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Introduction

The following information is provided to help you navigate the information this is included in your Coaching
Effectiveness report.

1. Overall summary chart

The summary results chart provides a quick visual representation of your scores in seven competencies that
make up the Coaching Effectiveness profile. The scores to concentrate on are those above 3.5 (strong) and

below 2.75 (need further development). Please note that these competency scores are averages; individual

guestion scores can be viewed by clicking on the individual competency link.

2. Category description pages

This report contains three sections for each of the seven competencies. The first of these three sections explains
the competency, lists average scores, and then provides high and low score interpretation notes. The second
section provides a graphical representation of individual question scores. The third section provides broadly-
based improvement actions for those individuals wanting to develop their competencies.

3. 10/10 Report
The "10/10" Report page provides the raw scores for the 10 highest scoring questions and the 10 lowest scoring
guestions out of the 84. It also identifies which competency each questions is from.

4. Course and Reading suggestions
Development suggestions for the two lowest scoring competencies, including training courses and specific books
that may provide some useful additional information, are included here.

5. Development Plan

The development plan aggregates the five lowest scoring questions and puts them into a one page template.
Individuals can use this template to record the specific actions they plan to take, as a result of their feedback,
over the next twelve months. Individuals may draw upon the general guidance offered in their feedback report, or
draw upon the "coaching tips" (see next section).

6. Coaching tips

The overall output report includes detailed coaching tips for the five lowest scoring questions. These coaching
tips provide not only information about the particular questions, but provide some specific advice on what
individuals might do to improve their skills or learn new behaviors in the future.
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Norm bars shown on this chart are the progressive average scores of all individuals rating themselves on this questionnaire.
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Coaching Effectiveness Profile

EMPATHIZING ABILITY

This section on Empathizing Ability looks at the ex tent to which you create a positive climate for

coaching communication and demonstrate an understan ding of the other person's view point and

feelings. It asks the question: "How well do you bu ild a spirit of trust and sincerity so that people will feel
that you identify with them and their feelings and issues?"

12 3 4 5
AGGREGATE SELF SCORE (2.67) IIII:|| | |

Interpretation

LOW (less than 2.75)

Scales predominantly in the ones and twos ("occasionally” and "almost never") suggest that you are more "cool"
or aloof about other people's issues (and perhaps even deliberately distance yourself from them). You might not
easily appreciate when people need sincere advice or support. Even when you find yourself in a "deeper"
conversation, you might be oblivious to the depth of people's feelings or emotions about an issue. An individual
who scores low is generally not counted on as a useful "sounding board" for other people's problems or
concerns; people will seek out others who appear to be "warmer" and more accommodating. Low scorers send
mixed or confused signals, arising from differences in what they say and what they do. Others will likely prefer to
keep their relationship with you superficial, or restrict it to mainly analytical issues.

HIGH (greater than 3.5)

Scales predominantly in the fours and fives ("almost always" and "very frequently") suggest that you generally
like people and enjoy building strong and rewarding relationships through your conversations with them. You are
likely to make a sincere effort to understand other people's issues and challenges, and therefore quickly "tune in"
to their underlying feelings about a subject or issue. A high scorer in this area quickly gains a reputation as
someone to whom people can freely talk in confidence and go to for helpful and patient guidance. High scorers
are likely to be seen as balanced, non-critical, and highly reliable in terms of any commitment that they make,
and good listeners.
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Norm bars shown on this chart are the progressive average scores of all individuals rating themselves on this questionnaire.
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This section on Empathizing Ability looks at the ex tent to which you create a positive climate for

coaching communication and demonstrate an understan ding of the other person's viewpoint and

feelings. It asks the question: "How well do you bu ild a spirit of trust and sincerity so that people will feel
that you identify with them and their feelings and issues?"

Improvement actions

Low scorers need to develop their attentive listening skills and try not to judge what people say in terms of what
they themselves would do. Although it is extremely difficult to do in the short term, low scorers need to first think
more deeply about how other people might be feeling and why before they offer any comment or response.

Empathizing ability

Aim to be as positive, sincere, and open as possible in all your conversations with people that you meet.
Be sensitive to people's feelings or emotions, as well as their words.

Try to develop as much trust between yourself and the person you are coaching, by being as genuine and
honest with them as you can.

Make sure that you always meet any commitments you make.
Make sure that your deeds match your words, even if it means putting yourself out.
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LISTENING SKILLS

This section on Listening Skills looks at your abil ity to hear as well as understand other people, and to
quickly discover their full communication or overal | message. It asks the question: "How attentively d o]
you listen so as to understand other people and hel p them to successfully share what they are thinking
and feeling?"

12345
AGGREGATE SELF SCORE (3.33) =1 | |

Interpretation

LOW (less than 2.75)

Scales predominantly in the ones and twos ("occasionally” and "almost never") suggest that you do not give your
full attention to people when they express their ideas or concerns to you, and probably listen in order to reply,
rather than to understand. You might be selecting or living in an inappropriate listening climate. You tend to
interrupt people before they finish speaking, as well as let your mind wander off track. An individual who scores
low in this area is not generally sought out as a coach because people fear that what they have to say will not be
fully valued or given the attention needed for coaching guidance or advice. Low scorers tend also to be impatient
and distracted and are not likely to devote much time to careful coaching or support.

HIGH (greater than 3.5)

Scales predominantly in the fours and fives ("almost always" and "very frequently") suggest that you recognize
the value of focusing attentively and concentrating on what people are communicating when looking to provide
appropriate coaching. You tend to look for the best possible climate for people to talk, allow them to speak
without interruption, and carefully assess what they are saying.

A high scorer will quickly demonstrate interest and appreciation for what people have to say, and the patience
and temperament necessary to guide and offer ideas or concerns. These kinds of people create a quiet,
comfortable atmosphere for conversation, and deserve their reputation as reliable sources of support and
encouragement.
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Norm bars shown on this chart are the progressive average scores of all individuals rating themselves on this questionnaire.
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This section on Listening Skills looks at your abil ity to hear as well as understand other people, and to
quickly discover their full communication or overal | message. It asks the question: "How attentively d o]
you listen so as to understand other people and hel p them to successfully share what they are thinking
and feeling?"

Improvement actions

Low scorers need to become more empathetic listeners. They should take more time and pay more attention to
people when they are talking to them. They can start to do this by maintaining good eye contact, not interrupting,
paraphrasing and summarizing what they hear, and trying to discover all of what people are seeking to convey.

Listening skills

Find the right kind of climate to listen properly without distraction.

Give people that you are seeking to coach your full time, attention and concentration.

Focus on their needs and listen for as long as possible, with minimal interruption.

Play back what you hear from time-to-time, to demonstrate that you have heard properly and have not let
your mind wander.

Learn how to read body language (your own and other people's) to enhance your listening skills.
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PROBLEM SOLVING ABILITY

This section on Problem-Solving Ability assesses yo ur ability to find appropriate methods and means to
analyze people's problems or concerns and then expl ore avenues that might lead to solutions. Itaskst  he
guestion: "How well do you provide people with a co ntextual framework that helps them think about thei r
problems and possible solutions?"

AGGREGATE SELF SCORE (2.83)

Interpretation

LOW (less than 2.75)

Scales predominantly in the ones and twos ("occasionally” and "almost never") suggest that you rarely offer
creative problem-solving or problem-analysis tools, techniques, and methods when coaching individuals. You
might not be helping them "think outside the box" to find a better solution or positive way forward. An individual
who scores low in this area is probably ill-prepared to help people to look rigorously at the situations or
circumstances they face and (through careful sifting and analysis) to come up with solutions. Such people
generally lack knowledge or appropriate understanding needed to introduce useful problem-solving tools or
approaches that provide new insights or that create a different contextual framework for a problem to be dealt
with.

HIGH (greater than 3.5)

Scales predominantly in the fours and fives ("almost always" and "very frequently") suggest that you encourage
individuals to use different ways of looking at problems or issues and a range of different analytical tools. You
also encourage them to generate several possible solutions and to carefully evaluate the best one, based on the
evidence, that will provide the best possible course of future action. An individual who scores high in this area is
perceived to be appropriately knowledgeable and understanding regarding a range of problem-solving
approaches, and capable of suggesting the most appropriate of these when the circumstances are right to do so.
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Norm bars shown on this chart are the progressive average scores of all individuals rating themselves on this questionnaire.
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This section on Problem-Solving Ability assesses yo ur ability to find appropriate methods and means to
analyze people's problems or concerns and then expl ore avenues that might lead to solutions. It askst  he
guestion: "How well do you provide people with a co ntextual framework that helps them think about thei r
problems and possible solutions?"

Improvement actions

Low scorers need to research a range of problem-solving methods that can be usefully suggested when they
seek to coach others. They can also adopt a more incisive questioning approach and get people to look at their
problems in new contexts or from different angles as often as possible.

Problem solving ability

Find ways to focus people you seek to coach on facts that they might have missed.

Suggest tools and methods that might help their problem or issue analysis process.

Guide people towards challenging their assumptions, even the supposed inevitability of some of the
outcomes they foresee.

Encourage people to challenge any fixed thinking paradigms that they might have.

Help individuals to broaden their horizons when looking to solve complex issues by getting them to think
outside their most immediate or familiar experience.
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FEEDBACK GIVING SKILLS

This section on Feedback Giving Skills looks at the extent to which you offer useful and constructive
performance feedback that is accepted and acted upo  n. It asks the question: "How well do you make use
of a range of guidance counseling, coaching, and in structional methods and activities to help people
perform at their best?"

AGGREGATE SELF SCORE (3.00)

Interpretation

LOW (less than 2.75)

Scales predominantly in the ones and twos ("occasionally” and "almost never") suggest that you are less
communicative than you might be in coaching others, and use feedback in a limited and less interesting way. You
might occasionally offer inappropriate feedback or criticize performance or individuals before you have the
evidence or a better suggestion. An individual who scores low in this area fails to offer feedback frequently
enough. Individuals do not accept their counseling or instructional approach possibly because they fail to offer
feedback in a variety of creative and different ways, or do not recognize and reward good performance.

HIGH (greater than 3.5)

Scales predominantly in the fours and fives ("almost always" and "very frequently") suggest that you use positive
two-way feedback as a primary means by which to offer instruction, training support, or general coaching. You
therefore adopt open and flexible communication and listening styles that allow you to watch what people do, and
describe ways in which they might improve or be more successful.

A high scorer will be likely to offer people "positive strokes" for their successes and, at the same time, offer
insights into how they can build upon or improve their efforts still further. To do this, they will point to specific
areas that can be addressed and help individuals to identify appropriate strategies.
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Norm bars shown on this chart are the progressive average scores of all individuals rating themselves on this questionnaire.
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This section on Feedback Giving Skills looks at the extent to which you offer useful and constructive
performance feedback that is accepted and acted upo  n. It asks the question: "How well do you make use
of a range of guidance counseling, coaching, and in structional methods and activities to help people
perform at their best?"

Improvement actions

Low scorers need to watch people carefully before offering practical communication and feedback. They should
praise others for their achievements and find good ways to share opportunities and insights regarding
improvements, when identified.

Feedback giving skills

Progressively build logical, clear, and concise appraisals of people's performance.

Find suitable times and places to offer feedback genuinely, without unduly "softening" it.
Use analogies, metaphors, and examples to illustrate what you mean

Follow up to make sure your message has been understood.

Take account of people's feelings when offering feedback, and only offer it if they are ready and willing to
listen properly.
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CAPACITY TO CONFRONT AND CHALLENGE

This section focuses on your Capacity to Confront a nd Challenge. It looks at the extent to which youh  elp
people face up to their personal issues and/or prob lems in order to deal with them successfully. It as ks
the question: "How successfully do you work with pe ople to perform an honest appraisal of their

shortfalls and encourage new thinking and strategie s to overcome them?"

AGGREGATE SELF SCORE (3.42)

Interpretation

LOW (less than 2.75)

Scales predominantly in the ones and twos ("occasionally” and "almost never") suggest that you rarely challenge
people to think about issues they face in new or different ways or encourage them to reflect more deeply about
performance shortfalls. You are likely to tolerate mediocrity and thus do not help others improve or confront their
"average" performance. An individual who scores low in this area is likely to find performance coaching more
difficult because they are not willing to get people to reflect on their poor or average performance or strive to
reach higher or better goals. This type hesitates to offer full and candid feedback, and might even fear the
negative impact that criticism has on individuals when it is offered.

HIGH (greater than 3.5)

Scales predominantly in the fours and fives ("almost always" and "very frequently") suggest that you are effective
at playing "devil's advocate" in a balanced and constructive way. You help individuals understand that they can
and must do something about their difficulties and concerns, and you help create in them a healthy intolerance of
average or mediocre performance or outcomes.

A high scorer uses a variety of different ways and means to help people critically focus on their performance as a
basis for improvement. They are perceived as firm but fair in their dealings with people and solution-focused in
terms of future courses of action in coaching situations.
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Norm bars shown on this chart are the progressive average scores of all individuals rating themselves on this questionnaire.
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This section focuses on your Capacity to Confront a nd Challenge. It looks at the extent to whichyouh  elp
people face up to their personal issues and/or prob lems in order to deal with them successfully. It as ks
the question: "How successfully do you work with pe ople to perform an honest appraisal of their

shortfalls and encourage new thinking and strategie s to overcome them?"

Improvement actions

Low scorers need to become more comfortable providing direct and candid feedback to others about
performance and encouraging them to stretch to overcome poor or average performance. To do this, they should
practice asking probing questions, and challenge individuals to think deeply and creatively about new or different
approaches they can take as alternatives to the current situation.

Capacity to confront and challenge

Develop a set of useful questions that you can ask people to help them reflect upon whether their current
approach or actions represent the best they can achieve.

Use your questions to encourage people to solicit feedback on themselves from others as a healthy part of
personal growth and learning.

Challenge people to focus on their development needs honestly, and on what they plan to do to address
them.

Encourage individuals you coach to look at the deeper root causes of their challenges or issues.

Identify specific tasks or projects that can challenge and stretch people's skills, or get them thinking in new
directions.
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CAPACITY TO EMPOWER

This section on Capacity to Empower looks at the ex  tent to which you give people the freedom or the
"space" to determine how they will achieve personal goals or challenges. It asks the question: "Towha t
extent do you create a climate of trust in which pe  ople feel that they can take risks and make mistake s in
order to learn to do things in a better or differen t way?"

AGGREGATE SELF SCORE (2.58)

Interpretation

LOW (less than 2.75)

Scales predominantly in the ones and twos ("occasionally” and "almost never") suggest that you rarely give
people enough "space" or authority to take on tasks or projects that are at the "edge" of their capability. You tend
to over-specify how things are to be done and might even intervene personally when you feel that an individual
has made a mistake or is going to fail. An individual who scores low in this area tends to take on too much by
themselves or only offer low-level or "safe" tasks to others (that can be supervised) or that have fewer
consequences if things go wrong. You tend to give your opinions too regularly, and even take tasks and projects
back from people who are not performing to your exacting standards.

HIGH (greater than 3.5)

Scales predominantly in the fours and fives ("almost always" and "very frequently") suggest that you enjoy seeing
people take on new and stretching tasks and personally grow by being given the "space" to take reasonable risks
and different approaches. You delegate a lot of responsibility to people whom you believe are capable, and you
encourage people to take on personal challenges and goals. A high scorer is likely to actively look for ways to
empower individuals to take on responsibility, and even to move the limits of their "comfort zone" when handling
new or different tasks. You will rarely feel uncomfortable about delegating your authority to others, and you give
people as much support as they need, even when mistakes or less-than-optimal paths are chosen.
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Norm bars shown on this chart are the progressive average scores of all individuals rating themselves on this questionnaire.
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This section on Capacity to Empower looks at the ex  tent to which you give people the freedom or the
"space" to determine how they will achieve personal goals or challenges. It asks the question: "Towha t
extent do you create a climate of trust in which pe  ople feel that they can take risks and make mistake s in
order to learn to do things in a better or differen t way?"

Improvement actions

Low scorers need to become less structured and distrusting of those around them in order to achieve results at
least as good at the standards they could achieve themselves. As such, they should offer only broad directional
guidance when delegating (or assigning a task) and should avoid intervening unless it is absolutely critical or the
individual asks for help.

Capacity to empower

Look for a variety of new learning opportunities for people around you

Describe possible courses of action without specifying the exact approach and outcomes that could be
taken.

Support people when they make minor or understandable mistakes
Reward hard work, innovation, and effort to stretch personal boundaries.
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MENTORING SKILLS

This section on Mentoring Skills looks at the exten t to which you provide coaching and assistance to

people who will benefit from long-term guidance, an d whether or not you have the skills and experience

to assist them. It asks the question: "How well do you identify people who would benefit from mentorin g,
and then select the right way or the right peoplet o establish such a strong and mutually-beneficial
relationship?"

AGGREGATE SELF SCORE (3.00)

Interpretation

LOW (less than 2.75)

Scales predominantly in the ones and twos ("occasionally” and "almost never") suggest that you miss
opportunities to mentor others or find other suitable people to mentor individuals who can benefit from a long-
term one-to-one relationship. At the most extreme end of the scale, you offer little or no counseling support to
people, and leave them entirely to their own devices.

An individual who scores low in this area is likely to only offer or promote mentoring (if it is available) as part of a
structured program. They tend not to identify people who would value a mentor and do not look for opportunities
to match up people with needs to people with the skills or experience to help.

HIGH (greater than 3.5)

Scales predominantly in the fours and fives ("almost always" and "very frequently") suggest that you by nature
are aware of those who would benefit from mentoring, and that you are able to identify individuals (including
yourself) who are or would be highly effective mentors to others. You are adept at matching individuals to their
most useful and helpful mentors, taking into account individual styles and personality.

A high scorer seeks out inexperienced individuals (or people who could benefit from some longer-term one-to-
one coaching or guidance) and even intervenes directly in trying to find the most appropriate match, even if it's
them.
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Norm bars shown on this chart are the progressive average scores of all individuals rating themselves on this questionnaire.
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This section on Mentoring Skills looks at the exten t to which you provide coaching and assistance to

people who will benefit from long-term guidance, an d whether or not you have the skills and experience

to assist them. It asks the question: "How well do you identify people who would benefit from mentorin g,
and then select the right way or the right peoplet o establish such a strong and mutually-beneficial
relationship?"

Improvement actions

Low scorers need to take a serious interest in people who are new to a team or an organization; people in new
jobs; or people who seem to be facing special or difficult challenges. They should actively try to learn what needs
these people have and who in the organization can provide long-term assistance or guidance.

Mentoring skills

Learn as much as you can about individuals, including their beliefs, prejudices, opinions, and values.
Gently discover whether mentoring might assist them.

Look to create well matched mentoring relationship by drawing on your own experience or the experience
of others that would provide good guidance and support for the individual in question.

Follow up with people regularly to ensure that individuals have given quality personal time and effort to
stretching themselves and growing.
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THE 10/10 REPORT

Top 10 Strengths

Empathizing Ability

10. People’s feelings and emotions communicate more than their words.
Feedback Skills

60. | avoid giving destructive feedback or comments.

Capacity to Confront and Challenge

31. | point out performance shortfalls directly and without undue hesitation.
Problem -Solving Ability

46. | encourage people to look for the context of the issue or problem they face.
Capacity to Empower

65. | do not feel threatened when | give my delegated authority to others.
Empathizing Ability

11. 1 am good at noticing when people need help or support.

Capacity to Confront and Challenge

36. | encourage individuals to become intolerant of mediocrity in themselves or others.

Problem -Solving Ability

38. | help people understand the facts before looking for solutions.

Mentoring Skills

76. | find ways to guide people and share this in ways that they will understand.
Capacity to Empower

69. | encourage people to take as much responsibility as they think they can handle.

Top 10 Development Needs

Empathizing Ability

1. I make myself available and accessible so people can talk to me.

2. | avoid making sarcastic or critical comments about individual performance.
Problem -Solving Ability

44. | help people to identify several possible answers or options, rather than just one.
Capacity to Empower

66. | support people who make minor mistakes when trying something different.
61. | encourage people to look for new learning opportunities.

Mentoring Skills

79. | enjoy encouraging people to develop and grow.

Listening Skills

22. | am focused and patient when people talk to me.

Problem -Solving Ability

37. | point out new or different ways to tackle problems.

Feedback Skills

54. | offer people new insights into old problems or issues.

55. | use analogies and metaphors to explain what | mean.
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COURSE AND READING SUGGESTIONS

The following are general reading and course suggestions that may help you to better understand the two
categories in which your scores were the lowest and to assist you in writing your development plan.

Empathizing Ability

Empathizing Ability looks at the extent to which you create a positive climate for coaching communication and
demonstrate an understanding of the other person’s viewpoint and feelings. It asks the question: "How well do
you build a spirit of trust and sincerity so that people will feel that you identify with them and their feelings and
issues?"

Course Suggestion

- Empowering Others

- Rewarding and Recognizing Performance Excellence
- Building Trust and Empathy

- Delegation Skills

Reading Suggestion
- Developing Managers As Coaches : A Trainer's Guide (McGraw-Hill Training Series). Frank S. Salisbury: 1994

Other Suggestion

- If you feel comfortable doing so, talk to your direct supervisor/manager or a training and development specialist
about personal training, coaching, and specific projects, and other possible support they may be able to offer to
improve your skills.

Reading Suggestion

- The Complete Guide to Coaching at Work. Perry Zeus and Suzanne Skiffington: 2000

- The Mentor's Guide: Facilitating Effective Learning Relationships. Lois J. Zachary and Laurent A. Daloz: 2000
- Masterful Coaching. Rod Hargrove: 1995

- Masterful Coaching Fieldbook. Robert Hargrove: 1999

- Developing High Performance People : The Art of Coaching. Oscar G. Mink, Keith Owen (Contributor) and
Barbara Mink (Contributor): 1993

- Coaching Evoking Excellence in Others. James Flaherty: 1998

Capacity to Empower

Capacity to Empower looks at the extent to which you give people the freedom or the "space" to determine how
they will achieve personal goals or challenges. It asks the question: "To what extent do you create a climate of
trust in which people feel that they can take risks and make mistakes in order to learn to do things in a better or
different way?"

Course Suggestion

- Building Empathy

- Empowering Others

- Building a Climate of Trust and Sincerity

Other Suggestion

- If you feel comfortable doing so, talk to your direct supervisor/manager or a training and development specialist
about personal training, coaching, and specific projects, and other possible support they may be able to offer to
improve your skills.

Reading Suggestion

- The Heart of Coaching : Using Transformational Coaching to Create a High-Performance Culture. Thomas G.
Crane: 1998.

- The manual of Learning Styles. Peter Honey and Alan Mumford: 1990.

- Balancing Empathy and Interpretation : Relational Character Analysis. Lawrence Josephs: 1995.

- Empathic Accuracy. William Ickes (Editor): 1997.
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DEVELOPMENT PLAN

Use the space below to write out your personal deve  lopment plan for the next 12 months based on your
results. Draw upon the general improvement actions in relevant areas of the report, and ideas that are
suggested in the attached coaching tips.

1. I make myself available and accessible so people can talk to me. Score: 1.92
Action to Take:

2. | avoid making sarcastic or critical comments about individual performance. Score: 2.08
Action to Take:

44. | help people to identify several possible answers or options, rather than just one. Score: 2.15
Action to Take:

66. | support people who make minor mistakes when trying something different. Score: 2.15
Action to Take:

61. | encourage people to look for new learning opportunities. Score: 2.23
Action to Take:
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Empathizing Ability
Make yourself available and accessible so people ca  n talk to you.

Those of us who are goal-oriented tend to become frustrated with the sort of “small talk” that helps people feel
comfortable about sharing their thoughts and feelings. Small talk has an important purpose, however; It breaks
the ice and builds rapport, helping people feel safe about opening up. If you give the impression that you are
approachable, interested in the other person, and patient enough to hold a high-quality conversation, the other
person is likely to be comfortable and candid. Here are some ways that you can appear more accessible and
willing to engage in small talk in order to help people feel comfortable:

1. Impatience can destroy rapport-building communication. Remind yourself how you feel when someone gives
you the impression they’d rather be doing something else than talking to you. It only stands to reason that others
will feel the same way: Be prepared to invest time in relationship-building, and budget for that time.

2. Tune in to what is happening around the world. Keep up-to-date with topics that might bore you but fascinate
others. Follow what is comfortable for you, but be able to talk a little about the weather, sports, current events,
politics, and what’s going on at work. Do your homework: Read books on jokes and quotations and try to
remember as many as you can so you can pull out one or two appropriate ones for conversations. Read trade
journals—not just for the facts, but also for the features, the anecdotes, and the big quotes. If you get stuck, start
with shop talk, but try to move beyond that.

3. Be prepared to talk about lots of different topics, but only if they are of interest to the other person and you can
put your heart into it. If you really don’t care that much for sports or gossip, then don't pretend that you do. Be
alert to what interests the other person. If you sense that they are not interested in the topic, switch gears and try
something else.

4. Make yourself as open and relaxed as you can about drop-in visitors and casual chats with people. If you can't
be flexible all the time, let people know when the best times are—after lunch, before 9:00 A.M., etc.

5. Accept the fact that conversation is hard work—perhaps some of the hardest work you can do. It comes with
some of the greatest payoffs, however—particularly social interaction through informal channels such as a round
of golf, a party, after-work drinks, etc. Conversation is an art form, not a waste of time. Developing your ability to
make wise conversation in a wide variety of settings and situations might be one of the smartest career moves
you will make.
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Empathizing Ability
Avoid making sarcastic or critical comments about i ndividual performance.

A coach must establish a climate of mutual cooperation and professionalism. You must deal with other people in
the same way you would expect them to deal with you. In most situations, this is easy to do by using a range of
basic social skills and an open communication style where you listen attentively and respond in a clear and easy-
to-understand way.

The challenge is to do this when the pressure is on and more is expected of the individual. They will experience
disappointment or frustration, and your relationship can quickly deteriorate as one or both of you becomes critical
or dismissive. Any argument or heated discussion should be conducted one-to-one, in private—and always well
away from the earshot of other parties so it doesn’t cause either of you any embarrassment. Whatever you do, try
to preserve the long-term coaching relationship.

Consider the following suggestions to help you become more positive and effective in this area:

1. Focus on issues, rather than on the other person. Say, “The project is two weeks late,” instead of “You are
lazy.”

2. Set a time to discuss any personal feedback in complete privacy, away from any listening ears.

3. If the situation requires an immediate response, focus on your feelings rather than on the other person’s
actions. Say, “This delay has really disappointed me.”

4. Count to five before you say anything critical. Keep your comments calm and measured.
5. Avoid judgmental comments, such as “You are not cut out for this type of work.” Stick to the facts.
6. Rather than tell the person what you think, ask them how they think you are feeling as a result of their actions.

7. Publicly criticizing a person sends two messages to other people: One, they might be next; two, you are
unlikely to be the kind of coach they want!

8. Be as constructive in all of your feedback as you can. Focus on the problem or the issue, not on the person.
Concentrate on what can be done to remedy the situation.
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Problem-Solving Ability

Help people identify several possible answers or op  tions, not just one.

Experience can be a double-edged sword: It provides insights and shortcuts to a current problem and thus leads
to quicker solutions. On the other hand, it can keep us from seeing the problem as new and different: “This is
what we did last year—so the same things will work here.” This is a hasty and often inappropriate way to resolve
the issue.

We need a quick process for most problem situations that makes it easy to conduct a broadly based analysis to
assess whether there is already something that can be adapted. We should develop several options, not just
one. Every individual will adopt their own analysis approach; it usually involves deliberate reflection so we
consider every possible course of action. One effective way to generate lots of possible options is simply to make
a written list of possible solutions via brainstorming. You can then reassess the list at a deeper level to see what
might really prove to be helpful. Narrow the options down to the ones that seem to be most appropriate.

Consider the following to improve your overall effectiveness in this area:

1. Encourage people to stop relying purely on past experience to solve current problems or guide future action.
Past approaches should make up only one or two possible options in a group of four or five. There should be at
least one or two entirely new ideas.

2. Work with people to help them recognize that future courses of action are likely to be considered more
appropriate if several different options are generated and properly considered or evaluated.

3. Help individuals increase their creativity or lateral thinking capability: Show them how to think about issues,
problems, and current situations from new angles or in a completely different context in order to generate
different possible answers.

4. Ask an individual to share a non-sensitive problem or issue that they are trying to tackle, and help them to
facilitate a group session or wider brainstorm issue to demonstrate that many more possibilities can be generated
by a group of people.

5. Allow individuals to feel uncomfortable with only one choice or option. Let them take time to talk to others, think
a little more deeply, or look at the problem again from a completely different perspective.
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Capacity to Empower

Support people who make minor mistakes when they tr y something different.

Wouldn't it be great if your coaching advice was so on-target that all a person would have to do in order to
improve was to just follow it? Unfortunately, even the most clear, creative, and well-received directed guidance
will hit bumps on the road to implementation. Most personal-development change that is worthwhile takes focus,
hard work, and time. Mistakes are almost inevitable.

A good coach spends about as much time thinking about the practical problems and issues people are likely to
encounter as they do thinking about possible courses of action in the first place. They also will openly encourage
individuals to stretch themselves and take reasonable risks, because they know that the mistakes and setbacks
are golden opportunities to learn—they are as important as the successes.

Consider doing the following things to improve your overall effectiveness in this area:

1. Make your coaching conversations useful: Focus on tangible goals and targets that people can try to achieve
for themselves, and be mindful of the words you use. For example, suggesting “Why don't you try this approach
when you run your next meeting?” is better than “Think about this and see if it works for you.”

2. Encourage people to set their own targets that are stretching or challenging—even targets that involve the risk
of making mistakes. Make sure they understand that they have your full support and commitment.

3. Be available and accessible for ongoing guidance or advice when individuals are trying new things out for
themselves. Also, be supportive and positive in your comments: Focus on the successes and the wins, and de-
emphasize the importance of any errors or mistakes.

4. Help them see that minor mistakes are learning opportunities. Encourage them to expect a few problems, but
emphasize that they must analyze the problems afterward: why they occurred and what can be done the next
time, in order to prevent the problem from reoccurring.

5. Avoid blaming or punishing people who make honest mistakes (especially in public). Nothing is more
destructive to self-confidence than the threat of punishment. Mistakes are opportunities to learn and grow, and
we all make them.
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Capacity to Empower

Encourage people to look for new learning opportuni ties.

One definition of “maturity” suggests that learning only occurs at the final stage before death—a sobering
thought! It is truly tragic to see how many people decide to stop learning. Life itself is a school, full of challenging
and delightful turns of events that can shape us and extend our abilities beyond our expectations.

Having this personal zest for life-long learning in itself encourages others to see learning and development in a
positive light. The ultimate objective is to create an individual momentum to keep on learning. If people are
encouraged to look ahead and focus on personal development, they will not be as threatened by change.

Consider the following actions to improve your coaching effectiveness in this area:

1. Who people are is NEVER who they can be. Encourage people to explore their potential informally and
formally and record their thoughts and ideas for future actions.

2. Openly express the belief in your general conversations that learning is everything you do; it is fun. It can
come through the smallest experiences, and it is a gift. Encourage others to appreciate every opportunity to
learn.

3. Have a guest speaker deliver a talk on life-long learning.
4. Circulate articles that help others to see new connections, possibilities, and better learning opportunities.

5. Instill a sense of adventure concerning every group activity. Declare that each meeting will be a learning forum
in which ideas are generated and built upon.

6. Encourage people to read, research, and talk about change issues, challenges, and situations. Encourage
them to share what they find with others at formal and informal meetings, and to share the information sources
they found to be the most useful.
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