Article: How to improve the performance of the operative managers

Source: NoticiasFinancieras (Financial News)/ El Comercio
Original Article is in Spanish

Date: April 6th, 2005

Summary: 

In an article describing an operations manager’s problem with listening, a behavior that he does not particular do well, Marshall suggests a “Phase 3” approach to coaching.  Phase 3 as described by Marshall, goes beyond basic training and direction (Phase 1 type of coaching), and Phase 2 which involves dialogue and discovery through feedback between coach and client, but is the sharing of responsibility for behavior change between leader and his subordinates.  The leader and coach ask his followers what he does well and what are some areas for improvement and the leader creates a system of follow up and feedback regularly from his staff to monitor his improvement.  Marshall investigated this approach with 1500 Executives and found that without a doubt, it is very effective and produces lasting change.  
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Alberto is a leader who has a listening problem. He tends to speak more than he listens. This generates problems in his work environment. The company assigns to him to Juan, a ' coach', to help Alberto handle his problem. In the meeting, Juan it says to him: 

“Alberto, you are an excellent leader. Even so, an opportunity exists so that you can be even better.”  Delighted, Alberto responds, “I am a person who loves to progress and become better. I know that I have much to learn, and I am ready.”

“In addition, Alberto, I request of you that you listen to me,” commented Juan in a sharp but respectful tone. “Exactly what it finishes happening at this moment is your main problem.” 

“What are you talking about? What has happened?” 

“You speak but do not listen very well. That is the main problem that you must improve,” commented Juan.   

“In order to improve, I suggest to you first...”

For many this dialogue coaching' or training would be described as a process where a person trains or directs another. Nevertheless, with time, ' coaching' has been developed. This type of ' coaching' we could label phase 1, most basic: a trainer emphasizes the errors and indicates how to solve them. The problem is that a third party is the one who indicates what there is to improve, avoiding the executive finding his own answers to improve and thus generating dependency. On the other hand, it can demotivate, because you are being told not only how you’re mistaken but what to do about it. In ' coaching' phase 2, Alberto and Juan would have the following dialogue: 

“Alberto, I have the results of your 360 survey of from your team.  Please look it over and comment.”

“I cannot believe it, people say that I do not know how to listen!”

“Why do you think that it your results seem to say that? Juan asks. 

“Perhaps I am too fast paced and I do not have time to listen to them.”

“What you could help you improve in this aspect? Juan asks.

“I believe that it could take the time and... “

In this case, Juan takes a roll less directive role and allows Alberto to become aware of his problem and find solutions on his own. This type of ' coaching' is better than the previous one, since it allows that Alberto learns to learn and obtains independence.  

Coaching phase 3, proposed by the specialist Marshall Goldsmith, goes further on. It suggests the same responsibility is shared between the subordinates and the designated coachee.  The coach meets first with them and asks them: 

“What do you think that your leader does well? What do you think would help him to improve?”

 Soon it encourages the subordinates to give honest monthly feedback to their leader.  The ' coach' meets with the leader and asks him to listen to the feedback of his subordinates and select three aspects that he wants to change. The important thing is that the leader also commits himself to seek this feedback out from his people. In the example, Alberto would have to approach his subordinates every month and to request advice from them on how he could listen better. 

This dialogue has three objectives: 1. It communicates to all that the leader wants to change. 2. It allows that the subordinates to give their opinion, since they are the ones who experience the problem frequently happen and thus have the capacity to give better advice. 3. It forces the leader to be proactive in developing himself. Marshall Goldsmith conducted a recent investigation with more than 1,500 executives that were coached. It found that Phase 3 Coaching is, without a doubt, most effective and the one than produces the most lasting changes.
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Opinión-Cómo mejorar la performance de los gerentes operativos
Alberto es un gerente que tiene un problema de escucha. Tiende a hablar más y a escuchar menos. Esto irrita a sus jefes y genera problemas al clima laboral. La empresa le asigna a Juan como 'coach', para que lo ayude a manejar su problema. 
En la reunión Juan le dice: Alberto, eres un excelente gerente. Aun así, existe una oportunidad para que mejores. Encantado responde Alberto. Soy una persona que quiere progresar, ser mejor. Sé que tengo mucho que aprender, y estoy dispuesto. Además... Alberto, te ruego que me escuches comentó Juan en un tono cortante, pero con respeto. Justamente lo que acaba de ocurrir en este momento es tu principal problema. ¿Pero de qué hablas? ¿Qué ha ocurrido? Hablas demasiado y no escuchas. Ese es el principal problema que debes mejorar comentó Juan.Para mejorar, te sugiero que primero... Para muchos este diálogo sería denominado 'coaching' o entrenamiento, un proceso donde una persona entrena a otra en el puesto. Sin embargo, con el tiempo, el 'coaching' se ha desarrollado. Este tipo de 'coaching' podríamos denominarlo como fase 1, la más básica: un entrenador destaca los errores e indica cómo solucionarlos. El problema es que como un tercero es quien indica lo que hay que mejorar, esto evita que el ejecutivo encuentre sus propias respuestas para mejorar y genera dependencia. Por otro lado, desmotiva, ya que a nadie le gusta que le digan que está equivocado. En el 'coaching' fase 2, Alberto y Juan tendrían el siguiente diálogo: Alberto, tengo los resultados de la encuesta de clima laboral de tu área, por favor míralos y coméntamelos. No puedo creerlo, la gente dice que no sé escuchar... ¿Por qué piensas que aparece ese resultado? pregunta Juan. Quizás voy muy rápido y no tengo tiempo para escucharlos. ¿Qué podrías hacer para mejorar en este aspecto? pregunta Juan. Bueno, creo que podría tomarme un tiempo y ... En este caso, Juan toma un rol menos directivo y permite que Alberto tome conciencia de su problema y encuentre soluciones propias. Este tipo de 'coaching' es mejor que el anterior, puesto que permite que Alberto aprenda a aprender y logre independencia. El 'coaching' fase 3, propuesto por el especialista Marshall Goldsmith, va más allá. Sugiere que el mismo sea una responsabilidad compartida entre los subordinados y el entrenador designado. El 'coach' se reúne primero con ellos y les pregunta: ¿Qué crees que hace bien tu jefe? ¿Qué crees que debería mejorar? Luego compromete a los subordinados a darle una retroalimentación mensual honesta a su jefe. El 'coach' se reúne con el jefe y le pide que observe la retroalimentación de sus subordinados y seleccione tres aspectos que quiere cambiar. Lo importante es que el jefe también se compromete a hacer seguimiento con su gente. En el ejemplo, Alberto debería acercarse a sus subordinados cada mes y pedirles consejo de cómo creen ellos que podría escuchar mejor. Este diálogo tiene tres objetivos: 1. Comunica a todos que el jefe quiere cambiar. 2. Permite que el subordinado dé su opinión, al ser quien mejor conoce los problemas que frecuentemente ocurren y estar en capacidad de dar mejores consejos. 3. Obliga al jefe a realizar un seguimiento periódico de su propio avance. Marshall Goldsmith realizó una investigación reciente con más de 1.500 ejecutivos que fueron entrenados. Encontró que el 'coaching' fase 3 es, sin duda, el más efectivo y el que produce los cambios más duraderos. 
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