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Engaging line managers in the coaching process – briefing for line managers
Executive coaching

Coaching involves a one-to-one relationship over a period of time and focuses on topics and challenges chosen by the coachee that have an impact on their ability to fulfil their role and responsibilities effectively. 

Executive coaching is a facilitative process which enables coachees to develop their thinking and expertise in order to enhance their leadership and management performance.  Executive coaches draw on a range of methods and techniques to support coachees in exploring practical ways to develop their performance beyond its current position.  While coaching conversations may have a problem-solving focus, an executive coach will enable a coachee to think about their achievements and successes as sources of learning and development.  
Through executive coaching there are benefits for the individual coachee and, given the focus is enhanced performance, benefits for the wider organisation.
Engaging line managers
The West Midlands Coaching Pool Board is encouraging coachees’ line managers to support the coaching process and take an active role in helping coachees transfer their learning effectively to the workplace.   The Board also wishes to encourage line managers to contribute to shaping the overall goals of the coaching sessions and to reviewing the outcomes. 
There are a number of potential advantages of this involvement including the creation of more relevant and stretching goals and important opportunities for feedback that might otherwise be missed.  Managers can provide valuable developmental support to coaches while additional benefits can include:
· a shared and clear understanding between the coachee, manager and coach about the potential and limits of coaching
· encouraging routine constructive feedback between the coachee and their manager about how they work together
· increased transparency about the role and purposes of the coach.
Options for your involvement
The Coaching Pool Board proposes two main options for your engagement in the coaching process:  
1. The preferred option is for managers to be involved in short (up to 30 minutes) 3-way conversation as part of the first and last sessions in a series of coaching meetings.  The purpose of your involvement in the first session is to contribute collaboratively to the identification of the overall goals for the series of coaching sessions.  In the final session you will take part in a collaborative review of the outcomes of the coaching process.  Please note: as part of this “3-way” process the coach will clarify the purpose of coaching and your role in supporting the process.
2. An alternative option is for coachees to talk first to their manager about the goals and outcomes of the coaching sessions before beginning their coaching.  The Board recognises that you may well have had this conversation as part of a discussion that has led to the coaching being set up.
As the coaching proceeds you are encouraged to discuss the progress of the sessions with the coachee as part of your regular one-to-ones and, as with other development initiatives, support them with transferring learning to their day-to-day work.
How you can support coaching - some points to bear in mind
1. During the “3-way” sessions the coach has responsibility for facilitating the discussion – you are contributing to, rather than, managing the process; the main focus here is on the areas the coachee is identifying for exploration; by adding your constructive feedback related to the topics being identified you will be making a valuable contribution to the discussion.
2. Ownership of the topics being explored by the coachee is an essential ingredient of successful coaching.

3. A second essential ingredient is confidentiality so that the coachee can feel safe to explore the topics they want to pursue; the coachee has control over what is communicated to whom beyond the coaching sessions; the role of the coach does not include “reporting back” to line managers, the authority or the West Midlands Coaching Pool; a good coach will encourage the coachee to discuss key action points emerging from the coaching conversations with their manager.
4. Executive coaching augments, rather than replaces, day-to-day line management.  The coach and the line manager have different and distinct roles – the coach is not a 
“surrogate” manager and your role in managing and supporting the coachee is not affected.
If you have any further questions about line manger involvement please contact the projects team on 0121 254 0156 or email coachingpool@wmlga.gov.uk.
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