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How to Coach for Results

By Judith Filek—President
Impact Communications, Inc.

People always wonder about the best way to coach
phone reps so that their organization can deliver
world class customer service. If you want your reps
to improve, you must understand the performance
issues, know how to break down any problems into
manageable steps and then encourage the reps on
their path to improvement. The key ingredient is en-
couragement.

Most of us are very good at giving feedback and very
good at pointing out what we want changed. We are
aces at criticizing. We may even say things like, “Do
it, if you want to keep your job,” assuming that this
“kick in the butt” approach will work. When people
feel threatened, it may motivate them for the short
term, but certainly not over the long haul. It will
never lead the organization to being a world class
service provider.

Managers and supervisors need to be encourag-
ing as they coach for performance improvement. It
is not sufficient to assume that people know they
are doing a good job at improving—that no news
is good news. They must hear encouraging words.
Otherwise, the new behavior, the fire within the per-
son to improve, extinguishes itself. It has no fuel to
keep it burning brightly.

Dr. Rudolph Driekurs, the famous behavioral psy-
chiatrist, said that one of the most powerful ways of
building self confidence is encouragement. It moves
people from feeling “they can’t” to believing “they
can.” The old axiom of “Nothing succeeds like suc-
cess,” could not be truer.

Be aware that praise is not the same as encourage-
ment. When we praise someone, we make blan-
ket statements about performance. “What a great
job!” “You're the best!” “Good work!” These types
of statements can be mistaken as insincere flattery.
Encouragement, on the other hand, focuses on what
you have noticed is different and better. “When you
paused at the ends of your statements just now, your
enunciation was so much clearer.” Or “You have
made so much progress in slowing down. When I
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listened in on your calls this week, it was easier for
me to follow what you were saying.” Encouraging
statements show that you have clearly paid attention
to what the reps have done. It makes them realize
they are on the right path. Ultimately, it makes them
work harder.

There is always a temptation to attach a negative
statement to something positive. “This is working
well, but you still need to change your attitude”
“Your responses are appropriate, but people still
can’t understand you.” When we sandwich the posi-
tive between something negative, the positive pieces
are all but erased by the “but.” It makes the person
still feel inadequate. A better approach is to sepa-
rate the negative statements from the positive com-
pletely. “I have really noticed that you have been on
time two times this week. I know it hasn’t been easy
getting your toddler ready. As you know, our cus-
tomers start calling at 8 am so it is important for you
to be here on-time every day. On the days that you
are on-time, perhaps there are things that you are
doing differently, like taking an alternative route or
laying out your daughter’s clothes the night before.
If you could identify what is different, my guess is
that you could eliminate this whole tardiness issue
completely. Can you give it a shot?”

Encouragement is a critical component for any su-
pervisor or manager aiming for world class service.
It makes employees feel empowered and appreci-
ated for their good efforts. Tt results in a stronger,
more committed workforce. The Hudson Institute
in their well-respected Workforce 2000 Report said
that the foundation of our national wealth is really its
people. They are the primary assets of any modern
corporation.

Question: We're interested in your reaction to this ar-
ticle. lclick herd — to comment on this article, share

your concerns or ask questions. Judy will respond to
all questions.
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Impact Commumnications, Inc. consults with individuals
and businesses to improve their face-to-face and
over the phone communication skills. Tt is not
what you know but how you communicate it that
makes a difference. When you have to have impact,
phone (847) 438-4480 or visit our website, wwuw.
ImpactCommunicationsinc.com.
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