Coaching Workshop – Coaching Conversation Simulations


Each of these coaching scenario’s is intended to be confidentially split across a pair of individuals in the seminar. We’ll role play each one in turn, then de-brief.

Coaching Session #1

In this session, we’re looking to see how the coach handles a “hidden” situation. One where the root cause isn’t obvious and where there is a significant amount of pressure as well.

When we de-brief, 

· Did the personal problem get exposed? Did the coach choose to share it with their boss?

· You want to try and keep the conversation focused on the *work* and *behavior*

· What are options? Change work assignments? Temporarily or permanent? Partnering? 

· What about regular 1:1 meetings, finely graining goals and check-ups? 

· Do you engage HR? If so, how?

· What will you say to your boss?

	Setup context for the Coach

You’re leading a software team that is focused on a new high priority project. The team is working extremely hard to meet what are incredibly aggressive deadlines. One of your team members seems to be falling behind in their deliverables and it’s starting to hurt the project schedule, while also impacting the overall morale of the team.

You’ve had previous, relatively informal discussions with the individual related to improving their performance. However, instead of having a positive impact, the situation has actually been worsening.

Your boss has become aware of the situation as well. In that some of the team members have complained to her about the situation.

You schedule a one-on-one session with the engineer to discuss this topic yet again. Your boss also wants an update on the action(s) you’re taking to correct the problem.



	

	Setup context for the Engineer

You’re a member of a software team working on an extremely important and chaotic project. The schedule appears to be nearly impossible. 

Recently, your marriage has encountered problems. One of the root causes has been the amount of work hours you consistently are putting in. Additionally, you and your wife have scheduled more time for counseling, which will of course take more time.

You’ve always been a strong performer, but now you find yourself very defocused at work and your productivity has suffered. Your boss has noticed this and spoken to you about it several times. The increase in pressure has only exacerbated things and you don’t know what to do.

You boss has scheduled another meeting with you. You suspect it’s again performance related, but don’t want to share your personal details as an “excuse”. However, you may have to if things are going badly enough.




 Coaching Session #2

In this session, we’re looking to see how the coach handles a “pushback” situation. One where there is thoughtful resistance to a specific team need. 

When we de-brief, 

· The coach needs to sell this to some degree – right?

· What sort of outcome was there? Did the developer agree to do it?

· What sort of negotiation was there? How about her just “trying” it temporarily? Or setting up a partnership with the developer to manage the personnel side?

· How many coaches took “No” for an answer?

· Is “No” a good reply? Sometimes we struggle with saying it. Perceptions, cultural implications, etc. 

· What *would* be an effective way to say “No”?

	Setup context for the Coach

You’re sitting down with one of your best developers today for a 1:1 meeting. They’ve been doing a phenomenal job on their current project. In fact, their past performance curve has been consistently up and accelerating. 

If you have a problem, it’s how to keep them challenged. 

One of the key topics for your meeting today is establishing the developer as a mentor for a new hire – Bill. Bill’s been with the team for 2-3 weeks and is struggling a bit with his learning curve. You’ve sat down with him and he requested more focused mentoring in order to come up to speed. You’re sure that the developer will do a great job of helping him get comfortable and productive.

One thing you want to prepare for is “push back” from the developer on the idea. For whatever reason. You need to have a sound strategy for selling them on the role and what it will mean to their growth and visibility in the short and long term.



	

	Setup context for the Engineer

Your boss will ask you to mentor a team member in your 1:1 meeting today. Their intentions are quite sound and good. And it’s a positive reflection on your abilities that they’re asking.

However, the team member, Bill, and you haven’t really hit it off. Whereas you quietly go about your business and expect your excellent work and effort to speak for itself, Bill seems to be exactly the opposite. He’s brash, loud, sometimes bordering on obnoxious. 

While you think he’s skilled, you haven’t been able to break through the bravado to truly understand his level and capabilities.

On a personal front, you’ve decided to back off of giving super amounts of extra effort at work. Your children are getting older and are getting into more and more activities. You’d like to keep a solid pace at work and are happy just doing a good job and working normal hours. 

This assignment will certainly take additional time away from your “real” work and will add stress as well. You want to tell the boss no – but in a reasonable way.




Coaching Session #3

In this session, we’re looking to see how the coach handles a confrontational situation. One where there is a huge disconnect in the two points of view.

When we de-brief, 

· Here we should explore conflict handling strategies. How did the coach handle *entry* of the conversation?

· One possible strategy is simply to listen and fact find. So enter with some general, open-ended questions like: 

· How is the transition going? How are you fitting into the team?

· What do you feel you’re bringing to the team so far?

· Any advice? Things I need to improve?

· This is a good example of where the “coach” will probably need to become a manager/leader to really effectively communication and gain action.

· Ultimately though—who specifically needs to change?

	Setup context for the Coach

For several months now you’ve noticed that one of your new engineers, a senior software engineer who transferred in from another group, has been disruptive in the team.

You first started noticing it in team requirement and design review meetings. They would always seem to shout louder than everyone else, have the strongest opinion and only take satisfaction if their position was adopted. If it wasn’t, they would seem to brood for several days.

You’d decided to ignore this behavior, hoping for improvement, but that hasn’t happened. In fact, things seem to have gotten worse. The developer has become more and more disruptive over the months. It seems as if, as their contributions to the team increase, so do their attitude problems and self absorption.

You’ve decided to sit down with them and discuss their behavior and the immediate need to improve things. Basically, you’ve had enough of it. And you sense the team has as well because on more than one occasion team members have privately and strongly complained to you.



	

	Setup context for the Engineer

Boy are you tired of your new group. Everything seems to go at a snails pace. Every decision takes forever and the work itself is quite frankly boring. Your manager seems to be nearly incompetent. They want to always hear ideas from everyone and always try to achieve consensus across the team on decisions and actions. From your perspective, it simply takes too long to make decisions and move onto action.

The only reason you took the transfer was that your old team had peaked out and was doing more maintenance work. It too became quite boring. At some level, and trying not to be too full of yourself, you deserve to be a member of a high performance team that is—worthy of your capabilities.

The next time you get a private moment with your boss, you want to discuss your future within the team and ideas for how you can create more forward energy. You also want to have a strong position of influence in the team to direct decisions and drive action. 

In the end, you really want this team to work out and not have to leave again for greener pastures!




Coaching Session #4

In this session, we’re looking to see how the coach handles a confrontational situation with a superior. One where there is a huge disconnect in the two points of view.

When we de-brief,

· This is really a tough position for the coach to be in because expectations are really out of whack. Also, there is time compression for the discussion

· What are a few effective strategies? One might be to lay your cards out, then schedule another meeting. It allows the VP to think things over and time to gather more data.

· Who’s job is it to reset perceptions? What are some strategies for that? 

	Setup context for the Coach

You’ve recently come aboard a new SQA team as their manager/leader. The “party line” before you joined was that the team needed major repair. That they weren’t competent, didn’t work very hard, and had a terrible schedule attainment record for critical projects.

What you discovered upon your arrival was that, while yes the team had a few issues, by and large they were operating quite effectively. The team has solid technical and domain knowledge. They also have some very robust processes in place and really do a great job of testing each project—especially when given the constraints. One or two thought leaders are seriously jaded and need to have their attitudes challenged. Also, the team is quite demoralized and feeling under appreciated as a whole. But beyond this, they are a very sound and capable SQA team.

You’ve found that the root cause for the perceived problems is that basically the expectations of the organization exceed the resource and time constraints of the team. 

You’ve scheduled a meeting with your division VP to discuss how projects, expectations and investments need to be changed in order for the team to thrive. You’re convinced that either work expectations are *reduced* or resources are *supplemented* to meet the unrealistic demands.

You’re new, so you hope that your honeymoon period will be of help in the discussion…



	

	Setup context for the VP

Finally you’ve managed to hire someone who can clean up this terrible testing team. They’ve been complaining about needing more time for testing for years as they’ve worked through projects. More people, more time, more resources – blah, blah, blah You don’t think there is a “can do” attitude within the entire team. 

Well, now someone is in charge and owns the cleanup of this group! They came highly recommended as an extremely capable team cleanup artist. Someone who really knows what it takes to build great testing teams in a hurry. This hire is just what the doctor ordered!

They’ve been on board for 3 weeks now and have scheduled a meeting with you for this afternoon. You are SO looking forward to their ideas and actions. The SQA team has been operating at 50% effectiveness for far too long and the increase in energy and effort will really give the current project portfolio a boost.

You’ve had a meeting pop up, so you only have 15 minutes now with your new manager. You need to jump in and quickly get the good news!




