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Welcome to the module on coaching and mentoring. It is often been said that great 
coaches find a way to get the best out of each person on their team. When we hear 
of a great success story, we often find out that behind the scenes was a great coach 
who developed and challenged a group of people into a talented and high-
performance team. I believe that great coaches have perfected four essential skills 
which include the ability to motivate the team and challenge each team member, to 
develop strong team cohesiveness, set effective or SMART goals, and communicate 
effectively. 

Let's know look at some of the characteristics, skills and model for effective 
coaching and mentoring.
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So let's begin to put all of this together. What do we actually do as a coach. This 
basic model identifies the 3 stages in a successful coaching session. The first stage 
is diagnosing the situation. What went wrong? The second stage is Discussion. Here 
you meet with the employees you are coaching and plan out an effective goal for the 
employee. Then the plan must be set into action which is the third stage, 
Implementing. Let’s take a closer look at each stage.
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We must begin by first identifying the specific performance issue. We learned in the 
Performance Appraisal module, that if our expectations and goals were not clear to 
begin with, then it should come as no surprise that issues will develop later. So the 
first lesson is making sure that we set SMART goals and expectations to begin with. 

Once we have identified the performance issue, we must identify the specific 
behaviors that we believe are resulting in this performance gap. This can also be a 
challenge for some. It is not enough to say that someone is disorganized, instead we 
must identify the specific things that we see or hear that may relate to the 
performance issue. More on this can be reviewed in the feedback module.

We also learned in the feedback module that one can use the STAR method for 
providing feedback. As you may recall, STAR stands for Situation, Task, Action (or 
behaviors) and Result (or outcome). This helps to provide a structure for developing 
and delivering positive and constructive feedback. The coaching element of the 
STAR technique comes from adding an additional A and R to STAR. The A stands 
for Alternative behaviors and R stands for Results anticipated as a result of these 
new actions or behaviors taken. 

It is also important during this stage to identify the reasons that the behaviors are 
not taking place now. Basis to performance management is recognizing a 
performance issue as a need for training or need for coaching. The test for this is 
simply asking whether the employee has the needed knowledge and skill to perform 
their task. If not, this would be identified as a training issue. If yes, then you must 
discover and diagnose why the employee is not performing to standard.
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Now that we have done our homework, we are ready to hold our coaching session. 
You will want to begin with a statement reflecting a hope for a positive outcome and 
that you will need their active participation in the session to make it meaningful and 
effective. Then share with them your feedback using the STAR format we spoke of 
earlier. You will want to confirm your diagnosis with the employee and ask for any 
additional input that they may have towards this situation. The focus turns towards a 
solution. Once again you can start by sharing your ideas or you can start by 
soliciting potential solutions from the employee. The advantage of seeking the 
employee’s first is that it may be their idea that you pursue, which will make the 
employee feel more active in the discussion. The outcome of the session needs to be 
a plan of action that is agreed upon by both the employee and yourself. Close with a 
positive by emphasizing your confidence in the employee to achieve these desired 
results. Be sure to set a follow-up date to review their progress. 
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Now the plan must be turned into action. You will want to make sure that your plan 
includes any training that may be needed or to support the new behaviors agreed 
upon. This may also require additional time on your part in a 1:1 session or with a 
mentor or others who already demonstrate these behaviors and have been 
recognized for their accomplishments as a result. Often there are employees within 
your own team or close by that can be used in these mentor roles. By asking around, 
you can often find a good mentor.

Another key aspect of the implementation stage is to follow-up throughout the 
period of the action plan. Be sure to identify new or remaining hurdles that are 
slowing down or impeding progress. And most importantly, be sure to recognize 
efforts being made and any results as soon as they are achieved. 
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Many of us like a structure which is the purpose for this review page. It lists some 
of the key steps to an effective coaching session. Remember however, that the steps 
will only be as effective as your desired intentions and skill set. Developing your 
people or leadership skills are so important to the success of a coaching session. 
Lets now look at a couple of examples using what we have learned so far. 


