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Welcome!  Our presentation will begin promptly at 9 a.m. 
Good morning and thank you again for joining me for this edition of PI Friday’s with Bob – where I’ll be discussing Coaching.  I hope you find the session valuable and informative. 
Poll #1   My involvement in coaching is:
 Delivering coaching personally
 Coaching people who deliver coaching
 Bringing in outsiders to coach
 All of the above
 None of the above
If you’ve attended before, you know we’ll conduct several polls during the presentation – the first one – asking about your present involvement in coaching – is up now and will be up until we actually start going through the slides of the presentation. I’ll talk for a while – in this case, for about 30 minutes – and then I’ll do my best to answer your questions.  You should see a box for questions on your screen and you’re welcome to begin writing them in now or at any time during the talk.  These can be general P. I. questions or questions specifically about coaching – those you’ve got on your mind now, or those that come up during the course of my talk.  Regardless, I’ll use the time left over to try to answer all of them or as many as I can.  We’ll definitely be done by 10 am, probably earlier, and you’re always welcome to call or email after the session if there are more issues you’d like to discuss.  Our next session will be on Friday, June 24th at 9 am and the topic for that session will be the D Drive.  Mark your calendars.
I’ll give you a few more seconds to answer our first poll…  Now, lets take a look at the results and find out how you all are involved in coaching…  Interesting.




® ®® | Frequently Asked Questions

Q: Can | get a copy of the slides?

Yes. Please download the slides at this link on our website:
www.advisausa.com/Webinars.aspx

Q: Will a recording of this webinar be made available?

Yes, this webinar is being recorded and will be available within a few
days at this same link on our website:
www.advisausa.com/Webinars.aspx

Predictive Index, Pl Worldwide, PI, are trademarks of Praendex Incorporated d/b/a as Pl Worldwide in the United States
and other countries. Any use without the express written consent of Pl Worldwide is strictly prohibited. For a complete
listing of PI Worldwide trademarks, please refer to the “Legal Notices” section of www.piworldwide.com.
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 Also before we start I want to share with you the answer to our most frequently asked question, and that is that this webinar is being recorded and the recording and slides will be available on this page of our website:  www.advisausa.com/Webinars.aspx.

Now, on to our topic.

Well, where shall we start?  How about a definition of coaching?



A large, covered, four-wheeled carriage used in
the 16™-19t™ century as a public conveyance

A private tutor who prepares a student in a
subject for an examination

One who instructs players in the fundamentals
of a competitive sport and directs team strategy
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Those of you who know me well know that I view the dictionary as a friend.  I use it frequently – preferring the hard version to the on-line, but using whatever is closest at hand.  Luckily, my Webster’s is only an arms length away, so here’s what’s there and it’s an interesting etymology.
First, the word coaching itself isn’t listed with its own definition.  It’s only included within the definitions of coach.  Under coach, the first definition is as follows: “a large, covered, four-wheeled carriage used in the 16th – 19th century as a public conveyance.”  Hmm, that’s not what we’re looking for.  Then, several definitions later, we run into definition #6.  “Originally, university slang, a private tutor who prepares a student in a subject for an examination.”  Kind of weird.  Then, there are several more definitions relating to sports.  Finding none of that particularly germane, I started checking on line.   Eventually, I found the addition that brought all the parts together.  An article stated that the word “coach” was first used as we’re intending as an analogy to the use of a vehicle – because coach vehicles took someone from where they are to where they want to be.  So, that explains the original university slang in definition #6 and how the carriage concept came in.  A coach would take someone from where they are to where they want to be.  That’s what the vehicle did.  Then, the tutor served as the intellectual vehicle.  The coach. 


Coaching:

takes you from where you are
to where you want to be.
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Very interesting, and now it finally does make sense.  Coaching takes you from where you are to where you want to be.
 
But, that definition also puts a spotlight on the first issue that influences whether or not coaching works. 
 



Before trying to coach someone:

the person being coached must
agree to go from where they are to
a new place.
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Many times a manager decides a subordinate needs coaching to “fix” a behavior that the potential coachee doesn’t perceive as a problem.  Coaching someone that doesn’t want to be coached generally isn’t a very productive practice.  When we’re brought into those kinds of scenarios we try to demur early.  The effort is doomed to failure.  If the coachee doesn’t agree that they want to be taken from where they are to where you want them to be, it’s highly unlikely that coach is going to get them to go anywhere.
 
Thus, the first step in a successful coaching outcome is for the person getting the coaching to want to and agree to go from where they are to a new place – to where everyone agrees they want to be.  Coaching can be a constructive vehicle to take them there.
 
Let’s take another quick poll.  This one is about our perception of coaching success.
 
Poll 2.  Based on the coaching experiences I’ve been a part of, I believe coaching is successful:
25% of the time
50% of the time
75% of the time
100% of the time
 
I’ll give you a couple more seconds to log your answer…  Here’s what you’ve told us…
 
Coaching, as you’ve just pointed out, can be a successful vehicle to take us from here to there – from your perspective X% of the time, but, there’s another early issue we ought to try to gain a focus on in our discussion before continuing.  


What is the difference between a
boss and a coach?
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Can a boss be a coach?  Should a boss be a coach?  Or, should coaching come from a 3rd party?
 
In my mind, the answers are yes, yes and yes – depending on the circumstances.  I think a boss is well served to have the kind of relationship with a subordinate that allows coaching.  That is, the boss should maintain the patience necessary to allow people to learn, they should have a sense of humor in their interactions and be tactfully honest in presenting constructive criticism.  It’s also helpful for a boss to have a good sense of what his employee wants and needs – obviously, PI can play a big part in that.  When a boss can carry off all of these behaviors, they’re showing a genuine commitment to the other person’s success.  And, they’re acting more like a coach than a boss.  A boss can say, “Just do it.”  A coach says, “Here’s where we are.  Here’s the performance that’s necessary to be successful in the job.  Would you like my help to take you from here to there?”
 
Frequently, a 3rd party is brought in (it’s one of the roles we frequently play with clients) to help provide an outside perspective on bringing about behavioral change.  This can be successful too – again so long as the person being coached wants to get from where they are to where you want them to be.
 
So bosses can and should be coaches.  I think they’re more productive taking a coaching / mentoring approach rather than a directive / boss-like approach.  Additionally, outsiders can be successful in the role too.
 
What’s the first step to a successful coaching experience?


The first step in successful coaching:
defining where you are and where you
want to be.
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Success comes – as it does with most things – when you define at the inception where you are and where you want to be.  Coaching is the vehicle that can take you there.  Without setting the objective, you can wander around like Alice in Wonderland, who the cat reminded “you’re sure to get somewhere if you only walk long enough.”  Without knowing the beginning and having an end in mind, the likelihood is you’ll spend far too long getting to a somewhere that might not be where you want to be.  Coaching should be directed. 
 
That starts when you determine the current behaviors, which ones you would like to have changed and finally come to agreement on what the behavioral result is that you’re looking to achieve.  Once that’s all clear, you’re ready to start coaching – or at least you’re almost ready.  This is the point where you want to bring your PI knowledge into the picture.  That is, how are both your PI profile and the PI of the person you’re coaching going to impact the reaching of your destination?
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Know that your PI profile determines your natural coaching proclivity.  It can be an asset or a liability unless and until you’re able to understand your natural approach and effectively manage it to achieve your goal.  Coaching is a one-on-one activity and when you’re not tuned into your own behaviors, those behaviors can get in the way of your success.  
 
Let’s go through some of the basics.



Pl implications for coaching

00 .
self-management - The A Drive
If you're a... Strong Points  |Areas of
Concern
High A Direct, OK with  |Listening, hard-
conflict edged
Low A Helpful, Avoiding conflict,
supportive too indirect
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It’s really important for your coaching success that you consider yourself in relationship to the person you’re coaching relative to your and their PI profiles.  I’m going to go over some of the basics for each of the drives and the first chart you’re looking at is about the A drive.
 
If you’re a high A, your directness is an asset in that your points will be clearly articulated and made clear to your coachee.  That said, it’s a good idea for you to be aware that your directness can set back the efforts of others, especially High B’s and D’s.  When criticism is direct and / or forceful it can shut either or both of them down.  The good news about the high A’s comfort with conflict is that you’ll make clear those areas of disagreement you have so the person you’re coaching understands them.  Be aware, however, of your High A tendency to bring conflict into situations -- especially when you’re coaching Low A’s.  Where Low A’s feel conflict, they’ll be less prone to listen, more likely to shut down.  Additionally, if you’re a high A, be sure you tune up your listening skills in a coaching environment -- particularly as your coachee conveys feelings.  And be aware that your tendency to be hard edged in your communications can exacerbate that concern.  Don’t be afraid to ask people how they feel during the process.
 
If you’re a low A, as you might guess, the high A issues don’t apply.  As a low A your tendency to be helpful and supportive works to create a team-oriented atmosphere which makes discussion of issues much easier.  However, you’ve got to make sure you do address the specific negative issues that must be addressed even if they could involve conflict.  It can be difficult, but if you’re too indirect, the person you’re coaching may not hear the direction you’re trying to provide.


Pl implications for coaching
self-management - The B Drive

If you're a... Strong Points |Areas of
Concern
High B Motivating, Circuitous,
positive non-linear
Low B Analytical, Miss feelings,
Data-oriented | blunt
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If you’re a high B you come into a coaching engagement with the dual advantages of taking a positive and motivating approach.  You work to make your coachee feel special during the process – highlighting their positive characteristics.  Like the low A, you need to make sure that the person you’re coaching hears and understands specifically those problem areas you’re looking to correct.  Also, be aware that your sometimes non-linear or circuitous approach to conversation can distract the listener from getting the message you want to deliver.  Remembering to confirm agreement on the behaviors that you’re looking to change can help assure that the person heard what you were saying.
 
For those of you who are Low B’s, your strengths coming into coaching come from your analytical, data oriented approach to situations.  Likely, you’ll be sure your coachee will hear what behaviors he’s challenged with.  Your concern is making sure that you don’t miss feelings that are shared or that your blunt approach might derail some of the people you’re coaching – especially high B and D’s.  As with the high A advice I gave earlier, it’s not a bad idea to directly ask about your coachees feelings – to assure you’re not missing something important in the process.


Pl implications for coaching

00 ,
self-management - The C Drive
If you're a... Strong Points Areas of
Concern
High C Relationships, Immediate
process oriented |feedback,
covering
everything
Low C Prioritization, Pressure, hurried
Intensity
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For high C coaches, your strengths come from your familial relationships and your process oriented approach to everything.  Likely, high C coaches aren’t going to miss any steps.  It’s a good idea for those of you who are high C’s to be aware that your desire for a relationship with employees may keep you from hitting on the harder edges of problems.  Additionally, your process orientation may get in the way of immediate feedback on behaviors that stray from what’s desired.  
 
For those of you that are Low C’s, your strengths come from your innate ability to prioritize to the hottest issues and your overall intensity.  Be aware that your ability to prioritize can take away from your focus on the issue at hand with your coachee – and especially for high C’s, that can derail the effort.  Try to do your coaching in a closed environment where you can’t get interrupted – especially with those high C coachees.  Also, be aware that your natural tendency to put pressure on situations as well as to hurry through them may not do your High C coachees any favors in getting them to the “there” you both want to achieve.  


Pl implications for coaching

00 .
self-management - The D Drive
If you're a... Strong Points Areas of Concern
High D Detail orientation, |Inflexibility, too
accuracy much information
Low D Flexibility, comfort |Not enough
with ambiguity iInformation, letting
things slide
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For those of you who are high D’s, you bring the joint advantages of detail orientation and accuracy to everything you do.  Be cautious of providing too much information to any Low D’s you’re trying to bring along.  Figure out the minimum that needs to be conveyed and stick with that.  Also be aware that there can frequently be more than one way to skin a cat and try to leave as much latitude to those you coach in terms of how they do things so long as the behavioral results you’re looking for are achieved.
 
For those coaches who are low D’s, the good news involves your flexibility and comfort with ambiguity.  You’ll be at ease providing options and cutting slack to those you coach.  But, you need to manage yourself around a couple of downsides too.  Especially for high D’s, you might not provide enough information for them to make the changes you’re hoping they’ll make.  Force yourself to ask at each stage, “Do you have enough information to get this done?” to those high D’s you’re coaching.  Also, be aware of your tendency to let behaviors slide that may not be close enough to what you’re looking for.  A good way to manage around this is to set pretty strict parameters as to what’s expected on the front end and then manage yourself to stick with them.
 
Obviously, these aren’t all of the self-management aspects to the highs and lows of the drives.  But, they highlight some of the most salient strengths and weaknesses that we all bring in to our coaching approaches.  Be aware of yourself and the impact you have on others before things go south in the midst of the process.
 
Now, to the other side of the equation:  some coaching tips for getting what you want to get across to the person you’re coaching.
 


® ® ® [ Coaching to the “A” drive

High A Low A

* Be direct * Be gentle

e Clarify the wins and  |* Remove conflict
losses

e Challenge

e Ask them for solutions
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The beauty of coaching high A’s, at least for me, is that you don’t have to beat around the bush.  You can be direct and straightforward in your interactions.  Let them know what behaviors you want to see and what benefits they will generate from executing those behaviors.  Also, let them know what behaviors you don’t want to see and what the costs will be to them for exhibiting those behaviors.  High A’s want to understand how they can win and what will cause them to lose.  Be sure to let them know those things specifically.  You can challenge them with statements like, “I’ve not seen anyone able to pull something like this off.  Do you think you’re up for it?”  If they are, they’ll rise to the occasion.  Try, as much as you can, to give them the latitude to develop the solutions that yield the behavior you want.  Gain agreement on the outcomes and let the high A come up with the methodology to produce them.
For any of the low drives, pay the most attention to what the high drives are and work to deliver your coaching accordingly.  That said, for each of the low drives, there are some things to keep in mind.  
With Low A’s, first be gentle.  Try to remove blunt, direct conflict-oriented statements from your interactions.  The more you can put things in terms like, “How can we solve this problem together?” rather than, “How are you going to fix this?” the better off you’re going to be in having a willing partner in your coaching experience.  Additionally, especially for those of you who are high A low C’s, adopting relaxed, non-threatening physical postures can be very helpful.



® ® ® | Coaching to the “B” Drive

High B

Low B

* Try to make it fun

Communicate
e Be positive

e Communicate, Communicate,

 Reward movement with personal praise

e One-on-one
e Provide data
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When you’re coaching a High B, always try to bring fun into the interaction.  For those of you who are highest A’s, that doesn’t necessarily mean sarcastic fun – more playfulness.  Try to remember to smile and provide positive non-verbal feedback too.  People who don’t provide High B’s with non-verbal support can drive those high B’s to distraction – simple head nods and acknowledgements from you are important.  Especially if you’re a low B, work to communicate and involve as much as possible.  Let the High B’s verbalize what you’ve agreed to so you’re sure they understand what you’re trying to get across.  You can be assured High B’s know something when they can verbalize it -- give them those opportunities to prove they’ve assimilated whatever knowledge they must have.  Try to be as positive as possible.  Be sure to reward positive movement with positive personal praise.  High B’s do best when their specialness is noticed – early and often.
When coaching low B’s, interactions should be both one-on-one and private.  Give your low B plenty of data and an opportunity to think through whatever you’re discussing before asking for thoughts or opinions.



® ® ® | Coaching to the “C” Drive

High C

Low C

 Build a process for change
* Wherever possible
demonstrate behavioral
changes

* Develop a personal
relationship

 Show you care

e Get to the point
e Don’t waste time
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Whenever you’re coaching a high C to new behaviors, lay out the specific process for how those behaviors should be carried out by your coachee, ideally, in a step-by-step fashion.  Go through those steps in their specific order as many times as it takes to build the routine for your coachee.  If you can, go so far as to demonstrate whatever behaviors you’d like followed, watching and commenting through the process.  Make sure you do all of this in the context of a personal relationship between you and the person you’re coaching.  Show them you care by taking the time to ask about them, their family and those things they care about.  For coaching to stick with high C’s, you’ve got to invest the time it takes to assure that they know the process and that you care about them as people.
For low C’s, just keep the coaching moving quickly.  Get to the point, don’t waste their time and let them find their own processes wherever possible.



® ® @ | Coaching to the “D” Drive

High D

Low D

* Provide clear expectations
 Remove risk

» Accept blame for mistakes
during learning

* Provide performance
feedback

e Determine what’s necessary
 Document consequences
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Coaching high D’s means providing clear expectations.  For those of us who are low D’s, we’re not going to be well served to offer a whole lot of choices.  Be clear about what behaviors you’re looking to see.  Provide assurance that if your coachee behaves as you suggest, if or when anything goes wrong, you’ll take the blame.  In order for the high, especially highest D person, to take on new behaviors, you need to take away whatever risk they feel in performing those new behaviors.  It’s a good idea to ask the high D through the process questions like, “What are the impediments you see to your ability to perform in this way?”  They may be afraid to raise the concern independently, but if you can encourage them to voice their fears you’ll find you’ll have a better chance of providing the foundation they need to move forward.  And as the high D moves forward toward the goal, provide them with performance feedback, letting them know that they’re heading in the right direction with each new move they make.  You’re always working in coaching the high D to both reassure and remove risk.  Those actions both build the confidence required to continue forward movement.
 
Coaching low D’s is another story.  Think about what minimum behaviors are necessary to achieve success from them.  Try to provide shortcuts, minimize paperwork; make it as easy for the low D to get what’s necessary done with the least hassle.  Make sure the person you’re coaching knows the parameters of those minimum expectations as well as the consequences for not executing what you want delivered.  And if they don’t hit the minimum expectation, make sure you follow through on whatever the consequences are.  Low D’s are always comfortable playing in areas they’re not supposed to be playing in – unless the consequences make the behavior uncomfortable enough to provide them pause.



Polls and Discussion

Copyright 2011 ADVISA & Pl Worldwide


Presenter
Presentation Notes
I’d like to do a couple of quick polls and talk about whatever we find in the results.  The first one asks about who we each have the hardest time coaching.
 
Polls 3.  The people I have the hardest time coaching are:
Highest A
Highest B
Highest C
Highest D
No difference
 
Let’s take a few seconds and click our answer.  Hurry, Hurry.  Chop chop.  OK.  Interesting.  The results are…  Now, let’s look at the question a little bit differently and see what we learn.  When we think about the person or people we have the hardest time coaching, how does their profile relate to your own?
 
Polls 4.  The people I have the hardest time coaching:
Have the same highest drive as me
My highest drive is high for them but not their highest drive
My highest drive is a low drive for them
My highest drive is their lowest drive
 
Again, let’s get this one entered as quickly as we can so we can discuss your answers and draw whatever conclusions we can.  A few more seconds….  Okay.  Here’s what we’ve got.  Discuss.
 
Let’s summarize what’s been discussed so far but with a slightly different, more chronologically accurate approach.
 



The Feedback Loop
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The need for coaching starts when there’s a behavior from an employee that we want to change.  We provide clarity as to what that current behavior looks like.  We consider our own profile as well as the profile of the person we’re coaching to prepare ourselves for what could be some challenging self-management.  We deliver the coaching that we hope will provide the vehicle to take our coachee from here to there.  Are we done yet?
Well, sometimes.  More often than not, our initial efforts take us part of the way to where we want to be, but not all the way there.  It’s key that after some coaching efforts you regroup and get as clear a picture as possible as to where your coaching has brought you.  If you’ve achieved the resulting behaviors that you agreed you were looking for, you’ve had a coaching success.  If not, you need to regroup at this point and clarify where you are and how much further you have to go.  Or, if your destination has changed, you need to provide clarity as to whatever those changes are that need to be made and come to agreement on the new place you’re going.  This continual assessment of progress and recalibration of both where you’re at and where you’re going allows you to enjoy the successes you are achieving or provide clarity that your efforts require more work or may require alternative approaches.
Coaching can be fun, frustrating, satisfying, nerve-wracking, exhausting or exhilarating – sometimes almost all at the same time.  But, it can be the vehicle you need to help change behavior. 


® ® ® | Next Session

Friday, June 24th

9a.m. ET
Topic: The “D” Drive

In the meantime, visit our blog at:
http://blog.advisausa.com/blog/advisa

ADVISA
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As I mentioned earlier, our next session will be held on June 24th at 9:00 am when I will be talking about the D drive. I look forward to talking with you again then.
Before starting to take questions, we’ll post our final poll to assess how you’ve felt about this session and let’s put that up now…
Poll 4:
How would you best describe today’s PI Friday’s with Bob?     
Loved it!  Looking forward to the next one and will recommend it to others.
It was pretty good.  I’ll probably be back.
Not very helpful.  I might listen again.  
Didn’t like it.  Won’t be back.
Feel free to post additional comments in your comment box.
While you’re answering that, I’ll start responding to your questions.



® o o | Questions for Bob
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Bob Wilson
® ® @ | President and Founder

bwilson@advisausa.com
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