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Introduction

As a leader, senior manager or executive, you are often required to act as a coach or mentor for your staff. This book will enable you to set up robust coaching programmes that can make a significant difference to staff retention and motivation. It will give you the knowledge and skills you need to encourage your staff to grow so that you can get on with your own essential leadership role.

People often join or set up a business because they have a specific set of skills. After a few years, these skills often bear no relation to the positions they find themselves in. Promotion has seen them rise in the company and suddenly they are faced with managing or leading a team of people. When you have built up a business, you feel responsible for it. This brings with it many challenges. There is a reluctance to let go and trust others to carry out even minor tasks.

Michael E. Gerber, in his series of E-myth books, suggests that you need to create a business (or business unit) that works apart from you and not so much because of you. He describes this as working on your business projects and not becoming caught up with merely working in your business. Instead of being consumed by the systems and processes, you nurture your business so that it supports you. This enables you to experience the joy and satisfaction you desired in the first place. As a good manager of people, therefore, it is vital to recognise that others often have greater, more relevant skills than you.

At the International Coaching Federation’s (ICF) first European conference in Grindlewald, Switzerland, in 2001, Tim Gallwey (author of the Inner Game series of books and a pioneer of coaching) coached four total beginners at tennis using what he referred to as ‘self-directed learning’ – a way of enabling people to play a sport using their own internal knowledge and encouraged by a specific set of questions. Gallwey started by explaining that, as babies, no one teaches us how to walk. Parents don’t say ‘So, here’s how you walk. You place one foot forward and then shift your weight so that you can balance and then bring the other foot forward...’ and so on. So how do we learn? Simply by watching and observing how others do it. By being encouraged, by having the support of those around you and by being very self-motivated. As Gallwey began to help people play tennis there was no instruction on how to hold the racquet or how to stand. All he did was to encourage people to take part and ask a series of simple questions, such as the following:

•   Where do you want the ball to go?

•   Do you feel comfortable holding the racquet?

•   How fast is the ball travelling?

•   If the racquet is facing that way, where will the ball go?

He was just there in the background, encouraging and very gently asking key questions.

At the end of one hour all four players were hitting the ball over the net. They had gained confidence and, despite their initial misgivings, had grasped the basics in a very short time. All of them enjoyed the experience and wanted to continue.

Although similar skills are employed in both coaching and mentoring, this book is mainly for those who would like to find out how effective coaching can be in the workplace. It will also be of value to those wishing to take the Institute of Leadership and Management (ILM) Certificate and Diploma in Coaching and Mentoring in Management at Levels 5 and 7. It focuses on the challenges you will face when trying to balance the dual roles of manager or leader and coach.

You may be wondering exactly what an effective coach does. At the ICF conference mentioned above, Gallwey was asked this question and his reply was very simple. He said that it was the job of the coach to recognise that all the knowledge and solutions were inside the individual being coached and as long as we (and they) look externally for the answers, these will be elusive. Coaches use very specific skills and strategies built up with experience but, in essence, they work with the knowledge and potential the coachee already has. It is up to the coach to nurture and encourage that individual potential. Another comment I have always remembered was that unless we, as coaches, look (and learn from) our own inner wisdom and guidance, we, too, will not be effective in our own lives or when coaching others.

As a leader in the workplace you may question whether you will always be effective as a coach. You may confront challenges in the areas of trust, confidentiality and power differences. Coaching is, to a great extent, a particular mindset and way of behaving. The process works best in a calm and relaxed atmosphere where both parties can be totally focused on what is happening at the present moment. This may not always be appropriate or useful, particularly when quick decisions need to be taken and guidance is essential. Coaching will only be effective in the workplace when there is an atmosphere of openness and honest communication.

It is, however, without doubt the most powerful way of ‘being’ with, and of nurturing the potential in, others I have ever come across. Transpersonal coaching is now emerging and this has evolved as a result of coaches exploring more of the psychological and spiritual aspects of coaching. I believe it is also the result of companies recognising that employees are motivated by having health and well-being high on the list of company values. Healthy and happy staff stay in role and this saves money on recruitment and training.

A study by the International Personnel Management Association noted that ordinary training typically increased productivity by 22%, while training combined with coaching increased productivity by 88%. Companies such as British Telecom, Ernst & Young, Kodak, the Britannia Building Society and Unilever, to mention a few, are now employing the principles of coaching and mentoring to help with staff development. Through the ILM Centre for Quality Education and Development based in Brighton, Kent County Council and Kent Fire Service have trained over 50 of their senior staff to be workplace coaches. Newcastle City Council has so far trained over 25. In addition I have supported the following institutions in creating a coaching culture in higher education: University College London, Conservatoire for Dance and Drama, Royal College of Art, Regent University, Bath Spa University, University of London, University of Winchester, Imperial College and London School of Economics.

As a manager or leader in the workplace, you will know how vital it is to motivate your teams and enhance the skills of the people you lead. Part of your role is to help and encourage your team to be successful. By using coaching skills in the workplace, you will support your team members to take ownership and responsibility for their actions. As a leader it is easy to give suggestions and to jump in when the answers are clear. However, allowing people to come up with their own solutions and to work out their own strategies is far more empowering. Your people need room to grow and make mistakes without feeling pressured.

By employing coaching skills and behaviours you will be able to support and challenge individuals appropriately. Using incisive and open questions, being calm and in the moment plus listening on a deeper level will all serve to motivate and encourage direct reports to explore different ways of addressing an issue or situation. They will be encouraged to think creatively and come up with ideas and solutions. Additionally, if you build on the success of each individual, it will inspire them to even greater achievements. This in turn will increase their morale and boost their self-confidence.

OEBPS/images/cover.jpg
«"}x
A ANR X
":X X \"1\
*yx m\”
2

it

I
LA
e

COACHING
SKILLS FOR

LEADERS
IN THE

WORKPLACE

How to Unlock Potential

and Maximise Performance

JACKIE ARNOLD





