How do you stand, sit, enter a room, smile?

What does it feel like in your stomach, chest, muscles?
How do you hold your head? How do you talk?
What is your life like now?

(Pause.)

Get a very clear idea, using as many senses as you can, of what your life is
like now that you have achieved this change.

(Pause.)
Now fast-forward yourself again — a further six months into your future.

You have now been living your dream for a further six months. What is that

like?

What is it like to look back to six months ago and realize that you achieved
your goal back then?

As you look all the way back to today, what do any obstacles — that you
might have perceived when you came in here today — look like from that
vantage point out there in the future?

When you open your eyes you will feel totally refreshed and ready to live
that goal.



85

Problem
resolution

Tools for exploring
solutions anc
creating positive
options

Logical levels

What is it?

When a person, organization or team has a vision to achieve, the level of
success will be affected by many different factors. This model shows that if
there is a block at a certain level it will almost certainly affect the clarity of
the vision and ultimately the achievement. To release that block, sometimes
people have to explore things that are not necessarily at the forefront of
their minds. Sometimes they do not actually know that they have a block
but just feel ambivalent about the goal. This tool (see Table 4.1) will allow
them to find the block naturally — often in a very surprising way.
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What is it for?

This excellent model is adapted from the work of Robert Dilts and is
widely used in NLP. It taps into the unconscious as well as the conscious
mind. It has a variety of uses and works equally well with individuals and
groups. The tool is suitable for anyone who wants to decide their future
and currently feels uncertain or has a block about direction or making
decisions.

When do I use it?

Use it when you are working with clients who seem unsure about the future
or who tell you they cannot visualize the future.

What is the process?

If you are working with a team of people who want to achieve a vision,
you can write each of the six levels (environment, behaviour, capabilities/
skills, values and beliefs, identity, vision) as a heading on a flip chart sheet
and display the sheets around the room. Ask the team to circulate, moving
to each flip chart independently and making notes on the charts for
each level.

Alternatively, write each of the six levels (environment, behaviour,
capabilities/skills, values and beliefs, identity, vision) on a piece of paper or
use laminates and spread them across the floor, leaving plenty of space in
between.

Help your clients to become relaxed and comfortable. Invite them to
stand on the first level, environment.

Allow clients to move up the levels, asking indirect questions at each
level, such as “What else?’ or ‘Anything else?” Write down as much detail as
possible, ensuring you write the exact words clients say. Do not interpret
their words, simply record them.

When clients have visited each level, ask them the following questions:
“What surprised you?’, “‘What was the most interesting thing that came out
of that for you?’

After the generic discussion, talk through each level, giving feedback
about what they actually said at that point. Discuss the implications.

Ask clients what they will do as a result of what they have heard. Work
with them to prepare an action plan.
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Hints and tips

Explain to clients in advance that the questions are deliberately vague and
that whatever answer they give will be right.

Ensure that you have sufficient room for clients to walk through the levels
comfortably. Stand behind clients so that they do not lose their train of
thought. Take plenty of time and do not attempt to move them on to the
next level too quickly. Do not be surprised if clients become emotional at
a certain level; often they have discovered a blockage and this can trigger
surprising feelings for them.

Pause at each level before going on to the next, and ask clients ‘Anything
else?” or “‘What else?’, then pause again just to check there is nothing more
to be added. Sometimes people want to digest the information and reflect
before action planning.

Time required

This tool will take approximately 45 minutes; alternatively, it could be
completed within 20 minutes and then followed up at a later session.

Useful questions to ask

Ask questions about anything indirectly linked to the level a client is on (see
Table 4.1 for examples). If clients are asked questions that are too specific
they will lose their flow.

Additional information

Sometimes clients may want to move back to a previous level. Support this,
as new information may emerge that is valuable.
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TABLE 4.1 Logical levels
Level ‘ Questions ‘ Concept ‘ Notes
Environment | Where are your constraints? Where do things happen?
Where and what are your opportunities? When do things happen?
What hinders you about your environment?
What supports you about your environment?
Behaviour What specific behaviours do you have that support you? | What do | do?
What behaviours do not support you? What do others do?
Is there anything to add about behaviour?
Capabilities/ | What resources do you have? How do | do things?
skills What strategies will help you? What am | able to do?
Values and What motivates you? What is my conviction and why?
beliefs What do you believe about others?
What is important to you?
Is there anything to add about values and beliefs?
Identity Who are you? Why am | here?
Who else are you? What is it all about for me?
And are you anyone else?
What is your purpose or mission?
Is there anything to add about your identity?
Vision What do you see or feel about the future? How do | relate to the future?
What else? Where am | heading?

With thanks to Robert Dilts
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Positive problem solving (reframing)

What is it?

When people have a problem, it is very easy for them to stay in a negative
problem-solving frame of mind. The more they talk about the issues with
the problem and the difficulties of resolving them, the harder it becomes
for them to move into a problem-solving mode. Sometimes you will find
that clients will keep revisiting the issues with a problem even when you are
asking them to define potential solutions — almost as if they are so immersed
in the problem it is impossible for them to be able to step back and see the
bigger picture. However, in order to find solutions they must move to a more
positive approach — an outcome-solving frame of mind. This will help them
to become more solution oriented.

What is it for?

The process shown in Table 4.2 provides structure to ensure that clients
move into solution generation. Clients are made aware at the beginning of
the exercise that they will only be allowed to spend a limited time on the
problem before you move them rapidly into the outcome frame.

When do I use it?

This tool is useful for any occasion when clients appear stuck, just focusing
on the problem and not moving on to generating solutions. The tool is suit-
able for most problems that have a tangible outcome but have not yet been

defined.

What is the process?

Let clients know that a short time (no longer than seven minutes) will be
spent on the problem and that you will then be encouraging them to move
quickly into generating solutions.

Ask the questions listed in Table 4.2 and note clients’ responses. Then
inform clients that it is time to switch frames and that you will be moving
into the outcome frame.

Now start asking outcome questions and note clients’ responses. Where
more than one solution is generated you may find it useful to use sticky
notes that can be grouped later.
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Once clients have answered the outcome questions, ask them to reflect
on the answers they have given in the two columns, noticing how different
their experience is depending on which filter they use — the problem filter or
the outcome filter. Move clients into action planning and support them to
complete the action plan.

Hints and tips

Experiment with the model and notice how clients’ energy changes from when
they are discussing the problem to when they are focusing on the outcome.

Time required

20 minutes, using only seven minutes maximum on the problem, then
switching to the outcome.



TABLE 4.2

What is the problem?

Problem Resolution

Positive problem solving

Problem frame ‘ Outcome frame

What outcome do you want?

How long has this problem been
a problem?

How will you know when you've
achieved the outcome?

What is the worst thing about this
problem?

What potential solutions can you
think of?

How often does it occur?

In order to achieve the outcome,
what resources do you need?

Who is to blame?

What resources do you have that will
help you achieve the outcome?

What has stopped you so far from
solving this problem?

How can you obtain any additional
resources you need?

What are the major hurdles or
obstacles you face in order to solve
this problem?

Where have you succeeded before,
that was similar to this?

How does it make you feel, see, hear
or think?

What steps do you need to take next?
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Problem mapping

What is it?

Problems are never as simple as they sound. As coaches, the more we delve,
the more complexity a problem can assume. However, this is the key to
coaching — if we only continue to scratch the surface, clients will continue to
get what they have always got. Often, in trying to resolve a problem, we can
get stuck in one perspective. Where problems exist it is always useful to take
different perspectives to try and get to the root cause of each problem to
ensure that it is solved once and for all.

By looking at the problem from the different angles represented in
Figure 4.1 we are able to access new ideas and insights and then work
through how we can move to our end goal. This useful tool helps you map
out the problem pictorially from those different perspectives. It is a simple
written tool that encourages people to look at issues from all different
angles and to present a pictorial map that aids decision making.

What is it for?

Some people find it easier to solve problems when the brainstorm is visual,
which is why writing down thoughts and suggestions on a framework can
be of immense benefit.

This tool encourages a full but random brainstorm before picking out
solutions. It achieves this by asking a variety of questions based on past
experience, future aspirations, similar issues and previous obstacles. (Mapping
out the problem from different angles helps you anticipate where the obstacles
might be.)

When do I use it?

When a client seems muddled and unfocused, and in particular any problem
where you anticipate there will be obstacles to success that need a good
degree of discussion to remove.

What is the process?

The four arrows represent where clients are now, where they want to be in the
future and how to get there. Ask them to write the goal or desired solution
in the present tense, ie ‘I want ....
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Now ask them to draw the four-headed arrow map. Starting with ‘future
focus’, ask some of the questions and encourage clients to complete each
quadrant. If they get stuck on one quadrant, just guide them to go on to the
next. Once they have filled in all quadrants allow them some time to review
and reflect. Gently probe by asking them ‘Anything else?’ This allows any
random unconscious thoughts to emerge.

Encourage them to identify how to remove the obstacle cited in past
focus (use the limiting beliefs tool if appropriate: Tables 5.3 and 5.4 on
pages 112 and 113). When they had a difficult obstacle to overcome, what
resources did they draw on that helped them? What has held them back in
the past? How will they ensure that the same issue doesn’t hold them back
in the future?

Now ask them to think about the present. What resources are currently
available to them? What about finances? Is there anything else at all that
they need to think about in the context of this problem? Get them to reflect
positively on other issues they are currently resolving — how are they doing
it? What resources do they have that they could use in the future?

Complete the action plan, using material from all the quadrants.

Hints and tips

Do not force people to answer any part of the quadrant — there will be more
to say at some parts than others.

If clients do not have any ideas, keep them moving around to allow
creativity.

Time required

30 minutes — unless the limiting beliefs tool is also needed, in which case add
another 20 minutes.
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FIGURE 4.1 Problem mapping model

My goal:
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Force field

What is it?

Kurt Lewin developed the principle of force field analysis about 60 years
ago. It offers an efficient way of measuring the pros and cons of a problem
or challenge. At its simplest level it identifies the positives and negatives in
a situation and then provides a way of deciding which strategy to take.

What is it for?

The method has been adapted and used for many years in the field of business
improvement. Our tool (see Table 4.3) modifies it to help clients identify
all the forces that are driving (helping/positive) or restraining (hindering/
negative) progress towards achievement of their goal. The tool helps them
get the full picture about what’s stopping them moving forward and helps
them make choices about what to do to resolve this.

When do I use it?

The tool can be used at any time in creating a plan for action or when
clients are stuck or unsure what’s stopping them move forward. Because
it is a visual tool it helps them diagnose the current situation clearly and
show how it may be changed. It is easy for clients to see which aspects
need most attention and which areas are really helping. Clients have a
clear framework for describing the issues and seeing where the action
needs to happen. Essentially the way we describe it with clients is that it
helps them to understand where to eliminate the negative and accentuate
the positive.

What is the process?

1 Ask clients to define the current situation so that the problem or
challenge is written in one sentence. The more specific they can be,
the better, such as by stating hard facts and quoting specific numbers.

2 Ask them to think about what the goal is — what specifically do they
want or what could they want instead? Ask them what would be
worse than the current situation. When they have identified these
things, ask them to read through the problem or challenge again and
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then write on sticky notes, one point per note, all the driving forces
that will help them achieve the goal. They should stick these on the
driving forces side of the diagram.

3 Carry out this step again for the restraining forces working against
their goal, and stick these on the restraining side of the diagram.
Ensure that clients have listed all the forces, both driving and
restraining.

4 When all the factors have been identified, ask clients to rank each of
the factors as high (3), medium (2) or low (1) according to how
strong they think that factor is.

5 This analysis should then help them to decide where to begin
changing the status quo. What can they influence? Work on each
factor that they rated as 3 or 2.

6 What action can be taken to increase, strengthen or add to the key
driving or helping forces?

7 What action can be taken to decrease, reduce or eliminate the key
restraining or hindering forces?

8 Look at the actions created in step 6 and create a strategy or plan for
changing the current state. First, look to strengthen those driving
forces that do not increase resistance. Second, look for the easiest
restraining force that has the best result. Finally, consider tackling
forces that cause the least disruption when altered. Develop a plan
of action once you have decided on the strategy: who, what, where,
when and the resources needed. Keep the steps simple. Go for lots of
small successes rather than one large one.

9 Ask clients to confirm what the actions are and imagine the driving
and restraining forces already in place. Rephrase the goal as though
it is already happening, eg ‘T am now ..., ‘I am taking steps to
becoming/being ... In this way you are ensuring that there is little
risk of them returning to the previous status quo.

Hints and tips

There may be some factors that clients believe there is little chance to change.
They may use phrases such as ‘It’s always been done that way,” and ‘It
will never change!” Challenge these statements! ‘Is it?’, “What makes you
say that?’
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It is worth covering up the list of driving forces before listing the others;
this prevents the tendency to list the opposite only. You are only interested
in forces already at work today, not ones that might arise in the future or
have ceased to exist. Some forces may need to be broken down into smaller
components.

In order to examine the forces at a deeper level you can group them into:

e personal;

e relationship;

® system.
When deciding which obstacles can be removed or weakened, remember the
80/20 rule, ie focus on practical steps that will have the biggest impact.

By increasing the driving forces you often create greater resistance in
people and systems.

Change is most easily accepted if it requires a minimum of disruption
or effort.

For the first time of use, if a client identifies an aspect of behaviour or skill
to work on, ensure that it is an area that can be altered or fixed.

This tool does not necessarily work in all situations — and it does require
clients to have clear goals.

Useful questions to ask
What is the most powerful obstacle?
What would be required to remove this obstacle?

What could you do to increase the driving/helping forces?

Time required
50 minutes in total:
e 5 minutes to introduce the process — unless it is already familiar to
the client;
e 15 minutes working through the forces, depending on how deep the
issue is;
e 15 minutes on strategy;

® 15 minutes devising an action plan.
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Force field model
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and beliefs U0
Tools for discovering
what motivates
behaviours

Internal conflict negotiation

What is it?

Sometimes individuals experience a situation of intra-personal conflict. This
is a conflict within themselves. For example, they know that they should be
able to do something, but there is a part of them that holds them back. You
will often hear them say things such as ‘A part of me wants to just leave and get
a new job, but another part of me doesn’t want to be beaten.’ There may be
external evidence that suggests that the individuals are more than capable of
doing what is required, but the inhibited part of them attacks their confidence
level, which then affects performance. These are called ‘parts conflicts’.

What is it for?

The key to unlocking a parts conflict is to encourage individuals to dis-
associate themselves from the situation and their own behaviour so that
they are able to discuss the problem rationally and then decide on how they
want to behave.
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When do I use it?

This technique is particularly useful when someone says ‘A part of me wants
to’, or ‘A part of me doesn’t want to’, and is useful for any situation where
intra-personal conflict is holding someone back from making a decision.

Examples might be individuals who do not feel confident talking about a
product to a customer or about strategy to a senior director, or people who
know their subject area inside out but still do not feel confident answering
questions on it in a meeting, or people who want to try something new but
are scared of losing something.

What is the process?

Step one: parts combining

Ask clients to identify the conflict and clearly define the difference between
the two parts by asking “What does this part want?’

Ask clients metaphorically to place one part in each hand. It helps to hold
your own hands out, palms facing upwards to illustrate what you mean by
the instruction. Ask them to visualize an image of each part and ask ‘What
is each part’s shape, texture, sound?’ Ask ‘How heavy is each part? How
does it feel? What colour is it?’ The more clarity they can gain on what the
parts look like, the more clarity they will have when attempting to resolve
the conflict.

Remind clients what each part wants from the situation, eg ‘This part
(say, in the left hand) says that you should look for another job and just
walk away from the manager that you feel is bullying you, and the other
part (say, in the right hand) says that you should learn to stand up to the
manager and expose him for what he is.’

Ask the parts to negotiate any differences. What resources does each part
have that could help the other? What common vision do they have?

Suggest that the parts come closer together, so that the hands are clasped.
Now ask clients what solution they are going to employ. Take some time to
check their confidence level.

Step two: future pacing

Encourage clients to plan future behaviour and then ask them to listen to
what their inner dialogue is saying now. Does it feel as if they are more
aligned? Check whether you need to do any more work on their confidence
levels or belief system.
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Hints and tips

As this technique might appear slightly strange, people have to be very open-
minded to try it. You need to sound very confident about ‘talking to the
parts’ particularly when you are asking them to negotiate.

Be patient if clients cannot find a visual representation. Ensure that you
allow sufficient pauses. When clients do tell you their visual interpretation
of their parts, be sure to support it, however strange it sounds. Remember it
is their visualization and how they are representing the conflict.

Useful questions to ask

Where did this conflict come from in the first place?

In what way does it hold you back?

Does this conflict really serve you?

What is this conflict doing for you?

What might be the positive intent of this part?

How could you satisfy the positive intent in a different way?
How will things improve if you deal with this inner conflict?

What is the best thing that could happen, based on this inner conflict?

Time required

Anything up to 45 minutes.
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Helping individuals reduce stress

What is it?

Stress is becoming a very big issue in today’s frenetic world. Organizations
understand that they have a duty of care to employees. It is important that
they support people who say they are experiencing stress. There is a difference
between pressure and stress; it is important to define this with clients. Pressure
is where tasks and deadlines are tighter than people would wish, so they
have to work longer and harder hours than they feel able to cope with —
normally on a temporary basis. Pressure can be a positive phenomenon that
leads to greater creativity. But when people are stressed they exhibit physical
symptoms dangerous to their health. These could be anxiety, depression, eating
or drinking disorders, lack of sleep, nausea or skin conditions. Stress can be
caused by a variety of things, such as feeling that things have got out of control,
lack of confidence or low self-esteem. It is also caused by bullying in the work-
place. The following techniques can help people who are feeling stressed.

What is it for?

This tool provides a guide for you to approach situations with clients and to
discuss strategies that can help them to manage stress. When clients are
stressed, more than one strategy is normally needed to manage the condition,
so it is important to discuss a variety of techniques so that clients feel equipped
and confident to handle situations.

When do I use it?

The tool is useful for discussing a variety of techniques that might support
people in reducing stress. It is particularly useful for people who are struggling
with home and work-life balance, who feel guilty about taking time off or
taking time out for themselves, or who just feel guilty. Encouraging people
to talk through each of these important aspects and to complete the following
exercise will start to re-address the balance.
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What is the process?

Part one

Discuss each of the following areas to discover which each client needs to
work on.

Set time aside for yourself

Stress is all-encompassing, so it is critical to set aside a period of relaxation
every day to ensure mental and physical health. Start with 10 minutes twice
a day to focus on yourself and visualize your success. Unwind by listening to
calming music or a relaxation tape, and focus on your breathing. Visualize
your goals — picture yourself as you would like to be. When you realize how
setting aside some time for you can help you to function better, you can
allocate more time without feeling guilty.

Respect yourself

If you are the type of person who constantly puts yourself down and feels
that you don’t deserve happiness, success or love, you may find that you
sabotage success by constantly worrying.

At the beginning of each day, as you prepare to face the normal daily slog,
spend some time mentally repeating affirmations. Repeat them out loud if
you are in a position to do so. Tell yourself you are worthy of all the things
you have and that you truly do accept yourself.

When you are paid a compliment, accept it gracefully. Just say “Thank
you.” Your self-esteem will improve along with the way others treat you.

Avoid the guilt trip

Sometimes we feel that we need to comply with others’ needs, so that we do
not let anyone down, but often we find that we put additional pressure on
ourselves.

Guilt is a habit that you need to break — for the sake of those around you
as much as yourself, because you will give so much more when you feel
fulfilled and in control.

If you find it hard to say ‘No’ when you are asked for a favour that will
put you out, practise behaving assertively. Remember you are rejecting the
request and not the person. Remember that your needs are as important as
those of others.
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Practise the skill of moving on

Some people get very stressed about not being as good as other people - they
focus on their inadequacies, which means they lose confidence in certain
situations.

No one is perfect. People who appear to be are just good actors!

Don’t punish yourself for your gaps or weaknesses — accept and learn
from them. If you have a day where things do not go as well as you would
like, put it behind you and start again from that moment. If you spend
the rest of the day or week beating yourself up, you will do even more
damage.

Putting the fun back into life

How long is it since you treated yourself to something just for you or took
the time to do something that you really enjoy doing? Some people can
barely remember. They will often say, “When things improve I must get back
to (going to the gym, etc).

Make a list of things you enjoy doing and that you haven’t done enough,
and pledge to do one thing from the list each week. It may just be a potter
round the garden or local antique shop, a health or beauty session or having
a good chat with a friend.

Put things into perspective

If you get really stressed about situations and lose sleep over worries about
presentations or meetings, take time to get some perspective. Think of it in
the following ways; if you were to forget your words during the presentation,
would you still have a house to go home to, a family who cared about you,
some money, your health? Of course you would, so how bad could things
be? This should help to put the situation into perspective.

Taking care of your health

When under stress we are more often tempted to indulge in things that are
not good for us, such as smoking, drinking or eating more, but these are
actually the things that can increase stress. Eating healthily, taking some
exercise and getting as much sleep as possible will help to put things in
perspective, so think about what you need to do to your lifestyle to ensure
that you remain fighting fit.

Part two

Complete the exercise in Table 5.1 with your clients. Encourage them to
take some time to complete the three columns. Ask them to note down other
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strategies that they think might help them. Ask them to complete the two
questions in the future note area when they have spent time on themselves.
When you next meet, go through these together as a way of reflecting on
the experience.

Hints and tips

Be aware that some of the answers to the questions will be deeply rooted in
the client and might elicit emotional responses. Each individual is different,
and working with what clients present to you in a positive and empowering
way will help them uncover their own resources to reduce stress.

Ensure that you remain within the limits of your expertise and experience — if
clients express extreme feelings of stress or depression you must encourage
them to visit their doctor. It is important to follow up and check that this
happened.

Time required

20 minutes.
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TABLE 5.1 Reducing stress

Take some time to complete the following exercise.

Things I love doing When did | last do this? | When | plan to do this

Other strategies | will employ to manage stress levels:

Future note:

How did | feel and think when | spent some time on myself?

What was the impact?
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Changing negative thought patterns

What is it?

There are times when clients get bogged down with negative thoughts. The
short questionnaire in Table 5.2 asks some incisive questions to quickly get
them into a positive frame of mind.

What is it for?

It focuses on clients’ ability to plan for and control the worst-case scenario
and cuts to the reality of their concerns. It is an ideal tool to use with clients
who are anxious or worried about taking a course of action or undertaking
a particular task.

When do I use it?

This is a great tool to use when you sense that fear is holding someone back
from doing something. Often one of the things that stops clients moving
forward is the fear of consequences. This tool allows them to work through
those consequences in a structured way and think through their options.
Typical situations might be:

e a difficult meeting with a member of their team;
e a difficult meeting with their boss;
® a presentation or speech;

e a client review.

What is the process?

The process is very straightforward. Use the list of questions, making sure
that you or your clients write down the answers. It’s probably easier for you
as coach to do this, thereby allowing clients to think.

Work through questions 1 to 6 on the sheet in sequence. At question 7 ask
clients to imagine themselves in the future where this problem or situation is
resolved. Ask them to describe what they are doing, hearing and seeing that
tells them it has been resolved. This is called future focusing. As they describe
the future reality, observe their body language, intonation, skin tone, etc, and
assess how convinced you are that they have made the shift. If you perceive
that they are still in a negative thinking state go through the steps again.
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Hints and tips

Work on one topic at a time. If more than one thing is causing clients con-
cern, take each one in turn, following the full process for each.

This tool works best when the questions are worked through rapidly.
As the coach, you are looking to tap into the clients’ unconscious mind to
find out what’s holding them back. Moving through quickly ensures that
the analytical part of the brain doesn’t have too much time to analyse.

Future pacing clients is a great way of checking how far they’ve moved
into a positive thought pattern. To help gauge this it might be a good idea to
ask clients to score on a scale of 1 to 10 how strong the anxiety or concern
is. Ask them again after the future pacing to show them how far they’ve
moved their thinking. It also will help you know whether or not the exercise
needs to be repeated if the scores haven’t moved much.

Use of visualizations or reframing techniques will help reinforce positive
thoughts.

It is useful to provide additional sheets for clients to use for themselves
outside the coaching sessions if there are situations that make them anxious
in the future.

Time required

10-30 minutes.
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TABLE 5.2 Changing negative thought patterns

Questions

What would be the worst thing that could happen by doing or saying this?
What evidence do you have?

What logic is there in that answer?

What would be the worst thing that could happen if you do not do this?
What do you have to lose from this?

What do you have to gain from this?

What can you learn from this experience?

Changing the thought pattern

1 What is making you anxious or worried? Specify the situation:

2 State the worst thing that could possibly happen:

3 Is the above life-threatening?

4 If the worst were to happen, how would you resolve it?

5 To improve upon the worst possible outcome, list the specific steps
you will take:

6 If you were to take these steps, how would you feel about the outcome?

7 Future pace. If any further thought patterns interfere, repeat.
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Challenging limiting beliefs

What is it?

There is usually a breakthrough moment in a coaching session, when clients
have a realization that they are the only person stopping themselves from
doing something. At the heart of this is usually a limiting belief. We include
this tool to help you work with clients to challenge the beliefs that hold
them back and stop them from making progress.

What is it for?

This tool is designed as a two-step process — the first part, shown in
Table 5.3, is about uncovering what the limiting belief is and where
it comes from. The second part, shown in Table 5.4, is about clients
understanding the limiting belief in relation to their goal and how they
can turn it into an empowering belief. The power of this tool is its
simplicity — the questions are designed to get to the root cause of the limit-
ing belief.

When do I use it?

Use it whenever you have heard clients making statements about themselves
that sound as if they are holding them back. This is a useful tool to use in
conjunction with the belief assessment tool (see Table 5.8 on page 124) as
part of the induction to the coaching relationship. It can, however, be used
at any time when you hear a recurring negative belief pattern or wonder
why clients are not taking the action they commit to.

What is the process?

This can be used as part of the induction to the coaching relationship,
in which case you would ask clients to identify beliefs that hold them back
or are unhelpful, and work through these using the model and grid. Or you
might have spotted a limiting belief through clients’ language pattern and/or
behaviour. In all cases, once you have identified the limiting belief, work
through the questions, starting with the challenging limiting beliefs model.
Either write the answers down for clients or ask them to write them into
the model.
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Ask clients to describe and tell you about their limiting belief. Look for
the fear that lies behind their assumption. The limit they have placed on
themselves will have come from this fear. Fear can sometimes lie deep within,
so you might have to probe with further questions. Once you are satisfied
that you have reached the core of the limiting belief, ask the questions on
the model.

When all the questions have been answered, move to the challenging
limiting beliefs grid. Ask clients to use positive, affirmative language when
writing out the new empowering belief. This belief has to be credible, so
a client might wish to use ‘I am becoming .. or whatever phrasing best
describes his or her new belief.

Hints and tips

Listen carefully to your clients’ dialogue — they may not recognize or hear the
negative language patterns that they are using because they have developed
a habit of accepting the limiting belief as fact. Gently point out the negative
words or obstacles they are putting in their way: ‘Did you realize that you
have used the word ... x times?’

One way to ensure that the new empowering beliefs are reinforced is by
having a regular reminder of them. A good way of doing this is to encourage
clients to type or write them up and put them in clear view so that clients
will have a regular reminder of their new beliefs.

Time required

20-30 minutes.
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TABLE 5.3 Challenging limiting beliefs: model

Where did this limiting belief come from in the first place?

Whose idea was it originally, yours or someone else’s?

In what ways does it limit you?

What caused you to decide that this was true for you?

Does this limiting belief really serve you?

What is this belief doing for you?

What are the consequences of holding on to this belief for yourself,
your family, your health?

What would you rather believe?

How will things improve with this new belief?

How might things worsen with this new belief?

What is the best thing that could happen based on your old belief?

What is the best thing that could happen based on your new belief?

What might stop you from adopting this new belief?

How will your new belief fit with your sense of yourself?




TABLE 5.4 Challenging limiting beliefs: grid

Life area

Example: performance

To be promoted to
senior manager

Limiting beliefs

| am not confident enough
at managing people

Current empowering
beliefs

| have managed people
for many years

New empowering
beliefs

| am confident to
manage my team

Finance

Career

Family

Other relationships

Performance

Personal development

Health

Other

13
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Determining values

What is it?

Values tell you who you are and what is important to you. Enabling your
clients to identify their values gives them useful insight about what motivates
their behaviour and why they sometimes feel at odds with the world. This
tool gives you a simple but effective way of helping clients establish their core
values. Many coaches use this approach to elicit values because it is easy to
use and can provide a springboard to conversations later on in the coaching
relationship about things that might have become barriers to progress.

It may be that how clients prioritize their values has changed as they
moved through life; some of the non-core values may have also changed.
The core values that motivate your clients’ behaviour will not have changed
and the values prioritizing tools help you assess what priorities clients place
on their values.

The list of values included in Table 5.5 is by no means exhaustive. There
may be values which you believe should be on the list. Feel free to add any
that you think might be missing. Similarly your clients might also think that
there are values missing. Use the blank lines to include additional values that
are important in your coaching conversations.

What is it for?

Determining your clients’ values not only helps you understand what is im-
portant to them, it also helps you understand any potential areas of values
mismatch that you may have with clients. This is important for you as a
coach since if your values are the polar opposites of your clients’, in order to
create rapport you will have to ensure that you are able to empathize with
each client’s view of the world.

If this is the case, it may be worth considering whether another coach
might be more suitable. So the tool can be helpful both in the coaching
sessions and also in determining how to match clients to coaches.

Clients’ values are useful in helping to understand whether or not the
goal and outcome that they seek is compatible with their personal standards.
It also helps clarify the source of the goal: is it the client or someone else who
is setting the agenda? If it is someone else, does the client have control to
change the goal? And to what degree can the client do so? This is particularly
relevant to coaches working in the corporate environment where there is
a three-way relationship between the organization, the client and the coach.
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In situations where the values are completely incongruent with the coaching
goal, early discussions with the sponsoring organization and the client to see
what scope there is to change are absolutely necessary.

Understanding your clients’ values gets to the heart of who they are as
people. Being heard and understood is essentially about being recognized
for who you are as a person. Building rapport in a coaching relationship is
all about recognizing your clients for who they are.

When do I use it?

Some coaches will use this tool before the coaching sessions start to give
insight about the potential client before any work takes place. It is recom-
mended that to achieve the benefits outlined above, this tool is used early on
in the relationship.

There are no hard and fast rules and sometimes rapport with clients takes
longer to build. Some clients may have had experiences in their past that
make it difficult for them to disclose to and trust someone they essentially
don’t know until they’ve had more experience of the person. It is also worth
remembering that for some clients they may have never reflected on their
values at all, so will find it challenging to conceptualize and articulate truths
about themselves that are hidden deep within.

In an ideal scenario, if both you and your clients understand and know
upfront what motivates them, it will help the coaching sessions flow more
easily and make it easier to collaborate on a road map to get them from
where they are to where they want to be.

What is the process?

How you elicit your clients’ values can be done as creatively as you and each
client wish. This is the way we suggest that you experiment with this tool.

Ask clients to write down situations when they remember feeling really
satisfied and peaceful. While they are remembering those situations ask
them to note down what they were doing, who they were with, how they
were feeling. Ask them to write as much or as little as they wish. The
important thing is that they remember those situations in as much detail
as possible.

When they have completed this, ask them to review what they’ve written.
Ask them to notice any common elements or shared qualities among some
or all of them. Using the values list in this tool, ask them to identify which
ones are most common or shared.
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Once they have done this they will probably have a list of 10 to 12 values
they’ve identified. If they have more than 10, explore with them which ones
are really important. It might be that they have identified different aspects
of the same value. Find out the underlying value behind both definitions.
The aim of this tool is to clarify their top 10 values.

Hints and tips

Give clients plenty of time to write down their remembered situations. Tell them
to use those memories that come readily to hand. This will mean that the
situations that are most important to them will be the ones they will remember.

Tell them to write freely without evaluating what they are putting on
paper. If they cannot think of any memories, ask them to write down their
exact thoughts even if the result is ‘T can’t think what to write.” They will
eventually tap into the memory part of their subconscious mind.

When they have completed their list, ask them questions to help them
understand their values in more detail and give richness to their memories
about what’s important to them:

® What activities have most importance to you?
What motivates you?

What do you really want?

What gets you out of bed in the morning?
What do you really enjoy doing?

What are you willing to dedicate your life to?

When life is over, what would you be glad about? (For example,
what you did, achieved, who you were, etc.)

What gives you fulfilment?
® What gets you really hot under the collar?
® What qualities have people noticed in you?

You might wish to explore with clients what is important about the values
they have identified and where the values came from.

Time required

Depending on the client, this tool can take 30-60 minutes to complete
so that clients have a list of 10 values that they feel is a true reflection of
who they are.



TABLE 5.5 Values

Listed below are some possible values to help you identify yours.

Values and Beliefs

Value Y/N | Value Y/N | Value ‘ Y/N
Acceptance Feedback Order

Achievement Freedom Personal development
Advancement Friendship Pleasure

Adventure Fun Power

Affection Grace Praise

Autonomy Harmony Problem solving
Beauty Health Recognition

Caring Helping others Responsibility
Challenge Honesty Safety

Change Humour Security
Competitiveness Independence Self-development

Control Inner harmony/peace Self-fulfilment
Cooperation Innovation Self-respect
Courage Integrity Spirituality
Creativity Invention Success
Dignity Involvement Trust
Economic security Joy Truth
Elegance Justice Unigueness
Excellence Leadership Using my abilities
Excitement Learning Vitality
Expertise Love Wealth
Fairness Loyalty Wisdom
Fame Nurturing Zest

Family
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Prioritizing values

What is it?

Having established what your clients’ values are, it is now important to
understand how they prioritize them and which ones are likely to be their
core values. This tool takes the output from the values tool above and enables
clients to evaluate which of their values are most important.

What is it for?

Understanding the relative importance clients attach to their values means
that when they meet a value obstacle they can explore where that value
comes on the prioritizing table and what lies behind the obstacle. They can
then choose what actions, if any, to take. It is extra information that they
have about them that allows them to understand how and why they make
decisions. It also helps them to understand why they might experience
natural discomfort about something (see Tables 5.6 and 5.7).

Over the course of the coaching relationship the prioritized values help
the coach and the client make sense of behaviours and what motivated those
behaviours in the first place. For example, understanding that something
made you angry because it violated one of your values enables you to make
sense of it and decide whether or not it was a useful and appropriate emotion
for that situation. This can be especially helpful when coaching people with
strong emotional responses to situations and can help them make different
choices in the future while maintaining integrity around their values. In the
same way, it can be helpful to coach clients who value cool-headedness and
self-restraint highly and who have had feedback about their lack of ability
to express how they feel and connect with others. By holding up the mirror
of the clients’ values and exploring how they can ensure that their values
remain intact, they are able to interact with others in a way that maintains
the other people’s values.

A lot can be gained from this simple tool. There are many other ways in
which understanding prioritized values can be used to help shape coaching
conversations. These suggestions are based on experiences we’ve had using
this tool. Experiment with it and use it to understand your own prioritized
values. Coaching people is not only a collaborative process; in coaching
others we experience our own insights and so both parties benefit from the
conversations to help each other develop and grow.
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When do I use it?

This tool is designed to be used following the previous tool (see ‘Determining
values’ above).

What is the process?

Using the prioritizing values tool in Table 5.6, ask clients to list their values
down the left-hand column and repeat these values in the same order across
the top line of the table. For example, if ‘learning’ is one of their values, they
would put ‘learning’ in box a on the left-hand column and box a in the top
line.

Once clients have listed the same values down and across the table, they
carry out a rank comparison by taking each value in the left-hand column in
turn and comparing it to all the other values along the top line.

A worked example is provided in Table 5.7 to show how this would look
when completed. As they work through the list, you as coach will ask them:

e Is value 2 more important to you than value b?
e Is value g more important to you than value ¢?

If value a is more important than value b, clients put a tick; if it is less
important, they put a cross. This process continues until the whole table is
completed. Clients then add up the score for each value. The values with the
highest scores will be the values clients see as the most important and the
others will fall in place within the clients’ ranking.

Hints and tips

Before using this tool with clients, complete it for yourself so that when you
work with clients you have a good grasp of the process and can concentrate
on helping clients make their decisions.

Clients have to choose between the two values being compared. If they find
it difficult to choose, ask them to give their first answer without processing why
they’ve made the choice. If they really can’t choose between the two after
that, ask them ‘If it were a matter of life and death which would you choose?’

Time required

Allow enough time for clients to think about their choices but not so much
time that they become tied up in rationalizing why they’ve made a particular
choice; 20-30 minutes will give clients plenty of time to make their choices.
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TABLE 5.6 Prioritizing values
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TABLE 5.7 Example of prioritizing values
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Belief assessment

What is it?

Self-belief is the key differentiator between success and failure. This assess-
ment tool helps to find out how strong a person’s self-belief is and discover
resources that will strengthen it.

What is it for?

The stronger our self-belief, the more likely it is that we will persevere to
achieve our goal. Understanding the beliefs that lie behind the goal will help
clients see what is possible and achievable. They will be able to see which
limiting beliefs are getting in the way.

When do I use it?

There are good reasons for understanding limiting beliefs at the outset of
a coaching relationship. This provides a basis on which to build empower-
ing beliefs. If these limiting beliefs come up again, it is either when clients
tell you that they cannot achieve their goal or when they commit to take
action and then do not. This tool will help uncover what lies behind these
issues.

What is the process?

Using the belief assessment sheet in Table 5.8, ask your clients to write down
the goal or outcome they want to achieve and about which they have a weak,
negative or limiting belief.

Next ask them to rate their degree of belief in the goal or their ability to
achieve the outcome for the five statements, a to e.

When they have done this, discuss the outcomes with them. Focus on
the statements where the ratings are low. Ask what made them opt for that
particular rating.

After this discussion ask them to answer questions 1 to 3.

Check whether any of the ratings have changed. The challenging limiting
beliefs tool (Tables 5.3 and 5.4) can also be used here to help uncover
further insights.
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Hints and tips

Make sure that clients don’t go for the middle ratings with their scores.
Ask them to go for their instinctive response rather than analysing the scores
too much.

Asking the following questions will help to uncover what lies beneath
their beliefs:

@ What stops you from feeling you deserve the goal?

o How could you make the goal more appropriate?

o What would make the goal more desirable?

Time required

15-30 minutes.
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TABLE 5.8 Belief assessment

Write a one-sentence description of the goal/outcome to be achieved

Goal/outcome:

Rate your degree of belief in the goal/outcome in relation to each of the
statements on a scale of 1 to 5, with 1 being the lowest and 5 being the highest
degree of belief:

The goal is desirable and worth it

| believe it is possible to achieve the goal

| believe the goal is appropriate and ecological

| have the capabilities necessary to achieve the goal

O O O T o
S A
N NN NN
W W w w w
~ A B B b
o o1 o1 o1 o1

| feel | deserve to achieve the goal

Building confidence and strengthening the belief

Once you have assessed your degree of confidence and congruence with
respect to key areas of belief, you can strengthen your belief in areas of doubt
by considering the following questions:

1 What else would you need to know, add to your goal/outcome or believe
in order to be more congruent or confident?
2 Who would be your coach/mentor for that belief?

3 What message or advice would that coach/mentor have for you?
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Confidence
strategies
Tools to create
confidence and develop
personal performance

Reprogramming negative language

What is it?

The brain is a highly tuned organ that is full of programs —a bit like a computer.
Every time we do something we create a neural pathway and the more times
we use that neural pathway, the more habitual a behaviour becomes. Some-
times people become stuck in their mind set and use negative language that
‘programs’ them for a self-fulfilling prophecy. When you encourage clients to
change their language, their perception of a situation will automatically change.

What is it for?

This tool is for use in all coaching conversations, but particularly where
people have distorted thinking about a situation or person. It is also very
useful to help clients to improve self-esteem and performance.

When do I use it?

Use it throughout the whole coaching conversation — any time you hear
people use negative language. An example would be people describing
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how they feel about applying for a promotion. If their language is negative
(eg “They will never be interested in someone as under qualified as me’),
this might inhibit their mental state when entering the selection process.

What is the process?

Listen hard to clients’ language and note any of the language given in Table 6.1.

Explain to clients that the way our brain processes information has an
impact on our actions. For example: I process some information (thinking),
which has an impact on my state of mind (feeling). The way I feel has an
impact on my behaviour (what I do).

Therefore, rather than starting by simply changing behaviour, it is often
better to ‘reprogram’ thought processes. Once clients have bought in to this
concept, continue with the next steps.

Use some challenging questions with clients to ‘unstick’ some of the gener-
alized thinking such as ‘I never get good projects,” or ‘She always criticizes
me.” Use a gentle and collaborative tone, eg “What — never?’

Take any other language clients use and encourage them to change it, thereby
changing how they feel. Once clients have agreed on the language that they
need to change, remind them to use the language internally as well as externally.

If you hear clients use the negative or distorted language again, immedi-
ately challenge it by reminding them of their positive update.

Hints and tips

Turn generalized comments into specific statements; obtain examples, feed
back patterns and themes. Summarize the themes you observe.

Challenge any perceptions or assumptions that are consistently inaccurate.
Use indirect language when challenging rather than direct questions.

Useful questions to ask

In the case of generalizations, such as ‘never’ and ‘always’, question whether
there was ever a time when something did or did not happen. A useful question
in response to ‘I can’t’ is “‘What stops you?’ In response to ‘I am awful, hope-
less,” explore specifics such as ‘At what?’

Time required

In theory this will happen naturally during any coaching discussions; how-
ever, it may be worth a full session.



TABLE 6.1

| can't

| failed

| never

| always

I'll try

I'm hopeless/
awful/not bad

That person
makes me
angry/nervous/
frustrated

| should/must/
ought

Confidence Strategies

Negative language indicators

Is it really true that the clients cannot or is it that they do not
want to? Possibly they have not really tried yet. Or maybe
they are afraid to.

This type of programming is extremely negative. If people
see situations as pass or fail, good or bad, it will hinder their
future attempts.

They need to see handling situations as experience that can
help in the future. Remember, we can always repeat
something until we succeed. It is only ourselves who put a
time limit on success or failure.

When people generalize, they often have a flawed perception
of a situation. It is highly unlikely that something truly ‘never’
happens, and you need to explore where this perception has
come from.

Same as above. If someone uses this language frequently,
they could be casting themselves in the role of victim, which
is a highly negative thought process.

Telling the brain to try is providing a very useful ‘get out’ clause
— we are really setting ourselves up to fail:

‘If I do not succeed | will not feel too bad as | only said

| would try.

The brain instructs us to be what we tell it to be.
Therefore, if | tell it | am hopeless or clumsy it will manifest
itself in external behaviour.

Thinking that someone else is responsible for your emotions
can be very damaging. We can only feel a certain way if we
give ourselves permission. The other person has created the
climate for us to feel that way.

Often when people say these words they are imposing forced
deadlines on themselves, which they then start to believe are
forced on them by external forces. Challenge clients to
consider how they can be in control of their own destiny.
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Confidence building

What is it?

Confidence comes from within and, as the saying goes, if you think you can’t
do something, you really can’t! If you think you can, you are absolutely
right.

You are the one who makes the difference. This is a simple tool based
on role playing that helps show clients that they do have the confidence to
do what they want.

What is it for?

This tool helps clients realize that they can do something and gets them into
a positive and strong state to build on their confidence.

When do | use it?

When coaching clients there inevitably comes a point where they know what
needs to be done and how to do it, but they just don’t have the confidence.
This tool is really great for helping them to realize their own confidence. To
support this tool, it helps to have worked through changing negative thought
patterns and challenging limiting beliefs (see Chapter §).

What is the process?

Identify first of all what it is that clients lack confidence in. It might be that
they don’t know what words to use in a meeting or how to deliver a presen-
tation to make it powerful. Ask them to describe the scenario and then role
play with them.

Get them to demonstrate what their physical stance would look like
when doing whatever it is they lack confidence in. Ask them to play out the
scenario using the exact words they would use.

While they are doing this, you may respond in whatever way is required
by the scenario. At the end ask them to rate their confidence on a scale of
1 to 10 where 10 is feeling really confident and 1 is having no confidence
at all. Give them feedback about the actual words they used, what impact
they had, their body language, the tone of their voice, how confident you
perceived them to be.
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Get them to role play the scenario again, using your feedback and chang-
ing anything that didn’t work as well the last time. Repeat this process as
many times as necessary. After each role play ask them to say what worked
better for them and get them to rate their confidence level again.

When they have reached a confidence level of at least 8, ask them to do it
one more time and write down the exact words they use, the body language
and intonation, so that they can use this as a resource in the real-life
scenario.

This really is a simple tool but it is very effective, and it is great to see
and hear clients’ changing confidence as they role play after each feedback

debrief.

Hints and tips

Get clients into the appropriate scenario by asking them to describe what
they might be seeing, hearing and experiencing as they go into the role play.

Each time they work through the scenario they will get new insights.
They’ll usually know when they’re confident — and so will you, because
you’ll hear and see the change in their physiology.

This is a really great tool for practising presentations and handling poten-
tially difficult interactions such as one-to-one meetings. It’s also a great
way for someone to practise giving feedback in an appraisal scenario.
It works well if you ask clients to say it in exactly the same way as they think
for the first couple of times. Thereafter they can fine-tune the words and
delivery.

Time required

Allow 30-45 minutes to work through this one. This exercise is likely to be
part of a coaching session looking at a particular activity or situation that
a client is faced with.
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Personal centre of excellence

What is it?

This tool is a powerful visualization method for improving confidence.
Sometimes clients may need more than just a discussion about their
confidence; they may need an actual technique that helps them boost
their confidence in a specific situation. This technique uses modelling and
powerful metaphors that enable clients to design a ‘personal space’ that
gives them additional confidence whenever they ‘step into it’.

What is it for?

This technique is excellent for presentation skills development — the creation
of the space gives clients a focus that helps to manage nerves.

When do | use it?

The technique is most useful if it is undertaken sufficiently before the pres-
entation in order to give people time to practise and visualize, eg a week or
so beforehand. However, it can also be useful before meetings that clients
are nervous about; the same principle of timing applies.

What is the process?

Ask clients to think about someone they know who appears confident, and
to describe in detail how they look and sound. Ask them to imagine how the
person feels when he or she is this confident. Encourage clients to replicate
the stance of the person. Ask clients how they think this person would feel
when he or she is appearing supremely confident and see if they can adopt
this feeling.

Ask them to think of some internal dialogue that they would feel com-
fortable repeating regularly, such as ‘I am confident, I feel completely in
control.

When they know what this person would look and feel like, ask them to
visualize that they have their own personal space in front of them — a space
that will make them feel confident and powerful whenever they step into it.
Ask them what shape the space is. Does it have a colour? Does it have any
other features?
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Ask them to imagine that when they step in, some powerful energy is
projected on to them. Get them to describe how this happens, eg through
a beam that energizes them or a sprinkle of “fairy dust’.

Now take them through a full practice. Ask them to visualize the shape,
to breathe deeply, and to step in, adopting the persona of the person they
chose. Encourage them to feel the energy surge and prepare to start their
presentation. Now ask them to step out.

Repeat twice more or until the feeling is strong enough. Clients will let
you know if they feel more confident at the end of the practice exercises or
whether they need to do further practice and visualization.

Hints and tips

Get clients to describe the person they would like to be in great detail. Ask
them to notice everything they can about the person. Using an encouraging
tone will help them to say this out loud.

When they describe their personal space, remember that anything is
‘right’; so whether they choose a star, a circle or a square, it is their space
and therefore it is right for them.

Useful questions to ask
How does it feel to be in your personal space?
How could you feel even more energized?

Start the exercise by asking how confident they feel on a scale of 1 to 10
(1 being low). After several practices, ask them again to score their confidence
level and check whether it has increased.

Time required

30 minutes.
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Working 07
effectively
with others
Tools for analysing and
achieving enhanced
relationships

Behavioural conflict resolution

What is it?

As a coach you will often be asked to work with clients who are having an
issue with another person. On many of these occasions the issue will be with
the other person’s behaviour, and the clients will need support as to how to
approach this. For many reasons clients will avoid having conversations
with another person about that person’s behaviour. They fear they will upset
the other person or they fear they may be rejected for being honest. However,
when people internalize problems for a long period of time, they will behave
differently towards the person. Often, when someone sets a filter that another
person is ‘bad’ he or she will generate evidence to support this theory. This
may start to damage the relationship if the two parties do not discuss the
issues between them.

Often when people are emotive, they become confused about the purpose
of a discussion and can actually be preparing to discuss the wrong things.
Helping clients to work through the outcome of this type of discussion can
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be invaluable, and once they are clear on what they actually want to achieve,
they can then start to think about the words that will give them the best
possible chance of success. In a conversation such as this you only get one
chance and if you open with the wrong statement your worst fears can be
realized. The problem with behavioural conflicts is that people often want
to use emotive words to describe how they feel about the other person’s
inappropriate behaviour but they do need to remember that most emotive
words are perceptional.

For example, a person who is described as constantly interfering in another
person’s work might see themselves as being extremely helpful. Many people
have often wished for a ‘verbal eraser’ to retract inappropriate words and
start again; but in the absence of this, careful planning will at least put
clients in a good starting position. It is fascinating how many attempts
people will have at describing the words they can use — as they write them
or speak them out loud they will often quickly realize the impact that the
statement may have and retract them. It is far better that they do it with
the coach than in the real situation.

What is it for?

This tool provides a structure to help clients work through the problem,
define the outcome, consider how to start the conversation and know when
to stop. It also provides a framework for practising the conversation. In
really tricky situations this can be vital to success, and a walk-through with
the coach will allow clients to spot where the pitfalls might be.

When do I use it?

This tool (see Table 7.1) can be used at any point at all when clients say that they
have a problem or an issue with another person — and in particular when they
are unhappy with the way in which another person behaves towards them.

What is the process?

Allow clients to describe the issue in any way they want, so that they can
express frustration and emotion if necessary. Ask them to describe clearly
the problem that the behaviour causes, so that they can check they have
a definitive motive for asking the person to change his or her behaviour.

Now ask them to narrow it down to the ‘real issue’ — what behaviour
do they want the other person to stop, and if the person does stop it what
impact will it have on them?
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Now ask clients to think about it from the other person’s perspective. If
it is useful, use the 360-degree perspective tool (see below) to work through
how the other person might perceive the situation.

Now ask clients to think very objectively about whether there is some-
thing that they might be doing that is causing an issue with the other person,
as this should also form part of the discussion. What behaviour might they
need to change?

Work with clients to prepare an opening statement. Ensure that they
remember that the other person will not know what to expect and might be
quite shocked by what he or she hears. The opening statement needs to be
clear and to the point without being personal — ensure they do not ‘dress it up’
so that the other person doesn’t know where the conversation is going.

Work with clients to consider the other person’s responses: what might
the person say? Once clients have thought through all the possibilities, they
need to think about how they will answer these responses. Sometimes asking
them to just ‘say it as it is’ first and then reword it into an adult statement
can help to remove some of the emotion.

Finally, consider how to close the conversation. Ensure that clients under-
stand that it is possible to undo all their good work at the end of the discussion
by saying too much - it is key to know when to stop.

Hints and tips

It is worth asking clients to role play the conversation with you to ensure
that they do not trip up on any of the words, and that they still feel comfort-
able with the way the conversation sounds. You should aim to make this
as realistic as possible. You can take on the role of the other person and,
using the prepared responses that each client identified, work with clients to
ensure that they are ready to deal with the responses.

To summarize, some useful techniques are:

e establishing a common goal;

e both parties agreeing needs;

e forming a clear statement of what specifically needs to change;

e acknowledging and empathizing with the other person’s position;

® agreeing to suggestions;

e thanking the person for his or her time and attendance at the meeting.

Time required

Approximately 45 minutes.
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TABLE 7.1 Behavioural conflict resolution

DEFINE THE OUTCOME

What is the issue?

What problem does the issue cause me?

What outcome do | want from the discussion?

CONSIDER THE OTHER PERSON'S PERSPECTIVE

How will the other person perceive the situation?

What issues might the other person have with me?

PLAN THE OPENING STATEMENT

Clearly describe the behaviour in objective terms
(use observations, not judgements).

CONSIDER THE PERSON'S RESPONSE

What might the person say — and how will you
respond?

PREPARE TO CLOSE THE DISCUSSION

How will you leave the person feeling positive?
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Analysing and resolving conflict

What is it?

Conlflict is a topic that has both negative and positive aspects. On the one
hand, healthy conflict can help flush out issues so that they are more easily
dealt with. On the other hand, conflict that is left unchecked can result in
negative and destructive behaviours. This tool helps identify the key points
about the conflict and analyse their impact and resolution.

What is it for?

This framework enables clients to become clear about where the conflict is
coming from, understand its impact and take positive action.

When do I use it?

Use it when clients are feeling frustrated or think that they might get
frustrated by a conflict situation. This tool is particularly helpful for clients
who find it challenging to disassociate from the emotion of a situation. It
provides them with a framework for taking an objective view of what is
going on.

What is the process?

Explore the conflict situation with clients by going through questions 1
to 7 listed in Table 7.2. At question 3, explore in depth the nature of the

conflict:

Goals: does the conflict stem from others having different goals
which are at odds with their objectives?

Feelings: does the conflict occur around emotions or values?

Thoughts:  does the conflict occur during the introduction of new ideas
or concepts such as the dynamics of change?

Behaviour: is the conflict centred on the unacceptable behaviour of
someone else?

It is critical to carry out an effective analysis of the conflict. Clients should
be able to answer the question, ‘Is this a real conflict?” For example, ‘Does
it have tangible impact or does it just irritate me?’ If it is the latter, work
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through the emotions. Clarifying the source of the disagreement means that
clients will be in a better position to determine the course of action they take
for both the short and long term.

The next questions ask clients to explore the reason for the different
points of view and are important analytical steps in reaching an understand-
ing of the other person’s perspective. For instance, ‘Did both parties have the
same information — have they perceived it differently?’

Once clients have a clear analysis of the situation, move them on to
question 8. At this stage look at developing options, advantages and assess-
ing the consequences and risks.

Finally, move clients on to developing a plan of action.

Hints and tips

This tool is most useful as soon as possible after the conflict, so that memories
and the experience are fresh in the mind.

A different way of using the tool is for planning and anticipating potential
conflict; this gives clients a more objective way of seeing and coping with the
situation should it occur.

The 360-degree exercise (on page 141) can be useful to help clients
experience the other person’s viewpoint.

Time required

30-45 minutes.
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TABLE 7.2 Analysing and resolving conflict

1 When did the conflict start?

2 How does it manifest itself?

3 What is the conflict about?

Goals: different outcomes are desired.

Feelings: that are incompatible.

Thoughts: different ideas about how to do things.

Behaviour: that is unacceptable.

Note: if there is a goal conflict this must be tackled first before dealing with
any other conflict.

4 What could be the possible root cause?

5 What impact does it have on me?

6 What impact does it have on others?

7 If we were to resolve it, what benefits would there be?

8 If the conflict were maintained, what would the potential consequences be?

9 Ideas and options:

10 Plan:
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360-degree perspective

What is it?

Sometimes we can become so entrenched in our viewpoint of a situation
that it becomes difficult for us to look objectively at our own behaviour
and how it is contributing to a difficult situation with another person.
When we cannot see the other person’s viewpoint we can find it very dif-
ficult to accept that we are contributing negatively to a situation. Once we
have a filter in place that another person is a ‘bad’ person, it is easy to
generate evidence that supports our view. Often we consider that every-
thing the person does is done with negative intent. This tool uses space to
allow people to free themselves from their own viewpoint and take a truly
objective look at a situation through someone else’s eyes; it then shows
how to handle the situation.

You will find that as people work through the three positions they become
increasingly able to accept that what they do can contribute to the conflict.
You will notice that as they adopt the second position their tone and physiology
change. In the first position, when they talk about the situation they may speak
about the other person with anger and irritation. Once they have taken the
second position they suddenly become much more able to think and speak
objectively about the other person.

What is it for?

This technique is particularly useful when clients want to experience a per-
spective from someone else’s viewpoint or wish to extend the limit of their
own vision. Individuals can be so fully associated with their own point of
view that they may not even begin to attempt to understand another’s point
of view. This technique gives them the ability to step into another person’s
shoes and view the situation from the other person’s perspective and then
move on to take an alternative viewpoint.

When do I use it?

Use it when a person is experiencing difficulty in working with another
personality. Alternatively, when clients are preparing for a presentation, they
may want to increase their understanding of their audience’s perspective.
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What is the process?

Place three chairs in a room for each of the following positions:

Position 1: the client experiences the world through his or her own eyes
and viewpoint.

Position 2:  the client is able to see the world through another person’s eyes.

Position 3: the client takes up a dispassionate observer’s role.

Ask clients to move to position 1: how they view the situation. Have them
talk through the situation, using their own perception, values, beliefs and
information processing. Ask them insightful questions about how they
feel, what they see, why they think it is happening, what effect it has
on them.

Then ask clients to move to position 2, temporarily forsaking their own
viewpoint and adopting the understanding of the other person, and the
person’s values, beliefs and perception. Encourage clients to really ‘be’
the other person. Ask them ‘What does the other person see when he or
she looks at you?’ Encourage clients to be honest. Ask questions similar
to those above.

The final position for clients to adopt is position 3. In order to become
a dispassionate observer, clients need to ensure that there is no residue
hanging over from the earlier two positions. Ask them what advice they
would give themselves about how to handle the situation or individual.
Keep prompting them by asking ‘Anything else?’

This final viewpoint gives clients the ability to see the two parties involved
in the communication and, therefore, sense both sides of the situation, argument
or negotiation.

When they move back into position 1, ask them what they will do, and
work with them to prepare a plan of action.

Hints and tips

Use a chair for each position and space these out so that clients can move
from one chair to another as they adopt different positions. Alternatively,
use space to stand in rather than chairs.

While in position 2, clients may feel a little vulnerable and you will need
to ensure that you maintain deep rapport.

It is essential that clients move and take up each position, clear their mind
and ensure that no ‘baggage’ is taken from one position to the next. One
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way to do this is to ask them to relax and take three deep breaths between
each position.

Position 3 needs to be a ‘clean position’, totally clear of hang-ups from
the earlier two positions.

Time required

30 minutes.



Personal impact m
and influence

Tools for increasing
presence and impact

Ideas preparation

What is it?

Presenting an idea to someone and achieving buy-in and commitment can be
difficult for even the most influential person. Sometimes people rely on their
ability to talk fluently to influence others. But to be truly influential, a lot of
thought and preparation is required. The more that people think through
how they will present their idea and predict the type of responses they might
get, the more likely they are to succeed. Some people need support to be
able to prepare and structure a proposal, as well as challenge to ensure that
their business case is indeed sound. The coach can play a valuable part in
providing this support and challenge.

What is it for?

Use it in any situation in which clients say that they have an idea that they
want to present — particularly when a lot relies on the presentation being
successful and clients need to gain commitment for implementing their idea.
If they are presenting to a group, it is critical that this preparation takes
place and that clients also have a practice run-through of the pitch to ensure
that they have covered all angles.
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When do I use it?

This technique can be used either early in the conception of an idea so that not
too much time is spent on it if it looks as if it is not going to work; or it can
be used when the idea is fully worked up and just before the person is due
to make a presentation. It can be used equally well when someone is making
a one-to-one presentation around the table or for more formal presentation
scenarios.

What is the process?

Using Table 8.1, ask clients to clearly depict what it is that they are selling
or presenting as an idea. Get them to write it down clearly and identify the
key message they need to get across.

Ask them to write all the benefits clearly. Explain the difference between
features and benefits — a benefit is what it will do for the other person. It
may be useful to draw up a brainstorm or a mind map. Now ask clients to
think about the consequences of the idea not being adopted and how they
might portray this during the presentation.

Ask clients to think carefully about members of the audience. What is
their make-up in terms of power and influence? How many will be at the
presentation? What prior knowledge do they have of the background to
the idea? What are their positions and interests?

Encourage clients to brainstorm all the potential questions the audience
members may have and to try and identify which will be the big burning
question on their mind. Once this is identified, clients may be able to structure
their whole pitch around it. Answering the burning question early will be
powerful in influencing the audience.

If clients know the personality styles of the members of the audience,
help them to work through different ways of presenting the information to
suit different styles, eg for analytical people, achievement-oriented people,
people ‘helpers’.

Once clients are clear on what they are pitching and the audience require-
ments, they can start to prepare their pitch by working through what
their opening statement will be, how to present the information logically
and how they will close powerfully. However, it is important for them
to remember they should be doing more listening than talking. So, while
the preparation is really important, they should not see this as a one-way
presentation — help them think through insightful questions to ask the
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audience and that would help clients to get even more material. The more
they know about the audience’s position and needs, the more influential
they will be.

Hints and tips

Ask clients to tell you as much as they can about the history of the proposal
and the audience that they will be presenting to — the more you can get into
the mindset of their audience, the more helpful you can be in challenging
clients to think of potential objections to the pitch.

Time required

Approximately 45 minutes, including a practice run-through of the presentation.
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TABLE 8.1 Ideas preparation

THE IDEA

What is the key concept of the idea - the most
important thing | have to get across?

What are the benefits of the idea?

What are the consequences of not adopting the idea?

THE AUDIENCE

What is the audience make-up?

What do the members of the audience currently think
or believe?

What questions will they have about the idea? What
will be their burning question?

What objections will they have to the idea?

What personality styles will | be presenting to?

THE PITCH

Opening statement: how to engage the audience and
describe the idea clearly

Main approach: what and how?

Close: how to make it compelling
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Communication skills audit and
skills inventory

What is it?

Communication, communication, communication! You can never have enough
of it! How well you communicate determines your ability to influence, lead,
relate to others and generally improve your relationships both at work and
home. This is an excellent way of finding out how others experience you and
how well you communicate with them.

What is it for?

This tool is used to collect data around a set of structured questions all
relating to communication skills. A feedback sheet is distributed and
recipients are asked to score clients against a series of statements. Clients
are asked to self-assess against the same statements. It is a great way of
seeing if there are any gaps in perception of communication skills between
a client and others.

When do I use it?

This tool is particularly helpful in working with clients who seem to have
a challenge when influencing or working productively with others. It can
also be helpful to use this tool with clients who want to improve their
performance or make a career move, because it helps them understand
what specific actions they need to take to improve their communication
skills. The inventory can be issued to clients’ teams, to their peers, to their
boss, to their clients and ideally to all of these groups to obtain 360-degree
feedback.

What is the process?

Ask clients to define a group of people from whom they want feedback on
their communication skills. The size of this group will determine the number
of inventory forms to be sent out.
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Next, randomly select recipients within each group. An easy way of doing
this is to put names in a hat and pick them out at random. The number
of recipients will be approximately six for each group. For a group size
between six and eight it is probably a good idea to send a copy of the form
to everyone. The aim is to get a randomly selected number from the group,
to avoid bias, and at the same time sufficient numbers to be representative
of the whole group.

When people have been selected, ask clients to send out the communica-
tion skills audit feedback sheet (see Table 8.2), along with a return addressed
envelope and a required return date. Usually a two-week time frame is all
that is needed - too long and the recipients put it off or forget about it, too
short and they don’t have time to complete it.

Ask clients to complete their own assessment. Ask them to be honest and
to go with their first response without over-analysing their answers.

Ask them to keep the returned questionnaires in their sealed envelopes
until the next coaching session.

At that session review the responses with clients and place the scores
on the overall results sheet (Table 8.3). Analyse the overall results together,
looking for trends, similarities, gaps in perception (positive and negative),
unusual variations.

Discuss the outcomes and identify strengths and areas for improve-
ment that clients wish to take action on. Keep the action planning to
specific and priority areas, working on two or three areas to develop into
an action plan.

Hints and tips

Check that clients have selected individuals randomly, to ensure no positive
or negative bias.

If clients identify more than three areas to work on improving, develop
a plan to work on the top three first, then the next three and so on.

It is important to identify strengths as well as areas for improvement, so
ensure that your clients look at their strengths and understand how they can
continue to use these as a resource.

Time required

Initially the selection process will take about 15 minutes. The review of
responses will take around 45 minutes.
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TABLE 8.2 Communication skills audit; feedback sheet

In order for me to understand more about the way | communicate, would you
please indicate your view of the effectiveness of my skills. Please score each
question out of 6 (1 = low and 6 = high). Please think carefully and be honest —
a rating of all 3s will not help me to identify clearly the areas to work on.

Please return the sheet in a sealed envelope. Thank you.

COMMUNICATION SKILL ‘ SCORE

1 Making a good first impression

2 Picking up underlying feelings from others

3 Getting ideas across to others

4 Communicating even when things are tough

5 Not talking too much

6 Drawing others out
7 Staying open to others’ ideas
8 Giving instructions to others

9 Ignoring the hostility of others

10 Speaking up for my own view

i Giving a clear presentation to a group

12 Staying silent when necessary

13 Listening attentively to criticism

14 Persuading others to do what | want

15 Giving clear feedback to others on what they have done
16 Understanding others’ ideas

17 Leaving discussions that don't involve me
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TABLE 8.2 continued

COMMUNICATION SKILL ‘ SCORE

18 Interviewing others effectively

19 Collecting information from others

20 Putting people at ease

21 Putting others’ negative comments out of my mind

22 Letting others know how | feel

23 Contributing effectively at meetings

24 Coming over well when being interviewed

25 Building rapport with others

26 Getting others to accept my ideas

27 Picking up the audience’s reaction to my presentation

28 Helping a meeting progress

29 Conveying my feelings to others

30 Deciding not to make comments

31 Understanding when someone is upset
32 Finding out about other people’s interests
33 Making conversation

34 Communicating my emotions clearly when | choose to
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TABLE 8.3 Communication skills audit: overall results

For each of the skills below, complete the scores in the appropriate
column, scoring the skills from 1 (low) to 6 (high).

COMMUNICATION SKILL own other’s | other’'s | other’s

sScore | score score score

1 Making a good first impression

2 | Picking up underlying feelings
from others

3 | Getting ideas across to others

4 | Communicating even when
things are tough

5 | Not talking too much

6 | Drawing others out

7 | Staying open to others' ideas

8 | Giving instructions to others

9 | Ignoring the hostility of others

10 | Speaking up for my own view

11 | Giving a clear presentation to
a group

12 | Staying silent when necessary

13 | Listening attentively to criticism

14 | Persuading others to do what
| want

15 | Giving clear feedback to others
on what they have done

16 | Understanding others' ideas

17 | Leaving discussions that don't
involve me
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TABLE 8.3 continued

COMMUNICATION SKILL

own other’s | other’s | other’s
score | score score score

18

Interviewing others effectively

19

Collecting information from
others

20

Putting people at ease

21

Putting others' negative
comments out of my mind

22

Letting others know how | feel

23

Contributing effectively at
meetings

24

Coming over well when being
interviewed

25

Building rapport with others

26

Getting others to accept
my ideas

27

Picking up the audience’s
reaction to my presentation

28

Helping a meeting progress

28]

Conveying my feelings to others

30

Deciding not to make comments

31

Understanding when someone
is upset

32

Finding out about other
people’s interests

33

Making conversation

34

Communicating my emotions
clearly when | choose to
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360-degree feedback

What is it?

Feedback is an excellent way of finding out if the strategies you are using
are working as you intended or falling short of their mark. In a coaching scen-
ario they are an excellent resource to help any clients with a responsibility
for managing and leading people to get structured feedback around specific
aspects of their leadership skills.

What is it for?

Structured feedback can provide a rich resource for the coach to work with
clients on specific areas of their leadership. It is a really great way for clients
to gain insight on which areas of their leadership and management style
could be improved and which areas are a strength. 360-degree feedback is
particularly helpful for clients who are not achieving what they might in
their leadership roles. It is also great for leaders who are achieving success
but don’t know why; they need help understanding their strengths so that
they can capitalize on them further.

When do I use it?

The beauty of this tool is that it can be used at any time during the coach-
ing relationship: at the beginning to help design the coaching goals, during
the coaching relationship to identify key strengths and areas for improve-
ment, at the beginning and end of the coaching relationship to measure
progress. The key to this tool is that structured feedback is given anony-
mously and fed back confidentially to clients. The greater the confidence
clients have that any data won’t be fed back to significant others in their
organization, the more useful the feedback is in helping design improve-
ment actions.

What is the process?

Ask clients which groups of people are most relevant to give feedback to
them on their leadership and management skills. Typically this will be the
people they directly manage, any people they indirectly manage, ie virtual
teams, their bosses and their peers. The number of people within these
groups will determine the number of questionnaire responses required.
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Next, for the groups of people they manage and their peers, randomly
select recipients within each group. The process for this is the same as in
the communication skills audit above. The number of recipients will be
approximately six for each group, depending on the size of the group. For
any group size that is between six and eight, it is probably a good idea to
send a copy of the questionnaire to everyone. The aim is to get a randomly
selected number from the group, to avoid bias, and at the same time sufficient
to be representative of the whole group.

When people have been selected, ask clients to send out the 360-degree
feedback questionnaire (see Table 8.4) along with a return addressed
envelope and a required return date. Usually a two-week time frame is
all that is needed - too long and the recipients put it off or forget about it,
too short and they don’t have time to complete it.

Ask clients to complete their own assessment. Ask them to be honest and
to go with their first response without over-analysing their answers.

Ask them to keep the returned questionnaires in their sealed envelopes
until the next coaching session. At that session review the responses with
the client and place the scores on the overall results sheet (Table 8.5).

Analyse the overall results together, looking for trends, similarities, gaps
in perception (positive and negative), unusual variations. Are there any spe-
cific categories that stand out? For example, are clients’ management skills
scored higher than their team-building skills?

Discuss the outcomes and identify strengths and areas for improvement
that clients wish to take action on. Keep the action planning specific and
prioritize areas, working on two or three areas to develop into an action plan.

Hints and tips

Check that clients have selected individuals randomly, to ensure no positive
or negative bias.

If clients identify more than three areas to work on improving, develop a
plan to work on the top three first, then the next three and so on.

It is important to identify strengths as well as areas for improvement, so
ensure that your clients look at their strengths and understand how they can
continue to use these as a resource.

Time required

Initially the selection process will take about 15 minutes. Allow 60-90 minutes
to feed back the results and discuss action planning with a client.
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TABLE 8.4 360-degree feedback questionnaire

| am about to undertake a development initiative and would like you to
complete this inventory to give me feedback on how effective you find my
management skills.

The following inventory is designed to explore all aspects of management,
and the collated information will help me to understand strengths and
areas to develop.

Your feedback is absolutely anonymous, so would you please return your
completed inventory in a white A4 sealed envelope.

Please comment on my effectiveness by completing this questionnaire.
Please indicate on a scale of 1-6 (1 = low effectiveness and 6 = high
effectiveness). | would also welcome any comments on strengths or
development areas you may be aware of.

You may be assured that all feedback will be treated in confidence.
Thank you for your input.

As a guide to scoring:

6 — Highly effective 3 — Could be more effective
5 —Very effective 2 — Inconsistently effective
4 — Effective 1 — Not effective

Skills and activities score

MANAGEMENT SKILLS

1 Making time for important discussions on problems and decisions

2 | Demonstrating the big picture so that people understand clearly
the importance of their role and associated tasks

3 | Keeping in touch with targets and goals of individuals

4 | Communicating in an effective and timely manner on changes
affecting the organization and the team member’s role

5 | Making the person feel an important, trusted and valued member
of the team

6 | Giving constructive feedback that helps to build confidence

7 | Understanding when to offer advice and coaching and when to let
people continue
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TABLE 8.4 continued

8

Clarifying how success will be measured; helping people to set
clear visions and objectives

Regularly checking on targets and agreeing further support
needed, as appropriate

Finding projects to stretch skills base

COMMUNICATION SKILLS

Using a productive questioning technique that encourages team
members to think about consequences of actions

Taking care to communicate clearly, to avoid any chance of mixed
messages

Using active listening skills

Being careful to manage their own emotions professionally

Dealing with the emotions of others productively

Remaining neutral when talking about issues: paraphrasing and
summarizing but not judging

WORKING WITH CLIENTS

Demonstrating that clients are the number one priority

Ensuring that all individuals know their main clients (users of
results) and their needs

Demonstrating professionalism at all times

20

Providing proactive responses to clients

21

Demonstrating a high level of technical knowledge that inspires
confidence

22

Responding within agreed timescales

23

Checking clients’ satisfaction levels

24

Ensuring that team members get appropriate exposure to clients

MANAGING PERFORMANCE

25

Giving timely feedback on progress towards performance goals
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TABLE 8.4 continued

26 | Giving constructive, clear and open feedback on strengths and
development areas

27 | Managing performance issues objectively and at an early stage

28 | Ensuring that feedback is not personal

29 | Finding opportunities to celebrate success

30 | Pointing out when people get things right and not only when they
make errors

31 Facilitating creative thinking to find opportunities to increase job
satisfaction

32 | Recognizing that mistakes are important for development

33 | Making performance reviews motivating and productive

34 | Being honest about career prospects
TEAM BUILDING

35 | Looking for ways to increase the effectiveness of the team

36 | Encouraging teamwork, trust and communication between peers
in the team

37 | Seeking ideas from the team on improving processes, policies or
teamwork and actively following through the ideas

38 | Taking time to discuss goals, interests and issues that concern
individuals in the team

39 | Managing conflict appropriately in the team

40 | Seeking feedback from the team on performance as a manager

41 | Using any feedback received to change style or methods

OPTIONAL COMMENTS

Strengths areas:

Development areas:
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TABLE 8.5 360-degree feedback: overall results

As a guide to scoring:

6 — Highly effective 3 — Could be more effective
5 —Very effective 2 — Inconsistently effective
4 — Effective 1 — Not effective

Skills and activities own other’s | other’s | other’s | other’s | other’s | other’s

score | score score score score score score

MANAGEMENT SKILLS

1 | Making time for important discussions on problems
and decisions

2 | Demonstrating the big picture so that people
understand clearly the importance of their role and
associated tasks

3 | Keeping in touch with targets and goals of individuals

4 | Communicating in an effective and timely manner on
changes affecting the organization and the team
member’s role

5 | Making the person feel an important, trusted and
valued member of the team




TABLE 8.5 continued

Skills and activities

Giving constructive feedback that helps to build
confidence

own other’s | other’s | other’s | other’s | other’s | other’s
score | score score score score score score

Understanding when to offer advice and coaching
and when to let people continue

Clarifying how success will be measured; helping
people to set clear visions and objectives

Regularly checking on targets and agreeing further
support needed, as appropriate

10

Finding projects to stretch skills base

COMMUNICATION SKILLS

1

Using a productive questioning technique that
encourages team members to think about
consequences of actions

12

Taking care to communicate clearly, to avoid any
chance of mixed messages

13

Using active listening skills
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TABLE 8.5 continued

Skills and activities

own other’s | other’s | other’s | other’s | other’s | other’s
score | score score score score score score

14

Being careful to manage their own emotions
professionally

15

Dealing with the emotions of others productively

16

Remaining neutral when talking about issues:
paraphrasing and summarizing but not judging

WORKING WITH CLIENTS

17

Demonstrating that clients are the number one priority

18

Ensuring that all individuals know their main clients
(users of results) and their needs

19

Demonstrating professionalism at all times

20

Providing proactive responses to clients

21

Demonstrating a high level of technical knowledge
that inspires confidence

22

Responding within agreed timescales




TABLE 8.5 continued

Skills and activities

own other’s | other’s | other’s | other’s | other’s | other’s
score | score score score score score score

23 | Checking clients’ satisfaction levels

24 | Ensuring that team members get appropriate
exposure to clients
MANAGING PERFORMANCE

25 | Giving timely feedback on progress towards
performance goals

26 | Giving constructive, clear and open feedback on
strengths and development areas

27 | Managing performance issues objectively and at an
early stage

28 | Ensuring that feedback is not personal

29 | Finding opportunities to celebrate success

30 | Pointing out when people get things right and not
only when they make errors
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TABLE 8.5 continued

Skills and activities

own other’s | other’s | other’s | other’s | other’s | other’s
score | score score score score score score

31

Facilitating creative thinking to find opportunities to
increase job satisfaction

32

Recognizing that mistakes are important for
development

33

Making performance reviews motivating and productive

34

Being honest about career prospects

TEAM BUILDING

35

Looking for ways to increase the effectiveness of
the team

36

Encouraging teamwork, trust and communication
between peers in the team

37

Seeking ideas from the team on improving
processes, policies or teamwork and actively
following through the ideas

38

Taking time to discuss goals, interests and issues
that concern individuals in the team




TABLE 8.5 continued

Skills and activities

own other’s | other’s | other’s | other’s | other’s | other’s
score | score score score score score score

39 | Managing conflict appropriately in the team

40 | Seeking feedback from the team on performance as
a manager

41 | Using any feedback received to change style or
methods

OPTIONAL COMMENTS

Strengths areas:

Development areas:

Plan of action:

163
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Modelling yourself and others

What is it?

The subtitle of this tool could be ‘Learning from the best’. Modelling suc-
cessful behaviour is a great way to learn and improve. This could be model-
ling behaviour from your own successes; what you did, how you spoke,
what you didn’t do and so on. It can also be useful to model the behaviour
of successful people by observing and, if possible, asking detailed questions
about why and how they do what they do.

What is it for?

This tool helps clients understand the strategies that contribute to success.
By understanding specifically what a particular individual does that contrib-
utes to their success, clients can then emulate them. It is also a good tool for
helping clients reflect about the times when they have been successful, so
that they have greater insight about their own learning style.

When do | use it?

This tool can be used at any time when clients are learning something new
or wish to progress beyond their current level of performance: for example,
clients wishing to progress in their career but needing new or different skills
and approaches for their next career move.

What is the process?

Ask clients to identify someone who is already successful in the field or job
that they wish to move into — this should be someone that they have access
to so that they can question the person about his or her strategies. It must be
an actual person and not an idealized version of a person.

Ask clients to arrange a time to talk with the person they are role model-
ling. Using Table 8.6, they then ask the chosen individual to make some
detailed observations about what he or she does. Each client records his or
her role model’s answers.

If necessary, the client should ask additional questions: Why does
the role model do what he or she does? What might the person’s motiva-
tions be?
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At the next session review the role model’s behaviour with each client and
work through what clients would need to do to copy the success strategies
that the role model uses. Check how comfortable they would be about
doing that — what would they need to feel to be able to do the same things
as that person?

Hints and tips

To get the most out of this tool it is really helpful to have the input of the
person being modelled. It is possible to use this tool without talking with
the role model — by asking your clients to think through the questions and
answer them based on their observations of their role models. The best
results, however, will come from asking the role models directly.

When a client asks the role model for his or her answers, it might be
an idea to get the role model to talk through a specific event — to get him or
her to relive it so that the client can observe body language as well as listen-
ing to the answers. For example, clients might notice that their role model
becomes very animated at certain points or that the person becomes very
contemplative. This behaviour might form part of the role model’s success
strategy, which clients can then test for themselves.

Time required

To get the most out of this tool, allow at least 40 minutes to ‘interview’ the
role model. For the coaching session that follows allow another 30 minutes
to review and discuss how clients can use the knowledge and apply it to
their own behaviour.
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TABLE 8.6 Modelling yourself and others

PERSON

What do | observe about the person?

What is the impact on others of what
the person does?

What specifically can | notice about
the person?

What makes the person behave in
this way?

How does the person feel when he
or she behaves in this way?

How did the person become able to
do what he or she does?

What would it take for me to be able
to do the same things?

How would | need to feel in order to
do the same things?

What are the specific actions | will
take to get there?
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Enhancing
leadership style
Tools for developing
your strategy and
Increasing team
performance

Team climate inventory

What is it?

The team climate inventory is a simple, perceptual analysis tool that explores
a team’s performance on different levels and supports action planning.
It helps managers to identify areas where they need to improve as a leader
and at the same time quantifies what is working well and should not be
changed. It is also interesting for managers to note differences of opinion
that may not have been aired by the team and to undertake some subtle
investigations.

Often there is a behaviour called ‘public compliance and private defiance’
in teams — everyone sits in a meeting and says they are happy with suggested
changes or the way the team is working, then snippets of conversation come
back to the manager later about how dissatisfied the team is. This can be
because some team members expect negative consequences from being
honest and therefore do not state views and opinions publicly. Anonymous
forms such as the team climate inventory allow people to state their views
with more confidence.
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What is it for?

The tool is for a manager who wants a clear picture of how functional the
team is and who wishes to do an accurate diagnostic on priorities within
the team that need to be addressed. The tool (see Table 9.1) is suitable for
managers working with teams that are required to reach higher perform-
ance levels or for teams that are newly formed. It is also useful for dysfunc-
tional teams.

When do I use it?

This tool is most useful before a team-building event so that the managers
can give their teams some feedback on the results of the analysis and can
work with the teams to put together a plan. The coach should arrange to
have a meeting with the managers (clients) once the results have been collated
to coach them through the results and ask some insightful questions to dis-
cover the root cause of some of the issues.

What is the process?

Ask clients to hand out the questionnaire to all team members with the
instruction to complete it honestly in order to obtain a true overview of the
situation. The inventory can be completed anonymously unless the respondents
feel comfortable about identifying themselves. If they do, written comments
on the reverse supporting their scores would be very advantageous. Each
respondent should complete the inventory individually without discussing
it with other members of the team. Each completed inventory should be
returned in a sealed envelope.

Ask clients to bring all the sealed envelopes to the coaching session or to
send them all to you before the session. Summarize all the results on one
questionnaire to make the analysis easier.

Then go through the questionnaires with clients, encouraging them to be
open-minded and objective.

Facilitate the session to help clients find themes, without focusing too
much on the identification of who completed each form. Work with clients
to prioritize areas for attention and to develop an action plan. Agree with
them how they will position the results at the team session. Review this
action plan at the next coaching session.
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Hints and tips

Ensure that clients do not focus on identifying who completed which
questionnaire.
Keep the conversation future focused.

Useful questions to ask

What do you see as priorities to work on in your team?
What do you need to do?

What do you need your team to do?

If you improved this area, what difference would you see?

Time required

45 minutes plus some flexibility in case major issues transpire and need to
be discussed.
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TABLE 9.1 Team climate inventory

Place a cross in the box nearest the definition that matches your current view.

Communication is not free; people hold back
information

Communication is honest, clear and timely

There is uncertainty about vision

There is clarity on vision

Conflict exists within the team

There is co-operation: all team members
support each other

Team members are apprehensive

Team members are trusting

The decision-making process is unclear;
authority and responsibility need clarification

There are clear procedures for decision making

Confrontation of issues affecting the team
is avoided

Issues affecting the team are confronted

There are infrequent reviews of performance or
lessons learned

There are regular reviews of performance and
lessons learned

There is inconsistent development

There is commitment to development at
all levels

Role confusion exists: there is a crossover
on roles

Role clarity exists

There is conflict or apathy towards other teams

There is a strong relationship with other teams
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Improving the delegation process

What is it?

This tool is a simple framework that helps people to analyse their hesitancy
in delegating to others and to plan to delegate more tasks to the team. People
fail to delegate for many reasons, but for most of the time the reason lies
with the manager and his or her perception, for example:

e ‘No one can complete this task as well as me.
e ‘If I delegate this, I will lose control.’

e ‘Last time I delegated I didn’t get what I wanted and so I had better
do it myself.

e ‘It’s quicker to do it myself than to take the time to explain it to
someone else.

What is it for?

This tool (see Table 9.2) has a very practical application for people who
have to delegate to others. It encourages managers to overcome their fears
in delegating and to review carefully how successful the delegation was.
By making a written plan they are more likely to delegate to the right people
at the right time.

When do I use it?

Use it when clients seem to be overloaded or to be too ‘transactional’, ie not
finding time to be strategic.

What is the process?

Ask clients to assess their delegation skills generally, particularly noting
the reasons they give for not delegating to others. Discuss these reasons in
depth — are they real or perceived? How can clients overcome these issues?

Work through the form together, identifying the team member they could
delegate work to and the impact it would have on their workload if they
were to delegate.

Encourage clients to start thinking about what sort of training or coaching
the team member will need in order to do the task to the required standard.
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Ask clients what the most critical thing about the task is — is it accuracy or
ensuring it is in by the deadline or that there is sufficient content to it? How will
clients get this message across to the team member they are delegating to?

Analyse with clients their experience of the task — what was the most
important thing they learned from doing it, eg was there a short cut that
they took, was there a specific task that needed to be done first to make it
easier? Ensure that these learning points will be communicated to the team
member.

Ensure that you review the action plan with clients at the next meeting to
check on progress and to review learning points.

Hints and tips

Encourage clients to be very honest about why they have not delegated the
task to the team member before - it is vital to discover whether they have
recent evidence of the person not delivering or whether this is based on
a perceived viewpoint only.

Useful questions to ask
When you delegate a task, what sort of results do you get back?
How confident are you that your team member will deliver the right quality?

When you have delegated a task, how often do you check how your team
member is doing?

What makes you think that your way of doing it is the right way?

Time required

30 minutes-plus.
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TABLE 9.2 Improving the delegation process

‘ Person one ‘ Person two ‘ Person three

What task do | want to
delegate?

What impact will it have
on me if | delegate it?

What is critical about
this task?

What training or
coaching will the person
need in order to be able
to perform the task?

What is the most
important thing | have
learned in the past
when doing this task?
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Planning to delegate

What is it?

Effective delegation requires planning to ensure that what needs to be done,
by when and how, is effectively communicated. Delegation is also an
opportunity for development both for the person delegating the task and for
the person receiving the task. Planning how, what and when you delegate
something is the start of effective delegation.

What is it for?

This tool is great for helping clients who manage people and need a way of
deciding what to delegate and how.

When do I use it?

Clients who manage other people and spend a lot of time in the day-to-day
transactional activities of their job and want to free up time for more strategic
or developmental activities can benefit from more effective delegation. This
tool is also great to use with non-managerial clients who want to free up
time to do other things.

What is the process?
Ask clients to answer the following questions:

e Do they take work home with them?
e Do they work longer hours than those around them?

e Do they cancel holiday entitlement or not take their full quota of
annual leave?

e Do they work at weekends or call into the office at weekends?
e Do they have unfinished jobs accumulating?
e Do they have to achieve more with fewer staff or less resource?

e Do they wonder where their day has gone or what they actually
achieved?

Review how many ‘Yes’ answers clients give. If they give more than four,
they will probably benefit from delegating some of their tasks to others.
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Give clients a few minutes’ thinking time, asking them to identify the
main tasks and sub-tasks of their job. If the sub-tasks are large they may
need to break them down further. The idea here is to identify clearly the key
tasks in their job, as you will be using these to help clarify which could be
delegated to others.

Ask them to write all the tasks on sticky notes, one task per note.

Divide a flip chart sheet into three columns and label them as follows:

Column 1: Others
Column 2: Others with development

Column 3: No one else

Ask clients to identify quickly those sub-tasks that they think and feel others in
their team are able to do immediately. Move these sticky notes into column 1.

Next ask them to identify the sub-tasks that others in the team could do
with some development, and move these into column 2.

Finally, review the notes that are left. Are these really sub-tasks that no
one else could do? After discussion, move any remaining notes into column 1
or 2. If there are still some left, move them into column 3. It is likely that the
notes in column 3 will be very few.

As an aside, it is worth saying that if clients have more notes in column 3
this might mean a risk for the organization, as it suggests that the knowledge
rests solely with these clients and there is a big knowledge gap in their team.
It also means that these clients will have difficulty moving to another role
in the organization if the opportunity arises, because there will be no one
with sufficient knowledge to take over their role. It might be worth having
a discussion with your clients about this observation.

Once all the notes are on the flip chart, ask clients to put names against
the sub-tasks and assign dates for transferring each of them, including passing
on any knowledge necessary to carry it out.

Work with clients to produce a plan for coaching each person to bring
them up to the required standard. Use delegation planning sheet, delegation
framework and effective delegation checklist (Tables 9.3, 9.4, 9.5).

Hints and tips

To prioritize tasks, you can use either a priority grid or a paired comparison
grid. These are outlined in the tools in Tables 9.6, 9.7 and 9.8.

When challenging tasks, do so with care — being too strong with a challenge
might make a client defensive.
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Useful questions to ask

Does this work have to be done by you?

What are the consequences of someone else doing this task?

If you do this work, what would you have to delay or abandon?
What would happen if this work did not get done?

Who else could do this work?

What would that person need in order to carry out this task?

How important is this work in relation to your role, key tasks, objectives
and development?

Who else is involved or affected by this work, and how important is it
to them?

If you delegated this task, what would you do with the time you free up?

How will you stop yourself getting into this situation again?

Other areas to explore

Remind clients of the Pareto principle, ie 80 per cent of effect comes from
20 per cent of cause; for example, 80 per cent of profit comes from 20 per
cent of clients. Thus it might take 80 per cent of their time to achieve 20 per
cent of results, compared with aiming for 20 per cent of their time to achieve
80 per cent of results.

Ask clients to think about their ‘time robbers’, ie interruptions, clutter,
drop-in visitors, unnecessary travel, e-mail, paperwork, procrastination. Ask
them to keep a time log.

Encourage clients to ask the members of their team to keep a time log
to analyse their time. Clients will then have data to see who has capacity
so that more tasks can be delegated. This needs to be managed with care
to avoid the team feeling overloaded. Plan carefully, using the delegation
planning sheet (Table 9.3), to help pass work to the team in a way that is
positive.

Time required

Allow 60 minutes to carry out the task identification and the planning exercise.
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TABLE 9.3 Delegation planning

The assignment: describe the assignment you want to delegate

List all the tasks involved in meeting the assignment

What will the end result look like?

What is the desired completion date?

What is the budget?

Describe any known constraints

What alternative methods do you have for accomplishing these tasks?

The employee: who do you wish to delegate the assignment to?

On a scale from 1 (lowest) to 5 (highest), rate the employee’s readiness to take on
the assignment

Describe in detail the level of authority that you intend to invest in the employee,
eg limited authority, requires consultation on decisions before action is taken

What informs you that the employee can perform the job to the standard that
you expect?

How does this assignment relate to the other priorities that you have given the
employee?
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TABLE 9.4 Delegation framework

Comments: what difference would
this make to my delegation?

Explain why you have chosen the
person

Check the person’s workload and,
if necessary, help the person to
re-prioritize

Set clear objectives and deliverables

Show how the task fits into the bigger
picture

Establish any issues or problems in
undertaking the task

|dentify any potential pitfalls

Solicit feedback — is the person
prepared to take on responsibility?

Provide opportunities to ask questions

Allow the person input on how he or
she will accomplish the task

Instruct the person on how to do the
task if it is totally new to him or her

Establish controls, budgets and
deadlines

Agree when and how reviews will
take place

Ensure that the person has enough
authority — agree additional if necessary
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TABLE 9.5 Effective delegation checklist

Are you clear exactly what it is you want to delegate?

Does the person have the training and experience necessary
to do the task?

Is the person willing to do the task?

Has the person described the objective back to you to your
satisfaction? (Are you sure the person understands the
actions, results and standards you require?)

Does the person know exactly where and how to get any
resources he or she may need?

Does the person have the necessary authority to get any
resources he or she may need?

Does the person know how to get hold of you (or what other
action to take) if something unforeseen happens?

Are you leaving the person alone to get on with it? (Are you
busy doing something else constructive while he or she is
working?)

Are you using clear crisp language to communicate clearly
the background of the assignment and why the person was
selected for the job?

Do you have the ability to engage well and to listen and
discuss the advantages for the person and invite the person'’s
response to the initiative?

Are you able to clarify the desired outcome and encourage
questioning?

Do you work with staff collaboratively to discuss what has to
be done and how?

dates, place, budgets, performance measures?

Do you agree the scope of the assignment, ie work methods,

Have you discussed and agreed the level of authority to be
attributed to the assignment?
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Prioritizing: paired comparison

What is it?

Identifying the important from the urgent is what prioritizing is all about.
Treating all tasks as both important and urgent creates panic and anxiety,
so this first prioritizing tool helps sort the wheat from the chaff.

What is it for?

It is a simple method of sorting tasks into a priority order (see Tables 9.6
and 9.7).

When do I use it?

Use it any time clients feel overwhelmed by the volume of tasks they have to
achieve. This tool also helps clients visualize their tasks and therefore gives
them back a sense of control.

What is the process?

This method involves sorting tasks into a priority list. It uses the paired-
comparison approach similar to that in the values tool in Chapter 5.

Ask clients to identify all the tasks they have to complete and that are
giving them concern. Put these into the tasks column on the left-hand side
of the form in Table 9.7. When they have completed their list, ask them to
write the list in the same order across the top of the page. Next ask them to
compare the two lists. The first comparison will compare row a and column
a, so the box at that intersection should be left blank. The next comparison
will be row b with column a. For example, if the task is to telephone a client,
this would appear in row a, column a; if their next task is to prepare for
an appraisal, this would appear in row b, column b. When comparing row
b with column a they have to choose which is more important: telephoning
a client or preparing for an appraisal. Their answer is then recorded at
the intersection between row b and column a. A worked example is shown
at Table 9.6 to demonstrate this. Clients work through each task in turn,
comparing with the next task along the columns until all the boxes contain
an answer.

The frequency of each task is then counted to identify which tasks are the
most important.
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Hints and tips

To help clients think freely, it might be helpful for the coach to write down
the tasks as the client goes through them.

This tool requires some thinking time, as decisions are made regarding which
tasks are more important than others. Sometimes it might be challenging for
clients to make a choice. Ask them ‘Without thinking about it, what is your
immediate answer?’ or “What does your instinct tell you?’

Time required

Allow at least 30 minutes to give time to work through the process and then
count up the responses. You might wish to use this at the start of a session
to lead into a discussion about planning or delegation.
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TABLE 9.6 Example prioritizing grid

a Telephone client

b Prepare appraisal
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TABLE 9.7 Prioritizing grid
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Prioritizing: importance-urgency grid

What is it?

This is the second prioritizing tool and it identifies important tasks versus
urgent ones.

What is it for?

It is a simple method for sorting tasks into important and urgent, and those
that are neither important nor urgent.

When do I use it?

Use it any time clients feel overwhelmed by the volume of tasks they have to
achieve. This tool is even more visual than the previous one, as it uses a grid
to help clients see where their tasks are. It becomes immediately obvious which
tasks are redundant and which are immediately actionable (see Table 9.8).

What is the process?

This method uses sticky notes. Ask clients to think about all the tasks they
have to achieve and to write one task per sticky note.

When they have finished writing, draw a grid on a flip chart, using a four-
box model. Label this as shown in Table 9.8: on the bottom axis write
‘importance’ and on the vertical axis write ‘urgency’. On the bottom axis at
the right-hand corner write ‘high’ and at the left-hand corner write ‘low’. On
the vertical axis at the top left-hand corner write ‘high’ and at the bottom
left-hand corner write ‘low’.

The grid can now be populated with the tasks that clients have written on
the sticky notes. For each task ask them to consider how important and urgent
it is. For example, if the task is unimportant and not urgent, the sticky note
would be placed on the left-hand lower box, ie ‘low/low’. If the task is import-
ant and urgent, it would be placed in the upper right-hand box: ‘high/high’.

Work through the tasks until all the sticky notes have been placed on the
grid. It will now be immediately obvious which tasks are not important or
urgent. Discuss with clients whether these tasks need to be completed at all -
could they be discarded? What would be the implications of that? For the
tasks that are important but not urgent, ask clients when they would plan to
do these in the future.
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For any tasks that are both important and urgent, make a plan to do them
immediately — work through the tasks as a whole and prioritize the order in
which they need to be done. The grid in Table 9.7 will be helpful here.

For the tasks that are not important but urgent, plan with clients how

these will be actioned and when.

Hints and tips

When the grid is complete, it usually sparks a realization in clients that some
tasks are completely non-value-adding and are just time fillers.

You may find that once the grid is complete and clients can see the whole
picture, their focus naturally turns to planning and time frames. In discussing
these it might become apparent that some tasks were incorrectly allocated.

The beauty of this tool is its simplicity. Allow clients time to absorb the
picture as it emerges from the grid and they will naturally realize which tasks
should have priority.

Time required

Allow at least 30 minutes to give time to work through the process and
absorb the picture. This is another useful tool to use at the start of a session
to lead into a discussion about planning or delegation.

TABLE 9.8 Importance-urgency grid

High

Urgency

Low
Low High
Importance
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Strategy development

What is it?

For some leaders, developing strategy can be quite daunting. At its simplest,
a strategy is a way of deciding where to focus resources, time and money
to achieve an outcome. There are, of course, limited amounts of each. This
tool is intended to be used over a series of coaching sessions, as it requires
clients to do some data gathering and analysis between each session. It
should be thought of more as a framework to help discussions on developing
strategy.

What is it for?

This tool is for senior managers and executives either newly appointed to
their role or who need coaching around their strategic thinking skills. The
aim of this tool is to help strategic decision makers understand how to craft
and deploy strategy.

When do | use it?

This tool is designed to be used with clients who find themselves appointed
to strategic roles. It can also be used with clients who are already in
these roles but want to hone their strategic thinking skills (see Tables 9.9
and 9.10).

What is the process?

There are three steps to developing a strategy: understanding the current
reality, defining the desired reality, creating steps to achieve the desired real-
ity. The first question to clients is “What do you want your legacy to be?’
Starting with this will help focus the data gathering.

Working with your clients, discuss the current reality. What is known?
What is unknown? Use the ‘current reality’ form in Table 9.9 to help
identify the relevant areas. Some of the information will not be immedi-
ately available and you may task clients with finding out the answers
before the next session. At their level in the organization they are likely
to have someone who can help with this data gathering. Ask them who
this would be.
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At the next session or sessions review the information gathered. Ask clients
what this tells them about the direction they want to go in. Is it feasible? Is
it clear? This discussion is very much about exploring what’s important to
clients in the context of their organization and where they want to take it.
Use the strategy development format in Table 9.10 to help clarify this. As the
name suggests, this is a developmental tool, so it may well require several
sessions to tease out this information and gain clarity.

Once the desired outcome is clear, the next step is for clients to decide
how to achieve the strategy. This will entail discussing the options around
resources, time and money. This is similar to ‘Planning to delegate’ on page 174.
You will not only be discussing the teams who will help achieve the strategy,
but also which activities will stop, which will start, their timescales, how
clients will measure success along the way, ie the milestones, and, finally,
how they will review whether the strategy is still appropriate.

Hints and tips

Developing strategy takes time and you should allow at least six sessions to
get to the planning stage and more if necessary to allow for research and
thinking time.

This tool is not for the faint-hearted. Sometimes clients will want to skip
ahead to planning without having done all the necessary thinking — your
role as coach is to encourage reflective as well as active learning, to ensure
that the completed strategy is thought through, planned and sufficiently
open to change (if the evidence points to this).

Time required

This tool will require at least six sessions to help clients develop a meaning-
ful strategy. Each session will last 45-60 minutes.
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TABLE 9.9 Strategy: current reality

Organization
Culture
Processes
People

Technology/infrastructure

Competition
Clients
Portfolio of services/products

Key unique selling propositions versus ours

Economic/social environment
What is the current financial situation of our business?
What do we excel at in financial terms?
Where are we weakest in financial terms?

What are the top five economic and social factors affecting our business?

Changes likely to occur in the next:
12 months
18 months
Longer term, ie greater than three years
What tells you this?

Innovation

What new technologies are developing that could impact the way in which
we do our business?

How do we make innovations?
What do our clients tell us we are good at?
What do our clients tell us we are not so good at?

What opportunity does this present?
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TABLE 9.10 Strategy development

What do | want my legacy to be?

How do | plan to achieve this?

® \What resources will | dedicate to achieving this legacy?
® \What will the organization/department stop doing?

® \What will the organization/department start doing?

® \What will be the hallmark of the organization?

What is the key defining reason our business exists?

What strategies will | use to achieve this?




KoganPage
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Planning for 10
the future

Tools for defining
where and what you
want to be

Life events

What is it?

Time passes quickly and we are not always conscious of the choices we have
made or the events that have had an impact on those choices. This is a self-
reflection tool to bring out those key moments in our life and to understand
the impact they had and how we can use them.

What is it for?

This tool is particularly powerful for clients looking to make changes in their
life or seeking resources to help them understand where their strengths lie.

When do I use it?

This tool is introduced in the coaching session and then kept by the client
to mull over and work on after the session. The beauty of this tool is that
it taps into the subconscious mind and, by focusing on the question, ‘What
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events have shaped who I am?’ causes the client to have insights long after
the coaching session.

What is the process? There are three parts to this tool. Part one is about
charting clients’ life events. Part two is about reflecting on those events and
exploring them more deeply. Part three is about career planning.

In part one (Table 10.1), ask clients to think back to the first significant
event they can remember. How old were they? What was the event? What
impact did it have on them? Then ask them to remember the next significant
event and so on. Carry on until they have reached their current age. If neces-
sary use a new chart to continue.

When they have completed the chart, carry on to part two (Table 10.2)
and explore those events in more detail using the questions on the form.
What insights do they have? How can they use this information to help them
make decisions? What does it tell them about what is important to them? It
may be useful now to complete the managing my career tool (Table 10.6),
given later in this chapter.

Hints and tips

Some clients will have more events than others. Remember that you are
looking for events that are significant to them.

Time required

60 minutes during the coaching session. Clients will probably be inspired
with other thoughts and events they can add after the session, so you may
want to spend 20-30 minutes reviewing this with them at the next session.



TABLE 10.1

Life events chart: part one

Planning for the Future m

Event

Age

Impact

Age now
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TABLE 10.2 Life events chart: part two

Looking back over your life, reflect on the following questions.

What or who influenced the decisions you have made?

What themes or patterns in your career or life to date can you identify?

What do these themes or patterns tell you?

How much control do you feel you have had over your life?

Do your past experiences reveal anything about your personal qualities,
attitudes or ambitions? If so, what?

What has helped you most during the difficult times of your life?

What sorts of things have motivated or demotivated you?
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The Discovery model

What is it?

When people want to progress to the next level, it is sometimes difficult for
them to know what they need to do to achieve that step. It can be useful
to have a structured tool to help identify the development gaps and put
together an action plan. Without this, people stand a much reduced chance
of achieving their goals. It can be difficult for them to know, at first glance,
what is required in a role that they have never performed.

This model helps them to really think about how it would feel to be in
a different role by encouraging them to think about a successful person
already in that role and to list the qualities they observe in that person. It
then encourages them to look at their own skills and abilities (both strengths
and weaknesses), then to look at these from another person’s point of view.
This allows them to think about how they are perceived and also introduces
the concept of ‘overdone’ strengths. For example, someone who lists one of
his or her qualities as ‘humour and being able to have fun with my team’
might be seen as not strong enough as a leader, or even as a bit of a joker.
Because the coach sits side by side with clients, assisting them to complete
the form and having an objective conversation about it, instead of a man-
ager having a direct conversation about why they have not been successful,
they are less likely to be defensive. The more open they are about their
development gaps, the better the development plan will be.

What is it for?

This tool (see Table 10.3) is used to identify significant gaps or ‘blind spots’
(inappropriate behaviours that others can see but clients do not notice in
themselves). The Discovery model enables clients to view themselves from
many different angles, such as where they are at the present moment, what
is expected from them, how others perceive them and, finally, the actions
required in order to bridge any gaps.

When do I use it?

This tool is particularly suitable for clients who want a promotion that they
are not equipped for (maybe they have just received feedback on why they
have not been appointed to a new position) but find it hard to understand
why. It is also suitable for clients who want to understand what areas to
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develop in order to get a promotion. The tool is valuable when clients have
been turned down for promotion and are still in denial as to why they were
not selected.

What is the process?

Ask clients to identify why they wanted the goal in the first place. Encourage
them to check their reasons carefully — for example, sometimes people
covet the title of director because of their perception of what it will bring
in material terms, but without thinking through the responsibilities of
the role.

Start with the organization’s perspective. Ask clients what the organization
is looking for. Ask them to think of a role model, such as someone who has
achieved the position already, and ask clients to list this person’s qualities
and abilities. Really push hard to complete a detailed list.

Then move to the skills and abilities box. Encourage them to write down
all of their skills and abilities, noting those strengths that are very developed
and those that potentially need development.

Move clients on to the reality versus perception box. How are they
perceived in relation to the organization’s success criteria? How could
they check those perceptions? Obtain a clear, full picture of the reality of
the situation here. They may need to undertake a 360-degree feedback
exercise to get more accurate information or they may need to have con-
versations with people they work with. Encourage clients to analyse what
needs to happen for them to be able to meet the organizational success
criteria. Now encourage them to identify the actions required by high-
lighting significant differences. When they have identified all the gaps,
work with them to identify specific actions to bridge the gaps — it may be
that they need to gain more industry knowledge or get more exposure to
strategy.

Remember that individuals cannot work on everything all at once.
Therefore, once clients have identified actions, encourage them to list short-
and long-term objectives and priorities.

Should clients list several objectives, it would be useful to help them to
prioritize the objectives by discussing their views on the following:

e Consider whether the objectives are important versus urgent.
® Rate each against a scale of easy, moderate, difficult.

® Rate each against a ‘payback’ criterion of win-win (organization and
individual success).
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Hints and tips

Ensure that you have deep rapport with your clients. Allow them to talk a lot
in the beginning about how they feel, particularly if they have been turned
down for a promotion — ensure that you have an appropriately welcoming
facial expression so that people will open up. In order to prevent defensive-
ness, ensure you do not use any value judgements or criticism when describing
gaps that are highlighted. Individuals will usually be inclined to close the
gaps they identify by taking action to develop themselves. However, they
may also choose to ignore the information, and more discussion may be
needed to explore these ‘blind spots’.

Encourage clients to look further forward, for instance, if the organization
is going through a lot of change or major change in a certain area. There
may also be external research that points to possible changes in the market
and which they need to consider.

Ask them what skills and abilities the company will value in the long
term. There may be internal role models whom clients can seek out as
mentors.

Time required

45 minutes.

197



m 50 Top Tools for Coaching

TABLE 10.3 Discovery model

Goal: (Write goal here. Check and challenge reasons for wanting the goal.)

Skills and abilities

Organization success criteria

What is your own perception of your
current skills and abilities?

What does the organization expect
from you in the role under discussion?

Information or questions

Information or questions

What do you believe are your strengths?
What do you believe are your
development areas?

Objectives, development plan, learning
achieved

Vision, mission, strategy, values,
objective, cultural norms, competency
models, market research, conversations
with senior managers, company role
models

Reality versus perception

Actions

How are you perceived?

What is the reality?

How do you know?

(Evidence/ observation)

Question and challenge the reality!

What actions are required in order to
bridge the gaps highlighted?
(Facilitate action)

Information or questions

Information or questions

Self-evaluation

Stimulate client to gather information
Performance evaluation

Professional assessment
Observation and feedback

Coach to offer objective feedback

Which are most difficult to accept?
Which are most critical?

Which would make the most difference
to you?
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Ideal work designer

What is it?

Finding out what work you were born to do has the effect of making work
seem like play. This tool helps you identify the key factors that make your
work enjoyable and those that don’t.

What is it for?

Using this tool helps clients target their job-search activities and focus their
mind on what specifically they want in their next job or their career.

When do I use it?

You can use this tool either to help clients work out what job they were born
to do or to help them assess new job opportunities, to see whether or not
these are the best jobs for them. It is also a helpful tool in working out why
a current job is making clients unhappy.

It is a structured way of assessing what clients really want and need in
a job, and gives them a priority list that they can compare any job against.

What is the process?

There are two parts to this process. The first part is about understanding
what clients’ likes and dislikes are in jobs they have held in the past and in
their current job. The second part asks them to identify their wants and
needs and whether or not the new job or ideal job matches these.

Using Table 10.4, ask clients to list all the jobs they have held in the past
as well as their current job. Next, ask them to work out what they liked and
didn’t like about these jobs and to put these in the two columns marked
‘Liked’ and ‘Disliked’.

Coach them through this list, asking them to allow their mind to go free
and remember everything about those jobs. Get as much detail as possible
about likes and dislikes — if they use general terms like ‘boring’, explore in
what way it was boring, eg being routine, uninteresting, too easy. When they
have exhausted their list, ask them to review quickly what they have put
down and see if there is anything else that is missing.
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Now ask them to look at the list under ‘Liked’ and see if they spot any
common themes. Were there any particular jobs that they really liked? Make
a note of the common themes on a flip chart if available, or if not, on
a separate piece of paper. Carry out a similar exercise for the things that they
did not like and would not want in a future job.

For each of the factors that were identified as ‘Liked’, ask them to rate
them on a scale of 1 to 5 where 1 is unimportant and 5 is important. Carry
out the same exercise for the list under ‘Disliked’.

Ask them to brainstorm the types of jobs that would have all the liked
factors and few if any of the disliked.

Enter the jobs into Table 10.5 and, using the liked and disliked factors
already identified, carry out a further assessment using “What I need/want’
in order to satisfy these likes and dislikes. It is better to state these in the
positive; so if a dislike is “Working in an open-plan office’, this would
translate into a need: ‘A small closed-office environment’ or ‘Having my
own office’.

Next rate these on a scale of 1 to 10.

Where clients already have a job in mind, you can carry on to the next
step, which is rating the new job against the want/need criteria.

Hints and tips

This might seem a complex process but it is really easy once you get going.
The key is to identify all the likes and dislikes and be really specific about
what they are. Understanding how important they are to your clients
gives the clients a priority list they can use to translate into needs and
wants.

The final step can be used for new jobs and ideal jobs — so clients can
think about what the ideal job would offer. It also helps target research
on an ideal job. For example, a client’s ideal job might be as a solicitor
but when the client researches this further the client finds that it doesn’t
meet many of his or her job needs and wants.

Time required

Allow at least 60 minutes to work through both parts of this tool. You
might also wish to do a follow-up session when clients have carried out
research on their ideal job or new job offer. You should allow another
20-30 minutes to talk about this at the next session as well.
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TABLE 10.4 Ideal work designer: part one

Think about each job you have held in the past and your current job. Describe in as
much detail as possible the things you liked and the things you didn't like about
each job. At this stage write everything down — allow your mind to think freely in
ordertoremember all the things that were exciting, rewarding, boring, dissatisfying,
irritating: anything about each job that you liked or didn’t like. The more detail, the
better, to create a picture and recapture the experience.

Job Liked Disliked
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TABLE 10.5 |deal work designer: part two

Review your list of likes and dislikes. Pick out common themes. Were there any
particular types of jobs that you really liked? If so, write down what they were.
Look at the things that made each job likeable. What do these factors tell you
about what you need and/or want in a new job? Rate each factor on a scale of
1 to b, where 5 is important and 1 is unimportant.

If there is a new job that you are thinking of applying for or have applied for,
write down what it offers. Again, rank these factors using 1 to 5, where b5 is
important and 1 is unimportant.

You have now designed your own criteria for assessing career opportunities
and targeting your job-search activities.

Job What | Rating What the Rating

need/want new job offers
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Managing my career

What is it?

Research shows that all truly successful people have at some point in their
lives produced a written plan of where they want to be and how they think
they will get there. And the most successful achievers will tell you that they
constantly review these plans to ensure that they are on track, and modify
them as appropriate. It is particularly important to write long-term plans
to ensure that a career stays on track — if people do not have one eye
on the bigger goal, it will be easy for them to become sidetracked and miss
opportunities. The saying we quoted earlier — ‘If you don’t know where
you’re going, you’ll end up somewhere else’ — applies to many people who
have inadvertently found themselves in the wrong role and for some reason
feel unable to break free and fulfil their real potential.

What would happen to the great organizations if they didn’t spend time
creating visions and the strategies to ensure that they achieve them? If
people can think about themselves as their own organization — ‘Me PLC’ -
they will find it easier to understand the importance of having a long-term
plan and of spending time working on how they will achieve it. The other
important thing that most successful people have in common is a great net-
work and the ability to extend it; and networks don’t happen by accident.
It takes thought and planning to create a network that will support someone
to achieve a career goal — yet some people are actually not comfortable
networking.

What is it for?

This tool (see Table 10.6) provides a structured process for clients to work
through, to give considered thought to their career and to put together
an action and networking plan. This can be reviewed regularly and modified
to ensure that they have extreme clarity on where they want to be and how
they are going to get there.

When do I use it?

This tool is particularly useful when clients have reached a crossroads
in their career or do not seem to have clarity on where they want to be in
the future.
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What is the process?

Ask clients to decide what period they wish to consider in their planning,
eg three or five years. Ask them to project forward and think about where
they will be at that time. What sort of role will they be in? Ask them to
be as specific as possible. What sort of company will they be working in?
What level will they be at? Will they be managing a team or a project?
What will they be earning? What sort of environment will they be in? How
will they have developed personally? What will a typical day look like?

Once they have a good view of what success would look like, ask them
to think about what skills and competencies they will need for that role.
Ask them to compare these with the ones they possess now, and enter this
information on the form. Ask them to think about which of their current
skills are transferable and which they are going to need to develop. Then
ask them to complete the networking sheet by thinking about the range of
people who might be able to help them.

Work with them to complete the action plan by breaking it down into
milestones.

Hints and tips

Clients may not be able to identify exactly what sort of role they would like
at this point, but by looking at their transferable skills they should at least
have a plan for investigating certain paths.

Time required

45 minutes.
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THE VISION —WHAT DO | WANT TO ACHIEVE BY ... (TIME)?

a typical day look like?

What role will I be in? What sort of company will | be working in? Will | be
managing a team or a project? What will the environment be like? What would

WHAT SKILLS AND COMPETENCIES WILL | NEED THEN?

WHAT TRANSFERABLE SKILLS DO | HAVE CURRENTLY?

WHAT SKILLS AND KNOWLEDGE WILL I NEEDTO ACQUIRE?

the future?

Networking: what does my network currently look like and need to look like for

PEOPLE WHO WILL
SING MY PRAISES

PEOPLE WHO WILL
GIVE ME HONEST
FEEDBACK ON MY
PERFORMANCE

PEOPLE WHO WILL
CHALLENGE METO
DEVELOP

PEOPLE WHO WILL
GIVE ME POSITIVE
EMOTIONAL SUPPORT

PEOPLE WHO WILL
HELP ME UNDERSTAND
THE ORGANIZATION

A MENTOR WHO WILL
HELP METALK
THROUGH PERSONAL
AND CAREER DECISIONS
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TABLE 10.6 continued

PEOPLE WHO HAVE PEOPLE WHO CAN PEOPLE WHO WILL

POWER TO MAKE HELP METO INCREASE | HELP METO STRETCH

THINGS HAPPEN MY VISIBILITY MY SKILLS AND

KNOWLEDGE

POSITIVE ROLE PEOPLE WHO WILL PEOPLE WHO ARE

MODELS SPEAK HIGHLY OF ME WELL CONNECTED
AND MY WORK AND CAN INTRODUCE

METO OTHERS

What actions do | need to take to develop my transferable skills/knowledge, to
develop my network and position myself for the next part of the journey?

ACTION

BY WHEN

WHO WILL SUPPORT?
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