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Coaching
U N IT-3 & Mentoring

Learning Outcomes

By the end of this unit the learner will be able to:

v Understand how coaching can be used to develop their team

v Develop the coaching and mentoring skills that help improve individual
performance.
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Unit 3

Introduction to Coaching and Mentoring

Coaching and Mentoring

The terms coaching and mentoring are often used interchangeably. They seem synonymous, and while
there are similarities and some overlap, there are also significant differences we want to bring to your
attention.

A mentor is someone who shares their wisdom and can facilitate action that has a positive effect on our
careers and lives. In Greek mythology, Mentor was the trusted advisor to Odysseus. Our use of the term
mentor dates back to 1699 when French writer Francois Fénelon wrote Les Aventures de Telemaque,
(Telemaque was Odysseus’ brother), and the main character in the story is Mentor. This book gave us the
modern use of the term mentor: counselor or teacher; trusted friend; one with wisdom and experience to
share.

Mentorship programs in workplaces and universities are based on the idea of matching new employees
with more experienced staff, who will advise and provide insight. In the workplace, mentors can advise,
help with career advancement, provide professional development advice, and build networks.

The student of a mentor is often referred to as a mentee. However, the accurate term is actually
protégé, and if you take it a step further to the Greek myths, would be called Telemachus.

Mentorships often evolve from a previous relationship (such as professors or previous bosses) and can
also be formed with a current boss. Mentoring is usually done informally and is unpaid. There is not always
a set agenda, and contact ranges from very frequent to on an as-needed basis.

Matching Mentors

First, read the left-hand column, which is a list of mentors to some very famous individuals. Then, write
the name of that person’s protégé (from the list below) in the right-hand column.

Alexander the Great

Sir Richard Branson

Sir Anthony Hopkins
Wolfgang Amadeus Mozart
Helen Keller

James Cameron
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Mentor Protégé

Freddie Laker

Aristotle

Roger Corman

Sir Lawrence Olivier

Johann C. Bach

Anne Sullivan

Defining Coaching
What Coaching Is

Distinct from mentoring, coaching is a conversation that helps people develop their skills, achieve success,
and reach their goals. Coaching is a way of expressing the truth, confronting tough issues, and is centered
around language that inspires. It is usually one on one, although there is team coaching going on now too.

Since work-related goals are often set by someone else to ensure the company’s success, one of the
coach’s roles is to help the employee link their own motivation to corporate goals.

What Coaching Is Not

Although a coach can help someone perform better, coaching is not a performance management tool. Be
careful of people who ask for coaching for what are really disciplinary problems rather than coaching
issues. Disciplinary matters such as tardiness, attendance issues, insubordination, breach of contract, or
inappropriate conduct are not part of the coaching conversation, and should be managed within their
own, separate, context.
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The Coaching Formula
Know ledge

Skills
Ability
Talent

e Attitude
Motivation « Confidence
* Focus
* Drive
= Support
= Equipment
== Time

The Three Factors

In order to be successful, there are three things that we need to consider:

Aptitude: The knowledge, skills, ability, and talent to reach your objectives.
Motivation: The attitude, confidence, focus, and drive to reach yourobjectives.
Resources: Having the support (people and things), tools, and time to reach your objectives.

With these three factors addressed, people have the ability to be successful. A coach can help with all of
these elements and to reach success at any level. The coach can also help to shift from small successes to
moderate ones, and onward to high levels of success.

Coaching Skills

Coaching has evolved to become an expected competency for supervisors, and as it has evolved, so has
the way that we coach. Effective managers at all levels recognize the need to develop the employees they
supervise. By helping others expand their capabilities and improve their performance, managers and
supervisors have more time to work on the things that will improve their own performance.

Managers and supervisors who are most effective at developing employees have incorporated the skill of
coaching into their management style.
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Coaching should not be confused with career counseling or performance reviews. Although coaching is
related to both of these activities, it differs in that it is the day-to-day, hands-on process of helping
employees recognize opportunities to improve their performance and their capabilities.

This skill requires you to have skills that allow you to analyze ways to improve performance, plan mutually
acceptable actions, create a supportive and helpful climate, and influence employees to change behavior
in positive ways.

Critical skills:

Interpersonal communication skills
Helping skills

Mentoring skills

Teaching skills

Challenging skills

Coaching Assessment Review

Coaching Assessment and Scoring
Introduction

This self-assessment will give you the opportunity to look at your current coaching levels. You do not have
to share your answers in the upcoming class, so please be very honest with your answers. Remember that
you are enrolled in a coaching and mentoring course as a way to improve your coaching skills, so don’t
worry if you do not have a particularly high score. This will be a starting point before training gets
underway.

We’'ll discuss what different scores mean during the course.
Assessment

For each item, indicate the degree to which you believe you use the skill or behavior by indicating your
appropriate number from the scale. If you believe the description is "very characteristic" of your own
behavior, write down "5." If it is "very uncharacteristic" of your behavior, write down "1." If your
assessment lies somewhere between the extremes, use 2, 3, or 4, as appropriate.

Score @ Area

1. | make contact with employees and talk to them as individuals on S -
a daily basis. S =

Ewn

. E c

2. | am approachable. Employees feel comfortable coming to me to S 2
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discuss issues.

3. I know my employees as individuals. They feel that | care about
their welfare.

4. I am a good listener. | pay attention when others are speaking to
me.
5. Conversations are two-way, with both parties exchanging views.
6. | try to identify the real problem rather than try to fix symptoms.
7. | encourage employees to find their own solutions to problems.
8. | encourage creativity or innovation. ©
=z
. . w
9. | am always open to new ways of doing things. o
‘S
10. | ask employees to take responsibility for their own problems. £
11. Employees feel safe telling me when they have made a mistake.
12. Employees are never made to feel inferior because they have
made a mistake.
13. Employees are encouraged to develop new skills or knowledge.
(%]
14. Employees feel | am patient when they are learning a new skill. =
bo
c
15. | recognize employee strengths and help them use those strengths S
whenever possible. E
16. | suggest networking opportunities to employees.
17. Employees consider me a resource on administrative matters.
18. Employees consider me a resource for suitable career options.
(7]
19. | encourage employees to apply for positions that suit their <
strengths. ‘3,
£
20. | give employees advice for managing their way in the g
organization. g
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21. | help employees confront excuses.
22. Ultimately | hold employees responsible for their own
development
L
23. | give feedback on my observations without being judgmental. 7
[oT]
=
24. | help employees recognize unproductive behaviors. &
(]
25. | am future-focused rather than past-oriented. g
Score
Scoring

100-125 Points

Your coaching is capable of building real momentum for the people that you work with. Your own
continued growth will help to support and encourage growth in the people that you are working with.

60-99 Points

You probably have good relationships with the people you are working with, and at times you are creating
good momentum. Have a look at your ability to listen, ask thought-provoking questions, and provide
feedback. See where you can develop additional strengths and watch your results get reflected in your
ability to coach.

40-59 Points

This is an underdeveloped skill for you, but you have a good start. Look at the individual sections in the
assessment and see if there are specific areas you need to address. Your fastest route to success might be
in taking coaching specific training, as well as hiring coach to work with.

Below 40 Points

We suggest that you work on elements of communication, such as listening skills, asking questions,
interviewing, and any other areas that need developing. Spend several weeks on this, and then come back
to the questionnaire and repeat it. Sometimes we need to work on fundamental skills before we can
launch directly into coaching.

Test Your Knowledge

Of the areas identified above, which two or three areas are most important for you personally to
develop?




What steps are you willing to take to develop further?

What support do you need to develop these skills?

Who will you ask for help?
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When will you get started?

Critical Coaching Skills
Earlier, we mentioned that there are five critical skills for any coach.

o Interpersonal communication skills
o Helping skills

¢ Mentoring skills

e Teaching skills

o Challenging skills

Those interpersonal skills are critical. 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 very much.

Helping Skills

Use questions to obtain information, establish rapport, clarify, or stimulate thought. How they are asked can either
facilitate or hinder the process of communicating.

Mentoring Skills

Overcome resistance and distrust by concentrating on what you have in common.
Be open about your own thoughts and feelings, demonstrate competencies in the individual’s area, and always have
the person’s best interests in mind.

Teaching Skills

Encourage individuals and support them in thinking through their commitments to action.
Make your actions match your words (for example, if a person needs a coach’s support, it is important that the
coach not give the impression of being too busy).
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Challenging Skills

Speak frankly from your more objective position as a coach. Draw attention to certain issues for the benefit of the
other person.

Phrase your questions so the other person is challenged. (How do you know that? What evidence do you have for
that?)

Setting Goals with SPIRIT
Setting Achievable Goals

Helping people set goals is a great way for them to see their own action plans come to life, and to realize that they
can get what they are after. When you work with your protégé, ask them about their personal goals and dreams. If
they have not given a lot of thought to this, it’'s worth recommending that they do some learning about goal setting
and achievement to help them stay focused and realize the value from having things written down.

Identifying Your Dreams

There are many areas that we can set goals in. Some ideas:

Career (responsibilities or a specific position... or maybe even your own business)
Income

Relationships (marriage, children, family, friends)

Things to learn

Hobbies to take up

Volunteer activities or charities to support

Recreational activities

Home, vehicles, or other possessions to purchase

Places to travel to

Spiritual

Health (examples: lose 20 pounds, exercise more frequently)
Educational

Behaviors and habits to develop or change

Some specific dreams might include:
Set up a well-organized and efficient workspace.
Get promoted at work.
Learn how to do yoga and practice it daily.
Climb Mount Everest.
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Now, clearly some of these are achievable in the short term while others will take longer. Some will obviously take
more work than others. A coach is in an ideal position to help employees write their goals down in a meaningful way.

SPIRIT Goals

Each dream can be broken down into several small, achievable goals that will help people get where they want to go.
Good goals should have SPIRIT!

Specific

Be specific about what you want or don’t want to achieve. The result should be tangible and measurable. “Look
gorgeous” is pretty ambiguous; “Lose 20 pounds” is specific.

Prizes

Reward yourself at different points in the goal, particularly if it’s long-term. If your goal is to organize your work
space, for example, you might purge old files and documents and then reward yourself with a new item for your
space, like an interesting clock, a picture, or some other prize.

Individual

The goal must be something that the employee wants to do. If you want your protégé to organize their workspace
but they think it looks fine, they are not going to want to work towards the goal unless they link their own
motivation to it in a meaningful way.

Review

Review your progress periodically. Does the goal still make sense? Are you stuck? Do you need to adjust certain
parts of it?

Inspiring

Frame the goal positively. Make it fun to accomplish. You could make a poster of the end result, frame it, and post
it on the wall. “My workspace looks just the way | want it!” is far more inspiring than, “I hate this crummy
workspace.”

Time-Bound

Give yourself a deadline for achieving the goal. Even better, split the goal into small parts and give yourself a
deadline for each item.

Test Your Knowledge



Getting on Track

As a coach, you can help your protégé review their goals and stay on track. This means that each week, they need
to schedule time to work toward those goals. For some goals, time may have to be scheduled daily. Your role is to
help them get where they want to go. If things are going wrong, have a coaching conversation with them to identify
barriers, problem solve, and keep moving forward.

Use the space below to create a goal with SPIRIT.

Learning Styles

Despite having made it through the school system, there are people who struggle with learning. There are also
teachers who work outside the school system (including coaches) who have not really learned much about how
people learn. Essentially, we learn by seeing, by hearing, and by doing. We all have preferences for how we learn,
and depending on what we are learning, we may need things shared with us in different ways. When we are
working with employees, we must assume we need to use all three of these learning styles in order to make the
principles of our coaching and teaching stick.

How many of you know you must see someone’s name written down before you can remember it? That is an
indication (not a guarantee) that you learn best by seeing your new skill being done by someone else, or you need
to see directions on a map before you understand where you are going. On the other hand, if you need to actually
say somebody’s name before you remember it, or if you only understand a problem by talking it through, or
reading it out loud, you may be an aural learner, meaning you need to hear what you are trying to understand.

Still others aren’t really going to get the gist of any skill until they actually do it themselves, or incorporate some
kind of physical activity. Kinesthetic learners have to be doing something, like completing the spreadsheet, or
talking with the customer. During meetings they may be doodling or appear distracted, but they need the physical
activity in order to register what’s being said.

Think of the types of skills you have to teach. What can you do to make sure you have covered all the learning styles?



Test Your Knowledge

Consider a skill that you might teach. Then, identify activities for each learning style.

Skill Visual Activities Auditory Activities | Kinesthetic Activities

Adult Learning Principles

As adults, we learn to do by doing. Give trainees something practical to do with the information they have just
heard. For example, have them fill in their planner for the next month or clean out their briefcase.

We get our impressions through our senses, so combine verbal explanations with written instructions, illustrations,
or an object they can taste touch or smell. For example, in addition to verbal suggestions on time management,
provide written materials, or perhaps demonstrate the proper technique for filing.

We learn when we are ready to learn. If possible, coach when there is a need for a particular skill. Help the
employee understand how this learning can help them in their job, their career, or their interpersonal life. For
example, learning to use time to our advantage is an essential skill if we juggle a job and a home, or if our job is
particularly demanding. Most of us have things we would like to do if we could find the time.

We link new learning to what we already know. Try to make connections between what they are presently doing
or saying and how they should behave differently after the training. For example, you could ask them to identify
how they handle calls or e-mail now and help them work through a different way of handling these to save time.
Ask them where they feel they start to lose control over their time and work from that starting point.

We learn one thing at a time, so teachers/coaches must watch that they don’t rush through things too quickly, or
give them too much to absorb at one time. After each learning point, it is a good idea to give people a chance to
ask questions, to do an exercise to cement their understanding, or to let them practice what they have just learned.
For example, you would want to make sure that trainees completely understand how to de-clutter their office
before you move on to talk about using a planner.

We learn more rapidly when results are satisfying to us. Praise your trainees when they do well at even a small
thing. Never ridicule them. Don’t put people in positions where they might feel humiliated or threatened. For
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example, often just filling in a planner or setting up a telephone list of frequently called numbers can be a satisfying
thing.

We need to understand what we learn. It may not be enough to just ask, “Is this clear?” or, “Do you understand?”
However, if we break learning into small chunks and give them opportunities to practice, we can check back with
them to see if we have been clear. Then, they have a better chance of understanding. For example, a case study or
a skill-building exercise based on learning how to say “no” may be appropriate.

The Benefits/Consequences Matrix

One technique that can be used when you want to challenge your employee to do the best they can do, or want
them to change their behavior, is to draw out a four quadrant matrix like this:

Consequences of Not Benefits of Not Changing
Changing
Benefits of Changing Consequences of Changing

This matrix should be filled in by the person who is being asked to make the changes (such as your employee). This is a
way to give them control over the decisions they make, yet at the same time see the situation from a different
perspective.

Whether you do one of these or any other type of exercise, remember to include documentation in your file.
Coaching, like any of your leadership activities, requires a paper trail.
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Skills Involved in Coaching

Write the correct term next to each meaning.

Term Meaning

Probing until you are sure you understand a problem or issue.

Giving someone your complete attention.

Showing the other person by both verbal and non-verbal messages that
you are engaged in the conversation.

Asking open questions, reflecting, paraphrasing, summarizing, and
clarifying to gain more information.

Similar to paraphrasing, in that you echo the other person’s words, or
rephrase them in your own words, to check understanding and to elicit
more information.

Not ridiculing, humiliating, or rejecting the other person’s thoughts and
feelings.

Term Meaning

Sharing similar experiences of your own as a way to find common
ground.

Staying in the present and drawing attention to what is happening in the
conversation.

Pausing to gather up the key points of the conversation thus far.

Being specific and concrete in terms of what you mean and what you
expect. Concreteness can be enhanced by examples and illustrations.

Passing along references or other resources; a willingness to help an
employee find those products or services needed to do his/her job
better.

Agreeing and clarifying strategies and next steps.
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Taking time to go over what has already been said, agreed upon, or
decided.

Putting strategies or specific steps in place to ensure forward movement
toward a goal.

Validating an employee’s worth and skills.

Choosing words that are clear and unambiguous so the other person is
certain of what aspects of performance are a problem.

Determining boundaries and setting limits on what elements of a
problem are being addressed.

Spending more time discussing what will happen in the future rather
than going back to rehash what has already happened.

Allowing an employee’s concerns to be the topic of discussion, when
warranted, rather than pressing forward with your own concerns.

Listening, asking questions, probing, and reflecting until you have a clear
picture of background information.

Reaching mutual agreement on what has been agreed to.

Further Reading:
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Emerson, Brian, and Anne Loehr. A Manager's Guide to Coaching: Simple and Effective Ways to Get the Best
From Your Employees. AMACOM, 2008.

Kimsey-House, Karen, Henry Kimsey-House, Phillip Sandahl, and Laura Whitworth. Co-Active Coaching (3rd
Edition). Nicholas Brealey Publishing, 2011.




