Who's responsible for your performance and effectiveness, anyway..

you or som

Developing

Inner Coach

By Leo M. Tonkin

When most people think of coaching, they think of teams, sportingThe challenge for organizations is to understand how to bring ol

events or maybe certain figures. Coaching also plays a critical rg
the performing arts as in the theatre, movies, dance and opera. De
ing coaching one might say that itis when one personisinteracting
another, often to influence one's behavior and actions. Rece
coaching has been entering the workplace. Unfortunately, coachi
frequently confused with counseling. And even if "true" coaching
present at work, it usually only takes place in certain situations
performance appraisals and reviews.

The most effective leaders
are those who can lead others
to lead themselves

More related to coaching is leadership and in today's organiza
the most effective leaders are those who can lead others to
themselves. True leadership comes mainly from within a person,
from outside forces. At its best, external leadership provides a g
and supports the flame of the true inner leadership that dwells wijt
each person. At its worst, it disrupts this internal process, cau
damage to the person and the constituencies he or she serves.

eone else???

Your Own

lewealth of talent each employee possesses. Many organizatiof
saviperate under old paradigms that encourage conformity and adh
withther than emphasize how leaders can empower others to inn
ntlyenerate and continuously grow.
ng iSrganizations have increasingly experimented with innovative
) iglesigns. Widespread introduction of modern organizational dev
likent techniques have led to the inherent dilemma of trying to pr
strong leadership for workers who are being encouraged to
manage.

The result is a major gap between new leadership/manage
approaches under conditions of increasing employee participatiq
initiative. The "Management by Coaching" and the "Inner Co
approaches by Leo Tonkin, president of CTI, are designed to
these kind of challenges.

Mr.LeoTonkinisatrainer, programdeveloper and aprincipal of Distinctions,
tiolms., a nationally-known business coaching and marketing firm. Mr. Tonkin
|d@g mor ethan ten year sexperiencewor king with organi zationsto devel op and
gpl ement programsthat focusonincreasing or ganizational effectivenessand

D Fglwdual performance. He has personally worked with thousands of indi-
uals from a diverse range of companies such as American Express, 1BM,
pIeCon‘puters General Motors, Merrill Lynch, Henry Ford Hospital, Mass
S"Mhtual Insurance, Century 21, U.A\W. and many others. Heisthe author of
several programs covering time-management, sales, customer srvice, strate-
gicplanning, creativity, and teambuilding. Mr. Tonkinisalso certifiedtolead
"The Seven Habits of Highly Effective People" programby Dr. Sephen Covey
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and the "Raving Fans" program by Ken Blanchard. .



The traditional management approach is a hierarchal structure
assumes that the manager is responsible for the employee's p
mance. From this perspective, the manager controls, directs
motivates the employee. The employee takes instructions and do
task.

Manager

Employee

The concept of the Inner Coach recognizes the distinct responsi
of the individual to direct and activate one's own performance.
individual's external manager can now focus on empowerment----
giving individuals the responsibility and skills to manage themsel
to achieve optimal performance.

Performance is the interaction between three major factors; trair
practice and feedback. All three are necessary. One cannot do
without being appropriately trained to do so. By the same token, a
training in the world, not practiced, produces nothing. And with
proper feedback, one will never know where to focus and leverag
maximize opportunities, growth and development.

Performance & Effectiveness =
Training x Practice x Feedback

The training phase is the prior-to-action phase. Itisin this phase
objectives and goals are established; the skills and resources nee
get the job done are identified and put in place; and a structurg
managing accountability is defined.

The next phase of the cycle is the practice stage--the on-the-jo
the-line-of-action phase. This phase represents the actual pe
mance--the opportunity to activate one's abilities in pursuit of ob
tives. It is in this phase that whether the job gets done or ng
determined.

The final phase occurs when the performance is completed (or
and is evaluated and feedback is given. Specific feedback th
discussed in an atmosphere that is developmental rather than judg
tal, provides for continuous improvement and growth.

It becomes clear that the external manager must have pri
responsibility for providing the functions of management during
training phase of the cycle. The external manager plays a large p
delivering to and often times in determining the long term objecti
for the managee. Through preparing and training, managemer
tempts to ensure that the skills and knowledge necessary to ac
those objectives are met.

The external manager is also primarily responsible for providing
management functions in the feedback phase. He/she monitor
evaluates the performance, determines the effectiveness of efforts
empowers the performance to promote future development and gr¢

Concentrating on the training and feedback phases of perform
allows the external manager to focus on the the continuous impr
ment of his/her people--on quality of performance. The exte
becomes a coach and his or her staff become ateam of valuable pl
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Whether you're on stage, on the
field or at work, the performance
you give is up to you.

es t

Most people have to be coached. No matter one's skills, knowledg
talent, energy level...unless one's resources are being coached effi
tively and right now, they cannot possibly bring about anything
to optimal performance.

On a minute to minute, hour to hour, day to day basis, who is the onl
one in a position to provide this coaching function? Who has the

_opportunity to direct one's immediate activity and fine tune|the
bilifarformance on the spot? Who's responsible for influencing an
Th_ﬁotivating each person to put forth the necessary effort to accomplis
ASHr tasks and projects?

V€S You got it....ourselves. Look around....there is no one else.
~ We have two separate functions, that of performer and that of sel
MNEhanager--the "Inner Coach.” Often we have to not only do the
aﬂ&?forming, but we must take responsibility of coaching that perfor-

IthRance as well. Most of the time we are the only ones available.| Ho
OUfve carry out that responsibility goes very far in determining the degre
J€ & our successes and accomplishments.

Coaching is a shared responsibility...shared between the 'li
coach" (self-manager) and the coach (external manager). Iti

achieve optimal performance.
The external manager has already been stated to be pri

th@kponsible for.
deditfe most critical factor is the practice phase. lItis those peopl
> 80t in time and energy to practice that makes the difference in virfuall
all areas of achievement. And it is the "Inner Coach" who h
D, Brimary responsibility for impacting and influencing this phase. |The
>rfofaner Coach" must effectively activate and integrate the training,
€&nowledge and skills if optimal performance is to occur.
L, 1SYou may recall a time when you were playing a sport or perfor
on stage and you began talking to yourself---getting yourself "pu
”% or "psyched up." This is part of the "Inner Coach" at work.
at I§or example, let's say you were playing doubles in tennis an
MEkssed a shot. Your partner then makes a comment to you about
Regardless if it's critical or encouraging, it has little or no effect. | But
Naphat you say to yourself, makes all the difference in the world.
the_And it's not just what we say to ourselves, but also our attitude| hov
arlyB perceive a particular situation, and the reactions and choices v
V€Make. The only problem is that many of us have not been trained to t
't &h "Inner Coach"--that is, how to integrate the training and knowledg
higye already received (or will receive) and maximize our abilities| anc
effectiveness.
the most training addresses technical areas and the "soft skills" areas
o munication, sales, time management, leadership. Butfew currict
S, 8dh addresses being a self-manager, a self-leader, or an "Inner
Wik develop the "Inner Coach," one needs to build and strengthen tt
aAlk&oits of effective self-management and self-leadership. There al
OViree critical areas to develop; the coaching of self-direction (immedi
N&lte action and initiative), self-commitment (motivation) and self-
AYEbhfidence (attitude).




The Inner Coach system focuses on growth and continuous improve-
ment. While strengthening weaknesses in self-management |is a
benefit, the highest leveraged activities focus on consolidating jand
building on strengths. To build these strengths takes self managing
specific critical skill areas.

The Inner Coach =
Self-Direction + Self-Commitment
+ Self-Confidence

Self-direction involves the day-to-day directing of one's competen-
cies, job skills and activities. This area develops habits of proactivity,
self-starting and initiative, completion, managing decisiveness, self-
communication and putting new training, knowledge and information
to work

Self-commitment puts into place the accountability to produce the
desired actions and results. One enhances your Inner Coach by
intrinsic rather than extrinsic motivation, managing by personal and
organizational missions, generating energy, seeing the bigger picture,
being trustworthy, and creating freedom through personal leadership.

Self-confidence establishes a strong and positive attitudinal founda-
tion upon which job skills are based. This area impacts one's ability to
manage change, complacency and criticism. One is strengthengd to
handle risks, challenges and build relationships with power and confi-
dence.

External

Inner Coach
Manager

Performer

The question is not, are you a good activator? In all likelihood, you
are. The question is, can you be taking greater systematic control/over
this area? Can you more effectively self-manage, inner coach, so that
the good continues to grow, to become better and better?

"Everybody wants to be on a
Championship Team, but no one

wants to come to practice"!
Bobby Knight

Basketball Coach University of Indiana, Former US Olmpic Bascketball Coach

The more effective you are at activating your abilities, the greater will
be your accomplishing of objectives both in your personal and profes-
sional life. When performance and effectiveness are viewed from|this
vantage point a clearly defined cycle is seen where management
functions are distinguished into practical and accountable roles. From
this new paradigm an inside-out shift occurs in relationships throygh-
out an organization where the results are true leadership, partnership
and empowerment.
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