The Coach Approach:
How to Really Motivate Your Employees     
Great leaders know how to inspire and motivate their teams, and coaching to promote solution-focused thinking is a way to engage and inspire others. Asking questions is one of the key elements of coaching, and the ability to listen carefully, probe tactfully, and understand the implications of  a  response is an important aspect of every coach’s formal training. If you are preparing for a meeting or problem solving session with an employee, here are a few tips to become more coach-like in your approach.

First, let the employee know that you’re going to challenge their thinking, especially if this is the first time you’ve tried coaching.  You might also say, “Can I coach you around this a bit to see if we can bring out some new ideas?” Be aware of your tone of voice. You want to sound helpful and encouraging, so that the questions are heard as exploratory, not like an interrogation.  
 
Some questions to get people thinking might be:

·  What do you think would make the situation workable?

·  How would you break that issue down into specific steps? 

·  Who else might you involve to tap for input or ideas?

·  What do you think the solution should look like?

·  What have you tried so far?  

·  What other options haven’t you tried that might be out there? 

Allow time for the employee to consider the issues, pausing after questions and encouraging them with statements like, “Tell me more about that idea”. Remember that the questions should be thought provoking and inspire the person being coached to explore new options in the way they view the situation.  Questions that begin with “Why” are seldom as useful as questions that begin with “What” or “How”. 

If the meeting gets off track, or if past problems or excuses start to seep into the conversation, remind the employee that in order to accomplish something of value, the focus needs to be on the future.  Discussions about what happened in the past or trying to place blame are not productive and do not belong in a coaching conversation.

Generating new ideas is only the beginning. Setting actionable goals is the commitment. Ask the employee to set at least one action item to commit within a specific time frame. Use the SMART acronym for helping the employee set  goals. Goals should be Specific, Measurable Actionable, Realistic and Timely.  
Thank the employee at the end of the meeting for participating and trying something new. Finally, ask the employee to send you a brief e-mail summarizing your discussion and what he or she will be doing next. Goals and next steps should be written down to firm up the commitment.  
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While taking this approach to developing your employees may seem like a lot of effort, you’ll be surprised at the positive responses you receive. By encouraging an open, forward thinking approach to solving business issues, you’ll be laying the groundwork for deeper exploration of alternatives and a more collaborative approach to developing solutions that work. 
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