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COACHING 101



			“How do I enable others to find purpose in the face of challenge?”
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Coaching: 
From external Control to Growth
OBJECTIVES:
By the end of this training, you will…
· Learn a simple diagnostic framework and a 5-step process for coaching others in organizing efforts
· Practice the coaching process through role-plays and reflective discussion
· Learn to build a culture of coaching into your team


Why is coaching an important organizing practice?

Leadership in organizing is about enabling others to achieve purpose in the face of uncertainty. Coaching, put simply, is the act of enabling others.
Organizing campaigns are rich with challenges and learning opportunities, but sometimes we are fish in our own water and we cannot see the challenges we are swimming in. Coaching in organizing helps to alleviate this problem.  Coaching helps individuals to overcome motivational, strategic, and informational challenges that might otherwise hinder the progress of the individual, and or the team, and thus the campaign or training. 
[bookmark: _Toc218352445]What is coaching in organizing?
Coaching is a direct intervention in an individual or team’s work process to help them improve their effectiveness.
Coaching is a leadership practice that is useful in a variety of contexts in organizing campaigns.  Some examples of when coaching skills are necessary:
· [bookmark: _Hlk534473941]Preparing leaders to get over the anxiety that most of us feel when we ask other adults to do tasks that might not be enjoyable.
· Facilitating the goal setting of a leadership team struggling with common understanding of the goals
· Debriefing with a leader who has not kept a commitment
· Helping a leader overcome motivational challenges with managing volunteer teams in the field
· Assisting a leadership team in creating strategy for their organizing campaign  

Coaching is useful whenever we are working to enable others to build their own capacity to act, and though the contexts vary, the process is very similar throughout.  
	Effective Coaching Is
	Effective Coaching Is Not

	-Showing up and being present to another person's experience and listening, with both your head and heart
	- Being so prepared that you figure out all the answers for the coachee before you even hear or observe their challenges

	- Helping the coachee explore and make sense of their challenges and successes and what they learned from it all
	- False praising of the coachee or only focusing on their strengths because you do not want not to hurt their feelings 

	- Helping the coachee to find solutions to challenges
	- Solely criticizing the coachee for their weaknesses

	- Asking questions that both support and challenge the person you are coaching.
	- Telling the coachee what to do



How do I practice coaching in organizing?
Good coaching requires learning how to identify a person’s or team’s strengths and weaknesses in order to find ways to help them mobilize their strengths to overcome their weaknesses.  People often know what they “should” do, but a fresh set of eyes is helpful in diagnosing the specific challenges they’re facing and initiating a brainstorm of solutions to maneuver through them.   There are three basic practices of coaching:
Basic Practices of Coaching:
· Motivational (heart) coaching is aimed at enhancing effort.

· Strategic (head) coaching is aimed at helping the team or individual plan, evaluate, or think about its strategic or structural approach.

· Skills-based (hands) coaching is aimed at helping the team or individual execute with skill (and learn from execution).

The first part of effective coaching is diagnosing which coaching practice is most needed in any given moment.  For example, if an organizer is struggling with strategy but you try using motivational coaching, it is likely to frustrate them further. 
As is true for the other practices of leadership, coaching is a practice that only gets honed by DOING, and then reflecting on what works and what doesn’t.  
Following this simple, 5 step coaching process can help you dive in and begin your coaching practice:
5 Step Coaching Process


1.   Inquire &/or Observe - What do I see and hear? 
When you are observing a person’s actions in the field or someone comes to you for help, your first inclination may be to draw conclusions from the initial observations you make. As a coach, you need to take time to dig deeper. Are you seeing all the angles here? What information is missing? Think about the “who, what, why, how, where, when” questions.
· Motivational (heart):  Is the individual struggling because s/he is not putting forth enough effort? Is she not trying hard enough because she’s embarrassed? Is he quitting too soon because of frustration or fear?
· Strategic (head):  Is the individual struggling because the goals are not achievable?  Or because they’re not thinking creatively enough about how to use the resources they have to meet goals?  Or because the overall strategy doesn’t make sense and needs to be clarified or adapted to their situation?  
· [bookmark: _GoBack]Skills-based (hands):  Is the individual struggling because of not being able to muster the behavioral skill to execute effectively? Does he not have the skill in his repertoire? Is he getting interference from other habits and behaviors (like someone well-versed in marketing speak may think that skill set is a substitute for authentic story-telling skills)? Is there something you could model, or that this person that just needs more help practicing and debriefing?
2. Diagnose & 3. Intervene:  Which form of coaching does this require? How will I intervene?

	            [image: MP900433140.JPG]
	                  [image: MC900187587.WMF]
	                [image: MC900383136.WMF]

	If your diagnosis is that the individual needs to put in more intense effort, choose a motivational intervention, – for example:
	If your diagnosis is that the individual is not understanding the focal practice adequately, or thinking about it appropriately, choose a strategic intervention – for example:
	If your diagnosis is that the individual lacks execution skill, choose an educational intervention – for example:

	
· Encouragement and enthusiasm—you can do it!
· Helping the individual understand and confront fear, embarrassment, or other emotions that get in the way of the willingness to try harder or persist in the face of setback
· Incentivizing, rewarding and praising courage
· Modeling courage and emotional maturity in your own behavior, confessing fear and explaining how you move toward it rather than away
· Kick in the pants (offered with love)
· What else?

	· Asking good questions about how the individual is thinking about the key leadership practice 
·  “Why did you choose to do this and not that?”
· Based on where you are now what resources could you draw on to take this story/team/strategy to the next level?
· Offering your assertions about what you are observing and how you think the individual might fruitfully think about the practice differently 
· “When you stop at that angry point in the story, I think you may be forgetting that your listeners need a reason to hope in order to be called to action.”
· Offering the opportunity for silent reflection and self-diagnosis
· “Why don’t you take a moment to think through what you believe is working and not working and let’s talk about that?
	
· Model the behavior and invite the coachee to imitate you or work side by side with you to get the “feel” of the activity
· Break it down into smaller parts and invite the individual to try one at a time
· Practice, feedback, repeat
· Offer three or four different practice exercises and observe which ones “take” for that person
· Repetition, repetition, repetition
· What else?




4.    Action:  How can I allow the coachee to develop their leadership skills? What action will they take that would allow them to move forward?
· Avoid the urge to do it for them.
· Allow the coachee to try the intervention.   
· Observe them in action and note observations for your debrief.

5.    Check-in and Debrief:  What do I ask the coachee to help them reflect on their experience?
· What went well? 
· What are you challenged by? 
· What are some possible solutions? 
· What are your goals/next steps?
· Schedule periodic check-ins to support your coachee in integrating this new or revised                         
             solution into their regular practice.
· Find out from the coachee how the situation has changed.  
· Assess whether the diagnosis and intervention was successful. Celebrate success!


Originally adapted from the work of Marshall Ganz, Harvard University.  Modified by the New Organizing Institute.
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WORKSHEET:
REFLECT ON COACHING


How does this way of COACHING compare with other types of COACHING you have experienced?











What is most challenging and most new or interesting about this way of supporting others’ development?










How could this type of coaching be used to help you support other organizers (volunteer and staff) out in the field? What are some of the practices that you will use next time you work with another organizer?

Step 1: Inquire &/or Observe


Step 2:  Diagnose


Step 3: 
Intervene


Step 4: Action


Step 5: Check-in


Originally adapted from the work of Marshall Ganz, Harvard University.  Modified by the New Organizing Institute.
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