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How Building a Coaching Culture Can Help Boost Your
Company’s Performance
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Part 2: A Short Recipe for Coaching

Companies tend to make many mistakes
when they start to use coaching, and
these mistakes can keep them from getting
optimum results. In Part 1 of this series we
explored “Whatis coaching actually and why
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does it matter?” [1], and we discussed the
Big Mistake #1 when Building a Coaching
Culture: having no clear definition what a
coaching culture actually is.

Today, we will have a closer look at how
coaching works, and | will give you a very
short, practical recipe for coaching.

A short recipe for coaching

Coaching and

you don’t learn it in a weekend seminar.

s a complex process,

Professional coaches commit to a life-long
learning journey, continuously looking for
petter ways to help their clients succeed. [2]
However, if you have never used any
coaching before, you can start boosting
your coaching skills by applying a simple
recipe: tell less, listen more, and ask more
questions in an atmosphere of trust. While
this may not sound too difficult, in reality
many people struggle a lot with their first
coaching attempts.

Tell less

“old  school”
managers, are used to telling others what to
do. Giving up this good old habit — it worked
so well in the past, didn’t it? — is hard. It

Many bosses, especially

Listen more

Aslc more guestions

can be particularly challenging in cultures
where also many employees expect to
receive instructions from their bosses rather
than finding solutions by themselves.

Why is it apparently so difficult to tell less?
Well, often even well-established leaders
think that they know better than their staff,
or simply that telling people what to do is
faster than having them find out for them-
selves.

The truth though is that “Leaders are no
longer the smartest people in the room
who know the most about everything. To
be successful, they now need to be able to
surround themselves with experts in those
fields who are smarter than themselves, and
then they must find ways to motivate and
empower those people in order to mobilize
them towards a shared vision.” [3]

Listen More

When you tell less, you should conseqguently
listen more. Listening is completely effort-
less and would, in theory at least, be the
easiest thing in the world. Besides being
easy, itis also extremely important: listening
has been identified as a critical leadership
skill. [4]



Figue 1

What keeps us from really listening:

« we have our own, different agenda

e our mind drifts off or attention drops

« time pressure

e We compose our reply in our head
while the other person is still talking
(i.e. we focus on what we are going to
say next instead of really listening to
what the other person says)

« distractions (incoming messages, other
people, ...)

e QUr own judgment gets into the way
(“I would never do this”, “but that’s
wrong”, “how can you possibly...”)

» and ultimately, we might simply not be
interested in what the other person has
to say...

Nevertheless, many employees wish their
bosses would listen more to what they
have to say. And obviously, not only at work
put also at home many problems could be
solved if we only listened more to each
other.

So, if listening is so important and actually
easy, what keeps us from actually doing it?
You can find a summary of reasons given by
participants of my seminars in figure 1.

Listening is not only about quantity but also
about quality. I am sure as a reader of this
magazine you have learned “active listening”
in your very first leadership seminar, so
we won't go into detail here. If you need a
refresher though, you find some tips in
figure 2.

When you want to listen like a coach, you
need to be truly interested in what the other
person has to say. You need to listen for
potential, and by listening deeply and
actively, you can help leverage the other
person’s talent.

Figue 2

Tips for active listening:

« make sure you are really present and
tune in to what the other person says

» Kkeep eye contact

» observe the other person is their body
language congruent with what they
are saying?

» be aware of your own body language:
does your non-verbal communication
express that you are listening?

« paraphrase or “parrot-phrase”

« listen also to what is not said

 ask clarifying questions

« be empathic, non-judgmental

e endure silence and resist the urge to
say something when there is a pause

Ask more questions

Why is asking questions often so much
more powerful than telling?

Asking questions triggers the other person’s
thinking. Asking can also create more buy-
in: imagine as a boss you tell someone what
to do. They execute as instructed. Imagine
for some reason things do not work out as
you expected. Well, it was all your fault then
because the employee simple did what you
ordered. They can’tbe blamed, and chances
are they might not make an extra effort to
solve the problem.

Imagine instead of telling you ask the same
person: “what do you suggest we do in this
situation?” Imagine you have an inspiring
and creative dialogue in which they come
up with their own solution. Again they
execute, but this time they own the solution.
If something goes wrong, chances are they
will go the extra mile to prove to their boss
that they can think and act on their own.

Asking questions can help to tap into a
person’s own intelligence and leverage
potential. Asking empowers people and
builds self-leadership.

Furthermore, consider that perhaps you are
not “the smartest person in the room” as
outlined above. Even if you are, you simply
cannot know everything. As Ronald Heifetz
puts it “The leader’s job is not to provide
the answer but instead to frame the right
questions for which answers are developed
and discovered by the collective intelligence
of the people.” [5]

Again, quality matters more than quantity,
and for coaching to be effective, your
questions must be “powerful.” In figure 3
you will find some ideas for great coaching
questions.

Tell
questions is the shortest recipe for coaching

less, listen more, and ask more
| can give you. Again, not a full recipe for
a five course Michelin dinner, but good

enough for you to start cooking.

However, one more ingredient is essential
for great coaching results: you can’t just

Figue 3

Powerful questions

e are open-ended

o trigger thinking

» are thought-provoking

e interrupt patterns

 are not “guiding”

e are solution-oriented

« generate curiosity in the listener

« stimulate reflective conversation

» surface underlying assumptions

e invite creativity and new possibilities
» generate energy and forward movement
» channel attention and focuses inquiry
o touch a deep meaning

« evoke more questions
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“machine-like” apply the recipe. Coaching
is not a process that you can follow
mechanically and then it just works its
magic. More than anything else, coaching is
about human interaction. And human inter-
action is always about relationships.

For a coaching relationship to be effective,
it must be based on trust. If you can't
create an atmosphere of trust, a safe space
for the person you are coaching, you will not
be able to fully leverage the other person’s

potential. Trust is the foundation of coaching
as illustrated in figure 4.

If you want to use coaching skills as a boss
with your team members, you need to be
aware that you are not equal partners (by
definition you have more power as the
boss), and in general for many employees
it can be difficult to fully trust their boss. Ask
yourself if the person in front of you can be
completely honest: will he or she for instance
pe ready to disclose weaknesses to you

whenyou are the one who decides about the
next promotion or their salary increment?

As with any skill, practice makes the master,
and that’s also true for coaching. So go out
and practice, practice, practice. And enjoy
the journey.

Next time we will look at the other two typical
mistakes companies make when they start
coaching: not being clear about coaching
objectives and underestimating how difficult
it can be to build a coaching culture.

Footnotes

[1] Boardroom Vol. 63, Issue 02/2019, pages 30—34, online version: https://issuu.com/thaiiod8/docs/boardroom_vol.63_resized/30 (last accessed May 29, 2019)

[2] The International Coach Federation requires their Professional Certified Coaches to have undergone at least 125 hours of coach-specific training, they must have at least 500
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