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Hi, | am Shawn Doyle CSP, and it’s
nice to meet you.

| travel all over the United States, Canada, and the UK, training speaking
and consulting. The majority of my business is facilitating leadership
development programs and executive coaching. | have been doing that

now Tor almost three decades.

Here is a compelling lesson that | have learned from all the great clients
and companies | have worked with over the years- most people in leadership
roles do not coach or develop their employees- ever. | still struggle with why

that is the case, and why more leaders don't do it.

As Bill Bradley once said: “Leadership is unlocking people's potential to

become better.”

Why leaders don’t coach

| have interviewed thousands of people in my life when | was an executive in
corporate America. When | would ask a candidate- “how does your manager
help you develop at work?” The answer was almost always “they don't.,” When

| ask managers and supervisors why they don't coach, here is what they say:



« “| am too busy”. They say they are so busy with their workload and they just

don't have time to coach.

« “| am not rewarded for doing that.” In many organizations, leaders are judged
by their projects and results, not by how much they develop their team.

Isn't that a shame?

« “| don't know how.” Many people in a leadership role would like to coach or
should coach, but they don't know how. There are two reasons why they don't
know. 1) They have never gotten coaching from their manager (so it has never

been modeled for them) 2) They have never gotten training on how to coach.

« “| don't think it is necessary.” | once had a CEO tell me that he didn't think
people needed development and that if he had to develop them, he had hired

the wrong person. That is a very short-sighted thought process.



Why you should coach.

There are so many reasons why you should commit to coaching people on

vour team. Some of them include:

* Increase productlvity

* Increase morale

* Improve results (llke sales and revenue)
* Increase engagement

* Increase retentlon and commitment

« Improve communlication

* Increase employee loyalty

As Harvey S. Firestone once said: “The growth and

development of people is the highest calling of
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leadership.”




10 Guidelines for coaching

Here are ten guidelines to follow for making sure

yvour coaching is as efficient as possible.

#1 Explain why you are coaching.
When you commit to coaching vour team members, take the time to explain
why vou are coaching that person. Tell them that you are making a commitment
to developing everyone on the team and you are going to be coaching them on
a regular basis. The reason behind this is to help them get where they want to
go and to help them grow and achieve their goals. You are doing this because
you care and you want to help them. You are not like other managers they may

have had in the past.

#2 Coaching is for everyone.

If vou have a team that reports to you, everyone should be glven the opportunity
to be coached. | have had people say to me in my leadership programs “well
what about the receptionist? Are you saying | should coach him?” The answer

is YES! Everyone on the team should get the chance to grow, to develop, to be
better at what they do. They all have potentiall They just need someone to

believe in them.



#3 Coaching should be tied to their goals.

The first step in coaching should be to ask people about their goals short-term,
mid-term and long-term. Don't be surprised if people tell you they don't know
what they want to do “when they grow up.” Having a goals discusslon and
helping a team member define their goals can be a compelling discussion. It also
shows you genuinely care about them and not just about their functional role at
work, but what their dreams and aspirations are and how you can help them

get there.

#4 There are two types of coaching - make sure
you don’t just do one type.

Based on my experience, there are two types of coaching; 1) Corrective 2)
Developmental. Let's define corrective first. Correctlve coaching is usually

trying to coach someone on something that needs to change or is a problem.

For example, if someone is habitually

late, they need coaching on how to
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correct that problem. Developmental
coaching is when you coach someone
to achieve their goals, help them grow

and develop new skills, knowledae,

tools or techniques.




#5 Coaching must happen.

| know this sounds a bit odd, but coaching must happen. | once worked for a
manager for two years. Every week my manager would say- “l really should
work with you and give you some coaching. * | would, of course, say “That
would be great” and | was looking forward to it and | was excited about it.

It never happened! | always say yvou have to “prlorltize and calenderlze.” It's a
made up word but means this; if you don’t make it a priority or put it on your
calendar- we all know it never happens. When it doesn't happen, that is a wrong
message you are sending to your team. You are saying they don’t matter encugh

to invest time in coaching them.

#6 Coaching should be calm and relaxed.

A critical aspect of coaching is to create a calm and comfortable environment
for coaching. People need to feel comfortable for the coaching to work well
and for them to be open to receiving the feedback and to have a great

discussion. Think of going to a therapist or a psychologist- they always set

up a way to make people feel comfortable. That should be
vour goals as well. Never coach if you are angry or
frustrated. Mever coach if they are anary. Calm and GU AI-
relaxed is the approach of a professional, and keep
in mind you are modeling the behavior you want
them to emulate. As Harold 5. Geneen said:
“Leadership is practiced not so much in words

as in attitude and in actions.”



#7 Understand the psychology of coaching.

When you are coaching, you are coaching a human belng, and they come to
the table with insecurities, ideas, feelings, and history. That history leads them
to have certain perceptions of coaching. Make sure when you are coaching
(particularly developmental coaching) that yvou explain to that person that
they are not in trouble. At first, you may get a reaction from people when you
start coaching them, and they may ask “am | in trouble?” when you ask to meet
with them. They may be defensive. You have to reassure them. The sad fact is
that many people had only met with their boss only when they were In trouble.
They never had to coach- just reprimands, sometimes for their whole career.

| once asked a boss of mine for feedback on how | was doing, and he said:
“Don't worry | will let you know when you screw up.” Wow how inspiring and

motivating that was!

—




#8 Take notes.

When you are coaching, make sure to take notes. This is so helpful when you
go back to coach them the next time a few weeks later. You need to do this
because you can never remember everything vou talked about. This also makes
yvou look more credible and ensures you can remember what they are working

on from the last coaching. It allows for better follow up and accountability.

#9 Coach behavior, not attitude. (please)

| often have leaders ask me this question- “I have a team member who has a
bad attitude- how can | get them to change?” Well, short of a personality
transplant they are not going to. Instead of trying to coach them to change
their attitude, change behavlor. If | have someone on my team that is in a
meeting and is disrespectful to a team member, we should not coach them on
stopping being disrespectful; we should coach them on not exhibiting certain
disrespectful behaviors. You can say “well, Bill

in the meeting when Cheryl was speaking, you

sighed and rolled your eyes. That was inappropriate
behavior.” We coach them on eliminating the
behavior. The key is behavior can be coached,
change and modified. Sometimes when we
change the behavior, they also change their

attitude as a result.




#10 Coach by telling them what is in it for them.
Whenever you coach anyone, coach them how it will help the organization,

the team and most importantly how It wlll help them? You can say- “Well, Sandra,
| think if we work on this - here is how this will help you” ... (tied to one of their
goals.) | once coached a team member who had a terrible temper. When |
coached her, | told her how working on developing her emotional intelligence
would help her reach of her goal of getting promoted to a supervisor role.

Keep in mind that people work for the company, but the reality is this- they

work for themselves.




Those are a few ideas about how to be better at coaching.

| think yvou have a tremnendous asset on your team that is very underdeveloped.

You may not even know about it. That asset is the underdeveloped potentlal of
each team member. Denise Morrison summed this up well- “l think leadership is
service and there is power in that giving: to help people, to inspire and motivate

them to reach their fullest potential.”

Coaching each person will help build the unlimited
potential of each person. After all, you can’t do
everything yourself!

We have a highly interactive comprehenslve program on coaching called
Coaching for Results. This progaram is a half day or full day program, and
we can teach your supervisor, manager or leader to be a highly effective

coach, to get better results, increase revenue and sales and productivity.

Contact us today to talk about how we can help you

with live training programs, webinars or executive coaching.
Shawn Doyle CSP

www.shawndoylemotivates.com

888-513-5060

Emall- shawnioshawndoylemotivates.com
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