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Introduction

The Coaching Manager

“Iwas dreading the next meeting. I knew that there was going to be a real
problem. I knew this one particular guy in the meeting was going to chal-

lenge the results of my analysis. He had made that clear. He’s a more senior
guy too. I was very angry, feeling like he was just doing this to put me in my
place. I couldn’t figure out what to say, how to turn this conversation into
something productive for the group. I just wanted to blast the guy. I’ve always
had trouble with people like this. My boss has told me that I really need to
be able to handle tough political problems if I’m going to be ready for a pro-
gram manager role I’m hoping to move to.

“I was mulling all this over while I was walking down to the cafeteria and
happened to bump into my boss. We chatted for a minute. He noticed that I
wasn’t being myself. He made a small comment: ‘What’s going on? You look
worried.’ I trust him, so I thought I’d tell him. I told him about the meeting
tomorrow and the confrontation that seemed inevitable. Gave him some
background on the situation. He didn’t seem annoyed. He asked me a few
more questions. One question in particular got me thinking. He asked me if
my critical view of this more senior colleague was the whole story. Was this
guy a consistent problem, or did he become more confrontational when he
really was worried about something? He didn’t say it like he was cross-
examining me. He just wanted to know. (He’s never worked with the guy.)
I thought about it for a second and said, ‘No. Actually this is a pretty complex
situation.’ I explained that this gentleman (notice how I was changing my
description) had actually done some good work for us in the past, and though
his style was a bit harsh at times, he often did make some useful points.
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My boss then simply said, ‘Is there any way that you can take that track
record of his into account here?’ I began to see the big picture as we talked.
I needed to get beyond my own reactions and my own view of things. The
words started to come to me, and I actually felt calmer. I knew what to say
to the guy tomorrow. I knew how not to get defensive. Even though his style
was very challenging, I could just let him speak and try to really listen to him.
I could defuse the situation rather than making it worse. If I didn’t attack him,
we could keep the conflict where it belonged, on issues rather than on his style
or mine. We could both come out of this in decent shape. I thanked my boss.
He said, ‘For what?’ That’s why I like working for him.”

You probably know someone like our friend’s “boss.” (Hopefully, you
work for someone like this, but the odds are that you don’t.) When you think
about a manager like this, you probably feel admiration and maybe even a bit
of jealousy. If you know any coaching managers well, you have probably got-
ten a sense of the impact of their styles on their work and on others around
them (Goleman, 2000). Everyone seems to want to work for them. Perhaps
managers like this seem too “touchy-feely” for you. Even so, you may still
wonder: How do they do it? How do they get their jobs done and still find
time to talk with their people like that?

This is a portrait of the coaching manager, someone who uses coaching to
develop talent in his or her business unit, in order to achieve business or orga-
nizational results. We have talked with people like our friend’s boss, and we
know they are out there. We also know that they can play critical roles in
addressing some of the most important concerns in business today. Regardless
of the state of the economy, if you are in business, you need talented people
to do their best. In a down market, it may be easier to fill jobs, but it is prob-
ably not easier to fill those jobs with the right people and to keep the right
people moving ahead, with commitment.

Furthermore, hiring—one of the most if not the most important decisions
a manager can make (Collins, 2001)—is expensive and can’t solve all your
talent management needs. So, do we send people off to school? Even though
we’re teachers, we have to stress that sending people to the classroom doesn’t
constitute a talent development strategy. Classrooms don’t ensure that indi-
viduals develop. Actual work-related development takes place largely on the
job. This is particularly true when it comes to the skills associated with leader-
ship, teamwork, and management. (Our friends from other disciplines
would actually disagree with the latter statement. Current research now tells
us that expertise in nearly every field of endeavor from the arts to writing
software code is built through a process of learning from experience, involv-
ing on-the-job practice and coaching [Ericsson, Prietula, & Cokely, 2007].)

Many organizations are beginning to understand how development really
works. “We’re good at making the numbers, and we’re good at telling people
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what to do. But we’re not developing leaders. Telling people what to do, if
that’s all we do, is just going to make them more dependent on the top. We
can’t keep doing that. We’ve got to get them to think.” These are just a few
of the comments we’ve heard over the past decade from talent managers and
human resource leaders. The next generation of talent can’t develop unless its
members are given the chance to learn, to think, and to grow. If we focus
solely on making the numbers today, we’ll lose tomorrow. Our next set of
questions typically includes the following: Does your CEO really want to pri-
oritize talent development? In the past, the answers varied but were often
more negative than positive. Now, the pendulum seems to have swung.
Changing demographics, the upcoming baby boomer retirement boom
(we think!), an increasingly diverse workforce, and the need to manage new
technologies and new ways of doing business all require ongoing learning and
talent development.

Coaching Can Help,
for Employees Who Want to Learn

Over the past 10 years, we have talked with more than 4,000 practicing
managers and entrepreneurs about coaching and talent development. (We’ve
worked with an additional 2,000 or so since the first edition.) In addition,
we’ve had extensive opportunities to talk with business leaders, human
resource professionals, and learning and development specialists in some of
our best business and not-for-profit organizations. (Some of those conversa-
tions, which are beyond the scope of this book, are described in Hunt &
Weintraub, 2007.) We have continued to learn from them about learning
from experience and how managers can build organizational capability by
encouraging a coaching-friendly culture in their teams and units.

At the core of this capability is the conversation, what we describe as the
coaching dialogue. The coaching dialogue is far more than just an occasion
for feedback for an employee. Feedback, as we will describe later in this
book, is really only one step in the process of learning from experience. In
the coaching dialogue, two individuals, for our purposes a coaching man-
ager and one of his or her reports, meet formally or informally to discuss a
challenge/problem/task on which the employee is working. Rather than
meeting only to discuss business results, the participants also talk about
how the employee is going about trying to achieve those results. They talk
about the process of getting there, as well as the ultimate goal. It is those
conversations about process, actions, and decisions that the employee
makes while trying to deal with the challenge from which the employee can
draw the lessons of experience.
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We’ll provide an overview of the developmental coaching model in
Chapter 2 and then provide detailed discussions of its various components in
subsequent chapters. For the purposes of this chapter, however, let’s describe
it as follows. In a coaching dialogue, the manager seeks, often through the use
of questions, to encourage the employee to reflect on his or her actions—to
examine his or her actions critically with an eye toward understanding the
gaps between actual and desired performance. While individuals can critically
reflect on their performance in isolation, reflection in the company of another
interested party is more powerful, as we’ll describe in some detail. Reflection
by itself, however, may not be enough to give the employee a full under-
standing of his or her actions and their role in achieving the desired outcomes.

It may be necessary for the coaching manager to provide feedback to help
the employee get a clearer sense of his or her actions, and at times, it may be
helpful to provide some needed advice. The latter tactic, however, is used care-
fully so as not to undermine the employee’s sense of ownership for next steps
and further improvements. You can see immediately that there is some art to
this on the part of the manager. A good coaching manager develops a sense of
when to jump in and provide feedback and advice and when to step back and
let his or her employees think things through. (This dilemma will seem very
familiar to parents, teachers, and athletic coaches.) In most instances, one
might think that the manager’s own style and timing will dictate a response to
that question. A skilled coaching manager, though, tries to make that judgment
call based on the employee’s needs, not the manager’s predilections.

We are acutely aware that the preceding paragraph might already scare
off some folks who are interested in improving their ability to coach their
people. Please don’t be frightened! You don’t have to be perfect at this stuff
to be effective. You have to be OK. Intent does matter here, along with your
ability to receive feedback from those you coach. If you are genuinely trying
to help and you occasionally jump in too quickly, and if you’ve let your peo-
ple know that you need their help to help them, you’ll do just fine. Yes, prac-
tice does help. Perfection, though, is not what you’re trying to achieve.

As such, in addition to some basic skills, trust between the parties here is
obviously a critically important enabling factor. That’s why intent is so
important. If you are really trying to help, not to punish, if you really do
want to know what is happening with your people and their work, and if
you behave accordingly (we’ll talk about this in great detail), sufficient trust
will materialize in your relationships with your people for coaching to take
place. (Of course, intent by itself will not be enough if you are inadvertently
undermining your efforts to build trust by behaving in a fashion that con-
tradicts that intent. This can happen without your awareness. We’ll explore
this problem in some detail later.)
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The best way to learn to coach, and to build trust in your relationships
with your people, is to try coaching. Acquaint yourself with the basics of the
developmental coaching model; let your people know what you’re trying to
do, assuming you’re clear about what that is, and ask for their feedback.

But here’s where the anxiety begins to build. Why? Managers have the
wrong mental models about coaching from years of being taught that coach-
ing is a tool for dealing with serious performance problems. When an
employee has a severe, persistent performance problem, the model of coach-
ing we have described may not work. The employee may be more motivated
to cover up problems than talk about them. Trust may be minimal or even
absent, since the manager naturally will have to represent the interests of the
organization, not the employee. The employee would prefer otherwise.
Tension builds. Communication breaks down. This is what most managers
associate with coaching. Sounds like fun, right?

Here’s what the managers we’ve talked with, those who use coaching on a
daily basis, tell us: Don’t devote your precious time just to coaching individ-
uals with performance problems. How much attention do your good and best
employees receive? Probably they receive very little, far less than they deserve.
But they don’t cause any trouble. And you’re busy. But—and this is the key
part—those good and great employees are the ones most likely to help your
business. They are probably the most engaged in the work. They probably
have good ideas or have a good idea of where the problems lie. They are also
the ones who are most likely to want to engage in the kind of developmental
work described in this book. But they don’t get that kind of attention.
Coaching these people, the people who can help your business and who want
to learn, is a very different experience from coaching someone who is
unhappy with the job, with you, with the company, with his or her perfor-
mance, with your performance, or with all of the above. (We are very aware
that you may at times have to coach employees who are experiencing severe
performance problems. This is tough going. There are no magical answers.
We will, however, try to address this difficult area later in the book.)

Coaching Is Good for You

The managers we interviewed also told us that coaching has helped them do a
better job as managers and has helped them evolve as leaders. Consider briefly
what happens if you have honest and open discussions with your employees
about their work. What will you learn in the process? You’ll learn lots more
about each individual employee, to be sure. You’ll learn about employees’
strengths and weaknesses. You’ll learn what really motivates them.

Chapter 1: Introduction——5



In addition, however, you’ll also learn about the business. You’ll learn
more about what is working and what isn’t. You’ll learn more about cus-
tomers, processes, and opportunities. You can’t be everywhere. Coaching is
a vehicle for accessing the eyes, ears, and brains of your team members,
without micromanaging them. Coaching helps you stay on top of your busi-
ness without staying on top of your people.

Data from studies such as the Gallup Organization suggest that organi-
zational, not just personal, productivity will improve as a result of manager-
facilitated learning (Buckingham & Coffman, 1999). The U.S. Army, for
example, has made a significant effort to leverage this opportunity (Garvin,
2000). After any military action around the world, involved army units con-
duct an “after-action review” (AAR). The AAR uses a coaching methodol-
ogy very similar to the one described here, in a team context. In the smallest
appropriate unit, the unit commander and his or her direct reports “stop the
action” by meeting and talking about what happened. Following a highly
structured procedure, team members reflect on what they did well, what
they did not so well, and what they need to do better next time. Later in the
book, we describe how the army makes this coaching process work. The
point we’re trying to make is that coaching represents two-way communica-
tions about the employees’ efforts and about the challenges facing the busi-
ness. You’ll note as we report on coaching conversations through the mini
cases such as the one opening this chapter that the conversations actually
sound more like problem-solving discussions than developmental discus-
sions. In reality, they are both.

The AAR illustrates a formalization of this kind of thinking. The officer
or facilitator leading the dialogue gathers data from an AAR. (The data do
not include “who said what”; they include only key learning points. The air
force calls this a “nameless, rankless debrief.”) Data on what has been
learned are pooled to help larger units within the army adapt to new
demands and challenges. The army’s ability to use a coaching-like interven-
tion to learn on the fly (even under combat conditions) has been a key fac-
tor in helping the organization deal with change. Some of the most common
duties for the U.S. Army over the past decade, after all, have been peace-
keeping, peacemaking, and disaster relief. These dangerous duties may fall
outside the traditional training given to soldiers until very recently.

When a manager creates a coaching dialogue with an individual or a team,
he or she is creating an opportunity for everyone, including the firm, to learn.
Organizational learning coupled with the growth and development of the best
employees can represent a significant competitive advantage for a firm. The
cost is not high. It takes only a bit of time and thought to capture what has
been learned and to circulate the insights to the rest of a team or firm.
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But coaching has much more to offer you than business intelligence. As
we’ve already said, coaching involves addressing that timeless dilemma of
when to direct someone who works for you (or who is growing up under your
care) versus when to coach, which involves the act of letting go, at least to an
extent. Coaching teaches you the competence of working through others, not
doing it yourself. That of course is not how you became a manager. You
became a manager not by working through others but by being an effective
individual contributor. If you are to be a really good manager—and, some
would say, a more mature individual—you must learn how to bring out the
best in others, in the service of your team and business. This is a substantial
developmental leap (Drath, 1993). If you can make that leap, you’ll be better
positioned to think about your business strategically and step back from the
tendency to engage in “firefighting” that can consume your time and rob your
career of meaning. By talking with their employees through coaching, coach-
ing managers have a different view of how their teams are functioning and,
rather than trying to fix every problem themselves, spend more time building
an organization capable of adapting and competing in challenging times. We
concur with other writers, such as Bradford and Cohen (1998), who propose
that the most effective leader for our time is not the hero who leads the charge
up the hill, but the one who promotes shared effort toward and responsibility
for achieving a goal and also builds organizational capability along the way.
Our approach to coaching is consistent with that model.

Finally, coaching can actually be good for you on a personal level. As a
manager, you’re asked to take 24/7/365 responsibility for something impor-
tant and for a group of people who are tasked with accomplishing something
important. You can’t turn it off, particularly in an age of instant and unre-
lenting communications. Yes, leadership and management roles can be excit-
ing, but they can also be quite stressful.

Research suggests that coaching others can help in several ways (Boyatzis,
Smith, & Blaize, 2006). More than technique, coaching, particularly devel-
opmental coaching, is related to the quality of the relationship between man-
ager and employee. A high-quality relationship, characterized by trust and
mutual support, can be a significant buffer against the impact of stress,
including the physiological impacts. Developmental coaching can also help
mitigate the isolation associated with leadership roles and the potential dam-
age that such isolation can cause to the leader’s psyche and ability to func-
tion on a sustainable basis. It is indeed lonely at the top (of a team or a
conglomerate). While coaching cannot alleviate all of the problems associ-
ated with the assumption of a leadership role, it can help. But we emphasize
that we’re talking here about developmental coaching—coaching between a
leader and a follower who wants to learn. If the only coaching you do is
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aimed at dealing with serious performance problems, we do not predict that
your stress level will decrease!

Why Don’t More Managers Coach?

We have shared these ideas with many managers. Few have objected to our
hypotheses. Most employees, particularly the strong contributors, would like
more support with their development, and coaching from the manager is a log-
ical tactic for addressing that need. Unfortunately, it doesn’t seem to happen to
nearly the degree that it should. Interestingly, despite the fact that employees are
interested in coaching, few are clamoring for it. Something is missing.

Although most managers agree with our point, there is nevertheless a great
deal of confusion in the business world about the role that organizations and
their managers can and should play in the development of their employees.
This confusion has led to inactivity. Managers don’t coach, and employees
don’t ask for coaching. In the world of business, we have created a stigma
against learning and against coaching for both the manager and the employee.

We have asked the following question in our coach training sessions since
1996: “Howmany of you have had your manager devote 100%of a 60-minute
(or even a 30-minute) block of time to observing you work on some task and
then spend an additional 30 minutes or so talking with you about what he or
she saw, in a way you really felt promoted your growth?” Although we occa-
sionally do see a hand go up, most of the time, we do not. We’re more likely
to hear snickers.

Then, we hear the gamut of “anti–coaching manager stories”: “I found
out I’d gotten my raise when it came in my check. I have no idea what I did
to deserve that.” (We have heard that story from participants in our leader-
ship programs. Little did we know that it would in fact happen to one of us
in 2007. No one is immune to poor management, not even the authors of
this book.) “I haven’t seen or talked to my manager in 6 months. I guess that
means I’m doing OK.” “I had my performance appraisal over the phone.”
Our personal favorite: “Coaching is for wimps.” Such stories have forced us
to ponder the obvious question: Is this any way to treat talented employees?
We should add that the sample of companies from which participants in our
training programs are drawn includes some of the best on the planet. If
you’re a CEO reading this book and you think your managers are coaching,
you might want to back up that assumption with some hard data. These
anecdotal observations that developmental coaching, at least as we define it
below, is rarely practiced are supported by a substantial body of research
(Lombardo & Eichinger, 2001).

8——The Coaching Manager



If the boss, the person with formal power, signals that she or he isn’t inter-
ested in employees’ development, and if this is a pretty common observation,
what’s the logical response on the part of employees? Most will lower their
expectations. A self-fulfilling prophecy is the result. Little coaching takes
place, so people don’t expect to be coached even though they may wish oth-
erwise. They don’t expect coaching, so they don’t ask for it—and not sur-
prisingly, because they don’t ask, they don’t get it. To close the loop, if they
don’t ask for it, their managers will think they don’t want it.

Furthermore, if they were to request coaching from their managers, they
would quite likely be talking with people who don’t really know how to
coach or are afraid to coach. The mental models that both parties are likely
to hold of coaching—that it is reserved for poor performers, not for good
ones, as we discussed above—don’t help. And so it goes. (Of course, if peo-
ple work for a manager who believes that coaching is for wimps, they’ll
rightly be afraid to ask.)

Contrast this view with an earlier and more progressive vision put forth
by management authors Evered and Selman (1989). They speculated that
(a) if managers and organizations actually encouraged people to ask for
coaching, (b) if managers made them feel safe in doing so, and (c) if man-
agers could get used to coaching, a potent internal market for coaching
would emerge. Employees would start to expect and even demand to be
coached, and the stigma, the fear of retribution for admitting that they don’t
know something, would disappear rather quickly. Our experience tends to
support this perspective.

We should note of course that in some organizations, performance appraisal
and compensation systems, as well as the attitudes of some misguided senior
managers, can actively discourage coaching. We’ve heard participants in our
programs quote the jab they may have received from a senior organizational
leader to the effect of “Why are you spending all that time talking with your
people?” more than once. The best possible comeback is “because it gets
results.” So, while we admit that various human resource practices can dis-
courage coaching, we believe that it is too easy to blame the entire problem on
such antiquated policies and attitudes. Even in companies that actively encour-
age coaching, you can find many managers who don’t explore its possibilities.

We know that most people want to learn (McGregor, 1985; Senge, 1990).
Study after study shows that meaningful work, challenge, learning, and career
development are high on the list of factors that workers look for in their rela-
tionships with employers. The coaching managers we have talked to tell us
that it is indeed possible to tap all that pent-up motivation. They strive to cre-
ate conditions under which their employees feel relatively comfortable asking
for coaching. Some coaching managers have been able to achieve this even
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while working in companies not necessarily known for promoting the devel-
opment of employees. The important question here is Why? What’s your
motivation, on a personal level but perhaps most important on a business
level? At the close of this chapter, we will challenge you to consider what it
would mean for you, and for your team/organization, if you were to more
actively involve yourself in support of talent development, through talking
with your direct reports. That’s our sales pitch. But it’s not all on your shoul-
ders. Note we’re saying that coaching—developmental coaching—is a cocre-
ated activity. You have to make it possible, but it’s not solely up to you.

Coaching and Learning

Developmental coaching has two goals then: first to help the team, organi-
zation, or business achieve results and second to help the people in the team,
organization, or business grow from their work. Growth, as we refer to it
here, means learning from experience, the development of expertise, and
(one might say) wisdom. Before proceeding, then, we would like to say a bit
more about what we mean by learning and how it occurs in this context.

The underlying theory behind how adults learn and adapt and how they
can in turn help organizations learn and adapt is well understood. Learning
is more than just action, though action is part of learning. Wolfe and Kolb
(1984) have described a useful way to understand learning as requiring four
interrelated steps. To learn, the individual must act and then make sense of
the action and its implications with an eye toward developing increased
competence. Action, Step 1 in the learning process, creates experience that
registers with the actor in Step 2. This is where development stops in most
organizations (Hicks & Peterson, 1997). Unfortunately, there is no guaran-
tee that anything has been learned up to this point in the process.

If the experience of an action is subject to self-reflection, discussion, and
external feedback, in Step 3 in the process, it is possible for the individual
to then draw new conclusions about the nature and effect of that action.
The learner generates a new set of ideas, a new theory if you will, regard-
ing the action. The learner thinks about what worked and what didn’t
work, why, and what might be tried differently. The new theory is subject
to experimental testing, in Step 4, as the individual strives to improve his or
her performance.

Say that you are trying to help a new product development team get its
meeting habits started in the right way. Based on your previous experience, you
start with the assumption that a tightly structured agenda can help a group
stick to its task. You bring in such an agenda to the first meeting and find that
a number of the more creative members of this new team seem to just want to
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chat with each other. Frustrated, you get angry and become more directive.
Your manager, a gifted coach, happens to be observing you. After the meeting,
he takes a few minutes to ask you for your thoughts about how it went. You
express frustration at your inability to get the crazy creative types to stay on
track. He asks you whether you’ve ever worked with people like this before,
and you say no. You then wonder aloud whether your approach to the creative
types was perhaps not all that helpful. Your boss, agreeing with you, gives you
some feedback to the effect that the creative types seemed to stop paying atten-
tion when you became more forceful and directive. A new theory about what
is going on occurs to you. Your previous model of effective team leadership, a
model that had always worked in the past, may need to be modified. Maybe
you need to encourage a team like this to be a little more social with one
another as a way of getting started. You resolve to try this next time. You leave
this coaching interaction feeling as though you have gained a useful insight
into how different kinds of teams run. You feel as though you’re learning
something and even feel a little more confident in your ability.

In this example, you have learned to expand your own set of assumptions
about how to be an effective team leader. You don’t just keep doing more of
what you normally do. Such automatic behavior, continuing to do what we
know even when it doesn’t work, seems to reflect human nature to a degree,
but it is also a hallmark of a failure to learn (Argyris & Schon, 1978). Not
surprisingly, perhaps, it is all too common in the workplace. We do the same
thing over and over again, hoping that this time it will work but ready to
blame someone else if it doesn’t. (Or we tell someone who has failed to try
again, without talking about what he or she might do differently next time.)

What coaching can do is help people, both managers and employees, stop
and think about what they are doing in the here and now, on their current
jobs. Coaching helps people extract knowledge from readily available learn-
ing opportunities, think about what is novel or important (and, in most busi-
nesses these days, there is plenty of that), and grow “in place.” When
coaching occurs as we have described it here, the employees feel they are
learning, and they are. Employees are also being directly challenged to keep
improving their performance, and in that sense, they are being challenged to
work at even higher levels of effectiveness. Their performance, and ulti-
mately the firm’s competitiveness, can improve in the process.

The Coaching Manager
and Emotional Intelligence (EQ)

Some managers believe that providing feedback is all there is to coaching.
We struggled for years, with the help of the coaching managers in our programs,
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to gain a clearer understanding of what was so special about what they were
doing. Ultimately, it became obvious that they were promoting self-reflection
in others. Effective coaching managers were successful because they not only
gave feedback but gave feedback to people they had helped make ready for
feedback through the process of reflection. Reflection is the step too often
missing in employee development. Reflection allows individual learners to
pursue what is significant or important to them, not just what is important
to the manager. Reflection helps people learn to challenge their own assump-
tions, to push their thinking further. Reflection allows people to take own-
ership of their own problems and their choices. Learner ownership of the
learning process drives development because it fosters and validates the
importance of self-directed learning as an important aspect of successful job
performance. Isaac Stern, the great violinist who died in 2001, captured the
power of this concept when he described the outcome of his work with his
own mentor: “He taught me to teach myself, which is the greatest thing a
teacher can do” (Steinberg, 2001).

Readers familiar with the concept of emotional intelligence (EQ; Goleman,
1998) will see important parallels with the work we are describing here.
Emotional intelligence represents a useful and often ignored perspective on
the factors that lead to superior performance. Individuals with high levels of
emotional intelligence have a clearer sense of who they are, are better able
to manage their own feelings, have relatively high levels of personal motiva-
tion, are able to empathize with others, and are socially skillful.

The research to date indicates that employees who score high on measures
of emotional intelligence are likely to be much more effective at their work,
regardless of their jobs. Engineers with high levels of emotional intelligence
are more likely to end up with more patents. Salespeople with high levels of
emotional intelligence are more likely to be superior salespeople. Leaders with
high levels of emotional intelligence are more likely to be superior leaders.

Note that there is a link between emotional intelligence and job perfor-
mance even for those in areas that require highly technical skills. There are two
reasons for this link. First, the ability to see yourself clearly helps you com-
prehend and adjust for your own strengths and weaknesses. For example, a
great engineer who knows he’s lousy at designing a certain kind of manufac-
turing process is able to admit that to himself and find someone else who can
do the job effectively. Second, the interpersonal aspects of emotional intelli-
gence relate directly to the ability to take even a highly technical idea and
bring others to the task of working on that idea. Fortunately, it appears that
one’s emotional intelligence can improve under the right circumstances.

Developmental coaching relies heavily on the idea that learning requires
a healthy dose of reflection and self-assessment on the part of the learner.
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Self-assessment, particularly when coupled with feedback, is very likely to
improve self-awareness. Suppose someone, say your boss, asks you to stop
and think about your role on a team that produced a new marketing
brochure and asks you to talk about your strengths and weaknesses on the
project: You are being offered an opportunity to build your capacity for self-
awareness. You don’t have to talk about emotional intelligence, per se, to
promote its development. (In fact, in most environments, you would not use
language such as “emotional intelligence” as it would likely be a distraction.)

The benefits of helping any employee build self-awareness are significant.
Most of us have a tendency to believe our skills are superior. Many of us
learn, painfully, that not all of our skills are so superior. Miscalculations of
this kind can wreck a project or a career. Coaching may not always be able
to provide an avenue of rehabilitation for those already in performance trou-
ble. However, a heightened sense of self-awareness, developed in a context
of coaching, may help prevent performance problems in the first place.

Coaching Isn’t the Same as Mentoring

Many managers are concerned that coaching, like mentoring, will take a
great deal of time and emotional energy. The thought of having to partici-
pate in a long-term emotional relationship is anxiety provoking. We do
believe that coaching can create better relationships between employees and
managers. However, coaching relationships don’t have to be emotionally
intense to create an effective context for learning and development.

Coaching is not the same as mentoring (Kram, 1985; Ragins & Kram,
2007). Mentoring typically involves a more ongoing relationship, one with
a significant emotional component to it. We talked above about the impor-
tance of high-quality, trusting relationships between manager and employee.
Affection and emotional intimacy, however, are not required. Yes, it can be
very valuable to like the people with whom you spend your working days
and nights. It is very important to think of the people who work for you as
humans, not as cogs in the wheel of industry. It is, however, a matter of
degree. We would stress that it is possible to engage in helpful developmen-
tal coaching with someone who works for you, even though you don’t know
much about his or her personal life and may only see him or her at work. It
is possible to utilize the techniques and strategies of developmental coaching
with someone with whom you may work for only a short period of time, if
you create the proper expectations and context.

Effective mentors do use some of the same coaching practices we discuss
in this book. (They also do much more and engage in activities that at times
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are quite different from those of a manager. Perhaps most important,
they are usually not “in the trenches” with their protégés. The manager may
well be.) Our research suggests that coaching can take place in a rather brief
episode, sometimes as short as a few minutes, between relative strangers.
Undoubtedly, good chemistry between the manager and the employee can
promote coaching and also make the experience of coaching even more sat-
isfying. However, if the manager makes it “psychologically safe” for the
employee to openly talk about what he or she wants or needs to learn, that
is often enough to create learning.

Why Think About Becoming a Coaching Manager?

We’ve done a bit of a sales job here in our efforts to encourage you to
build your coaching capabilities. In Chapter 2, we’ll try to create a clearer
picture of the actual behavior of a coaching manager. Before moving
ahead, we want to challenge you to think about coaching in two ways.
First, in this section, we’ll ask you to think about how coaching can help
your business. In the next, we’ll ask you to consider the mental models
you hold of coaching.

Putting business first, we are absolutely convinced that if you can’t make
a connection between developmental coaching and your business and per-
sonal needs or goals, you won’t find the time to make it happen. That’s
understandable. Time is a working manager’s most precious resource.

In order to help you articulate the business case or cases, we developed
what we call the “coaching value proposition” (Hunt & Weintraub, 2007).
This is a simple tool for helping organizations and individual managers pon-
der the issue of why. It consists of a series of questions. Thinking through
these questions can help you create an understanding of the business value
that can result from your coaching efforts:

1. To what business or organizational goals does your team or organization
aspire? These are the business results or organizational/team outcomes you’re
responsible for achieving.

2. What skills or capabilities do your people need in order to be able to achieve
those goals? What talents are required? One of the most common responses
we receive to this question is “We need leadership.” That’s only one example.
Needed skills may be drawn from the technical, cognitive (skills such as pri-
oritization, organization, planning, etc.), or interpersonal realms. We’ll dis-
cuss this issue in much more depth in Chapter 3, “Defining Success as a
Coaching Manager.”
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3. What is the best way to attain that talent for your organization? You’ve got
four options:

a. You can hire the talent. You should certainly consider this option when-
ever you can, obviously. However, as we’ve said, conditions can change.
The talent you had at your disposal that was helpful last week may not
have the skills required to help you next week.

b. You can teach the skills in the classroom. This is very helpful for devel-
oping a foundational set of skills. If you’re doing challenging work, then
the classroom by itself won’t be enough. People will need to learn to apply
those skills on the job.

c. You can build those skills through coaching and aid in the process of
learning from experience. This is particularly useful as a supplement to the
classroom, when the classroom is unavailable, or when, as is often the
case, there is no classroom available to jump-start a learning process.

d. You can do nothing. We don’t mean to be sarcastic here. You may believe
that telling people what to do will mean that they’ll do it. In some cases,
if they have the skills, they’ll get it done. If they don’t have the skills, they
won’t, even if they want to. You do need to provide direction to help your
team clarify goals, and you need to delegate tasks appropriately, appraise
performance, and manage reward distribution. None of that, however,
ensures that people will develop the skill set required to execute those
tasks effectively.

4. What supports do your people need to sustain their effort over the long
term? We’re talking here about the challenge of keeping people engaged.
This requires that talented people feel valued and feel like they have the
opportunity to work with a purpose toward something that matters.
Coaching can help, along with a range of other team maintenance activities
such as communications about the purpose of the work and the long-term
vision of the team or organization.

If you’ve got some coaching-oriented answers, particularly to Questions 3
and 4, then you have a rationale for moving ahead. You’ll note that there’s
much more to being an effective manager than just coaching. Coaching can
be one of your tools—an important one, yes, but not the only one. There’s
business to be done. So remember as we move through the model in more
detail, coaching managers aren’t coaching to be nice. They are interested in
helping others be successful, yes, but they also want to be successful them-
selves. They coach to a significant degree because it helps the business. So
let’s assume that you want to move ahead. Before leaving the introduction,
we want you to just spend a bit of time reflecting on what you already
know about coaching.
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Your Approach to Coaching
Determines the Outcome of Your Effort

Coaching is a very old form of human activity. It has been a fixture of athletics
for centuries. You have almost certainly had occasion to interact with a coach.
Take a minute and jot down some notes in response to the following self-
assessment questions.

16——The Coaching Manager

SELF-ASSESSMENT 1.1:SELF-ASSESSMENT 1.1: Your Existing Mental Models of Coaching

As may not be the case in your studies of other subjects, you already know a great
deal about coaching. You have probably worked with a coach. You have seen coaches
on TV. You have read about them. You may have received coaching from managers
or other individuals over the course of your career. These experiences will shape your
approach to coaching. You will see how those models compare with the model pre-
sented in the remainder of this book.

Think about the best coaches you have known or have some familiarity with:

• What did they do that was most useful?
• In what ways have they influenced your thinking about what coaching really

means?

Think about the worst coaches you have known or have some familiarity with:

• What did they do that was not useful?
• In what ways have they influenced your thinking about what coaching really

means?

If you were honest with yourself about the influence these models have had on
you and your beliefs about coaching:

• What beliefs do you bring to the task of coaching in business that you probably
need to stick with?

• What beliefs do you bring to the task of coaching in business that you may
need to change?

In evaluating your responses, consider the following question: Did the best
coaches push for compliance, or did they push for growth and learning? In other
words, did the best coaches do nothing more than make sure you did your job?
Alternatively, did the best coaches make sure that you learned something while you



were doing your job? We suspect that most of you, when thinking about good versus
not-so-good coaches, will see the difference.

To clarify this point further, we’ll speak more directly to the kinds of learning
outcomes you might think about while considering what you learned along the way.
D. Tim Hall (1986) has proposed four different kinds of learning outcomes to consider
when assessing one’s development. Two of those outcomes are short-term: We may
learn to perform our current jobs more effectively, or we may feel differently about
our current jobs. These are valuable goals directly relevant to coaching, but there is
more. A manager who insists on compliance or only offers feedback may well see at
least temporary improvements in performance.

Two of the outcomes are more long-term in nature. We come to see ourselves dif-
ferently (our identities evolve), and we become more adaptable and more able to
deal with change. Just a bit of prodding can usually help individuals learn to per-
form their work more effectively, which will make them feel better about what they
are doing. We would guess that the learning outcomes you experienced from
coaches you found particularly effective left you feeling even more strongly about
the experience. Perhaps you felt more confident or had a clearer sense of your
strengths, weaknesses, likes, and dislikes. We would also guess that you left the
experience feeling more capable of dealing with the world and interested in taking
on new challenges. It is our hope that the model of developmental coaching we pre-
sent in overview form in the next chapter will give you the tools that can help cre-
ate both the short-term and the long-term gains just described. We predict, based
on what we’ve learned from the managers we’ve worked with, that you will accrue
some of the same results yourself.
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