Day 3–Module 12

COACHING AND COUNSELING

Understanding Participants’ Needs

Many supervisors have an idea of what they need to do to coach and counsel their team. What’s missing are techniques, tricks, and tips to apply it face-to-face with people. We’ll solve that in this module.


Module Introduction

I want to share with you a quote from a book titled "Training the Tiger" by Earl Woods, father of Tiger Woods.  He says, "each shot that you hit in your entire life must have a target or it is a wasted effort.  Never hit a shot without a target."  My target today is to help you reach your goals by improving, enhancing, and building your coaching skills.  In this module you will learn how to use the same proven management techniques of the most successful men and women of the Air Force.  You will learn techniques they've used to inspire, motivate, counsel, lead, and create winners.

Transition

Having the coach’s game plan and the ability to plan is a critical element in your ability to emulate past USAF success.
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Objectives

· To help participants recognize the individual strengths and weaknesses of the people they supervise 

· To learn to organize employees into an effective team

·  To develop a plan to achieve results

· To learn how to maximize every employee’s abilities

Thinking Behind the Page

Most people are promoted to manager or supervisor because they are good at their job, not because they are leaders.  This page outlines a plan process used by successful leaders.  Participants must apply all the concepts of planning to their own workplace in order for this module to be helpful. They must also apply each step to their own team players. 

Teaching Tips

· The greatest coaching principle in the world—GCP for short—is to recognize that there are three GCP parts. (1) The basics, (2) Strategy, and (3) Action. First, supervisors must identify the most important aspects of what they do and what they should be doing for the Air Force. Second, supervisors need an approach or strategy to help them get there. And third, knowing the basics and having a strategy are irrelevant without taking action—supervisors must take action. Combined, these three parts make up the greatest coaching principle in the world.

· Pre-game preparation is the key here. The coach’s game plan can only be developed if the coach knows the mission statement of the organization.  This is the foundation for building and reaching your goals successfully.  The manager or supervisor is also responsible for communicating the mission statement of the organization to the employees/staff and helping them set individual and team goals that help the Air Force achieve its mission.

· A. Analyze the lineup. Give an example of how positive and negative differences affect the "roster" and then give participants time to work in the space provided listing positive differences on one side and negative differences on the other. Allow approximately five minutes, and then ask if anyone is having difficulty. Ask the group for their input and help as you debrief. One point to make is that all positives can become negatives and vice versa.

· B. Key elements in coaching:

· Collecting data. This historical info should be stored electronically for use in building relationships. You’ll hear about families, children’s names, spouse’s names, birthdays, favorite restaurants, vacation areas, and so forth. If they tell you, then they want you to know. Remembering the information shows respect. Most of us have a hard time remembering these kinds of details; therefore, it makes sense to keep notes. CAUTION: Be very clear that participants should only write/type factual information, not their opinions.

· Planning how to approach.

· Anticipating reaction.

· Choosing a suitable time and place.

· Strategic Step

You should continually analyze the personality of your team! 

Examples/Quotes

· If you're a manager who has developed one-way thinking about any of your employees, you'll find it difficult to see them differently. If you've ever gone to the circus and wondered how the small rope could hold an elephant, here’s how—a baby elephant is tied to a stake driven deep in the ground with a rope or chain that is large enough to hold against the elephant’s strength.  As the elephant grows older, it remembers that it could not escape from the rope. As an adult elephant, it could easily snap the rope or pull the stake from the ground. An elephant, though, has an excellent memory and remembers that it could not pull the rope from the ground in the past and therefore does not try again in the future. This is called conditioned thinking, and supervisors can be conditioned the same way. To succeed as a leader, you must sometimes “break the rope.”

· Stephen Covey says, "Begin with the end in mind.”  This is a habit of personal leadership, meaning to begin each day with a clear understanding of your desired direction and destination. Your success as a supervisor depends on knowing what you want to achieve.  Empowered employees are employees who are responsibility driven, are on a team that knows their goals, and always know what they want to achieve.

PowerPoint

· Yes

Transition

Now that you have examined the players on your team and analyzed how each of them is different, and how the differences affect the team and your role as coach, you are ready for the next step. 
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Objective

· To share the nine leadership principles

Thinking Behind the Page

Supervisors need a foundation from which to work in order to make decisions, formulate ideas, and set direction for their team.

1. Share responsibility

Letting go can be difficult for leaders, especially if they are new or have concerns about others’ reactions if things don’t go well. But, people work best when they have specific targets, and the coach has the responsibility of measuring performance to specific goals. Coaches share responsibility by:

· Ensuring goals are clear, attainable, and that feedback is given;

· Building players’ skills by letting go of tasks and involving them in the work; and

· Knowing what others in the group can do and desire to do.

2. Timely coaching and support

Everyone benefits from a good coach.  A leader who instructs, listens, advises, or prepares others when new, challenging tasks are at hand is a coach that makes the difference between success and failure. A successful coach:

· Coaches before the person begins the task;

· Makes coaching an ongoing part of the job, not an occasional thing; and

· Maintains the self-esteem of the person coached while changing behavior.

3. Treat people as valuable

Respect is one of the keys to building a climate that supports people in doing their jobs. Coaches serve as role models, and feeling valued or treating others as valued team members begins with the coach. Coaches show players that they are valued by:

· Showing trust and respect by encouraging subordinates to take control of their job and make decisions;

· Giving sincere compliments for all contributions; and

· By being good listeners.

4. Share Information

The more people know about what’s going on within their team, the better they can stand on their own. As a coach, you’re an important source of knowledge. Be sure to:

· Meet regularly to share and update information;

· Ensure that everyone either has the information needed to succeed or knows where to get it; and

· Share insight, knowledge, expertise, and skills.

5. Reinforce and Recognize

Reinforcing good performance is a mandatory part of the greatest coaching principle. People will do in the future what they were reinforced for doing in the past. Don’t forget the coach’s secret of reinforcing attempts. Coaches who reinforce and recognize:

· Praise verbally and publicly;

· Know what reinforcement works for each player (The history you keep can help here.); and

· Provide tangible reinforcement, if possible.

6. “Walk the Talk”

This means that you must follow the leadership principles, not just carry them around.  Your actions and words must be congruent. To walk the talk, a coach:

· Lets go and supports; not punishes and takes over;

· Asks for ideas AND lets others implement them; and

· Tells people they are important and shows it through action. 

7. Encourage Ideas

Today’s people aren’t content to just do their jobs; they have ideas for improving them. Good coaches create an atmosphere that supports initiative, appropriate risk taking, and creativity. They:

· Actively seek ideas from the group;

· Let their people “run with an idea”; and

· Reward ideas and initiatives through compliments.

8. Delegate Clearly

Delegation is a direct and effective way of building empowerment. Excellent coaches encourage people to stretch their talents, skills, and knowledge by properly delegating assignments.  They:

· Provide a clear description of responsibilities, authority, expectations, and constraints;

· Use controls that supply information but don’t restrict progress; and

· Use delegation to spread the workload.

9. Control Appropriately, Flexibly

Whether subordinates are implementing a new idea or completing a project, they should trust that coaches wouldn’t take over for them. A coach’s support can take many forms—from gaining support for a new initiative to coaching a player to deal with resistance to encouraging when the going gets tough. Supportive coaches:

· Understand that support is essential and recognize when it’s needed;

· Know techniques for gaining commitment, coaching, and overcoming resistance; and

· Coach but do not do the job for subordinates.

Activities

Divide the nine principles among the participant tables. If you have four tables, for example, each table could take two ideas and as a group you could discuss number nine. Look for ways to link these principles with the needs of participants that you collected on flipcharts.

Transition

So far, we’ve learned that planning is necessary to be a successful coach.  That planning includes analyzing a players strengths and weaknesses, matching players and positions, knowing the key elements of coaching, the strategic step, and understanding the nine leadership principles. Now let’s take a look at one tool that the world's greatest coaches use to improve the performance of themselves and their teams. 
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Objectives

· To allow participants to do a self-evaluation of their coaching skills

· To improve participants’ communication skills

Thinking Behind the Page

People are thrown into a management positions because there are good at doing their job, not necessarily because they are good leaders.  Good leadership requires a different set of skills.  This self-evaluation is an effective exercise in helping supervisors take ownership of identifying their own strengths and weaknesses.  It is equally important for the supervisors to get an evaluation/feedback from their employees. The employee’s perception of the manager's performance and behaviors is his or her reality and must be addressed.  The feedback can be effective only when the lines of communication are open.  That leads us to how coaches build loyal teams.

Activities

Participants evaluate themselves on the list of 20 skills. Ask them to total the number of check marks in each column and to put that number in the total space at the bottom of the page marked. Then give them the following scoring system, saying that it is unscientific, but it will give them some gauge as to their abilities.  The scoring works like this:

· 10 or more checks in columns 3, 4 and 5 equals an average coach

· 10 or more in columns 4, 5 equals a very good coach

· 10 or more in column 5 equals an excellent coach (or a liar :>) ha ha)

Ask participants to place a "D" for difficult next to the two most difficult items on the list for them.  Have them place an "E" for easy by the two they think are easiest for them.  Recommend that they work on these four items over the next 21 days. The two Ds because that's where we need the most work and the two E’s because that's where we enjoy spending our efforts (remember balance?).  Stress the importance of having their employees rate them on the same issues.

Overheads/PowerPoint

· Yes
Transition

Your ability to communicate effectively, make timely decisions, train, and develop your players will lead to the development of a productive team.  The next page will give you the secrets of how coaches build loyal teams.
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Objectives

· To learn the essentials of the team building

· To give coaches the ability to build loyalty and commitment into the team 

· To learn motivational skills and incentives that work

· To encourage creative thinking and brainstorming

Thinking Behind the Page

Supervisors become leaders of successful teams when they recognize that the individuals on the team have needs that must be met.  When the individual's needs are met and they see the leaders’ goals and objectives as worthwhile, the commitment and loyalty will follow.  Motivating people is a constant challenge for managers.  Incentives that work help people get motivated and help the supervisors get the performance improvement they expect. 

Teaching Tips

· A brief discussion of Maslow's hierarchy of needs and a discussion of why people want to be part of a team is beneficial to those supervisors who are unfamiliar with it and serves as a reminder to those who have forgotten it.  These basic human needs motivate people not only at work but wherever they are.  A well-functioning team will satisfy these needs and supervisors must remember that employees are always looking to satisfy their needs. 

 Before Abraham Maslow, the psychological world was awash in behaviorism and psychoanalysis. Maslow changed this focus on broken brains, by popularizing psychological humanism. Famous people like Abraham Lincoln were subjects of study instead of people with broken brains. One of Maslow's most important contributions to psychology was his theory of human needs, developed in the late 1960s. This theory explained that human needs were hierarchical in nature. 

He believed that people are not merely controlled by mechanical forces (the stimuli and reinforcement forces of behaviorism) or unconscious instinctual impulses of psychoanalysis, but should be understood in terms of human potential.  He believed that humans strive to reach the highest levels of their capabilities. People seek the frontiers of creativity, and strive to reach the highest levels of consciousness and wisdom.  Maslow called the people who were at the top "self-actualizing" persons. 

Maslow set up a hierarchical theory of needs. The animal or physical needs were placed at the bottom and the human needs at the top. This hierarchic theory can be seen as a pyramid, with the base occupied by people who are not focused on values, but just staying alive.  A person who is starving dreams about food, thinks about food, and nothing else.  Each level of the pyramid is somewhat dependent on the previous level for most people.  Maslow’s Hierarchy of Needs (rephrased) includes these levels: 

1. Physiological Needs. Biological needs such as oxygen, food, water, warmth/coolness, protection from storms, and so forth. These needs are the strongest because if deprived, the person could or would die.

2. Safety Needs. Felt by adults during emergencies, periods of disorganization in the social structure (such as widespread rioting). Felt more frequently by children who often display signs of insecurity 

and their need to be safe.

3. Love, Affection, and Belongingness Needs. The needs to escape loneliness and alienation and give (and receive) love, affection, and the sense of belonging.

4. Esteem Needs. Need for a stable, firmly based, high level of self-respect and respect from others in order to feel satisfied, self confident, and valuable. If these needs are not met, a person feels inferior, weak, helpless and worthless.

5. Self-actualization Needs. Maslow describes self-actualization as an ongoing process. Self-actualizing people are . . . involved in a cause outside their own skin.  They are devoted to work at something, something very precious to them—some “calling” or vocation, in the old sense, the priestly sense.  When you select out of a careful study, very fine and healthy people, strong people, creative people, saintly people, sagacious people . . . you get a different view of mankind. You ask how tall can people grow, what can a human being become?  

Maslow also describes self-actualization as a person's need to be and do that which he or she was born to do. It is one’s calling. "A musician must make music, an artist must paint, and a poet must write." If these needs are not met, the person feels restlessness, on edge, tense, and lacking something. Lower needs may also produce a restless feeling, but here, it is much easier to find the cause. If a person is hungry, unsafe, not loved or accepted, or lacking self-esteem, the cause is apparent. It is not always clear what a person wants when there is a need for self-actualization. 

· Why People Want to Be Involved

1. REWARDS for team results versus individual results

2. TEAMS are enjoyable.

3. COMPETITION creates challenges.

4. RELATED to the big picture

5. INSIGHT into others' jobs

6. NETWORK for downtimes

Activities

· For “Why people want to be involved:” Divide participants into small groups to discuss, list, and share with the entire class, the reasons people want to be part of a team.  

· For “The How To:” You build a loyal team through a combination of balance.  We must recognize and adjust individual strengths and weaknesses on our team.  Therefore, we need to balance individual strengths versus individual weaknesses, team goals versus individual goals, and healthy competition versus destructive competition.

· Steps to Boost Morale: 

· Recognize and address frustration fast! Build a system to get information about how high or low morale is among your team.

· Swift feedback: Morale drops when people do not get quick feedback on their actions.

· Relate to the person, not the task: Keep historical information on your team.  This includes information about family, children's names, favorite restaurants, where they prefer to go on vacation, and so forth. Anything that they tell you is fair for you to capture factually and use to build your relationship.

· Ask for input: Teams respect leaders that ask for their feedback and genuinely try to make positive change.

· Involve team in goal setting: Module 7 contains a lot of information on this topic.
· Share the spotlight: Whenever recognized for a job well done, a successful supervisor never fails to highlight and spotlight the people on the team that made it possible.

Example/Quote

· J. W. Marriott Jr., chairman and president of the Marriott Corporation, said, "Motivate them, train them, care about them, and make winners out of them . . . we know that if we treat our employees correctly, they'll treat the customers right.  And if the customers are treated right, they'll come back."

PowerPoint

· Yes

Transition

Now, let's take a look at the incentives that can drive your team.

Page 12–6

Objective

· To help supervisors understand what works and what doesn’t in driving your team

Thinking Behind the Page

Supervisors often look to managers for incentives and opportunities to recognize their employees. This is a chance to show them that they have options and must implement them to be successful.

Teaching Tips

· Ask that participants form teams (or use tabletop teams) to brainstorm ideas for the two questions on this page. Set this up to be a fast-paced, creative, and most importantly, nonjudgmental. The idea is to come up with as many incentive ideas as possible in the allotted time. Debrief by sharing ideas from each group. Then add your own ideas that you’ve picked up from classes or experience. Here are some starter ideas:

What Doesn’t Work?

· Team rewards. When you reward a team, one member can slack off and still be rewarded. 

· Regularity. Anything given with regularity becomes expected and sometime loses importance. An example is the “employee of the month” plaque in fast-food restaurants. The first few months are filled in diligently with pictures and names. After that it is sporadic and you can almost hear the conversation, “Who hasn’t won the employee of the month? We need someone for March!”

· Ambiguity. If I receive an award but don’t know why, then I can’t repeat the process or actions. If giving awards, make sure that the recipient knows why he or she received it.

What Does Work?

· Input from the team. Ask your team what they would like to receive. One agency we worked with had a range of $15-25 and another of $25-35. When they asked employees what they wanted within each price range . . . the number one request in the $25-35 range was an automobile oil change.  This seemed unusual to management, but it didn’t matter—it was what they wanted!

· Input from individuals.

· Allow for inactive bragging. This means that what they did is engraved/printed on the award.

· Visible

· Communicate what was done.

Overhead

· Yes

Transition

Even motivation doesn’t work on some team members. At some time in your career you will have people that don’t comply or conform. Let’s look at coaching your problem players.
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· To improve supervisors’ ability to lead problem team members

Thinking Behind the Page

This page allows participants to vent their frustrations about problem players.  The only way to effectively solve the problem is to determine why a player acts the way he or she does. This is one of the most important and least understood skills that successful coaches must possess.  

Teaching Tips

· USA Today conducted a poll shortly before Mother Teresa’s death. People were asked who was going to heaven. These are the statistics of their answers.

Mother Teresa 

79%

Oprah


            66%

Michael Jordan

65%

Colin Powell

            61%

Pat Robertson

47%

Dennis Rodman

28%

Highest vote getter  
87% who was it? The person answering the survey!


Don’t waste time, energy or resources trying to change the mind of those who strongly disagree with you. Give facts whenever possible and then realize that it may not be worth the effort. Why? Because the statistics above prove that they probably feel angelic about their objectives!

· Get participants to talk about the problem players that they have and discuss the traits of each. In talking about the four quadrants in the workbook, have participants talk about what each problem player needs to succeed. 

Transition

Page 12–8 provided skills and discussion of what will be essential in your success in dealing with difficult players. Our next page will give you a proven formula for developing your willing players into winners.
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Objectives

· To identify one of a coach’s strongest assets—the potential star performer

· To identify the possible best and worst aspects of the mentor/protégé relationship

· To recognize the risks and benefits of empowering team members

· To learn how to successfully empower

Thinking Behind the Page

One mistake many managers make is focusing all their time and energy on dealing with and helping the problem player.  In doing so, the potential of a willing player goes unnoticed or untapped as an asset, and the coach misses an opportunity to develop a star performer.  Coaching is about individual relationships between the coach and his or her team members.  Mentoring is not for all team members.  The coach must analyze his or her choice of players to mentor and decide who will serve as mentees.

Activities

Have participants work individually or in pairs to identify and write down the worst mentor experience they can recall.  Then write down some notes about the best mentor relationship they can recall.  After working individually or in pairs, have them share what they have written in groups of four to establish common experiences. Supervisors now have a good yardstick for measuring the mentor relationships that they arrange for their team members. 

Transition

The goal of every successful supervisor/coach is to develop the skills of the players to their fullest potential.  When individuals function at their peak performance level, the team is successful, and the coach succeeds in getting the desired results.  What are you in the process?  What do you need to do to help your team players reach their full potential? As you ponder your answers to those questions, let’s turn to page 12–9 and recap what we’ve covered so far in module 12. 
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Check Yourself!

1. Where will you store your lineup historical information?
Debrief the group.

2. Choose the one leadership principle that you most model.
Debrief and listen for one from this module.

3. Choose one leadership principle that you will begin to model.
Ask for a specific example.

4. On what date will you begin baseline measurement of your personal leadership skills? How will you administer it?

Ask participants to write down specific dates and step-by-step administrative actions.

5. What reward or incentive will you first begin to use with your team? How will it be received? When will you implement, how long will it last, and what result do you expect? 

Ask participants to list step-by-step and then debrief


Objectives of this module are to:





Identify your line-up;


Learn the nine leadership principles;


Discover baseline measurement of leadership skills;


Discover motivational techniques; and


Understand the investment required for mentoring.








Upon completion you will be able to:





Utilize a coaches’ roster;


Build a baseline measurement strategy; and


Begin a rewards and incentive program. 





NOTE: If you have not had participants stop and write ideas on their hot idea sheet, now is the time. Ask them to turn to their sheet and write down anything that they need to help them become better supervisors. 


Debrief their list on flip charts, which you should have on the walls from yesterday. Continue to number each idea.  
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