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Chapter 12

Coaching, Counselling&
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Coaching, Counselling & Motivation "’

Coaching

A supervisor, co-worker, peer or other outside consultant
examines employee performance and provides guidance,
feedback, and direction to assure a successful grasp of skills
and task completion. A coach can be thought as a one-on-ong¢
trainer. Also, the main difference between a coach and a
trainer is that coaching is done in real time. That is, it is

performed on the job. The coach uses real tasks and problem
to help the learner increase his or her performance. While in
training, examples are used within the classroom (the task or
problems may be based upon real ones however).

The primary goal of the Coaching Programis to help
subordinates learn more in less time with greater ease anc
confidence. The specific goals of the Coaching Program are:
 To help subordinates develop their self-concepts as
learners.
« To help subordinates develop self-confidence and
reduce their fear of failure.
» To provide help in developing study skills.
e To improve work performance.
» To assist subordinates in becoming more independent
and efficient learners.
* To help subordinates set their goals hand in hand with
company aims & goals.
* To increase Motivation.

Coaching has received considerable attention in recent
years as the responsibility for employees' learning and
development has been increasingly devolved to line managers

() Source: Internet (2008).
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Yet there exists little published empirical research that
measures specific coaching behaviours of line managers ol
examines the linkages between line managers' coaching
behaviours and employee performance. This course integrates
the perceptions of supervisors and their respective employees
to examine supervisory coaching behaviours in an industrial
context and to assess its association with employee job
satisfaction and performance. Findings suggest that
supervisory coaching behaviours is positively associated with
employees'job satisfaction and performance. Implications for
research and practice are presented.

Achieving excellence through performance is accomplished in
two major ways. The first way is taking a proactive stance by
unearthing or preventing counter-productive methods. For
example, you might implement diversity and sexual harassment
training programs before they become a problem within the
organization.

The second way is to correct performance problems that arise
within the organization. This is accomplished by first,
identifying the root cause and secondly, implementing a plan of
action to correct the problem. Although people are our most
important asset, sometimes it seems as if they are our bigges
headache.

There are four major causes of performance problems

 Knowledge or Skills - The employee does not know
how to perform the process correctly - lack of skills,
knowledge, or abilities.

* Process - The problem is not employee related, but is
caused by working conditions, bad processes, etc, etc.

* Resources - Lack of resources or technology.

* Motivation or Culture - The employee knows how to
perform, but does so incorrectly.
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The Performance Analysis Quadrant (PAQ) is a tool to help
in the identification. By asking two questions, "Does the
employee have adequate job knowledge?" and "does the
employee have the proper attitude (desire) to perform the
job?" and assigning a numerical rating between 1 and 10 for
each answer, will place the employee in 1 of 4 the
performance quadrants:

High 10
A B
Motivation Resourse/
Does the Employee  Environment
Adequate job
Knowledge
C D
Selection Training
Low 1
1 10
Low High

Does the employee have the proper attitude (desire) to

perform the job?

1. Quadrant A (Motivation): If the employee has sufficient
job knowledge but has an improper attitude, this may be
classed as motivational problem. The consequences
(rewards) of the person's behaviour will have to be
adjusted. This is not always bad the employee just might
not realize the consequence of his or her actions.

2. Quadrant B (Resource/Process/Environment): If the
employee has both job knowledge and a favourable
attitude, but performance is unsatisfactory, then the
problem may be out of control of the employee, i.e. lack
of resources or time, task needs process improvement,
the work station is not ergonomically designed, etc.
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3. Quadrant C (Selection): If the employee lacks both job
knowledge and a favourable attitude, that person may be
improperly placed in the position. This may imply a
problem with employee selection or promotion, and
suggest that a transfer or discharge be considered.

4. Quadrant D (Training): If the employee desires to
perform, but lacks the requisite job knowledge or skills,
then additional training may be the answer.

Also note that the fix does not have to be the same as the
cause. For example, you can often fix a process problem with
training or maybe fix a motivation problem with attitude or
(ajleEd\™_“majn) training.

Lacks the Skills, Knowledge, or Abilities to Perform

This problem generally arises when then is a new hire, new or
revised process, change in standards, new equipment, nev
policies, promotion or transfer, or a new product. In this case,
there is only one solution...training. The training may be
formal classes, on-the-job, self-study, coaching, etc. To
determine if training is needed, we only need to ask one
guestion, "Does the employee know how to perform the task?"
If the answer is yes, then training is not needed. If the answer
IS no, then training is required. This is where good coaching
skills come in.

Coaching Skills

Many people tend to use the terms coaching, mentoring, and
training interchangeably. However, there are differences.
Mentoring is often thought of as the transfer of wisdom from a
wise and trusted teacher. He or she helps to guide a personi
career, normally in the upper reaches of the organizatlon.
However, this perception is starting to change as organizations
are now implementing mentoring at all levels of a company
structure.
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Training is abouteachinga particular skill or knowledge.

Coaching, on the other hand, is abouwtreasing an
individual's knowledge and thought processes with a particular
task or process. It creates a supportive environment that
develops critical thinking skills, ideas, and behaviours about a
subject. Although it is closely tied to training, it is more
personal and intimate in nature.

Also, the main difference between a coach and a trainer is
that coaching is done in real time. That is, it is performed on
the job. The coach uses real tasks and problems to help the
learner increase his or her performance. While in training,
examples are used within the classroom (the task or
problems may be based upon real ones however).

Mentoring is more careers developing in nature, while
training and coaching are more task or process orientated.
Also, mentoring relies on the mentor's specific knowledge
and wisdom, while coaching and training relies on
facilitation and developmental skills. Although there are
these differences, you could say that the three are synergistic
and complementary, rather than mutually exclusive as most
people would agree that a good coach trains and mentors, :
good trainer coaches and mentors, and a good mentor train:
and coaches.

A- performance coach is also a :

* Leader - who sets the example and becomes a role model.
* Facilitator - is able to instruct a wide verity of material.

* Team Builder - pulls people into a unified team.

* Peace Keeper acts as a mediator.

* Pot Stirrer - brings controversy out in the open.

* Devil's Advocate- raises issues for better understanding.
* Cheerleader- praises people for doing great.
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* Counselor - provides intimate feedback.

In order to coach, it helps to use a few facilitating techniques:
* Draws people out:

* " What do others think? " or " What do you think? "

*" |'ve heard from (name) so far...are there any other
thoughts? "

«"And what else? "

* Silence (20-30 seconds) - gives the learners a chance to
think. Also, groups tend to abhor silence, if you wait
long enough someone will usually speak up.

*" (Name), you look like you have something to say..."

* Interprets comments:

* Words verses tune or tone (many questions are not really

questions but a need for self-assurance).

* Intent verses wording (learners often have a hard time

wording new subject matters).
* Sees beyond the learners paradigms and filters.
* Clarifies thoughts or comments:

* Use models and experiences to bring life to the subject.

* Looks for multiple points to expound on the subject.

* Looking for similarities and differences.

* Senses group energy:
* Sparks up the group with various energizers.
* Takes breaks as needed.
* Has a sense of timing.

* Handling objections:

* Try not to personalize (the learners will become

defensive).

* Reflect on the objection for a moment to ensure you
understand the objection.

* Encourage conversation.

* Remember to breath and relax.

* How we treat each other:
* Accepting each other into the group.
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* Individual responsibility.

* Being right verses being successful.

* Influence verses dominance (pull rank).
* Confidentiality and trust.

* Supporting each other.

* Active listening.

* Conflict resolution.

Steps to Coaching:
1. Give brief instructions (Normally less than 10 minutes)
2. Break complicated tasks into small learning steps
3. Demonstrate
4. Have them practice
» Coach them until they can do it on their own.
* Providing feedback.
* Provide Support.

Blanchard and Hersey developed a Situational Leadership
model (1) that aids the leader in providing the correct level of
training/coaching and motivation. They first developed one

together, and later, Blanchard took off on his own with a

slightly modified version. They are actually both correct; they

were just looking at it from different viewpoints.

But anyway, good leaders provide the correct amount of
training,coaching,and motivation depending upon the learning
level of their students. The process follows a pattern similar to
this: The Learning Cycle shown below is based upon Hersey
& Blanchard's Model, which, in turn, is based upon arousal.
We often use arousal as a motivator towards change or to
learn. But, too much or too little will distract the learner. You
want some mid-level of arousal to provide the right climate to
learn. Each ituation calls for a certain amount of arousal.
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Too little arousal has an inert affect on the learner. This can be
compared to a coach pumping her players up for a game.
There is not a whole lot to learn at this time, so she uses a lot
of motivating techniques. While on the other hand, too much
has a hyper affect. For example, an algebra professor does nc
use the same amount of motivating techniques as the coach a
it would be too distracting to the learners. The learning cycle
can be thought to go something like this:

1. The Avid Beginner - The learners are enthusiastic to learn a new
skill and may be somewhat apprehensive because they are abo
to enter a change process. They need clear instructions and lots «
feedback because the task is new, and just a little bit of support tc
calm the stress of change (learning something new).

2. The Disillusioned Beginner - Next, the level of technical
supportfromthe coach becomes somewhat lesser so tha
the learners may experiment with the learning style that
works best. The learners have reached failure a few times
in the process which means emotional support must
increase to help keep their confidence high.

This period is one of the toughest times for the coach as a
lot of technical support and emotional support has to be
provided...technical support is needed so that the failures
do not become learned (bad habits which are hard to
break) and emotional support is required so that the
learner does not give up. The emotional feedback needs tc
be specific, such as: "You did an excellent job with the...,
now you need to..." not: " You are doing just fine. Keep
trying."

3. The Reluctant Learner - At this point, the learners have
become capable in performing their new skill. The
amount of guidance drops to just a few pointers so that
they can experiment with the new skill. But, they are still
not confident! The amount of emotional support stays
high to help build confidence.

4. The Expert - Little direction and little support are
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required. They begin to take ownership of their new tasks
and responsibilities. They are allowed to perform and

encouraged to take on new responsibilities and new
assignments...which causes the learning cycle to repea
itself... The Learning Cycle.

Counselling

Counselling has a powerful, long-term impact on people and
the effectiveness of the organization. Counselling is talking
with a person in a way that helps him or her solve a problem.
It involves thinking, implementing, knowing human nature,
timing, sincerity, compassion, and kindness. It involves much
more that simply telling someone what to do about a problem.

Leaders must demonstrate the following qualities in order to
counsel effectively.

Respectfor employees - This includes the belief that
individuals are responsible for their own actions and
ideas. It includes an awareness of a person's
individuality by recognizing their unique values,
attributes, and skills. As you attempt to develop people
with counselling, you must refrain from projecting your
own values onto them.

Self-Awareness- This quality is an understanding of
yourself as a leader. The more you are aware of your
own values, needs, and biases, the less likely you will be
to project your feelings onto your employees.

Credibility - Believability is achieved through both
honesty and consistency between both the leader's
statements and actions. Credible leaders are
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straightforward with their subordinates and behave in
such a manner that earns the subordinates' respect an
trust.

 Empathy-or compassion entails understanding a
subordinate's situation. Empathetic leaders will be better
able to help subordinates identify the situation and then
develop a plan to improve it.

The reason for counselling is to help employees develop in
order to achieve organizational goals. At times, the

counselling is directed by policy, and at other times, leaders
should choose to counsel to develop employees. Regardles:
of the nature of the counselling, leaders should demonstrate
the qualities of an effective counsellor (respect,

self-awareness, credibility, and empathy) and employ the
skills of good communication.

While the reason for counselling is to develop subordinates,
leaders often categorize counselling based on the topic of the
session. Major categories include performance counselling,
problem counselling, and individual growth counselling
(development).

While these categories help leaders to organize and focus
counselling sessions, they must not be viewed as separate an
distinct types of counselling. For example a counselling

session which mainly focuses on resolving a problem may
also have a great impact on improving job performance.

Another example is a counselling session that focuses on
performance may also include a discussion of opportunities
for growth. Regardless of the topic of the counselling session,
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you should follow the same basic format to prepare for and
conduct counselling.

Steps for counselling

1

Identify the problem. Ensure you get to the heart of the
problem. The Japanese use a practice called-ithee
Whys. They ask "why" five times when confronted with

a problem - by the time the fifth why is answered, they
believe they have found the ultimate cause of the
problem.

Analyze the forces influencing the behaviour. Determine
which of these forces you have control over and which
of the forces the worker has control over. Determine if
the force has to be modified, eliminated, or enforced.
Plan, coordinate, and organize the session. Determine
the best time to conduct the session so that you will not
be interrupted or forced to end too early.

Conduct the session using sincerity, compassion, and
kindness. This does not mean you cannot be firm or in
control. Your reputation is on the line...the problem must
be solved so that your department can continue with its
mission. Likewise, you must hear the person out.

During the session, determine what the worker believes
causes the counter productive behaviour and what will
be required to change it. Also, determine if your initial
analysis is correct.

Try to maintain a sense of timing of when to use
directive or nondirective counselling (see below).

Using all the facts, make a decision and/or a plan of
action to correct the problem. If more counselling is
needed, make a firm time and date for the next session.
After the session and throughout a sufficient time period
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evaluate the worker's progress to ensure the problem ha:
indeed been solved.

There are two type of counsellinglirective andnondirec-

tive. In directive counselling, the counsellor identifies the
problem and tells the counselee what to do about it.
Nondirective counselling means the counselee identifies the
problem and determines the solution with the help of the
counsellor. The counsellor has to determine which of the two
or some appropriate combination, to give for each situation.
For example, "Put that cigarette out now as this is a non-
smoking area," is a form of directive counselling. While a
form of nondirective counselling would be, "So the reason
you are not effective is that you were up late last night. What
are you going to do to ensure that this does not affect your
performance again?"

Hints for counselling sessions:

« Let the person know that the behaviour is
undesirable, not the person.

» Let the person know that you care about him or her
as a person, but that you expect more from them.

* Do not punish employees who are unable to perform
a task. Punish those who are able to perform the task
but are unwilling or unmotivated to succeed.

* Counselling sessions should be conducted in
private immediately after the undesirable
behaviour. Do not humiliate a person in front of
others.

 Ensure that the employee understands exactly what
behaviour led to the counselling or punishment.
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* Do not hold a grudge. When it is over...it is over! Move
on!

Often the employee knows how to perform the desired
behaviour correctly, the process is good, and all resources are
available, but for one reason or another, choose not to do so. |
now becomes a motivational issue.

Motivation is the combination of a person's desire and energy
directed at achieving a goal. It is the cause of action.
Motivation can be intrinsic - satisfaction, feelings of achie-
vement; or extrinsic - rewards, punishment, or goal obtain-
ment.

Not all people are motivated by the same thing, and over time
their motivation changes.

Although many jobs have problems that are inherent to the
position, it is the problems that are inherent to the person that
cause us to loose focus from our main task of getting results.
These motivational problems could arrive from family
pressures, personality conflicts, a lack of understanding how
the behaviour affects other people or process, etc.

When something breaks the psychological contract between
the employee and the organization, the leader must find out
what the exact problem is by looking beyond the symptoms,
find a solution, focus on the problem, and implement a plan of
action. One of the worst situations that a leader can get into is
to get all the facts wrong.

Start by collecting and documenting what the employee is not
doing or should be doing - tasks, special projects, reports, etc.
Try to observe the employee performing the task. Also, do not
make it a witch hunt, observe and record what the employee is
not doing to standards. Check past performance appraisals
previous managers, or other leaders the employee might have
worked with. Try to find out if it a pattern or something new.

Once you know the problem, then work with the employee to
solve it. Most employees want to do a good job. It is in your
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best interest to work with the employee as long as the busines:
needs are met and it is within the bonds of the organization to
do so.

Causes of Problems
Expectations or requirements have not been adequately
communicated.

This motivational issue is not the fault of the employee. By
providing feedback and ensuring the feedback is consistent,
you provide the means for employees to motivate themselves
to the desired behaviour. For example, inconsistent feedback
would be for management to say it wants good safety
practices, and then frowns on workers who slow down by
complying with regulations. Or expressing that careful
workmanship is needed, but reinforces only volume of
production.

Feedback must be provided on a continuous basis. If you only
provide it during an employee's performance rating period,
then you are NOT doing your job.

Also, ensure that there is not a difference in priorities.
Employees with several tasks and projects on their plates
must be clearly communicated as to what comes first when
pressed for time. With the ever increasing notion to do more
with less, we must understand that not everything can get
done at once. Employees often choose the task that they enjo
the most, rather than the task they dislike the most. And all
too often that disliked task is what needs to get performed
first.

Lack of Motivation.
A lack of motivation could be caused by a number of

problems, to include personal, family, financial, etc. Help
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employees to recognize and understand the negative consec
uences of their behaviour.

Shift in focus

Today, it's a lucky employee (or unlucky if that employee
thrives on change) that does not have her job restructured.
Changing forces in the market forces changes in organizati-
ons. When this happens, ensure that every employee knows:

 How has the job changed and what are the new
responsibilities?

* Why the job was restructured. Is it part of a longer
overhaul?

* How will their performance be evaluated and by
whom?

* Do they need to learn new skills?

» Can the old responsibilities be delegated?

» How will their career benefit from this transition?

* What new skills or training do they need to perform
successfully?

* Will this make them more marketable in the future?

By keeping them informed, you help to eliminate some of the
fear and keep them focused on what must be performed.
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