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The 8 steps to a successful coaching discussion


Memo to Managers
Re: Coaching and Motivating


		MM01
W
hen you think of “coaching,” you probably envision an athlete listening intently, but silently, to his all-powerful coach. But in the workplace, coaching shouldn’t be a one-sided affair.
In any type of coaching meeting—from on-the-fly feedback to formal performance reviews—both manager and employee should participate actively, sharing perspectives and ideas. The meeting should always end with a mutual agreement about what actions will be taken or what will be done differently in the future.
Here are eight steps to conducting a suc- cessful coaching discussion with an employee, according to a report by Marie G. McIntyre,
Ph.D., author of the Your Office Coach
website.
1. Determine your goal. Be very clear about what you hope to accomplish in this conversation. Then be sure to keep the dis- cussion on track.
2. Recognize strengths. Discuss what the employee does well. Even if problems exist, also point out the person’s talents or accom- plishments. If the goal is for the person to learn a new task, discuss why you think he or she will be successful.
3. Explain the problem (or need) in neu- tral, factual terms. Describe the problem that needs to be addressed or the skill that needs to

be learned. If there are problems, don’t sugar- coat them so they no longer sound like prob- lems. Be direct, but not critical or blameful.
Discuss job behaviors or tasks, not person- ality traits. For example, don’t say the person “has no initiative.” Instead, give concrete examples of tasks that aren’t being completed or problems that aren’t being resolved.
4. Ask questions. Get the employee’s point of view. It’s important to ask a question early. Otherwise, the employee will feel you’re lecturing.
5. Describe the impact of the problem. Sometimes, the employee doesn’t understand the effect of his or her behavior on others or on the overall work effort. Describe how he or she is adversely affecting productivity,
co-workers, the organization, the employee’s career, you, customers, etc.
6. Get input on possible solutions. Before you suggest a solution, hear what the employee has to say. Often, he or she will come up with a better idea.
7. Agree on next steps. At the end of the discussion, agree on specific actions to take and the timeline. Schedule a follow-up discus- sion to assess progress. If you skip the action steps, nothing is likely to happen.
8. Follow up on your agreements. If you don’t, you’ll send the message that the issue lacked importance.




How to counsel employees with attitude problems
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W
ith some employees, the problem isn’t a matter of ability; it’s a matter of attitude. This can manifest itself in everything from quiet disobedience to outright insubordination.
How should you respond? Rather than becoming entangled in a debate about the employee’s dysfunctional attitude, address the situation strictly as a behavioral prob- lem. That way, it’s not only easier to resolve, but also an improved way to make a case for dismissal.
Your first step is to document the behav- ior. Write down specific verbal and physical behaviors and actions that concern you, hurt team morale, damage productivity or reflect badly on the organization. Don’t forget to record nonverbal behaviors, such as rolling eyes, clenching fists and staring into space.

Narrow the issue to the precise problem. Identify exactly what type of behavior the atti- tude has caused. This list may help:
•    Carelessness
•    Complaining
•    Disruptive or explosive conduct
•    Inattention to work
•    Insensitivity to others
•    Insubordination
•    Laziness
•    Negative/cynical posture
•    Surly/inconsiderate/rude talk
•    Excessive socializing
Record the frequency of such misconduct, plus how it affects workflow and colleagues’ performance. List good business reasons why the behavior must end.



Taming the shrews: 10 tips for dealing with attitudes


1. Put problem people in perspective. Don’t take their antics personally.
2. Go somewhere to cool off. You can’t concentrate on constructive, creative alternatives while you’re clinging to anger.
3. Learn to respond as well as listen. Be assertive. Don’t expect an employee to read your mind. Let the person know when you’re annoyed, upset or disappointed.
4. Give and request frequent feedback. Don’t stew over what an employee may be thinking.
5. Look at policies first. No matter how angry someone makes you, don’t act until you ensure you’re on safe ground.


6. Deal directly and discreetly. Choose face-to-face talks in private to discuss an employee’s attitude or behavior.
7. Always document. Keep a record of all communications to prevent lies or faulty recollections from taking over later—and as a defense in case of legal action.
8. Be straightforward.  The more you remain matter-of-fact, the less you encourage an employee to play games.
9. Be gracious. Someone’s rudeness doesn’t give you the right to respond in kind.
10. Be prepared to fail. Some people with atti- tude problems can’t be saved, no matter how much counseling you provide.

Meeting with the employee
When you sit down with employees to discuss attitude problems, try to determine whether they have a reason for their behavior. Is it a grudge against you or the organization in general? If you can’t get to the root of the problem, you may not be able to resolve it.
Describe the behaviors you won’t tolerate and tell the employee firmly that those behav- iors must stop. Too often, managers fail in their counseling efforts because they skip this (sometimes uncomfortable) step. Also, make sure the employee understands why the behavior must end. Explain how it’s causing a problem.
Follow up with a description of the pre- ferred behavior, such as cooperation, helpful- ness and courtesy. Don’t feel bad about being direct.


Every manager has the right to demand that employees behave in a courteous and cooperative manner.
Finally, allow the employee to speak. The person may be unaware of what he or she is doing or not realize how it impedes other people’s work.
It may also turn out that the attitude prob- lem is a symptom of a more serious issue that warrants a referral to the employee assistance program.

But be careful here. Don’t suggest the employee has a medical or mental health problem – that may violate the ADA and set up a lawsuit alleging that you regarded the employee as disabled.
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How to identify (and reverse) employee disengagement


Memo to Managers
Re: Coaching and Motivating
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A
 2025 State of the Workplace Report by Gallup says global employee engagement fell dramatically in 2024, costing the world economy an estimated $438 billion.
That’s why it’s important for managers to watch for the early signs of employee disengagement and try to pull those employ- ees back from the edge. Here’s what to look for:
Employees who stop offering suggestions. They contribute less to meetings. They’re negative or indifferent to co-workers’ ideas. They hesitate to volunteer for projects. They make less eye contact. Breaks are a little longer. Absenteeism and tardiness increase, along with criticism of the organization.
Employees who flip the disengagement switch. Talk to the employee when you notice warning signs. Say, “I’ve noticed a change in your performance lately and I’m wondering what’s contributing to it.” Stress that you want the employee to succeed.
The best strategy to employ is prevention. Managers who maintain good relationships with their employees are more likely to keep them engaged, experts say.
Here are seven other ways managers can help keep employees engaged:
1. Accept diversity of ideas and thought. Managers who show an interest in what employees say are more likely to keep them engaged. “They don’t listen to me” is a common complaint of disengaged employees.
2. Share responsibility for success, and don’t blame others for your mistakes. When you make a mistake, say so. Otherwise, employees lose respect.
3. Demonstrate honesty and integrity. Do what you say you will do. Employees never feel good about working for managers they don’t trust.
4. Help employees solve problems. Assist various employees in different ways. Some workers are entrepreneurial and require mini- mal assistance. Others require more of a part- nership approach.
5. Show respect. It starts with basics like “hello,” “please” and “thank you.” Demon- strate your interest by asking, “How was the camping trip?” Employees who feel invisible become distant.
6. Don’t set unrealistic performance
goals. Make sure employees have the skill and training – and are in the right job slots – to meet your expectations.
7. Be passionate about success. Recognize, acknowledge or reward your employees’ contributions to the organization’s success in front of the team. Continuously ignoring employees’ victories will feed disengagement.
A final note: Employee disengagement can be contagious. By tuning in to early signs of employee tune-out, managers can help cut turnover, keep productivity humming and maintain morale.

The 3 types of employees

1. ENGAGED employees work with passion and feel a profound connection to the orga- nization. 
2. NON-ENGAGED employees are essen- tially “checked out.” They’re sleepwalking through their workday, putting time – but little energy or passion – into their work.
3. ACTIVELY DISENGAGED employees are unhappy at work: They’re busy acting out their unhappiness. 



How to counsel employees dealing with personal problems


A
t one time or another, most employees
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you manage will have personal problems
that hinder their job performance. Often, employees can quickly return to normal productivity.
But in some cases, deeper personal prob- lems can cause long-time, productive employ- ees to suddenly underperform, become tardy or react differently to co-workers.
This is relatively common: 10% to 20% of employees undergo personal problems that reduce their productivity by up to 25%, according to the U.S. Department of Labor.
In such situations, you need to analyze the problem and meet with the worker. But it’s vital that you talk with such employees in the right way. Why? You don’t want to offend or embarrass the employee, nor do you want to spark a complaint or a lawsuit.
A lawsuit is possible because the federal ADA covers employees with “perceived dis- abilities” as well as real ones. So, if you say the wrong thing (“I can see you’ve got psy- chological problems”) and then fire the per-
son, that employee could file an ADA lawsuit, saying the organization perceived his or her mental disability and should have accommo- dated it. And if it turns out that the employee isn’t disabled, they still have a lawsuit because you regarded them as disabled.

6 steps to effective interaction
Use this process to identify and confront employees with personal problems:
1. Stay alert to signs. To determine if it’s a personal problem rather than a skill deficit or bad attitude, your main clue is the employee’s history. A solid staffer whose performance turns iffy may have suffered a shift in attitude or run into a personal problem. (See list on next page for telltale signs.)
2. Document the performance problem.
You should do this anyway, but in the case of a personal problem, documentation can help alert the troubled employee to the harm his or her problem is inflicting on the organi- zation. Focus strictly on work output, not the suspected personal problem. Plus, your notes lay down a record to help defend your decisions in case of a later complaint.
3. Meet to discuss poor performance and/or policy violations. You don’t need to confront the employee at the first sign of trouble, but don’t wait until his or her job record has been seriously damaged.
At the meeting, use concrete examples to point out performance issues. Ask what’s causing the problems without referring to health or emotional behavior. It’s OK to say,
“I see a change in your work behavior. What can we do to change that?”
4. Focus on work-related facts. The issue is work performance, not a divorce, etc. Avoid focusing on personal situations, and gently remind employees that they’re responsible for their work, regardless of

what’s going on at home.
Also, don’t characterize the employee’s physical or emotional state with comments like, “You don’t seem well emotionally,” “You look depressed” or “You seem drunk.” (The ADA covers depression and alcoholism, and
an employee fired for poor performance could sue, claiming the firing resulted from a falsely perceived disability.)
5. Describe the consequences. Explain that the performance problem could lead to the loss of a promotion, at the least, or even
the job itself. Describe how the employee’s performance must improve to be considered acceptable.
6. Don’t be overly sympathetic to the person’s problem. Often, employees may volunteer information about their situation, sometimes for sympathy. That could lead you to say something like, “Don’t worry about your job – it’s safe.” A statement like that could be used as evidence later if the employee is fired and sues. Even if you suspect the employee is depressed or is an alcoholic, you’re not a therapist. Keep everything within the business context.  Instead, if the employee brings personal problems up, remind them that they may be eligible for FMLA leave or other assistance, and that they can contact the HR office for more information. 




10 signs of a troubled employee

1. Tardiness
2. Excessive absenteeism
3. Pattern absenteeism (Fridays, 
Mondays, etc.)
4. Changes in co-worker relationships
5. More time on the phone with family
6. Outward anxiety or stress
7. Tearfulness
8. Defensive behavior
9. Irritability
10. Emotional outbursts
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Use the right words when referring people to employee assistance programs


Memo to Managers
Re: Coaching and Motivating
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A
n employee assistance program (EAP) is an employee benefit available through many group health plans that helps employees deal with issues such as depression, family crises (divorce, death, etc.), alcoholism, drug addiction, suicide prevention and many other mental and physical health problems.
EAP counselors, typically by phone, will either handle the problem or refer employees to the appropriate local providers.
It’s best to include EAP information in the handbook, on HR’s internal web page and periodically in employee newsletters or other mass communication. Don’t wait until you suspect an employee needs its services.
When you do mention to employees that the company has an EAP service, do so generically and consistently. If an employee 
volunteers that they’re having personal problems, say something like, “I want to let you know that we have trained professionals available through our EAP program. Check the handbook or with HR for more information.”
That approach informs the employee without singling out a specific problem. Never say anything such as, “The EAP has good drug counselors” or “Jack was depressed, and the EAP helped him greatly.”
Note: If an employee seems unable to stop talking about their problem after they’ve confided in you, say something like, “Laura, you’re giving me too much personal inform-ation. I care about you, but I’m not your best resource. Remember, we have an EAP to help us at times like this. I’m sure they’ll be able to help you better than I could.”




4 tips to keep remote employees engaged and productive
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W
hen managed correctly, remote work can pay off for managers and employees. In fact, Gallup estimates that the productivity increase from remote work is the equivalent of having one extra day, per person, per week.
Here are four tips to manage remote teams:
1. Plan for how and when you’ll com- municate. Remote employees technically have more flexibility to structure their workday how they choose compared to those who commute into and away from a physical office, but manag- ers should set clear expectations for workplace policies that apply to everyone on the team.
Make certain remote employees know the hours they are expected to be actively working and available for meetings and con- versations, and the tools they are expected to use to conduct them. Set well-defined param- eters for acceptable response times to emails and calls, and let employees know when they are not expected to respond to emails or calls that fall outside of business hours.
Establish weekly time with each remote employee so they always have an opportunity to keep you apprised of what they’re doing and know that they’ve been given dedicated time when they are guaranteed to have your attention.
2. Prioritize face-to-face meetings when possible. If your workplace allows employees to meet in a central location for company town halls, corporate events or training and devel- opment workshops, do your best to be there.
Despite the flexibility that remote work can offer, it can hinder employees’ abilities to form trusting relationships with colleagues, or to develop a strong sense of how their role and work fits into the company’s goals and priorities. Seize any opportunity to connect with your employees face-to-face so you can help them further build relationships throughout the organization and gain a better understanding of why their contributions to it matter.
3. Establish a team culture. Remote employees don’t have an opportunity to go out to lunch with co-workers or attend office celebrations and may be less likely to form personal relationships with their co-workers.
Encourage your employees to use technol- ogy that allows them to have video communi- cations with team members.
Though emails, texts and even phone calls may be a faster and easier way to communi- cate, establishing a culture of video interactions among remote employees can reduce the odds that statements get “lost in translation” or taken out of context, and can help employees have a more personal rapport with one another.
4. Take time to understand each employee individually. Some employees take to remote arrangements more naturally than others; a one-size-fits-all approach to manag- ing every remote employee on your team likely won’t lead to maximum engagement and pro- ductivity. Instead, take the time to understand where each employee’s strengths and weak- nesses lie when it comes to remote arrange- ments, so you can help them thrive individually.
Employees who are inherently self-directed and managed, for example, may feel microman- aged with an approach that involves weekly activity reports or frequent meetings.
Employees who need more help managing priorities and workload, or who prefer to col- laborate closely with other colleagues, could feel overwhelmed and isolated.




[bookmark: _Hlk196318674]When new hires falter: Salvage or let go?
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D
espite a thorough hiring process, even promising candidates can develop performance issues once on the job. Now, several weeks in, you’re noticing concerning patterns that weren’t evident during interviews. Before making a hasty decision in either direction, it’s time for a structured approach to evaluate whether this employee can become a valuable team member or if it’s best to part ways.
If you believe the employee shows potential despite current struggles, try these strategies:
1. Intensify training efforts. When a new hire struggles, additional training focused on specific gaps can make the difference:
• Create a detailed training plan addressing identified weaknesses
• Break complex tasks into separate, teachable steps
• Allow practice time with regular feedback
• Stress accuracy over speed during the learning process
2. Implement a buddy system. A buddy system can provide day-to-day guidance that formal training might miss. Choose a buddy who:
• Possesses strong knowledge of organizational practices and culture
• Demonstrates patience and excellent communication skills
• Can provide honest feedback in a constructive manner
• Holds enough experience to answer workplace questions effectively
3. Clarify expectations. Uncertain expectations can exacerbate performance problems:
• Review the job description in detail, focusing on priorities
• Set clear performance metrics with specific timelines
• Establish regular check-in meetings to assess progress
• Create a 30-60-90-day improvement plan with measurable milestones
4. Increase management oversight. Struggling employees require closer supervision, while avoiding micromanagement:
• Schedule frequent meetings to review work and set deadlines
• Establish checkpoints for ongoing projects
• Provide immediate feedback on completed tasks
• Be available for questions while encouraging appropriate independence
5. Consider an internal transfer. If your new hire has valuable skills but is mismatched to their current role, explore whether another position might be a better fit for their abilities.
Sometimes even the most promising candidates struggle to transition successfully into a new role. Early intervention can help salvage the situation, but recognizing when to end an unsuccessful employment relationship is equally important for maintaining team performance and organizational health.
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