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What is coaching ?

Coaching is meeting a person or a group where they are and helping them move to the next stage or next level of performance.

Coaching for improvement
Guiding people to improve unacceptable performance or work habits as part of ongoing performance process or as an isolated incident.

Coaching for improvement can be used in any of the following situations

· To help an employee improve the quantity or quality of work performed to attain the workplace standard.

· To help an employee correct a problem in work conduct or behavior.

· For motivational purposes, if an employee is bored, frustrated, or unhappy with the job.

Coaching for success 
Guiding people toward success in new of challenging situations. 

Coaching for success can be used in any of the following situations

· For career development (can lead to employees leaving the unit or organization)

· When there are new tasks or procedures (overlap with training role)

· For process improvement

· To implement organizational changes

· To introduce new employee to institutional culture

Is this an appropriate situation for coaching?

	1. Matilda has changed her schedule to cover weekend hours, where she will be in charge of the circulation desk.  

2. Waldo seems a little bored on the job and his cataloging work has gotten a little sloppy.  

3. Horatio has just flown off the handle again and yelled at some noisy students in the lobby.

4. Bettina says she is sick of library work and has asked you to provide a recommendation for her for a job at Barnes & Noble.

5. Kurt is the new part time shelver.  He works after school, from 3:00-5:00 pm and he seems shy.

6. Although Norma and Jeannette are working as fast as they can, new acquisitions are not getting processed fast enough and members of the faculty are complaining.  

7. Ignacio has been late for work at least twice a month over a period of three months.

8. The atmosphere in the Oceanography Library is unpleasant because the  librarian and her two staff members are not getting along. 

9. The University Trustees have just chosen what you consider a hideous plan for the new expansion to the library, and you have to tell the staff about it.

10. You’ve tried everything you can think of, but Duncan just has a bad attitude!


	___Yes ___ No

___Yes ___ No
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___Yes ___ No
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___Yes ___ No
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When and Why to Coach for Success



Coaching Options

Once you identify an employee or group that could benefit from coaching, what options are available?  What tools can you use?

1.

2.

3.

4.

5.

6.

7.

8.

9.

10.

Preparing for a formal coaching session



Key Principles for coaching 
(and all other communications)

Maintain or enhance self esteem
People need to feel respected and have a sense of self-worth in order to be motivated, confident, innovative, and committed to their work.

“You showed initiative on the shelving project.”

“The children liked your story hour.”
Listen and respond with empathy 
When someone expresses emotion, whether verbally or nonverbally, you can listen and respond with empathy to let that person know that you understand.

“I can see that you are upset.”

“I understand how this might be frustrating for you.”
Ask for help and encourage involvement
To get the most from people, you need to access their ideas and opinions.  When you ask for help and encourage involvement, you show people that you value their input and their abilities.

“Help me understand what the issues are.”

“What have you observed about this situation?”

Share thoughts, feelings and rationale
People work best for leaders they trust.  A proven way to build trust is to appropriately disclose thoughts, feelings, or rationale that people would otherwise be unaware of.

“Let me explain to you why this is an important issue.”

“The reason for this policy is….”
Provide support without removing responsibility
Nothing can deflate people’s confidence faster than telling them they’re not doing something right and then doing it yourself.  Conversely, When you provide support without removing responsibility, you build people’s sense of  ownership of the task or assignment as well as the confidence that they can accomplish it.

“What do you think you might do to improve the situation?”

“How can I help you deal with this issue?”
Seeking and telling

All communications have a balance of seeking (getting information) and telling (giving information).  Coaching is a situation where the balance should tilt more toward seeking.  

This may sound counter intuitive, because the goal of coaching is to help a person, and one way to do that might be to tell them outright what actions would work in their particular situation or in solving a particular problem.  But, on closer inspection, the goal is really to guide a person and help him/her to grow and be independent.  This is particularly true when you are coaching someone to take on new challenges and opportunities.  The best way to do this is to ask questions that allow the person to come to his/her own conclusions and insights.
Purpose of seeking

· Solicit information, input, ideas.

· Clarify points of understanding.

· Engage the mind and senses of the employee.

· Help employee reflect and become aware.

· Help employee assume responsibility.

· Demonstrate respect and inclusiveness.

Seeking/questioning techniques

Good questions are brief, clear, focused, relevant, constructive, neutral, and open-ended. 
To get better responses to your questions:

· Tell employees what’s at stake, why you need this information.

· Give employees time to think about their responses.

· When you’re done asking, be quiet and listen.

Helpful Coaching Questions
Coaching questions require an answer, encourage precision, and create a strong feedback loop.  After the initial opening questions and some clarifying questions, more probing might still be needed to make sure you have heard the full story.  These open ended questions may be helpful in a variety of coaching situations.

· What else? (Used at the end of most answers, this will generally evoke more information.  Plain silence often evokes more too, and allows the coach a brief moment to think.  But silence must be used carefully.  Too much silence might seem intimidating.)

· What would the consequences of that be for you or for others?

· What criteria are you using?

· What is the hardest/most challenging part of this for you?

· What advice would you give to a friend in your situation?

· I don’t know where to go next with this.  Where would you go?

· What would you gain/lose by doing/saying that?

· If someone said/did that to you, what would you feel/think/do?

Listening

The three R’s listening technique

· Receive
To understand it, you have to hear it. Prepare. Be still. Wait. Don’t assume. Take notes. Probe gently and redirect the conversation if necessary. Concentrate on the speaker to maintain your focus. Practice the art of doing one thing well.

· Reflect 

Think about what you’re hearing. Make sense out of it. Put it into a meaningful context. Ask questions as you need to. Listening is an active process.

· Rephrase 

Bounce what you’re hearing back to the source; rephrase to make sure you’re getting it right. Use the echo back technique.

Print Resources

Cook, Marshall J.  Effective Coaching.  New York : McGraw Hill, 1999.

Very practical advice on what coaching is and how to do it.  Good reminders on how to conduct a coaching session and how to create an atmosphere where productive coaching is possible.  Covers all the roles of a coach:  problem solver, trainer, mentor, corrector.  A quick and easy read, with many useful tips. (Available on Ebrary).

Fournies, Ferdinand F.  Coaching for Improved Work Performance,  New York: Van Nostrand Reinhold, 1978.

Despite its age and use of the word “subordinate” to refer to employees, this book lays out the basics of coaching, including various theoretical frameworks, techniques for analyzing the performance situation, and examples of coaching conversations.  The focus is in improving performance that has been identified as problematical.  (Annex A  HF5549.F721)

Giesecke, Joan. Practical Strategies for Library Managers. Chicago, London: ALA, 2001.

Hunsaker, Phillip L. and Anthony J Alessandra.  The Art of Managing People.  New York : Simon and Schuster, 1986.
A clear straightforward guide on communication for the manager.  Includes: a description of various learning styles, decision making styles and transactional styles; a comprehensive section on interactive communication skills covering questioning, listening, and non-verbal communication; and a section on interactive problem solving covering defining problems, developing and implementing action plans, and follow through. 

(Available in Staff Development Office)

Metz, Ruth F.  Coaching in the Library: a Management Strategy for Achieving Excellence.   Chicago, London: ALA, 2001.  

The complete rundown on the role of coaching in libraries:  coaching individuals, teams, leaders, and managers.  Includes meaningful and recognizable library case studies, and discusses coaching as a means of improving organizational effectiveness.  Uses library based scenarios that you will recognize as true-to-life.  (Available in Staff Development Office)

Whitmore, John.  Coaching for Performance: Growing People, Performance and Purpose.  3rd ed.  London:  Nicholas Brealey Publishing, 2002.
A British point of view, with origins in the area of sports coaching as applied to business.  Discusses the steps of coaching in a “GROW” model - Goal setting, Reality checking to explore the current situation, Options and alternative strategies or courses of action, What is to be done and the will to do it.  
(Available in Staff Development Office)

Online Resources

· The International Coach Federation

www.coachfederation.com

· New Jersey Professional Coaches Association

http://www.njcoaches.org/

· ARL/OLMS – online coaching course

http://www.arl.org/training/coaching.html

Blackboard site

https://blackboard.princeton.edu/webapps/login/
Click on Organization:  Library Management Development

Select articles on coaching and feedback

When is this type of coaching appropriate?


To introduce new employee to institutional culture


For career development 


To introduce new tasks or procedures


For process improvement


To implement organizational changes


For motivational purposes





Others?


























The benefits of coaching successful employees


Helps develop employee competence


Fosters productive working relationships


Provides opportunities for conveying appreciation


Fosters self-coaching behaviors


Improves employee performance and morale


Helps diagnose performance problems


Produces a more positive workplace environment





Others?


























Prepare yourself 


Be sure that you are calm and have clarified the following points in your own mind.


What is the message about?


What is the background of the message?


Why is it important to you?


Why is it important to the recipient?


Why is it important to the Library?


How will the message be of benefit to the person who receives it?


How urgent is the situation?








Prepare the setting


Is it comfortable? 


Does the seating arrangement promote a collaborative atmosphere?


Have you arranged for time with no interruptions?


Do you have all the documentation you need?


Do you have materials to take notes?


Is the person to be coached in the right frame of mind?
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