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WE WILL COVER THESE 3 TOPICS
IN THE INTRODUCTION TO COACHING 
The difference between coaching and mentoring
How coaching can help people succeed
The CLEAR coaching model

Click next to continue with this section 
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INTRODUCTION 
TO COACHING
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WHAT IS COACHING?

Introduction to coaching

Congrats on deciding to learn more about 
Coaching and Mentoring. Woolworths is on  
a transformative journey of changing the 
organisational culture and climate. 

To enable this change, it is vital that Managers 
play the role of mentor and coach. You need 
to effectively coach team members in a skilled 
way to ensure transfer of the key outcomes and 
embed the strategy into the culture and values 
of Woolworths.
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WHAT IS MENTORING?
A mentor’s role is that of trusted guide in the workplace. A 
mentor is usually a senior colleague who can provide the 
mentee with professional advice, be a sounding board and 
help the employee with career advancement.

WHAT IS COACHING?
Coaching is a partnership that involves giving both support 
and appropriate challenge to employees, without giving 
advice. It aims to unlock employees' potential, impact 
performance, increase competence and deepen learning.?

?
?

?
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DIFFERENCES BETWEEN 
COACHING AND MENTORING

The terms coaching and mentoring are often  
used interchangeably, but there some significant 
differences. Let’s review how coaching and mentoring 
is defined in Woolworths.

Coaching is a competence that can raise levels  
of engagement, resulting in improved business 
performance.
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The knowledge, skills, ability and 
talent to achieve your goals

The attitude, confidence, focus and 
drive to reach your goals

The people, tools and time to reach 
your goals
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HOW COACHING CAN
HELP PEOPLE SUCCEED
Coaching is generally more concerned with the 
practical issues of setting goals and achieving results 
within specific time-scales.  Coaching is about 
improving the performance of an already reasonably 
competent performer. There are 3 critical factors for 
people to succeed in their work. Refer to the graphic 
shown on this page.

A coach can help with these elements!

In Woolworths, we coach to build high performance 
and improve poor performance, develop competence, 
support people in transitions, encourage career growth 
and to help resolve a problem, challenge or crisis. 

1
APTITUDE

2
MOTIVATION

3
RESOURCES

CoaChing supports these 3 CritiCal faCtors to help people suCCeed in their work...

ARTICLE: Read this Harvard Business Review 
article for more coaching tips for managers.

"You can’t be a Great Manager unless you are a Good Coach"

CLICK ON THE VIDEO BUTTON TO WATCH THIS VIDEO
VIDEO: THE ROLE OF THE LEADER (AND COACH) TO CREATE SAFETY.
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CLARIFYING&REVIEW ACTIONING

EXPLORINGLISTENING&RESPONDING

Clarifying helps set a solid foundation for the 
coaching, sets up clear outcomes, and ensures 
ethical and transparent communication 

Review creates clarity and accountability

Creates trust and safety and contributes to 
effective communication

Ensures effective communication and facilitates 
own solutions

Facilitates learning and achieving results

HOVER YOUR CURSOR OVER THE 
ICON TO KNOW MORE

HOVER YOUR CURSOR OVER THE 
ICON TO KNOW MORE

HOVER YOUR CURSOR OVER THE 
ICON TO KNOW MORE

HOVER YOUR CURSOR OVER THE 
ICON TO KNOW MORE

THE CLEAR COACHING MODEL IS A PRACTICAL TOOL YOU CAN USE TO COACH SUCCESSFULLY

CLEARCOACHINGMODEL

Hover your cursor over 
the icons to view more 

information
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COACHINGTIPS 
ANDTOOLS

3 ESSENTIAL COACHING  SKILLS ARE
NECESSARY TO MAKE THE CLEAR 
APPROACH EFFECTIVE. 
The ability to ask effective and powerful questions, to listen 
carefully to what people are saying and to give focused attention.  

Click next to continue with this section 
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Clarifying Questions ...

Focuse attention, increase awareness and 
encourage the coachee to take responsibility. 

Listening Questions ...

Help the coach to follow the train of thought, the 
interest, the enthusiasm or the emotional reactions 
of the coachee, and adapt the coaching 
accordingly.  

Exploring Questions ...

Create curiosity about the situation and invokes 
new possibilities. These questions are open-ended 
(don’t have a yes or no answer) and stimulates 
dialogue.

Actioning Questions ...

Challenge the assumptions that limit new ideas 
and problem-solving. Assumptions drive our 
thinking, feeling and behaviours and can be very 
limiting.  

1. What do you want to 
achieve?

2. How will you feel 
when you achieve 
that?

3. What will you have 
once you achieve your 
goal?

4. What will you have 
to give up in order to 
achieve your goal?

5. What is stopping you, 
right now, from …..?

6. And … ?

7. Describe what this 
experience is like for 
you…?

8. What am I not asking 
you that you really 
want me to ask?

9. If I was in your shoes 
and asked for advice, 
what would be the first 
thing you’d tell me?

10. What is happening 
for you right now, as 
we talk about this 
topic?

11. What part of what 
you’ve just said could 
be an assumption?

12. What could 
be a new, freeing 
assumption that you 
could have about this 
situation?

13. What would 
happen if your didn’t 
….  (make the change)

14. How would your 
ideal self solve this?

15. What would you try 
now if you knew you 
could not fail?

16. When will you start?

17. What small steps 
can you take to get 
you closer to your 
vision?

18. What will you do 
first?

19. What’s holding you 
back?

20. How much energy 
are you willing to put 
into that?

CLARIFYING 
QUESTIONS

LISTENING
QUESTIONS

EXPLORING 
QUESTIONS

ACTIONING 
QUESTIONS

? ? ? ?

ASKING POWERFUL QUESTIONS

Questions clarify our thinking. There are four types of questions we should focus on when coaching.
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EXAMPLES OF CLOSED QUESTIONS:
• “As I understand it, is that the problem, am I right?”
• “Do you feel that you were treated unfairly?”
• “You feel unhappy about the situation?”

INSTEAD YOU COULD ASK:
• “Can you clarify for me how you see the problem?”
• “What was your experience of how you were treated?”
• “How do you feel about the situation?”

A closed-ended question is one where the answer is 
limited to very specific or yes/ no responses. 

They can be used to summarise and check 
information, and to move the conversation along, 
however they discourage dialogue and a two-way 
communication flow.

Coaching conversations don’t have to be done in a 
formal setting. Watch this clip to see an informal yet 
powerful conversation that inspires new possibility and 
motivates action.

CLOSED ENDED 
QUESTIONS

Powerful coaching conversation from “How  
to Train your Dragon” 

CLICK ON THE PLAY BUTTON TO WATCH THIS VIDEO
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RESPECTFUL LISTENING:
1. Don’t interrupt, or use the time they are speaking to formulate your reply. 

2. Keep an open mind, suspend judgement.

3. Reflect key ideas and themes back through paraphrasing and summary.

ATTENTIVE LISTENING:
1. Body language and facial expression relaxed and open.
2. Listen for what is not being said.
3. Check your own understanding, don’t make assumptions.

The quality of your attention 
determines the quality of 
other people’s thinking 

Nancy Kline

ATTENTIVE LISTENING
HOW TO BE A GREAT LISTENER

As a coach, you may feel you are not doing enough by simply 
listening. However, it is a great privilege to be listened to with 
such attention, it evokes our best thinking and in this space 
people can problem-solve. In doing the thinking and problem-
solving themselves, instead of being told what to do, people 
can take ownership of the insight.

“

This level of attention frees the thinker up to truly think for 
themselves, as they know they won’t be interrupted. 

Listening is a skill we need to master as a coach.

“
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GOAL-SETTING

Setting goals is an important part of the  
Action part of the CLEAR coaching model. At 
Woolworths we use Insights Discovery G-WAVE 
model to set goals.

Helping people set goals is a great way for them 
to see their own dreams and action plans come 
to life. The action of writing down our goals 
allows us to realise them. 

Why 
Do you want to work on the aspect?

Actions
What are you actually going to 

implement or do in order to get the 
desired result?

Visualise
What will success look like?  

When will you know you are successful?

Engage Support
Who will you ask to hold you accountable? 
Who do you trust to give you feedback 
outside of the coaching relationship?

Coaching always assumes a Growth Mindset, that no 
one is fixed in their ability or competence and that we 
can learn and grow. Angela Lee Duckworth speaks 
about the power of passion and perseverance in this 

Ted Talk about “Grit”. 

Goal-setting and Growth 
Mindset

© The Insights Group Ltd, [2017].  All rights reserved
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THE BENEFITS/ 
CONSEQUENCES MATRIX

Often, we envision people who want to be coached 
will offer no resistance to new ideas or to change. 
However sometimes people really want to change, 
but there is some internal resistance, as every change 
requires that something else needs to be given up. 

One technique that can be used when you want to 
challenge your coachee to do the best they can do, or 
to change a behaviour, is to draw out a four quadrant 
matrix like this.

“Dear Future Me”.  In this Ted Talk Hal Hershfield 
describes some mind-opening research in the connection 
between long-term goals and how you see your future self. 
Coaching can help close the gap between current and 

future reality. 

WATCH THIS VIDEO

NEGATIVE CONSEQUENCES OF 
NOT CHANGING

BENEFITS OF NOT CHANGING

NEGATIVE CONSEQUENCES OF 
CHANGING

BENEFITS OF CHANGING

This matrix should be filled in by the person who is being asked to make the changes. 
This gives them control over the decisions they make and see the situation from a 
different perspective. It also helps to clarify why they want to change, and what will 
happen if they don’t. 

This matrix allows you to focus on what we need to change or develop.
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EFFECTIVE COMMUNICATION 
FOR COACHES AND MANAGERS

THERE ARE 3 WAYS YOU CAN 
COMMUNICATE EFFECTIVELY 
You can do this by communicating and connecting, giving feedback 
correctly and making learning stick.

Interpersonal communication skills are the pathway by which all 
interactions between you and other people are made clear. In a busy work 
environment, we can easily shift from two-way, meaningful communication, 
to one-way order giving and receiving. One-way conversations, giving 
orders or directing are not part of coaching. 

Click next to continue with this section 
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Using the Simply Connect and 
D4 Model we can improve 
relationships at work.
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Step 4 
Use Cool Blue Energy to discuss the issues 
logically and rationally – reach agreement.

Step 2 
Use Earth Green Energy to understand the other 
person – to listen first.

Step 1 
Use Sunshine Yellow Energy to engage 

empathically and build rapport.

Step 3
Use Fiery Red Energy to be understood by 

the other person – communicate your point of 
view clearly and directly.

If your employees feel like you aren’t 
approachable, and they can’t talk 
to you, none of the other skills are 
going to matter much. Connection 
happens when we listen, have been 
heard ourselves and agree to a  
“win-win” outcome together. Be 
aware of the words you use, tone of 
voice, facial expressions and your 
body language as these either help 
or hinder how you connect with 
others. 

The Insights Discovery “Simply 
Connect” model can be used in any 
communication scenario, not just 
coaching. It encourages connecting 
with each of the four colour energies 
to create and build connection and 
rapport, which help in reaching 
agreement.

INSIGHTS DISCOVERY 
SIMPLY CONNECT MODEL

© The Insights Group Ltd, [2017].  All rights reserved
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1. Be specific: Say what you saw. Avoid vague and general statements. Stick to 
the information.

2. Give feedback immediately -  don’t wait for them to do it again.

1. Earned: Avoid feedback that is not deserved, just to make someone feel 
good.

2. Be positive: Find what is right in what they are doing, then elaborate on 
what needs to change.

3. Recognise success: Acknowledging successes no matter how small provides 
reinforcement and encouragement.

1. Avoid conflict-provoking behaviours, such as criticism, blame, comments 
about past actions and guilt-inducing attempts.

1. Be specific about further learning/changed actions required.

2. Gain commitment and accountability for next steps.

DATA

STEP 1 | DATA STEP 4 | DO

STEP 3 | DRAMATIC 

INTERPRETATION

STEP 2 | DEPTH OF 

FEELING

DEPTH OF FEELING

DRAMATIC INTERPRETATION

DO

D
1

D
2

D
3

D
4

What are the facts?
What actually happened? 
Be factual

What do you suggest they do?
What did you actually do? 

Focus on actions taken and actions 
required

Share your inner talk and ask 
interpretive questions

How do you feel? Focus on bodily 
sensations and emotions

GIVING EFFECTIVE FEEDBACK
Once the needs and goals have been identified, plan your coaching process making use of the CLEAR model and 
utilising the D4 feedback model. This model can be used effectively in any situation requiring feedback and is an 
essential skill for all managers to master.  Feedback is essential for anyone’s development. In giving feedback, be 
honest, but sensitive and constructive, and always try to point to improvements

© The Insights Group Ltd, [2017].  All rights reserved
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AS ADULTS, WE LEARN TO DO BY DOING 
Get your coachee to determine an action they are willing to commit to, in order to put the skills and insights into 
practice. If they don’t complete the task by the next time you see them, don’t reprimand, but be curious.

WE GET OUR IMPRESSIONS THROUGH OUR SENSES
Combine verbal explanations with written instructions, illustrations, or an object they can taste, touch or smell. 

WE LEARN WHEN WE ARE READY TO LEARN
It is impossible to coach someone who is not ready and willing to learn, grow and change. If you encounter resistance, 
help the person understand how this learning can help them in their job, career or personal life.

WE LEARN ONE THING AT A TIME
So, less is more. Resist the urge to layer the coaching session with too many learning points, activities or take on too 
many goals at once. Rather tackle one objective per coaching session and allow the coachee to explore that fully.

WE LEARN MORE RAPIDLY WHEN RESULTS ARE SATISFYING TO US
Praise your coachee when they do well at even a small thing. Never ridicule or undermine them. What might be easy 
for you can be a major hurdle for someone else and vice versa. 

WE LINK NEW LEARNING TO WHAT WE ALREADY KNOW
Try to make connections between what they are presently doing or saying that is working for them, and how they 
can use these skills and strengths in other more challenging areas. 

WE NEED TO UNDERSTAND WHAT WE LEARN
Learning needs to be relevant to stick. This is why it is very important to involve the coachee in setting the agenda 
based on needs.  

As a coach you need to take into account that 

everyone learns in their own way. You need to 

be able to identify people’s learning styles and 

align your coaching to match their needs. These 

are some key principles to use to ensure the 

learnings stick.

MAKING LEARNING STICK
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To assist you in identifying your needs in 
relation to Coaching and Mentoring, there is 
a short self-assessment for you to complete.

Click on the link below to test your 
knowledge and understanding of what you 
have read in this guide.

SELF-CHECK ASSESSMENT Infographics used in this document can be viewed here:
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CLARIFYING&REVIEW ACTIONING

EXPLORINGLISTENING&RESPONDING

Clarifying helps set a solid foundation for the 
coaching, sets up clear outcomes, and ensures 
ethical and transparent communication 

Review creates clarity and accountability

Creates trust and safety and contributes to 
effective communication

Ensures effective communication and facilitates 
own solutions

Facilitates learning and achieving results

HOVER YOUR CURSOR OVER THE 
ICON TO KNOW MORE

HOVER YOUR CURSOR OVER THE 
ICON TO KNOW MORE

HOVER YOUR CURSOR OVER THE 
ICON TO KNOW MORE

HOVER YOUR CURSOR OVER THE 
ICON TO KNOW MORE

THE CLEAR COACHING MODEL IS A PRACTICAL TOOL YOU CAN USE TO COACH SUCCESSFULLY

CLEARCOACHINGMODEL

Hover your cursor over 
the icons to view more 

information
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Clarifying Questions ...

Focuse attention, increase awareness and 
encourage the coachee to take responsibility. 

Listening Questions ...

Help the coach to follow the train of thought, 
the interest, the enthusiasm or the emotional 
reactions of the coachee, and adapt the 
coaching accordingly.  

Exploring Questions ...

Create curiosity about the situation and 
invokes new possibilities. These questions are 
open-ended (don’t have a yes or no answer) 
and stimulates dialogue.

Actioning Questions ...

Challenge the assumptions that limit new 
ideas and problem-solving. Assumptions drive 
our thinking, feeling and behaviours and can 
be very limiting.  

1. What do you want to 
achieve?

2. How will you feel 
when you achieve 
that?

3. What will you have 
once you achieve your 
goal?

4. What will you have 
to give up in order to 
achieve your goal?

5. What is stopping you, 
right now, from …..?

6. And … ?

7. Describe what this 
experience is like for 
you…?

8. What am I not asking 
you that you really 
want me to ask?

9. If I was in your shoes 
and asked for advice, 
what would be the first 
thing you’d tell me?

10. What is happening 
for you right now, as 
we talk about this 
topic?

11. What part of what 
you’ve just said could 
be an assumption?

12. What could 
be a new, freeing 
assumption that you 
could have about this 
situation?

13. What would 
happen if your didn’t 
….  (make the change)

14. How would your 
ideal self solve this?

15. What would you try 
now if you knew you 
could not fail?

16. When will you start?

17. What small steps 
can you take to get 
you closer to your 
vision?

18. What will you do 
first?

19. What’s holding you 
back?

20. How much energy 
are you willing to put 
into that?

CLARIFYING 
QUESTIONS

LISTENING
QUESTIONS

EXPLORING 
QUESTIONS

ACTIONING 
QUESTIONS

? ? ? ?

ASKING POWERFUL QUESTIONS

Questions clarify our thinking. There are four types of questions we should focus on when coaching.
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GOAL-SETTING

Setting goals is an important part of the  
Action part of the CLEAR coaching model. At 
Woolworths we use Insights Discovery G-WAVE 
model to set goals.

Helping people set goals is a great way for them 
to see their own dreams and action plans come 
to life. The action of writing down our goals 
allows us to realise them. 

Why 
Do you want to work on the aspect?

Actions
What are you actually going to 

implement or do in order to get the 
desired result?

Visualise
What will success look like?  

When will you know you are successful?

Engage Support
Who will you ask to hold you accountable? 
Who do you trust to give you feedback 
outside of the coaching relationship?

Coaching always assumes a Growth Mindset, that no 
one is fixed in their ability or competence and that we 
can learn and grow. Angela Lee Duckworth speaks 
about the power of passion and perseverance in this 

Ted Talk about “Grit”. 

Goal-setting and Growth 
Mindset

© The Insights Group Ltd, [2017].  All rights reserved
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COACHING SELF-ASSESSMENT


Take this self-assessment before you begin your coaching journey, and at intervals along the 
way to assess how you are doing, and identify areas for development and focus. 


If you have never coached before, think about how you interact with colleagues and di-
rect-reports as you fill in the questionnaire.


IT IS CATEGORISED INTO THE 5 COMPONENTS OF THE COACHING MODEL CLEAR







Take this self-assessment before you begin your coaching journey, and at intervals along the 
way to assess how you are doing, and identify areas for development and focus. 


If you have never coached before, think about how you interact with colleagues and di-
rect-reports as you fill in the questionnaire.


Clarifying helps set a solid foundation for the coaching, sets up clear outcomes, and ensures 
ethical and transparent communication.


FILLING IN THE ASSESSMENT


Clarifying Skills


QUESTION SCORE
1. I am good at helping coachees set clear outcomes for the 


coaching journey and in each session.
2. I have the ability to help coachees make sense of previous 


learning experiences and to critically reflect on assumptions 
and interpretations. 


3. I try to identify the real problem rather than fix symptoms


4. I know how to get coachees to enquire more deeply into their 
own experience – creating greater understanding and aware-
ness.  


5. I do not bring my own agenda into the conversation and al-
ways stay focused on the coachee’s agenda.


TOTAL







Great listening builds trust and safety and contributes to effective communication.


Great listening builds trust and safety and contributes to effective communication.


Listening & Responding


Exploring Skills


QUESTION SCORE
1. I am able to listen empathically to my coachees, with an abili-


ty to give ‘free attention’, without interrupting.
2. I can ask ‘grounding’ questions that help my coachees focus 


on the current reality.
3. I focus 100% on the coachee’s needs and let them know they 


are heard in a way that works for them.
4. I am skilled at creating a safe environment where feelings can 


be explored, and I am comfortable working with a coachee’s 
emotions


5. I am approachable and people feel comfortable talking to 
me.


TOTAL


QUESTION SCORE
1. I encourage my coachees to acknowledge their successes 


and themselves.
2. I can help my coachees move between the ‘big picture’ of 


their future vision and the current reality.  
3. I galvanise my coachee into seizing learning opportunities that 


support their vision.  
4. I ask big picture questions that encourage the coachee to 


explore possibilities.
5. I encourage and champion my coachees, and believe in their 


potential. 
TOTAL







Action is necessary to transform conversation into learning and results.


Action is necessary to transform conversation into learning and results.


Actioning


Reviewing


QUESTION SCORE
1. I am able to encourage my coachee to plan and set goals.
2. I reinforce goals and learning by following up on agreed to 


actions. 
3. I ensure my coachees creates action plans that address their 


real needs – both performance needs and learning needs.
4. I have the ability to ‘tell the truth’ to the coachee objectively 


with an intent to be supportive.  
5. I am good at providing the right level of challenge to shift the 


coachee out of their comfort zone, and confront excuses. 
TOTAL


QUESTION SCORE
1. I can be a catalyst for new coachee thinking, based on reflec-


tion of their past experiences
2. I am able to give clear feedback on the current reality when I 


sense the coachee is ‘out of touch’.
3. I help my coachees see where they have learned and grown, 


and review successes and learning areas clearly.
4. I help my coachees to acknowledge small improvements be-


tween coaching sessions as well as major shifts
5. I am good at picking up the threads beneath the details, and 


reframing and reflecting these back for the coachee.  
TOTAL







20 – 25 You are amazing! You are a super star in this aspect of coaching!
16 - 20 Doing well! This is a strong area for you.
11 - 15 Pushing ahead! Some work is needed here.
5 – 10 Some way to go still! This is an area for you to focus on building compe-


tency in. 


Total up your scores in each area. Identify where you are strong, and where you need to focus 
to be a well-rounded coach, competent in all aspects of the CLEAR model. 


Scores per section of:


SCORING








COACHING


You Can’t Be a Great Manager If
You’re Not a Good Coach
by Monique Valcour


JULY 17, 2014


If you have room in your head for only one nugget of leadership wisdom, make it this one: the


most powerfully motivating condition people experience at work is making progress at


something that is personally meaningful. If your job involves leading others, the implications are


clear: the most important thing you can do each day is to help your team members experience


progress at meaningful work.


To do so, you must understand what drives each person, help build connections between each


person’s work and the organization’s mission and strategic objectives, provide timely feedback,


and help each person learn and grow on an ongoing basis. Regular communication around


development — having coaching conversations — is essential. In fact, according to recent research,


the single most important managerial competency that separates highly effective managers from


average ones is coaching.


Strangely, at most companies, coaching isn’t part of what managers are formally expected to do.


Even though research makes it clear that employees and job candidates alike value learning and


career development above most other aspects of a job, many managers don’t see it as an


important part of their role. Managers think they don’t have the time to have these conversations,


and many lack the skill. Yet 70% of employee learning and development happens on the job, not


through formal training programs. So if line managers aren’t supportive and actively involved,


employee growth is stunted. So is engagement and retention.


Can you teach old-school, results-focused line managers to coach their employees? Absolutely.


And the training boosts performance in both directions. It’s a powerful experience to create a


resonant connection with another person and help them to achieve something they care about



https://hbr.org/topic/coaching

https://hbr.org/search?term=monique+valcour

https://hbr.org/2007/05/inner-work-life-understanding-the-subtext-of-business-performance/ar/1

https://hbr.org/2013/12/how-google-sold-its-engineers-on-management/ar/1
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and to become more of who they want to be. If there’s anything an effective, resonant coaching


conversation produces, it’s positive energy. Hundreds of executive students have reported to me


that helping others learn and grow is among the most rewarding experiences they’ve had as


managers.


Starting today, you can be significantly more effective as a manager — and enjoy your job more


— by engaging in regular coaching conversations with your team members. As you resolve to


support their ongoing learning and development, here are five key tips to get you started.


Listen deeply. Consider what it feels like when you’re trying to convey something important to a


person who has many things on his mind. Contrast that familiar experience with the more


luxurious and deeply validating one of communicating with someone who is completely focused


on you and actively listening to what you have to say with an open mind and an open heart. You


can open a coaching conversation with a question such as “How would you like to grow this


month?” Your choice of words is less important than your intention to clear your mind, listen


with your full attention, and create a high-quality connection that invites your team member to


open up and to think creatively.


Ask, don’t tell. As a manager, you have a high level of expertise that you’re used to sharing, often


in a directive manner. This is fine when you’re clarifying action steps for a project you’re leading


or when people come to you asking for advice. But in a coaching conversation, it’s essential to


restrain your impulse to provide the answers. Your path is not your employee’s path. Open-ended


questions, not answers, are the tools of coaching. You succeed as a coach by helping your team


members articulate their goals and challenges and find their own answers. This is how people


clarify their priorities and devise strategies that resonate with what they care about most and that


they will be committed to putting into action.


Create and sustain a developmental alliance. While your role as a coach is not to provide


answers, supporting your team members’ developmental goals and strategies is essential. Let’s


say that your employee mentions she’d like to develop a deeper understanding of how your end


users experience the services your firm provides. In order to do so, she suggests accompanying


an implementation team on a site visit next week, interviewing end users, and using the


interviews to write an article on end user experience for publication on your firm’s intranet-based


blog. You agree that this would be valuable for both the employee and the firm. Now, make sure


that you give your employee the authorization, space and resources necessary to carry out her







developmental plan. In addition to supporting her, you can also highlight her article as an


example of employee-directed learning and development. Follow-up is critical to build trust and


to make your coaching more effective. The more you follow through on supporting your


employees’ developmental plans, the more productive your coaching becomes, the greater your


employees’ trust in you, and the more engaged you all become. It’s a virtuous cycle.


Focus on moving forward positively. Oftentimes in a coaching conversation, the person you’re


coaching will get caught up in detailing their frustrations. “I’d love to spend more time building


my network, but I have no bandwidth. I’m at full capacity just trying to stay on task with my


deliverables. I’d really love to get out to some industry seminars, but I can’t let myself think


about it until I can get ahead of these deadlines.” While it can provide temporary relief to vent, it


doesn’t generate solutions. Take a moment to acknowledge your employee’s frustrations, but


then encourage her to think about how to move past them. You might ask, “Which of the


activities you mention offer the greatest potential for building your knowledge and adding value


to the company?” “Could you schedule two hours of time for developmental activities each week


as a recurring appointment?” “Are there skills or relationships that would increase your ability to


meet your primary deliverables?” “How could we work more efficiently within the team to free


up and protect time for development?”


Build accountability. In addition to making sure you follow through on any commitments you


make to employees in coaching conversations, it’s also useful to build accountability for the


employee’s side of formulating and implementing developmental plans. Accountability increases


the positive impact of coaching conversations and solidifies their rightful place as keys to


organizational effectiveness. If your employee plans to research training programs that will fit his


developmental goals, give these plans more weight by asking him to identify appropriate


programs along with their costs and the amount of time he’ll need away from work, and to


deliver this information to you by a certain deadline. (And then, of course, you will need to act on


the information in a timely manner.)


What will coaching your employees do for you? It will build stronger bonds between you and your


team members, support them in taking ownership over their own learning, and help them


develop the skills they need to perform and their peak. And it also feels good. At a coaching


workshop I led last month in Shanghai, an executive said the coaching exercise he’d just


participated in “felt like a bungee jump.” As the workshop leader, I was delighted to observe that







this man, who had arrived looking reserved and a bit tired, couldn’t stop smiling for the rest of


the evening. He was far from the only participant who was visibly energized by the coaching


experience.


So go ahead and take the interpersonal jump. You will love the thrill of coaching conversations


that catalyze your employees’ growth.


Monique Valcour is an executive coach, keynote speaker, and management professor. She helps clients create


and sustain fulfilling and high-performance jobs, careers, workplaces, and lives. Follow her on Twitter


@moniquevalcour.
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