When You're the Coach: Advice from Marshall Goldsmith
What has been your experience with coaching?
Before You Begin
Behavioral coaching will not solve all performance problems. If any of the following conditions prevail, says Marshall Goldsmith, you may be wasting your time. 
• The person you're coaching is not willing to make a sincere effort to change. "If someone is unwilling to say "I have a problem" or "I have something to improve," don't waste your time." 
• The person has been written-off by the company. "If you want to fire people, fire people. If you want to help them, help them. But don't jerk them around." 
• The person lacks the intelligence or functional skills to do the job. "Behavioral coaching does not turn a bad doctor into a good doctor, or a bad engineer into a good engineer." 
• The person has the wrong strategy, mission or direction. "If the people being coached are headed in the wrong direction, behavioral coaching will only help them get there faster." 
• The person lacks ethics or integrity. "Fire them. Don't use behavioral coaching to fix ethics problems." 
Executive coach and consultant Marshall Goldsmith knows what works and what doesn’t when it comes to coaching. For more than 20 years, he has coached and counseled managers, including top executives at corporations such as 3M, Accenture, American Express, Boeing, Chase Bank, GE, GlaxoSmithKline and Johnson & Johnson. If you’re a manager who sees coaching others as part of your job, Goldsmith’s eight-step approach to coaching leaders for behavioral change gives you a framework for success. 
1. Involve the person you are coaching in identifying the desired attributes for their position.
Together, determine the behavioral characteristics – such as accessibility to colleagues, recognition of others, listening – that are important for success. 
2. Involve the person in determining who can provide meaningful feedback. 
Have him or her pick direct reports, peers, customers, suppliers or members of the management team to be asked for feedback and insight. 
3. Have the person collect feedback. 
Formal assessments such as 360-degree feedback are valuable, but don't discount informal means of input. Simply asking, listening and getting ideas is better than no feedback at all. 
4. Help the person analyze results. 
Review the feedback from colleagues, discuss strengths, and then pick just one area for behavioral change. By focusing on just one area for change at a time, the chances of success are greater. 
5. Develop an action plan. 
The most helpful and appreciated outcome of any assessment is specific advice. Come up with several alternatives or action steps to practice and improve. 
6. Have the person respond to stakeholders. 
Follow-up with each of the feedback-givers or other stakeholders to let them know the intention for improvement, and ask for additional suggestions as to how they might improve. 
7. Develop an ongoing follow-up process. 
Four or six months into the process, check back in with the original feedback-givers. Ask them (a written mini-survey is useful) whether the person has become more or less effective in the area identified for improvement. 
8. Review results and start again. 
If the manager has taken the process seriously, stakeholders almost invariably report improvement. Build on that success over the next 12 to 18 months. 
