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Camino Nuevo Charter Academy — LA

ASAP Connect — After School Programs (San Bernardino, Tulare,
LA, Riverside)

Atlanta Public Schools

Head Start — New Mexico, New York, Puerto Rico
Missouri Youth Services

Philadelphia Schools

Accord Corporation — New York

Penn State Adult Education Division
Child Care Institutes (CO, IN, PA, MT)
Jackson Public Schools

Chinook Schools — Canada

Blake Schools — MN

AKEPT - Malaysia
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Critical Performance Drivers

Feedback on
Behavior &
Performance
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Mindset &
Skillset
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Defining our
Coaching Terms
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Professional Coaching vs. Collegial Coaching

Hired or Assigned Tied to Employment

Client Co-worker
Fixed Term Ongoing

3d Party Assessments Personal Feedback

Coachee is Accountable Mutual Accountability

Development Focus Working Relationships

and Performance

Professional Coaching is
Question-Based

Collegial Coaching is
Feedback-Based

Common Roots: positive intent, trust, integrity,
communication skills, service, accountability, etc.

6 CRANE
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Coached vs. Coaching Cultures

Hired/Assigned professional
Coaches dedicated to their clients

Colleagues
who share
Feedback &
Coaching

L
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School Effectiveness

Strategy

c
=
c Structure
2
<

6 CRANE
CONSULTING

Strategy — an organization’s outward-facing,
unique competencies and distinctive value
proposition it offers to its students/community.

Structure — the various organizational forms,
processes and reporting relationships that enable

communications, planning, and execution of the
Strategy.

Culture — the shared attitudes, beliefs, behaviors,
and relationships that typify the norms and
customs of an organization.

© 2009 Crane Consulting. All rights reserved.

The Cultural “Gorilla” Trumps Strategy
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You want me to do what?

©2009 Crane Consulting. All rights reserved.
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WHY Specifically Create a

High-Performance Coaching Culture?

If we integrate COACHING into our
school culture...we will get more
of the RESULTS we want...

and less of what we don’t want!!!

Leaders GET what they COACH TOI!
(not hope for)

6 CRANE
CONSULTING © 2010 Crane Consulting. All rights reserved.
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Coaching Our Cultural Transformation

FROM TO

Seniority Earned Performance
Leaders as Bosses Leaders as Coaches
Fear, hesitancy Learning, experimentation
Turf Protection School-wide innovation
Hierarchy Egalitarian Relationships
Need to Know Transparency with the Team
Mistakes Lessons Learned
Criticism Feedback & Coaching of Colleagues
Judgment & Blame Curiosity & Discovery
Anger, Resentment Healing, Forgiving & Humility
Cynical Trusting, Giving Benefit of Doubt
Right/Wrong Constructive Conflict & Debate
Defends and Argues Listens Deeply

/6 CONSTILTING ©2009 Crane Consulting. Al ighs reserved
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The “Organizational Case”

for Coaching Cultures

CRANE
CONSULTING ©2010 Crane Consulting. All rights reserved. 10-11

7 Primary Benefits of Creating a

High Performing Coaching Culture

1. Leaders become more effective leaders

2. Individuals are more engaged, inspired & accountable
to create their personal best performance

3. Teams who embrace coaching are better equipped to
deal with conflict

4. Change initiatives are more likely to succeed

5. Employee morale is strengthened

6. Employee costs of turnover and loss of talent are
minimized

7. The conditions for high performance (so vital to
sustainable organizational success) are created

Based on Research of Crane Consulting

CRANE
CONSULTING ©2009 Crane Consulting. All rights reserved 12

Crane Consulting 2009 6



4/28/2014

What is the

Role of Leadership?

CRANE
CONSULTING ©2010 Crane Consulting. All rights reserved. 24-13

Leaders Role in Creating a
High Performance Culture

1. COURSE

(Action in support of Vision, Mission, Strategy,
Key Objectives, Goals, Action Plans)

2. Role Model CHARACTER
(Alignment with Organizational Values)

3. COACH

(Accountability for Performance & Development)

CRANE
CONSULTING © 2011 Crane Consulting. All rights reserved 14
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From “Boss of” To “Coach for”

Drives/Pushes Lifts/Supports
Tells/Directs Asks/Solicits
Knows the answer Seeks new answers
Triggers Insecurity Triggers Creativity
Uses fear to achieve Uses Purpose to
Compliance inspire Commitment
Creates Victims Fosters Accountability
Focused only on Results Focused on both
Process and Results
Gets the Most from people Gets the Best from
6 e eopte

The Human Case for Coaching

| need...to be seen

...to be
...to be respected
...to be safe
...to belong
...to connect

...to contribute

When my basic needs are met, I'm ready to

learn...ready to serve...ready to engage!
Anonymous

CRANE
CONSULTING ©2010 Crane Consulting. All rights reserved
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What is a

High Performance
Coaching Culture?

CRANE
CONSULTING ©2012 Crane Consulting. Al rights reserved. 24-17

A Compelling Vision for a

High-Performance Coaching Culture

In COACHING CULTURES, all members of the school
culture courageously engage in candid, respectful
coaching conversations with one another, unrestricted
by reporting relationships, about how they can
improve their working relationships and individual and
collective work performance.

All have learned to value and effectively use feedback
as a powerful learning tool to produce higher levels of
personal accountability, professional development,
high-trust working relationships, continually-
improving job performance and ever-increasing
customer satisfaction.

6 CRANE
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“The Heart of Coaching”

Taps Best Practices

Appreciative
Inquiry

The 7 Habits
of Highly
Effective People

Emotional
Intelligence

Crucial, Fierce, &
Non-Violent
Conversations

Situational
Leadership

Good to Great
Level 5
Leadership

Transitions &
Leading Change

The Leadership
Challenge

6 CRANE
CONSULTING ©2007 Crane Consulting. All rights reserved. 19

Transformational Coaching

“The art of assisting
people in enhancing their
effectiveness...

In a way they feel helped.”

6 CRANE
CONSULTING © 2011 Crane Consulting. All rights reserved. 11-20
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Purpose of Each Phase

How we’ll DO
things differently

How we each
SEE things

How we will
WORK together
‘6&1‘;}\\:’\;&{]I]'1_\'(; ©2012 Crane Consulting. All rights reserved. 75-21

The Phases of

Transformational Coaching

e Foundation

— Create a coaching relationship, clarify
expectations, pay attention, & prepare

* Feedback Loop
— Engage in dialogue to share feedback in order
to each learn
 Forwarding-the-Action

— Focus on success, explore options for change,
create a commitment for action, and ensure
support

CRANE
CONSULTING © 2012 Crane Consulting. All rights reserved. 76-22
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Two Coaching Methodologies

Collegial Coaching —to be used in any and all
conversations OUTSIDE of a classroom, and between
any individuals that are part of the school team — staff &

faculty.

Classroom Coaching —to be used by anyone who has
agreed to act as a Coach for the Teacher, and is used
INSIDE the Classroom as a effective way to provide
feedback and debrief what the Teacher wants to be

coached upon.

6 CRANE
CONSULTING ©2009 Crane Consulting. Al rights reserved. 57-23

Transformational Coaching

A ROADMAP FOR EMOTIONALLY INTELLIGENT COLLEGIAL COACHING CONVERSATIONS

Debrief and Offer Appreciation

Clarify Action Commitment and Follow-up Plan,
and Offer Support

5. Require Changes (Clarify Consequences)
o
gg Request Specific Changes
E‘U Solicit and Suggest Options Be Present, State Topic and Context,
Share Positive Intentions, and
Permission Check
Refocus on Shared Vision |
of Success
Describe
Behavior and
Prepare { Impact on
Observe : Relationships
Set Course and Results
and GRRATE (Reinforce
Expectations :;zglzees:cify
Connect e 3 Opportunities)
Ask Learning
Questions
to Explore
Experience
and Beliefs
" - Explore Mutual Accountability . . .
6&%‘*&[’“'!15\'(; for Co-creating Situation Reflectively and Empathetically Listen 1750

Crane Consulting 2009 12



Transtormational Coaching

A ROADMAP FOR COACHING CONVERSATIONS WITH EDUCATION PROFESSIONALS

Debrief and Offer Appreciation

Clarify Action Commitment & Intended Outcomes,
Follow-Up Plan, & Offer Support

Require Changes (Clarify Consequences)

Request Specific Changes

CHANGE

o
o
L
w
z
<]
&
o
o

Solicit and Suggest Options Be Present & Determine Focus

Refocus on Shared Vision of Success Observe and Record

Set GRRATE Expectations
Share Feedback with
Results Cycle:
Behavior, Impact on
People & Educational
Outcomes (Reinforce
Progress & Identify
Opportunities)

Align on Organizational
Direction & Standards

Connect: Set up
Coaching Relationship

Dialogue thru Asking
Questions & Reflective
& Empathetic Listening

Explore Mutual Accountability Model Skills

The Results Cycle
“ A Feedback Map”

BELIEFS

Values, judgments,
interpretations,
assumptions,
“attitude”

RESULTS

BEHAVIOR

Outcomes, impact, Style, openness,
accountabilities, COACH I NG habits, skills,
improvements, practices,
“performance” “action”

2 N
% &
%, Trust, rapport, NS
<, collaboration, S
(/3 f Q¥
sharing, Q
“connection”
CRANE
6 CONSULTING 2009 Crane Consulting. Al rghts reserved.
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Accountability — an Organizational Context

“Accountability is the practice of
consciously choosing our thoughts
and actions, fully and completely
communicating with our colleagues,
and willingly accepting the
intellectual and emotional ownership
and all natural consequences from
the full impact of our choices.”

6 CRANE
CONSULTING ©2009 Crane Consulting. All rights reserved. 27

“Holding” Someone Accountable

Role Modeling

Clear Expectations (right fit)

Adequate Resources

Freedom to do the work and have an impact
+/- Feedback on performance

Coaching towards improved performance
Natural consequences — follow-up/closure

NOo O R~owbdRE

CRANE
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Implementation

CRANE
CONSULTING ©2009 Crane Consulting. All rights reserved. 145-29

Coaching Culture Implementation

“7 Best Implementation Practices”

Only follow-through creates RESULTS

1. Have personal focus for your coaching

Meet with your team to share what you learned
Establish specific coaching relationships and begin
regular One-on-One’s

Coaching Contract (Behavioral Change)

Learning Coach (Personal Support)

Use Coaching Log to collect data

Start telling stories about coaching successes

w N

No oA

CRANE
CONSULTING © 2012 Crane Consulting. All rights reserved 165-30
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“The Heart of Coaching” Coaching Skills Assessment

20 Core Competencies of Collegial Coaching

Forwarding the Action:

15. Refocus on Vision for Success

16. Solicit and Suggest Options

17. Request Specific Changes

18. Require Changes

19. Clarify Action Commitment
and Follow-up Plan

20. Acknowledge Progress
(in relationship) and '
Offer Support

Foundation:

1. Connect

2. Set Organizational
Context

3. Set GRRATE
Expectations

4. Observe

5. Prepare

6 CRANE
CONSULTING

© 2009 Crane Consulting. All rights reserved.

Learning Loop:

6. Be Present

7. State Topic

8. Share Positive Intentions

9. Permission Check

10. Set Context (for
conversation)

11. Share Feedback

12. Ask Learning Questions

13. Reflective and Empathetic
Listening

14. Explore Accountability in
Co-Creation of Outcomes

31

Coaching Success Stories Shift the Culture

How did they respond?

©Oo~NoGk~wDNE

before you coached?

6 CRANE
CONSULITING

Whom have you coached?

What situation was addressed?

What was the cost of you doing nothing?
What coaching actions did you take?

©2009 Crane Consulting. All rights reserved.

How is personal accountability more clear?
What has been the impact so far?

What still remains to be done?

. What is the clear action commitment?
10.What is now possible that was not possible

32

Crane Consulting 2009
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The Coaching Culture Assessment

Coaching Culture
Assessment Report

L=ziprdnie)
& Change /

6 CRANE
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Crane Consulting Service Offerings

v'High Performance Coaching Cultures
Organizational Consulting
Workshop Delivery — Sr. Team and cascading
Internal Facilitator Certification — rollout process
Leader Led Transformational Process

v'Leaderwork ™ (Leadership Development)
6 to 12 month “tailored” intensive
Executive Coaching

v'High Performance Team Building

The 7 C’s of High Performance Teams
Experiential Workshop Facilitation

v'Key Notes — Leadership & Teams —work application focused

vIntegrated/Online & Webinar Programs - all content

CRANE www.craneconsulting.com; tgcrane@craneconsulting.com; 858-487-9017
CONSULTING © 2010 Crane Consulting. Al rights reserved. 35
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“The Heart of Coaching”

Using Transformational Coaching to Create a
High Performance Coaching Culture

BOOST Program
April 2014

Tom Crane
858-487-9017
Crane Consulting
www.craneconsulting.com
tgcrane@craneconsulting.com

© Crane Consulting 2014 page 1
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Problem-Solving Coaching

Learning Questions

Both Coach and Coachee explore...

Who, What, When, Where,

Why & How

© Crane Consulting 2006 66

The skillful use of open-ended questions stimulates learning and insight. They

have these characteristics:

Must be open-ended

Come from a sincere desire to learn or inquire
Supportive/empathetic in tone

Encourage engagement & ownership

Teach reflection to tap inner wisdom

Skillfully use the ‘Why?’ question

N o a kO DN-~

Followed by silence

© Crane Consulting 2014 page 2



Practicing

e Coachee presents problem, issue or concern
e Coach resists (mightily) urge to tell the answer
e Coach responds with Learning Questions...

. What are you trying to achieve?

Why is this important to you?

What have you tried so far?

How has it worked/not worked?

What options do you see going forward?
What input would you like from me?

What is your “go forward” plan?

® N ook N

How can | support you?

1. What is my "problem, issue, or concern" at work?

2. What insights did | generate as a result of my coach questioning me?

3. Did you as the coachee have the experience of being "empowered"?

4. What is the value of my integrating more open-ended questions into my

coaching?

© Crane Consulting 2014 page 3



Coaching Shorthand

1. Statement of Appreciative Feedback:

“‘What | appreciate/acknowledge about you is...”

2. Idea suggested for Constructive Change: (NO BUTs)
(ask for & receive permission before offering suggestion)

“I think/feel that you could be even more effective if you
(stop, start, do more, do less)...”

3. Appreciation Received:

4. Suggestions for Constructive Change Received:

© Crane Consulting 2014 page 4



Coaching Shorthand

1. Statement of Appreciative Feedback:

“‘What | appreciate/acknowledge about you is...”
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Collegial Coaching Skills

(Check 2-3 you want to get better at)
___Building rapport & trust in relationships
___Setting clear expectations and goals
___Paying attention and being prepared
___Being present — removing distractions
___Clearly stating topic and positive intentions
__Ensuring it is a good time for coaching
___Confronting what needs to be confronted
___Sharing feedback — positive and negative
___Asking great questions that provoke learning
___Effectively listening
___Sharing accountability for all outcomes
___Exploring options for change
___Firming up action commitments & follow-through

___Supporting the person

OTHER:

© Crane Consulting 2014 page 6



Coachability

1. Record ONE coaching skill you want to enhance:

2. On the cue...get a partner, shake their hand, both say “Hello

Coach”, one of you go first and say... “l want to get better

at...(fill in the blank from above). What is your suggestion?”

3. Record their suggestion, and say “Thanks Coach!”

4. Repeat the process with the other partner initiating. (Use the

line above to record all suggestions.)

5. On the cue, both shake hands and say “Thanks Coach!”,

break and get a new partner and begin again...
6. Repeat each time the facilitator leads this process.
7. What is the value of people giving and receiving feedback like

this???

© Crane Consulting 2014 page 7



Guideline Explanations for
"The 7 Qualities of Effective Feedback"

1. Intended to Help — not Control or Manipulate

Coaches pay conscious attention to their intention — and come from a
mindset of service and helpfulness. They answer the reflective
question: "What am | trying to accomplish here and now?" Trying to
get someone to do something you want them to do is not effective
coaching — it is manipulation, pure and simple.

2. Understood as Subjective Perception

We all experience the world and everything in it through our unique
filters — which color our experience. When we become aware that all
experiences are "subjective", we can better accept others' points-of-
view, and let go of our way of seeing/interpreting the world as THE
ONLY truth. We, therefore, choose to use "I" language to
demonstrate that what we are describing is ONLY OUR truth or
interpretation. This honors another's way of seeing things, and when
we "own" our thoughts and ideas, it makes it easier for others to hear
them.

3. Delivered in the Moment — or Soon Thereafter (72 hour
rule)

The idea is we make feedback most relevant and potentially
impacting if we keep it current. Stale feedback misses what may be
the most "coach-able moments."

4. Presumes Innocence — No Negative Attributions

If we can practice giving others the benefit of the doubt, we have a
better chance of setting a tone of openness and positive inquiry in our
coaching conversations. Learning to "check our attributions at the
door" makes us — as coaches — safer to talk with about performance
that does not meet expectations.

© Crane Consulting 2014 page 8



5. Describes Observed Behaviors and Impacts

Sometimes the best thing we can do for others is to "connect the
dots" by describing how we experience the perceived Results Cycle
of the coachee. This makes the connections clear between their
Behavior and the impact on Relationships, as well as the related
impact on Results. Then, with rapport and permission, we can
explore Beliefs with genuine curiosity, not blame and judgment.

6. Authentic and Candid, yet Compassionate

Telling the truth (as we see it) with respect is very often the biggest
gift we can provide others. If we can learn to express ourselves with
compassion and sensitivity, we become much more effective as
coaches. People we coach learn to feel safe in our presence, and
that they can trust us because we will always tell it like we see it.

7. Stimulates Mutual Learning and Accountability Leading
to Inspired Action

This captures the idea that feedback is a powerful way for BOTH the
coach and coachee to learn from one another. If the conversation is
grounded in mutual positive intentions, candid, and powerful — it will
naturally move people to action. And that action will come from a
genuine sense of inspiration and commitment — not a hollow sense of
compliance just to "get by" or "get the boss off my back."

Notes:

© Crane Consulting 2014 page 9



Coaching Debrief

"After Action Review"

(Using real time feedback to improve performance)

“In the spirit of coaching...”

1. What was the Goal or Objective?

2. What Worked Well? Why?

3. What did NOT Work Well? Why?

4. What Needs to Change? — Who does What When?

© Crane Consulting 2014
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