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Presenter
Presentation Notes
Agenda:3:00 – 4:00 p.m.:  Coaching in times of change4:00 – 4:15 p.m.:  Sharing coaching successes4:15 – 5:00 p.m.:  Tabletop multi-headed coach exercise 
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Coaching in times of change
During change it is normal for people to:

• Make up stories in the face of uncertainty
• Worry about things they can at best only influence

Today we will talk about:
• How can we use our coaching tools to help others – reports, 

peers – through the challenges of change?
• How can we help ourselves cope with the stress of leading in 

times of change and of experiencing the change ourselves?

Presenter
Presentation Notes
So, let’s get started thinking about using our coaching skills in times of change.We all are constantly dealing with change, but there are also seasons where those changes are bigger and more intense.  And no matter what our role in the change, it has an impact on us.  In times of change, we inevitably face uncertainty.  Regardless of our role in the change, it is unlikely that we will have all of the answers people are looking for.During these times, it is natural for people to do two things:Worry about things that they can at best only influenceMake up stories in response to questions that aren’t yet answeredSo today we want to talk about How we can use our coaching tools to help others – our direct reports and our peers – through the challenges of changeThis could be through more formal conversations with direct reports, or just tools we use in conversations about the change with peers and colleaguesHow we can help ourselves cope with the stress of leading in times of change and also of experiencing change ourselves.
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Participants

Presenter
Presentation Notes
As we think about using our coaching skills in times of change, I’d like to quickly take us back to the four foundational skills we work on in the Coaching for Better Greater Effectiveness and Better Conversations Everyday training.  Listening to understandAsking powerful questionsChallenging and supporting with feedbackEstablishing next steps and accountability 
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BUILD RELATIONSHIPS
>> Develop TRUST & CONNECTION

Presenter
Presentation Notes
Our first building block is listening to understand, which helps us develop the trust and connection necessary to build relationshipsWhy is this skill of listening to understand especially important in times of change?It is especially important for people to feel heard during these times, to feel that they have solid relationships and can trust their leaders and colleagues.Do you remember the three different modes of listening we practice in the training?  What were we listening for? Facts, feelings, and valuesWe talked then about how it was important to listen for all three and about how what we listen for shapes what we hear.  And what we hear determines how we respond to the speakerWhen you think about coaching during change, which of those may need stronger emphasis?How can you reflect values and feelings back in your coaching and conversations, to help others feel validated and that understood?
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BE CURIOUS

Presenter
Presentation Notes
When we listen to understand, we want to focus on being curiousFocus more about on person than the problemGet to the root of what may be underlying the problemWhat drives the problem?Use your questions to bring them to the why
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Powerful questions are…
1. Open vs closed (yes/no)
2. Not leading
3. Short and simple 
4. Not so that you can solve their problem for them

Presenter
Presentation Notes
One of the best tools for listening to understand is to ask powerful questions – questions that are:Open vs. closedNot leading Short and simple And powerful questions don’t solve the problem for someone – This is typically one of the hardest things about coaching, but it may actually be easier in times of changeDuring these times, you may not be able to solve a problem for the person, even if you wanted to – you may not have or be able to share the answers they are looking forFocusing on coaching and using your powerful questions releases you from the responsibility of solving the individual’s problem for them.
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Powerful questions for times of change

What are your concerns about the transition/change?

What do you know about the situation?

What don’t you know?

Tell me about what makes that important to you?

Presenter
Presentation Notes
Here are some examples of powerful questions you can use to help you listen to understand during times of changeWhat else might you ask?
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[1:4]

Presenter
Presentation Notes
The next skill we covered in training was challenge and support with feedback.In times of change, asking powerful questions to challenge is very useful.  We talked about how people make up stories and worry about things they can not control during these times. Challenging these stories and helping them move beyond their fears can help put perspective on the change.It’s important to balance challenging with support, especially when people are feeling stressed and uncertain.  As we challenge them to face their fears and move beyond them, we also want them to know we are there to help and support them during this transition.
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Questions to Challenge
Challenge the stories:

• What stories are you telling yourself?

• How true is the assumption you’ve made?

Identify fears:

• What fears are influencing you at this time?

• How could you dispel those fears?

Focus on what they can impact:

• What about this situation can you impact?

Shift perspective –

move away from deficit thinking:

• What will it be like once everything is in 
place?

• What might be the benefits once the 
change is implemented?

• What can you do during this situation to 
make it easier?

9

Presenter
Presentation Notes
Talk through questions to challenge:Challenge the storiesIdentify fearsFocus on what you can impactShift perspective – move away from deficit thinkingShift the thinking from why you don’t want to change and what won’t work to what could work and what the benefits might be.“Where your thoughts go, so will your actions”Negative, deficit focused thinking can bring on stress responses and sabotage your efforts.Help shift them away from that to what could be good about the change - while they not have initiated this change, why might they want to make it?
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Questions to Support

10

How can I best support you during this change?

Who else could assist you?

What resources do you need?

What might get in the way of you being successful?

Presenter
Presentation Notes
Remember, we said we wanted to balance challenge with support.As a supervisor, colleague, or friend, our goal is to help the person through the change process.  We want to support them.We may not be able to tell them what the outcome of the process will be or exactly what they want to know, but we can let them know that you are here to support them throughout the process.What does that support look like? Watch out for your own deficit thinking - focus on what you can do to support them, not on what you can’t tell them or don’t know (what do I know, what can I say, how else can I support you?)
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Focus the Conversation

11

Accept

Influence

Responsibility
or Control

Spend very little time
and energy here.

Focus majority of 
Time and energy here.

Invest some time 
and energy here.

Presenter
Presentation Notes
One other think in the area of challenge and support - I really like the circles of influence tool for these types of conversations.  When someone is stuck on an element of change they cannot control or influence, you can use this tool to help them focus on an area in which they do have control. Circles of influence can also help you transition into our final tool, establishing next steps and accountability
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Presenter
Presentation Notes
Building commitment to take action where the individual has control will help them feel more empowered when it may seem they have no control.
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Next Steps and Accountability Questions 

13

Right now, at this moment, what do you want most?

What can you do during this change and transition?

What is one thing that would help you feel in control?

What is your next step at this time?

Presenter
Presentation Notes
Help them think about what success looks like in this time of changeLook for a measure of success that is not necessarily tied to an outcomeUsing your voice to influence a decision or directionHaving a difficult conversationTaking a concrete stepSeparate goals from strategyExample:  I want to know what my job will be vs. I want to feel confident that I will continue to have a job or I want to feel confident that I will continue to be able to make an impact through the work I doIf they know what their real goal is, they keep the power and can look for new ways to get there (new strategies) if needed



©2018 Center for Creative Leadership. All Rights Reserved.

Taking Care of Yourself During Times of Change

14

Contagious emotions

Leading through a change that you do not control       
or did not initiate

Presenter
Presentation Notes
No matter what your role in the change and how you feel about it, it is going to be a stressful time for you tooEmotions are contagious – if the people around you are anxious and upset, those feelings will have an impact on youAs a leader, it can be hard not to be able to give people the answers they want, especially when you see them struggling with uncertaintyAnd if you are leading a during change that you didn’t initiate, you have to come to terms with your own fears and emotions around the change, as well as those of the people around youIn order to help others through the change, you have to be in an ok place yourselfHow can you help yourself:Self compassion - it is ok and normal to have these emotions and thoughtsIt is what you do with them that is important – you don’t have to camp out and stay thereFind a buddy coach Self coach – reflective exercises, circles of influence, pros and cons of change worksheetOther ideas?If we are willing to lean into change, we might find that it clarifies what is really important to usThis is also an important time to practice good self careFind the goodLook for beauty and wonderExerciseGet enough sleepDo what makes you feel vibrant and aliveWhat do you do to practice good self care in times of stress?
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