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elines for Effect "

Part of a manager's job is to coach his or her direct reports to
increase their capability and effectiveness within the org anization.
Coaching can focus on either interpersonal skills or techni cal work
that is relevant to the job.

Coaching is different from feedback and from mentoring. As a man-
ager, you are obligated to provide feedback when someone is n ot
performing some aspect of his or her job. Mentoring is a volun tary
relationship that works better when there isn't a reporting relation-

ship. Coaching is part of your choice as a manager to help peop le
increase some capability.

Coaching is part of a manager's job, too, but coaching focuse S
on increasing skills and capability. You may coach someone w ho
has decided to work on a performance issue, or you may coach to

develop new skills and insights. In either case, coaching is a help-
ing relationship, so make sure the other person wants your he Ip.
Advice in icted without consent is seldom valued. Unless yo u can

answer “yes” to all the questions in Figure 8.1 , refrain from in ict-
ing help.
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Figure 8.1: Coaching checklist
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Guidelines for coaching:

» Make sure you've provided timely and effective feedback.

» Ask whether the person wants coaching or offer to provide
helpful information.

» Engage in conversation to articulate how new skills or beha V-
iors would increase effectiveness.

« Discuss additional options, alternatives, or strategies . People
usually choose the best alternative they know—but may have

a limited repertoire. Coaching helps increase the range of
effective options from which to choose. We have found ques-
tions like these help people generate options:

— What problem are you trying to solve?

— What are the bene ts of taking that option?

— What could go wrong if you take that option?

— Who else is affected by that option?

— What alternatives did you consider?

— What are two other ways to accomplish this goal?

— How could we make the situation worse?

— If we could do only one small thing, what would it be?

— How would an engineer, marketing person, salesperson,
or tester (choose a role different from your role) look at
this?

— Where do we get the greatest leverage?

« Discuss the implications of each option. Don't lead to a par tic-
ular outcome; instead, encourage exploration of each optio n
from the perspective of the person you are coaching. Share
your perspective but allow the person you are coaching to
select the option that suits his or her needs.

» Develop an action plan.

» Follow up each week in your one-on-one meeting. Recognize
successes. Analyze less successful attempts at trying new
skills and behaviors. Look for ways to re ne and enhance
what did work and correct what didn't.
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Setup for Successful Delegation

You can't do everything by yourself. The time will come when 'y ou'll
need to delegate managerial or technical tasks to other peop le.
(Don't think of it as shirking your duties; you're providing oppor-
tunities to others).

To determine whether a situation is amenable to delegation, begin
by asking yourself the questions shown in Figure 8.2, on the fol-
lowing page.

Guidelines

» Choose your delegatee wisely. Select someone who wants to
take on more responsibility and who has identi ed areas of
career development where this work would t. Don't select
someone who is not interested in the work you want to dele-
gate.

* Articulate your expectations about the work: what's accep t-
able when you need it.

« Clarify any unacceptable solutions.

» De ne interim milestones. If you've delegated a decision, rec-
ognize that a decision has at least two parts: generating alt er-
natives and choosing an alternative. Clarify what part(s) y ou
are delegating, and be explicit if you really want a checkpoi nt

between the two parts.
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Figure 8.2: Delegation checklist
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