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e Where do you think you could improve
on the current performance?

e What issues would you like my help on?
e Where do you see the growth coming
from within your department/territory/
account base over the next quarter?

e How many new accounts do you think
you could open?

e How would you go about doing that?

e How could you shorten the decision
making process?

e How many referrals have you asked for
this month?

These are just some of the types
of questions you need to ask and each
answer provides information that will
likely prompt another question. By
carefully assembling the information and
discussing it with the people who work
for you, on their behalf you are painting
a picture of how they can achieve an
improved performance. Please note you
are asking, not telling. This will help you
get the all important buy in from your
people as the target will in effect be their
creation not yours and the next step is
to get commitment. Setting targets isn’t
always about big percentage increases.
Some people set overly ambitious targets
and your role is to lower expectations to
a realistic level. Good targets should be
out of reach but not out of sight hence the
need for people to be stretched.

In addition, be mindful that on
occasions targets are missed and this is
where great coaching kicks in. Any idiot can
criticise and that is not coaching. In those
difficult moments people need even more
help, not simply criticism.

Coaching is about keeping a cool head
and developing rapport with your people
so they enjoy the sessions. Make public the
successes and give credit to the team. In the
tough times take the flack yourself, not point
fingers at the team or individuals.

In the same breath as coaching
comes accountability and responsibility.
You cannot separate the two. | have
mentioned accountability before and it
is worth repeating it here. Accountability
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is all about you being responsible and
answerable for your actions, or lack of
them, as the case maybe. It has to be
instilled in your people as a mark of
honour, not as a threat. Do you stand up
and be counted i.e. own up, when things
go wrong, or try and shift the blame?

Are you as a manager accountable? If
you are reading this looking at your boss
who avoids being accountable, then fire
him — meaning resign and find a boss that
accepts being accountable and responsible,
because the latter will be the one who
understands that developing his people is
paramount. If bosses are unwilling to be
accountable for what they and you do, then
that is a fundamental character flaw.

Eradicate any of these phrases if you
hear them or think of using them yourself:-
e  “ldon’t know”

e “ldon’t have time”
e “It's not my job”

e “Nobody told me”
e “ltdidn’t matter”
° “Not my problem”
e  “Not my fault”

Great coaches are accountable because
they take responsibility and instill it in
others. They do not hide, ignore or turn away
when action is required. So how accountable
are you as a coach?

e Great coaching builds trust, integrity and
respect?

e Do you give and ask for feedback?

e Listen and question

e Don’t be afraid to say ‘no’

e Challenge

Being a great coach takes practice. It
means being accountable and responsible.
The payback over time is you earn respect,
trust and integrity. You just might keep the
people you want to keep because you are
developing them and their careers — think
about it. ®
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are they a subservient bunch of “do as you is not likely to get you very far. You may e Which aspect of your work have you
are told” people, but individuals who feel have in your mind what the target/s could excelled at and why?

they are capable to get on with their roles be/should be and the skill is asking the right ~ ® What aspects of your performance are
without interference from a micro-manager  questions of the sales person that enables you not happy with and why?

mentally. Yes they want the boss around him to discover perspective or opinions e What would you have done differently
but only when they need him and that is about his performance. with hindsight?
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