COACHING SKILLS
MODULE 1

VIRTUAL WORKSHOP
90 MINS

The session in a nutshell:

This module is the first of two modules on coaching skills. We explore what coaching is
and what it isn’t...when to coach and when to give feedback. We then look at the FIELD
model for feedback and the GROW model of coaching before delving into coaching in
more detail: the requirements, the preparation, the powerful questions.

Before the session...Participants complete a brief temperature check on their current
coaching capability and practices.

After the session...Participants receive a pdf handout of key content plus a mini
coaching log. Participants are asked to complete a practice coaching sessions and
capture their reflections before Module 2.

TIME CONTENT

Pre Set up the polls: There are two polls in this session. Have them set up and
Session | ready before participants join.

0-5 Joining exercise
Show slide: What is coaching?

Welcome: Greet participants as they arrive in the virtual environment, make
sure you can see and hear them and then direct them to the exercise on the
screen.

Exercise: While waiting for participants to join, ask them to read the words
on the screen and pick three they think best represents their idea of
coaching.

10-25 | Virtual onboarding + Debrief

Show slide: Virtual onboarding

TACKY
1 @TMI



Explain: We're going to go a quick onboarding to the session...

e Please keep your cameras on, it makes a big difference to be able to
see each other during the session.

e Please keep yourself on mute until you’d like to share something with
the group .

e There will be individual exercises, pair discussions, group chats, please
be generous and share your thoughts and experiences with the group.

e Insert how-to directions for the virtual functions of the platform
(hands up, chat, whiteboard etc.).

Explain: Who you are and why coaching is a particular area of interest for
you.

Show slide: Standards of leadership

Explain: This course aligns to and helps strengthen the Passion for
Performance Standard of Leadership by helping you develop your coaching
skills, but also helping you coach others such that they can perform at their
best too.

Show slide: Introductions

Exercise: Introductions. We’re now going to hear from participants. You can
run this a number of ways depending on your group size/ preference:

(a) Ask participants to put the three words they chose in the opening
exercise into the chat function. Scrolling through the chat, validate
people’s answers and pull out the key themes.

(b) Ask participants to write the three words they have chosen on a
whiteboard. As the words appear, validate people’s answers and pull
out the key themes.

(c) Pick on each participant in turn and ask them to share the three
words they have picked and why. Encourage participants by validating
their answers, pull out the key themes.

Show slide: Plan for today [this slide has builds]

Explain: Thank the group for their insights, and explain that today will start
by building on those ideas and looking a little deeper into the nature of
coaching...

o We'll look at when to coach, and when to give feedback.

e A quick reminder of what good feedback looks like (FIELD model)

e A quick reminder of the GROW model

e And then a look at some powerful questions to use in your coaching
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conversations.

Explain: Before we start, let’s have a quick look at the experience in the
room...

Show slide: Experience in the room

Exercise: We're going to do two quick polls to help us get a sense of the
coaching experience and mastery we have in the room.

e Poll 1: Thinking about your experience when it comes to coaching,
how much coaching experience do you have? Answers: Not much at
all, Some, Quite a bit, Quite a lot.

e Poll 2: Thinking about your confidence, how confident do you feel in
your coaching? Answers: Not at all, Not very, Quite Confident, Very
confident.

Explain: This session is designed to reinvigorate your coaching...those new to
it will get a good introduction, those with some experience will get a
refresher and an opportunity to update your question banks.

15-20 | What coaching is...and when to do it
Show slide: What coaching is...
Show slide: The coaching spectrum [this slide has builds]

Explain: Coaching comes in many shapes and sizes, here we have the
coaching spectrum...
e [build 1] At one end you have mentoring, which is typically about
someone more experienced giving advice and opinions.
e [build 2] At the other you have facilitative coaching, where the coach
only asks questions to help the coachee arrive at their own insights
and conclusions.

Explain: Both ends have their pros and cons, mentoring can feel very
directive, facilitative coaching can feel frustrating. Hence the favoured
approach to coaching sits in the middle [build 3]. Here you have the coach
asking great questions but also, when the coachee get’s stuck, offing advice,
alternative interpretations, provocations to help move the coachees thinking
forward.

Show slide: Coaching quote
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Explain: Coaching is about helping someone learn, rather than giving them
the answers. Helping them connect the dots for themselves, find a path
forward on their own terms. So if these are the conversations we’re after,
when should we be having them?

Show slide: When to coach...and when to give feedback

Explain: As a manager, we have regular conversations with the individuals in
our team...debrief chats after meetings, work review meetings, 121s, year-
end reviews etc. But are these opportunities for coaching?

Show slide: Breakout instructions

Exercise: In your breakout groups (pairs or trios) discuss when you feel you
have opportunities for giving feedback, and when you feel you have
opportunities for coaching.

Debrief: What opportunities did people discuss? (Pick on a couple of groups
if no one’s sharing)

Show slide: Coaching vs. Feedback

Explain: Here’s how we see it, feedback is what you do in the workflow (the
quick chats, the 121s) to help people improve on a specific thing (...that
report, that meeting, that piece of behaviour). Coaching is a more structured
conversation about bigger themes (overall behaviour or performance
improvement, careers, difficult working relationships), coaching is done best
when time is taken out from the workflow to properly engage with the
dialogue.

So let’s look at little closer at feedback and coaching...

20-30 FIELD vs. GROW
Show slide: Field vs Grow

Explain: Here we have two predominant models, one for feedback one for
coaching...

Ask participants to raise their [virtual hand] if they have used the GROW
model before.

Exercise: Now using frameworks in feedback and coaching have pros and
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cons...In the chat function:

1. What are the drawbacks of using a framework for feedback and
coaching [answers may include: it can seem artificial or stilted, it’s can
be inflexible- you follow the model not the conversation, it can
detract you from properly listening]

2. What are the benefits of using a framework [answers may include:
they give structure, make sure you don’t miss out the important
guestions, give you confidence, helpful if the coachee isn’t that
forthcoming, useful to prepare from]

Explain: Both these models have their merits. The GROW model in particular
is an oldie but a goodie, whether you stick to it religiously or just use it as a
useful frame to float around in your coaching conversations, it gives us a
good grounding for successful coaching conversations. So let’s whistle
through each model to remind ourselves of it’s parts.

FIELD - for feedback

GROW - for coaching

FEELINGS
Share how you’re feeling.

When we start with a feeling it’s less
likely to generate a defensive
response.

E.g. “I feel like that could’'ve gone
better”, “I feel like that went better
in the run through”, “I’'m starting to
worry about this project”

GOALS
What do you want?

“Greater exposure to senior
leadership”

IMPROVEMENTS
Share the improvement.

Sharing improvements rather than
issues will keep your feedback
constructive.

E.g. “l feel frustrated with this
report...it needs more structure,
more detail and more clarity”. “I feel
like that could’ve gone better, |
needed to hear more from you in the
room, | wanted you to step up and
promote your work in front of the
stakeholders”

REALITY
Where are you now?

E.g. “I'm not included in meetings,
all my work shared with senior
leadership through manager and
I'm largely overlooked for high
profile projects”
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EVIDENCE OPTIONS

Share evidence. Be aware that any | What could you do?
exaggeration/ hearsay will trigger
defensiveness, keep your evidence | E.g. Ask to be included in meetings
impartial and accurate. Shadow someone else

Find a mentor

E.g. “...the last 4 mile stones have | Ask for more feedback on how you
been missed, and | had an email from | could improve

the head of finance saying he’s still | Do more presentations within the
waiting for you to confirm numbers” | team to get practice in.

LET THEM IN WILL

Ask them what’s going on for them, if | What will you do?
they need any help or resources.
E.g. Do more presentations within
E.g. “Is everything ok?” “how did you | the team.

feel it went?” “Is there anything | can
help with?

DEISGN A PLAN
Work out next steps together.

E.g. “Would an extra run-through
have helped?” “What can we do to
help you catch up before the next
deadline?”

Explain: Whether you use these models or others that you have come across,
what matters is that both these conversations happen, and happen often.
Feedback is an essential development tool, it's what will keep people
performing at their best everyday. But coaching is what helps people feel
heard, understood, valued and cared for — these are the conversations that
shape people’s careers rather than their day to day jobs. Finding the time to
do both can massively improve engagement and motivation within your
team.

Explain: If fact, one of the main reasons managers give for not coaching their
team is time. And this is because coaching comes with a certain amount of
due diligence....

Show slide: Coaching requirements [this slide has builds]
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Explain: Coaching qualifications often preach the merits of:
e The coaching contract [build 1]
e The coaching environment [build 2]
e The coaching log/ notes/ follow up [build 3]
o The coaching boundaries [build 4]
e The coaching prep [build 5]

Explain: Yes, these are important, but most of them are more relevant for
professional coaches practicing independently. Let’s have a look at how we
can tick the due diligence boxes without sucking up too much of your time...

30-35 | Coaching requirements

The coaching contract: [build 6] this doesn’t need to be a formal contract,
this is just a “shall we put three 60 min coaching conversations in the diary
for the next 3 months?”. All you need is mutual agreement that this isn’t just
a usual 121, this is a coaching conversation, a chance for them to discuss
bigger picture things. And how long, and how many sessions are on offer.

The coaching boundaries: [build 7] this can often make people anxious, but it
isn’t about putting red tape around what you can and can’t talk about (the
coachee will dictate what they do and don’t feel comfortable sharing), but it
is about:

e Letting them know that yes you’re there manager, but that doesn’t
mean you can’t talk about future opportunities in other teams/
organisations/ sectors/ countries.

e Knowing where someone could get more support if they did need to
talk to someone about more sensitive subjects. If in doubt, ask HR for
the email addresses of the mental health/ wellbeing teams.

The coaching environment: [build 8] now meeting rooms can be like gold
dust, but finding a quiet, private place to have your coaching conversation is
important. Book the rooms in advance to save any wrangling or take it off-
site or online when you work from home so you can guarantee peace and
quiet. If coaching online, be sure to check all your technology is working
(headhones in, camera on and allow the first couple of minutes for general
guestions (how are you? How’s your morning been? Where are you calling
from? Etc.) to help you both settle in to your coaching conversation.

The coaching log/ follow up: [build 9] Again, this doesn’t have to be a formal
document, but you do need to write notes and keep them from session to
session so you know what to check in on and what to probe in your next
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session. You may chose to use a log, but a separate notebook/ word doc is
just as good at keeping track of your thoughts.

Preparation: [build 10] Reading back through your notes is one thing, but this
this one coaching requirement you can’t short cut when it comes to
coaching...

35-65 Preparing using GROW
Show slide: Prepping using GROW

Explain: Coaching is a two-way organic conversation, a dynamic mix of
eliciting information and sharing insights. That means that often models are
most useful to prepare from rather stick rigidly to in the session — freeing us
to follow the coachee’s lead rather than the model. So let’s spend a little
time using the GROW model for prep.

Show slide: Breakout scenario exercise

Exercise: Participants are placed into pairs and in breakout rooms and asked
to use the GROW model to prepare for the coaching conversation in the
scenario given. The slide on the screen says: Read the scenario below, use
the GROW framework to help you prepare for your coaching conversation.
Remember where we are on the coaching spectrum...in the middle of ask and
tell.

You’ve had a new grad join your team — they’ve been with you 6 months and
came to you fresh out of Uni. Their performance is fine and they have taken
the feedback you’ve given them well so far, but their lack of confidence and
proactivity is meaning they’re getting overlooked and missing out on
important opportunities to learn.

Debrief: Pick a couple of individuals to share the sorts of things they were
preparing. Most of the group will have planned some great questions, and
hopefully some probing questions but see if anyone has planned some
suggestions for the coachee (goals, different perspectives on the reality,
additional options you see for themO maybe even stories and learnings from
your experience as a fresh grad or other fresh grads you’ve managed.

Explain: Part of the beauty of the GROW model is that you can make it your
own with the questions you use in each section. What's more, entire
coaching conversations can just be around the GOALS or around OPTIONS
and WILL. Let’s look at some of the finest coaching questions for each
section...
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65-70

Powerful questions

Show slide: Powerful questions

Show slide: Questions (this slide has builds)

GOALS:

What do you want?

What's your ideal next project/ move/ performance review?

If you could wave a magic wand, what would you change?

Thinking about this time next year, where would you like to be?
What's frustrating you at work? What would you like to be different?

REALITY:

Where are you now?

On a scale of 1-10, where would you plot your
progress/performance/career?

Describe the current situation? Now describe it from [someone else’s]
perspective.

Give me the negative perspective and the positive perspective.

Talk me through the current situation, bring it to life for me with
examples.

OPTIONS:

What could you do?

Give me 5 options...now give me 5 more.

What would [insert celebrity, film character, CEO...etc.] do?

If you were feeling braver, what could you do?

If you wanted the easy route, what would you do? And the hard
route?

What will you do?

Which options appeal to you most? Why?

Rank you options from most to least appealing?

What are the little things you could do now? And the big thing you
could try later?

Which is your plan A, and which is your Plan B?

Ask: Did anyone else come up with some brilliant questions from the
previous session? Which questions do you like the sound of the most? Which,
if any have you used successfully in coaching already?
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70-85 Into practice
Show slide: Exercise instructions

Exercise: Participants are back in their pairs and breakout rooms for a little
bit of speed coaching. One person is the coach and has 5 minutes and just 4
guestions to ask their coachee (partner). After working through the four
guestions the pair swap roles. Be sure to notice which questions work best.

Debrief: Ask the group, did anyone manage to make any breakthroughs in
just 5 minutes? Which questions worked well?

85-90 What’s next?
Show slide: What's next

Explain: Our time is up, but before we go there is a task for you to try. We’d
like you to have two coaching conversations before we come back together
for the second Coaching Skills workshop. For those of you who are very new
to coaching, feel free to ask a colleague, friend or family member to try your
coaching on to start off with. After the session you will be sent a pdf with the
content from today and a mini-coaching log (should you wish to use it — you
can always just make notes in your note book).

Show slide: Exercise instructions
Exercise: Before we end the session, we’d just like you to jot down a quick
reflection on what we’ve learned together into the chat box...maybe one

thing you’ll try, a question you liked the look of...

Thank the group for their participation and close the session.

APPENDIX 1: Before the session

Here is the copy participants will receive before the session, you will be sent their
answers before the session so you have a good idea of participant’s experience levels.

We’re excited to have you join us for the first of the Coaching Skills virtual modules.
Before the session we’d like to ask you a few quick questions...

e What coaching training have you done before?
e What coaching have you done to date?

TACKY
10 @TMI



e How often are you coaching?

e What elements of coaching would you most like to polish during the Coaching
Skills modules?

APPENDIX 2: After the session

Here is the email copy and PDF that will be shared with the participants after the
sessions.

Thank you for joining the Coaching Skills module. As promised attached is a pdf with the
key content and models covered.

Before the next and final Coaching Skills module on ([ insert time and date]) we would
like you to complete a practice coaching conversation. You can capture your session in
the log provided in the pdf or in your own notebooks - you will just need to come
prepared to share a top-line summary of how the session went.

Looking forward to meeting again soon!

The Coaching Scale Coaching vs. Feedback Field vs. Grow

F G

Coaching skills
Module 1

Powerful questions Coaching log

The coaching contract - ——— . [T —
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