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Coaching Workshop

This class focused on how to improve good employees’ performance, and how to work with problem employees. The class is heavily based on Behavioral Psychology. The course comes with two books: “Coaching for Improved Work Performance” and “Why Employees Don’t Do What They’re Supposed To Do (And What To Do About It)”, both by Fournies. Fournies says he asked lots of managers “Why...”, and the answers were typically things like “They have a bad attitude,” or “They aren’t motivated.” This, he claims, is the wrong approach; the manager is assuming CAUSES for observed BEHAVIORS. Even the employee him/herself may not fully realize what’s causing it. So all you can do is observe the behavior, decide what you don’t like, and try to correct that behavior.

There are a number of management tools to help motivate employees. Again, this was a behaviorally oriented approach: feedback and follow-up. Positive feedback is the STRONGEST motivator we have. Things like pay, benefits, etc., are not motivators, only a problem if they are absent. The best things to motivate a person beyond normal performance are:

· Achievement
(employee’s perception of employee’s performance)

· Recognition 
(of any significant achievement!)

Follow-up involves frequent checkups to see if everything’s going OK.

There are two reasons for this:

1.
RECOGNIZE ACHIEVEMENT when everything’s going OK!

2.
HOW CAN I HELP if there are problems. Detect & correct problems EARLY.

The behavioral rules this was based on are summarized as:

· Behavior followed by a positive consequence will increase in its frequency.

· Behavior followed by a negative consequence will decrease in its frequency.

· Behavior followed by no consequence will decrease in its frequency.

· Consequences must quickly follow the behavior to have an effect.

These behavioral rules manifest themselves in many ways. For example, we often “punish” people who do good work—i.e. someone who does well on an undesirable job, especially if they don’t complain about it, often gets assigned the crappy job again. Another point is that it is the manager’s job to think of things the employees don’t think of. If they do what is expected or what you told them, but you think of something else—THEY HAVE DONE A GOOD JOB and shouldn’t be punished!!!

The other major thrust of the class was “coaching”—i.e. working with a problem employee to solve the problem. The approach centered on the “Coaching Discussion”, a tightly structured one-on-one conversation with the employee. The plan is to:

1. State that a problem exists, and explain the behavioral discrepancy that is the cause of the problem.

2. Ask if the employee knows what happens because of this problem.

3. Engage the employee in a rigidly controlled question & answer session in which the employee really has no choice but to agree. This forces the employee to state him/herself that his/her actions are causing undesirable results. A really stubborn employee may refuse to cooperate, in which case you move down to step 4.

4. Ask the employee “Do you agree we have a problem?” Fournies says 95% of the people will agree, and you can proceed to step 6.

5. If the employee does not cooperate, or refuses to admit there is a problem, you have no choice but to show them what could happen if they do not fix the problem. This may be the threat of dropped rank/rate-range/pay, unpleasant assignments, reduced perqs or termination.

6. Ask the employee, “NOW, do you agree we have a problem?” Again, Fournies says 95% will, reluctantly, agree. If not, they may think you’re bluffing (in which case you must convince them you aren’t), or they may be planning to leave anyway.

7. Once agreement is reached, you mutually discuss alternative solutions. Ask the employee to suggest ways to solve the problem. Mutually agree on the appropriate action to be taken to solve the problem. Then follow up to measure the results, and recognize any improvement/achievement when it occurs.

Here is a summary of Fournies’ reasons for “Why Employees Don’t Do What They’re Supposed To Do”, and what you should be doing to avoid it. 

· They don’t know WHY they should do it.
Give them the real reasons.

· They don’t know HOW to do it.
Teach them.

· They don’t know WHAT they are supposed to do.
Tell them what they need to do to succeed and they will probably do what it takes. 

· They think your way won’t work.
Make sure they think your way will work or get them to try your way.

· They think their way is better.
Make sure they think your way will work or get them to try your way.

· They think something else is more important.
Explain to them the priorities.

· There is no positive consequence to them for doing it.
Find a way to give positive feedback and RECOGNIZE their achievement.

· They are rewarded for not doing it.
Make them do the job correctly, and if they keep making mistakes, work with them until they get it right.

· They are punished for doing what they are supposed to do. 
Make sure you reward good performance. 

· They anticipate a negative consequence for doing it.
 Make sure they understand you are available and willing to talk/work/whatever with them, without fear of negative repercussions.

· There is no negative consequence to them for poor performance. 
If they don’t do what you ask, let them know there is some negative consequence.

· They think they ARE doing it.
Let them know right away so they can make mid-course corrections and succeed sooner.

· Obstacles beyond their control prevent them from doing it.
Make sure it is really an obstacle, and help them overcome it.

· Their personal limits prevent them from performing.
In the rare case where someone is personally incapable of doing a job, the person should be reassigned to a job they CAN do.

· The employee has personal problems.
Certainly you must be sensitive to someone’s problems, but it does NOT mean the employee is allowed to perform inadequately, or disrupt others’ performance, because of their problem. Work with the employee to try to come up with a schedule that will answer both his/her needs AND the needs of the company.

· No one could do it.
If it’s honestly true that it’s not humanly possible to do the job then GIVE THE EMPLOYEE SOMETHING ELSE TO DO. There is no reason to leave them in a situation where they can’t succeed.

