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Manager and coach

Managers are well-placed to coach staff to lift their performance,
says Stewart Forsyth. He outlines how effective coaching can
build personal awareness and motivate skill development.

Imagine a different sort of golf
game with the following rules.
You tee off in the dark—you
can’t see the ball to hit, nor can
you see where it goes. When
you get the ball on the green and
begin putting, the cup moves
around. And when the game is
over, you toss to see who won!

Sound like a strange game?
Well that’s the way many busi-
nesses attempt to motivate staff
and manage performance.

Many employees do not see
the connection between their
efforts and the direction of the
business. Often they don’t even
know what are the more impor-
tant parts of their job. In other
words, they’re swinging away at
the ball, not knowing where it is,
or where they are trying to go.

Not only do many employees
not know where they’re heading,
they often get little feedback from
their manager—and when they
do, it’s usually when something
has gone wrong. Not knowing
how they are doing is like hit-
ting a golf ball that hardly ever
finds the cup.

As more and more studies
show, a key motivator for people
is developing capability and there-
fore getting ahead in their career.
But opportunity for development
often seems like a lottery—just
like deciding that it’s too hard to
total the scores after completing
the round and tossing a coin to
find the winner.

Over the last few years there
has been a revolution in busi-
ness measurement. This means
that we can now show that peo-
pleissues make a big difference to

the success of an organisation.
As mentioned above, one of
the key drivers of motivation and
performance is the opportunity
for personal development. We
know such opportunities come
about from working with other
talented people, being involved
inand learning from participative
decision-making, and from for-
mal and informal coaching with
team leaders and managers.

Seize the moment

Such coaching moments are of-
ten the
development opportunity your

most important
people get. And there are ben-
efits for managers too—their
people achieve more as they
learn from the skills and institu-
tional knowledge of the person
coaching them.

By engaging their people in
such learning opportunities,
leaders can ensure staff are get-
ting the ‘just in time’
development that will make a
difference on the current task or
project. Such opportunities can
lift both the performance and
engagement of employees.

But what are your leaders’
coaching skills like? For coach-
ing to make a difference,
managers must also be able to
share their learning.

We know that the technical
competence that may have led to
a leadership role is not the only
relevant competence. Managers
will often need help to develop
such coaching skills as question-
ing, listening, giving behavioural
feedback and summarising.

Although many have already

developed such skills intui-
tively, training can help them
identify and use the skills more
thoughtfully.

Managers may also benefit
from developing models—both
verbal and pictorial—of what
they have learned about how
the world works. Often they
have learned how to manage
complex systems without read-
ing the instruction manual—
because it usually doesn’t exist—
but they can learn to distill that
wisdom down to some pithy
aphorisms or simple diagrams
that will get their messsage across.

Optimise opportunities
What are the techniques that
managers can use to promote
the development of others? A
useful modelis provided by Max
Landsberg (The Tao of Coaching).
In both formal reviews and in-
formal sessions, he suggests, the
coach can use the GROW model
tobuild personal awareness and
motivate skill development in
the ‘coachee’. He outlines four
steps that the manager working
to lift the performance of his or
her staff can follow:

® Goal: Set the scene by ensur-
ing you are both focused on the
same goal. Get the attention of
the person being coached, but
don’t spook them—they need to
be able to take it all in which is
hard if they have switched into
panic mode.

¢ Reality: Review the informa-
tion. Stick to the facts—you may
need to do some feedback, but
try to get the coachee’s self-as-
sessment.

Stewart Forsyth is director of
FX Consultants and a member
of international coaching group
the Executive Coaching Centre
(www.eccltd.co.nz).

® Options: Work on ways to
improve, covering a wide range
of options. Best to ask employ-
ees for their ideas first, then you
can build on these.

* Wrap-up: Agree what each of
you are going to do, and how
you’ll know you have suc-
ceeded. Don’t wrap up until you
have committed to action.

Let’s look at the example of
Jane. She has a trainee salesper-
son and she grabs the chance to
discuss some client feedback
with her.

Jane: ‘Ruth, how areyou, I've
just got the satisfaction results
from XYZ. Can we talk about
that? The results are good for
friendliness and value, but be-
low standard for responsiveness.
This is an important dimension
because typically responsive-
ness is the best predictor of our
customer’s loyalty. So you can
see that I am concerned about
this.” (Goal.)

Ruth: “Right. What scores did
they give us?”

Jane: Here’s a copy for you.
You can see that the comments
are OK. It’s just that score below
7 that worries me. What do you
think?” (Reality.)

Ruth: “Yes, I agree. I'm sur-
prised, because they’ve never
said anything to me about re-
sponsiveness. But, sure, this is a
worry.”

Jane: “What do you think we
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should do?” (Options.)

Ruth: “Well why not ask
them why they gave us the
score? No? How about I go and
visit them, and say we want to
do better. Obviously we can if
they give us a 5. So, I ask them
what can we do better?”

Jane: “How do you think
they’d react?”

Ruth: “I think there’s some
rapport there, especially with
Brian. I don’t think they’d see it
as defensiveness on our part if
that’s what you mean. No, I think
they’d appreciate the opportu-
nity to give us some feedback.”

Jane: “OK you chase that up
Ruth. Anything I can do to
help?” (Wrap-up.)

An important part of this
coaching process is to check
where the other person is in
terms of their stress level. I use
a ‘moderation” stress model—a
moderate amount is a good
thing. This is based on the ‘in-
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verse-U’ model of arousal which
is illustrated at right.

If your staff are either under-
loaded or over-loaded they will
not be capable of their best per-
formance. Being in the optimum
zone is what motivates people.

If people tell you they want
more challenges, load them on.
If they complain about the sort
of things that we would often
associate with high stress (work
overload, unclear role expecta-
tions, lack of team support), you
need to work together on gen-
erating options to help.

The relationship between
stress and performance is a
tricky one. One of the ‘symp-
toms’ of stress is a drop-off in
performance so any perform-
ance coaching situation must
cover the stress issue.

And what about when the
process of coaching itself be-
comes stressful? I have come
across instances where the situ-
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The ‘inverse-U’ model of arousal

Performance

Too little

Too much

Stress

ation and the process have
moved the person (in their view)
too far along the stress curve.
What to do if your expecta-
tion of optimal stress and
performance level differs from
that of the person being coached?
The best approach is to work on
atotal rehabilitation plan. Agree
a set of goals starting at rela-
tively low levels. Help the
person to achieve by building
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on success to reach appropriate
levels of performance.
Managers are the people who
have the greatest potential coach-
ing leverage. They can raise
capability and simultaneously lift
performance. Their coaching ef-
fectiveness is a critical part of
their effectiveness as a leader.
The good news is that these skills
are very learnable and immedi-
ately rewarding. D
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