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			To my son, Anthony, who can’t believe that companies actually pay me for my advice; he has been getting my advice for the past eight years and can’t pay me enough to stop. 

			And to my three princesses: Nyla, who is eleven going on thirty and is always taking care of her mom and little sisters, and Paige and Savannah, who don’t really understand what Dad does, and when they are old enough to realize still probably won’t understand what Dad does. 

			I talk about you all in every speech I give, because you are my everything. I love you very much. 

		

	
		
			CONTENTS

			
			Other Books by Nathan Jamail  

			Title Page  

			Copyright  

			Dedication  

			First Pitch  


			PART ONE: Understand the Principles of Coaching   


			The Five Crucial Differences Between Managing and Coaching  


			PART TWO: Be a Coach  


			CHAPTER 1


			Mandate Skill Practice and Player Development  


			CHAPTER 2


			Give Game Balls and MVPs: 
Recognize Teams and Individuals  


			CHAPTER 3


			Have Quarterly Game Plans and Peer Presentations  


			CHAPTER 4


			Set Logical, Not Realistic, Goals  


			CHAPTER 5


			Take Responsibility for Motivation and Morale  


			CHAPTER 6


			“Build Your Bench”: Recruit the Best Players  


			CHAPTER 7


			Make Tough Decisions  


			CHAPTER 8


			Treat the Victim Disease  


			CHAPTER 9


			Avoid the Biggest Management Traps  


			PART THREE: Create a Coaching Culture  


			CHAPTER 10


			The Desire to Win  


			CHAPTER 11


			A Culture of Accountability  


			CHAPTER 12


			Get on the Field  


			Post-Game Wrap-Up  


			Acknowledgments  


			
			
			
		

	
	
		
			FIRST PITCH

			My son’s Little League team lost its first game so bad that the umpires called the game under the “mercy rule.” This rule, also known as the “slaughter rule,” is invoked when one team has an insurmountable lead; it protects the emotional stability of the children, parents, and coach of the team getting skunked.

			I was the coach.

			The second game, we got a couple of runs but still lost. We won the third game. After our win, I got the kids together outside the dugout. With their parents looking on, I asked them if they felt better this week when we won than the previous weeks when we lost. They all said yes. “See, it does matter if you win or lose,” I told them.

			In sports, winning and losing matters. It matters. It doesn’t matter if you are dealing with kids or colleagues: No team, period, can go onto a field expecting to lose the game. And it is a coach’s job to instill this mind-set in the team—a mind-set that makes the team believe it can win every game and thus play every game to win. But as I told my Little League kids, “Winning is not just about results”; their desire to win as a team was much more important than the result of the game. After all, sometimes teams win just for showing up, and lose even though they do everything right. The important thing is to have a winning attitude—to lose with confidence and win with modesty.

			Everything I said to my son’s Little League team has the essential ingredients for success for any coach:

			
					Making the team members believe in themselves

					Mandating that the entire team work together

					Pushing the team to achieve success

					Encouraging a winning attitude

					Creating a team culture that supports all these things

			

			Think about it: The people who helped make you successful in sports, school, or any part of your life that required your best performance were the ones who constantly challenged you, inspired you, drove you, and didn’t take less than the best you could be—and they were right to do so. Our goal as business leaders should be to do the same with our people. But most times, we just don’t.

			That’s because most businesses don’t have coaching cultures and leaders who are coaches; they have management cultures and leaders who are managers. Coaches cannot thrive in management cultures that expect its leaders to pay attention to individuals more than to the team, handle problems reactively, focus on reforming the poorest performers, avoid conflict, and mostly just step back and let people do their jobs. A coaching culture expects the exact opposite of its leaders: to believe the team is more important than the results of an individual, get involved before action is needed, focus on the top performers who deserve their attention, embrace conflict, and always get on the field and practice with the team.

			These are the missing elements in business and business leadership today: cultures that support a transformation of managers into coaches and help them develop the skills to do so. What if I told my Little League boys to work as a team and play with a winning attitude but didn’t practice during the week or scrimmage game situations? We might never have won a game. It’s not enough to talk about it. The same is true in business: We can’t simply say we want our leaders to coach their teams; we need to show them how to be coaches. But for too long, the business world has lacked a clear and effective instruction on the skills, disciplines, and executable tasks necessary to turn leaders into coaches. That’s no different from saying, “I want my accountant to be an engineer, but I’m not going to teach her how to become one.” This is why the first parts of my book focus on understanding the differences between managing and coaching and then developing the fundamental skills—from practicing to making tough decisions to motivation—that leaders need to create and coach dynamic, motivated, high-functioning teams. Once I cover those skills, the last part of the book shows leaders what they need to do to change the culture of their department or business for supporting and sustaining their transformation from manager to coach.

			Sounds great, right? So why aren’t there more coaches and coaching cultures in business? Is it just the absence of a book like this? No. It’s because coaching is hard. Coaching doesn’t just happen. Coaching takes time and constant effort to make it the core of a business’s leadership principles. Coaching does not work if it is optional. These lessons must be implemented and made mandatory. We can’t simply try and fit coaching into our days. It never fits. Consider the first coaching activities we will cover in this book: practicing and scrimmaging. Professional business teams, unlike any professional sports teams, rarely practice. Why? It’s not because we don’t know that practice is essential to a team’s success. But practicing takes time to set up and weeks and months of constant work to achieve great results. How can we possibly squeeze it into a list already overflowing with high-priority tasks? There’s just no time! But everyone says that. We may be busy, but are we being productive?

			Coaching makes us productive, but that productivity can be hard to wait for when we always feel we need some results now, now, NOW! That’s another big obstacle to creating coaches and coaching cultures: There is little instant gratification in coaching. Gratification comes in achieving better results months down the road. When I show business leaders how to practice and scrimmage, they never leave the room saying, “Genius!” But while the overall results take time, the change in the team’s morale just from paying attention to them and instilling a winning attitude happens much, much faster.

			Truth is, there’s a bigger reason we resist the changes needed to turn managers into coaches: We’re afraid of what we might find. We’re scared that when we begin to coach our people, we will find out that those people are not as good as we thought. That doesn’t only make us scared, it makes us selfish. We don’t want to deal with and take responsibility for all the inevitable work and conflict that comes from this change. Nobody likes making the tough decisions coaches need to make to move people up or out of the organization. Instead, we say things like “If I have to get rid of that guy, I will have to confront him directly and then do all his work while I work to replace him, and I don’t want to do it.” It’s much easier to ignore the problem and hope it goes away. Yet it never does.

			And I know this not because I write books about it, but because I have lived it myself. I learned all I know about coaching as an everyday businessperson, probably just like you. Before starting my own small businesses and becoming a consultant for dozens of large and small companies nationwide, I spent more than two decades leading teams in corporate America and was an executive sales director for a Fortune 500 company. I have seen the same leadership problems top to bottom in every one of them.

			I’m the last person, however, who will say all this knowledge and experience makes me smarter than anyone else. I was a C- student, so I’m not always the sharpest tool in the shed. I can’t pick out my own clothes, hairstyle, or furniture. Yet none of that has any effect on whether I—or anyone—can be a good coach. Coaches, in sports and business, often do not have (or never had) the skills of their best “players.” Coaching has little to do with God-given talent, and past performance is no indicator of whether someone can be an effective leader, let alone a great coach. This is why it is the rare star athlete or smartest person in the room who becomes or even wants to become a coach.

			
				Coaching has to do with belief more than brilliance, and with attitude as much as aptitude.

				
			

			
			To become a coach means challenging everything you think and do as a leader today. And that’s what I want this book to do. I want to contradict the principles of management cultures you have been hearing and using for years and confront the things you have done in the past and believe to be right. What I don’t want to do is make the words hard to follow. The fact is, I have a lot of half-read business books on my bookshelf written by people who have no idea what my “world” is like. I wanted to write a leadership book that people like me might actually finish and feel that—finally—there is a book that speaks “our” language.

			To do this, I wrote the book similar to the way I speak from the stage, approaching concepts from different angles and with different purposes. I then repeat the core ideas for reinforcement so there is no need to memorize them as you read. In addition, you will not find a lot of international research or global theories in this book. I leave those to the wonks and scholars. Instead, I use real-life examples from my businesses and family, the companies I worked for, and the leaders and organizations I coach. As you probably guessed, I also use a lot of sports analogies, but I don’t use them because I am an athlete or to make this a “man’s book.” I use sports analogies because I run my businesses like winning sports teams in which skill development and effective coaching makes the team better. The principles and activities are the same—female or male—and are described in simple X and O diagrams at the start of each chapter so you can see the “play” coming.

			Before we get started with your leadership transformation, let me give you one last thought. Most of us have heard the phrase “work on your business instead of in your business,” but I want to give you a coaching twist on it: Work on your people, not for your people. That’s a big key to this book’s working for you. I will show you the key coaching activities and cultural rules, but my sharing them will not be enough if you want to continue the transformation of individuals and overall culture to a winning, top-performing team. Regardless of their title, department, company, or industry, I believe leaders are paid to pay attention to, develop, and motivate their people and teams to perform better. Working with a diverse group of clients, not only in sales departments but also in engineering and operations, has taught me that the coaching principles I talked about in my first book, The Sales Leaders Playbook, are universally applicable and go much deeper than I imagined. Sure, companies can be successful and have functional cultures with leaders who are not coaches, but the best teams are those that are coached—not managed, coached—which is why this book starts with covering the differences between the two.

			Enough of this already—let’s play ball!

		

	
		
			PART

			ONE

			Understand the Principles of Coaching

		

	
		
			THE FIVE CRUCIAL DIFFERENCES BETWEEN MANAGING AND COACHING

			Stop thinking like a manager and start thinking like a coach.
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			I was talking to my dad, who is also a business partner of mine, about an employee at one of our dry cleaners. She had a bad attitude.

			“What do you plan to do about her?” I asked.

			“Nothing really,” he said, “because we need her to run the store. She knows the business better than the others.”

			“So if she quit tomorrow, would we shut down the store?”

			My dad chuckled and said, “Heck, no.” He then mentioned that when she called, he cringed at seeing her number. He didn’t like going to visit the store when she was there because it was such a “beatdown” (that’s Texan for “misery”).

			“Dad, if you can’t stand this person because she has a bad attitude, and you are the boss, imagine what her coworkers think or, even worse, our clients.”

			
				Most companies have leaders who are managers in management cultures.

				
			

			
			Like too many business owners and leaders, my dad was avoiding dealing with this person for all the wrong reasons. He said he had talked to her about her attitude and had even written her up for it. What he really needed to do was deal with her once and for all, but he never took that final step because he still believed he needed her. I encouraged him to have one last meeting with her to make her immediately change her attitude or know we would immediately take the steps to terminate her. He finally did, and the employee decided she would be a better fit outside the organization. Did the store close as she left, taking all our dry cleaner experience with her? Of course not. The store stayed open, my father put in place a new manager with the right attitude, and business improved—both outside and inside. In fact, several employees and clients came to my father soon after and said, “Finally! What took you so long?”

			In not dealing with this bad employee, my father, like so many business leaders, violated two of the five essential coaching principles that demonstrate two of the crucial differences between managing and coaching: No individual is more important than the team, and never avoid conflict. Then again, most businesses and their leaders, especially when things aren’t going poorly, don’t deal with problems like these or any others that may lurk below the surface. The expression “high water covers all rocks” comes to mind. But when things get rough—when the water recedes and the rocks appear—most leaders have little idea how to act effectively, pull their people together, and coach them as a team to perform better. They work in management cultures where leading means stepping back and letting people do their jobs, for better or worse. No need to rock the boat now. It will be high tide again soon, right? Maybe not.

			
				Most companies NEED leaders who are coaches in coaching cultures.

				
			

			
			This is a major reason I call the management-culture mentality fundamentally corrupt. Hire good people and let them do their jobs? That’s a line handed down from outdated business books more than a generation old. Leaders today need to get involved and coach their teams to success, rather than manage them to mediocrity. Today’s business isn’t so much about today’s economy as it is about today’s leadership: Who is taking responsibility to actually lead? Technology and the competition move faster than ever before, and leaders need to implement a system for improvement and challenge their teams to compete at the speed of business today. Simply managing people and relying on them to develop themselves is not enough anymore. I’m not saying those management cultures were wrong for yesterday’s business or that they can’t work today; they just don’t give leaders the best chance to succeed the way coaching cultures do. Yet most leaders don’t understand what it means to coach, the differences between managing and coaching, or before all that, what it means to be a great leader.

			
				Great leaders aren’t necessarily great coaches, but great coaches are great leaders.

				
			

			
			The Characteristics of Great Leaders

			Great leaders are ethical, compassionate, and humble. They are great students and constantly strive to learn more. They are empathetic but not sympathetic, show resolve in the toughest times, and believe they can get something out of everybody, never dismissing anyone outright. Great leaders are strong and decisive without being arrogant. They never use fear to make the team fall in line, or use bravado to compensate for a fear of being vulnerable. Instead, they use vulnerability and humility to gain respect while still exuding confidence.

			Great leaders always believe in themselves and their teams—that’s how they get the teams’ individual members to sacrifice for the good of those teams. The teams know these leaders make them better and thus strive to please them. As a result, great leaders have a loyal—even blind—followership. In short, their teams love and trust them and their vision. But the ability to create a vision alone does not make a great leader—the ability to have it, communicate it, and get people to act on it does. When companies want people to communicate their visions or missions, they put them on cards, coffee mugs, posters, and newsletters. Great leaders know that stuff goes only so far. They know they must get their teams to do more than read those words. They must get them to believe in those words and make them part of the team’s everyday vocabulary without ever thinking about it.

			
				Coaching doesn’t change who we are as leaders; it changes what we do.

				
			

			
			Great Leaders versus Great Coaches

			The differences between great leaders and great leaders who are coaches lie in their activities and actions. Leaders who don’t do the proactive activities and actions of coaching covered in Part Two of this book are not coaches. Leaders who choose to sit back and develop their people through reactive management activities designed to maintain the status quo are not coaching. They may have the potential to be a coach but not if they continue to sit back, refuse to get more deeply and proactively involved with their people, and say things like “My employees don’t want me telling them how to do their job, and I don’t want to do that!” Unfortunately, this line is just one of the excuses leaders make for not taking the time to coach.

			For the record, leaders who are coaches are more engaged with their teams, but they are not always in their employees’ faces, getting in the way for the sake of getting involved and micromanaging everything all the time (although micromanaging is a coaching tool and can be approached positively, as we will see later on). Coaches just don’t fear involvement as they make sure employees doing their “thing” are aligned with the team’s “thing.” Yet understanding this and saying you’re ready to learn and implement the skills necessary to coach won’t mean much if you don’t understand the differences between managing and coaching. Turning managers into coaches begins not with action and activities but with accepting the fundamental differences between managing and coaching.

			
		The Five Crucial Ways Managing Differs from Coaching

			
					Belief in the team: Coaches believe in a team culture and the need to be connected to that team constantly so everyone performs better. Managers focus on individuals and then disconnect to let them “just do their jobs.”

					Conflict management: Coaches make use of conflict to move team members up in the organization or out. Managers try to avoid conflict.

					Involvement: Coaches get involved before action is needed (to prevent problems from developing). Managers react and get involved only when they are needed (when there is a problem and often too late).

					Employee focus: Coaches focus on top performers (those who deserve attention). Managers focus on poor performers (those who need attention).

					Team building: Coaches are always practicing and scrimmaging to make their teams better. Managers rarely practice.

			

			

			Now let’s translate these differences into the five essential principles of coaching every coach must follow.

		
		The Five Essential Principles of Coaching

			
					Make the team more important than any individual.

					Don’t avoid conflict—use it!

					Act before a response is needed.

					Pay attention to top performers and focus on making more of them.

					Mandate EVERYBODY to practice.

			

		

			Every one of these principles informs the coaching activity chapters in Part Two of this book. Skill practice, making tough decisions, rewards and recognitions, building your bench, game plans, setting goals, peer presentations . . . all of them require coaches to appreciate the importance of these principles. So let’s take the time to discuss them in a little more depth, especially the first one, which will be the biggest shock for most leaders who are managers.

			Coaching Principle #1

			Make the team more important than any individual

			Think about those star athletes who were or are great players but have bad attitudes that alienate their teammates, coaches, owners, and fans. Their talent may be undeniable, but so is their unlikability. They put themselves above everyone, and despite putting up some big numbers and occasionally playing in championship games, they rarely lead their teams to the ultimate victory. Most of these players, despite their God-given talent and gaudy stats, eventually destroy the team’s chemistry, and unless bound by a long-term contract their teams now regret, those teams release them, again and again. Sure, they usually sign somewhere else. Other teams and coaches try to work with them, thinking the results they generate may offset any personal problems. Maybe these players mature. Maybe they find the coaches who can turn them around. But usually those players aren’t about contributing to the success of anyone but himself or herself and are eventually let go again.

			In business, we have the same superstars with good results and bad attitudes. Problem is, we don’t usually fire people like that or even confront them; we leave them alone. Even when their results decline a bit. Even when the team can’t stand them. Even when we can’t stand them. We isolate them so they can “do their job” and not annoy the team. We effectively say to them, “Hey, you don’t play very well with others, but you make me money, so I’m going to let you do your thing, keep you away from the team, and not push you to do anything outside your comfort zone. Carry on!” A lot of times, we actually try to give these people more responsibility as a “reward.” That’s like rewarding an irresponsible child: My kid keeps slacking on his responsibilities, so I’m going to teach him how to be responsible by letting him babysit his little sister. Not a good plan.

			These employees, like those problem star athletes, need to be coached up or coached out for the good of the team regardless of their individual results. I’m not saying those results are not important. I’m saying the exact opposite. Results are so important that to think that one person with a bad attitude is the only one who can achieve those results, that those results cannot be better, and that those results are contributed in a completely positive manner is a mistake.

			Ask yourself this question: Is this person with the bad attitude really generating the results that he or she could be generating or are you accepting them so you don’t have to deal with him or her? Leaders may think they are helping people with bad attitudes by being “nice” and not firing them. But we’re actually being self-serving; we have authority to act but don’t want to take the risk of losing the revenue stream or the perceived success. We’re also being cruel to everyone else on the team by making them suffer for the results of one individual. Heck, we don’t like them; imagine what everyone else thinks.

			How much have we actually looked into the results of those good performers with the bad attitudes? We assume that because people generate productive results, it is because of something only they can do. Thus, we assume they are valuable. But we usually don’t know for sure. We see 10 percent growth and think, Great! but never consider that replacing the person might generate even more growth. Often, it turns out, they are productive in spite of themselves. Maybe it is the territory they cover, the demand for the product or service they work on, the kind of projects they get assigned, a particular whale of a client, or a responsibility that is so great that they take credit for it because they have the closest connection. And are we even considering how this person affects the team? Are they causing other people on the team to perform less? It is not just about results but the energy that you and the team feel from them.

			
				It is the results that matter—the results of the team.

			

			
			Knowing this, why do leaders keep people with bad attitudes simply because of the results? Laziness is a big factor; it takes work to deal with these people. But a big part of it is fear of the conflict that comes from making these tough decisions (as we will see in the next principle in this chapter). It is also fear of what will happen when these people leave: How will I replace those results? (The answer is in Chapter 6: “Build Your Bench.”) What if I make a mistake and they are as good as I think? But they never are.

			We’ll cover this in more depth later, but for now know—and I have not found anyone to dispute me on this—I have never seen a person with a bad attitude and good results leave a company and the overall results suffer long-term. In fact, when a company loses that person, the overall results, productivity, and effectiveness of the team usually increase long-term. I always tell prospective clients that I believe one of the greatest mistakes a business can make is to base a short-term decision on a long-term need or desire. In most cases, the fear of the loss is much greater than the actual loss.

			I had this happen with a Fortune 100 technology client whose vice president of engineers was not nice and was always negative. He questioned and bucked every change his bosses asked him to implement. When asked to do peer reviews, he refused. When they brought me in to talk to him about coaching, he said, “My employees don’t need coaching. They are engineers and just need to do their jobs.” As the VP resisted coaching again and again, I told my client that he should begin looking for the man’s replacement. He agreed but was too afraid to take action. “Nathan, you don’t understand,” he said. “He’s respected in the community and the industry. He actually writes laws for our industry. He testifies to local governments on what should and should not be a regulation in our industry. He’s invaluable.”

			But he wasn’t invaluable. He was just someone with a bad attitude. He was the only one tooting his horn. I asked my client if they had actually seen him write those laws or had spoken to the people he testified for. Was he making his contributions bigger than they actually were to protect himself from being more closely examined and his bosses from discovering he was just smoke and mirrors? After all, his peers didn’t like him, his bosses didn’t like him, and I was sure that if my client took the time to actually

			
			
			
			
					When you are around them, do they make you feel good, bad, or indifferent?

					Do they want to commit to the team or do they just seem content to have a job?

					Do they want to improve and make the team better or are they comfortable with the status quo?

			

			
			
			
				
				
			

			
			
					Do the people in each position deliver the absolute best results they can and thus make the team better as a result?

					At every level of the company or team, do your people perform at the top of their game or are they making excuses for why they aren’t?

					Are the people you have the best people or are you accepting results because of how long someone has been doing a job?

					Are your people adapting to new technologies and ways of doing business or doing it the way they used to because “that’s the way we’ve always done it”?

					Do other team members have to do more for what one person is not doing?

			

			
			
			
			
			
			
			
			
			
			
				
				
			

			
			
			
			
			
					Keep ignoring him (and hope he’ll recover his mojo or just go away).

					Fire him.

					Coach him back to the top.

			

		
			
		
			
			
		

		
			
			
			
			
			
			
			
				
				
			

			
			
			
			
			
			
			
				
			

			
			
			
			
			
			
			
			
			
			
			
				
				
			

			
			
			
			
			
			
			
					Ask your best clients or customers.

					Ask other employees at the company.

					Ask yourself, who’s the person you go to when you need to get something done?

					Ask yourself, if you’ve got X number of team members and can take only one of them with you to a new job or to start a new company, who would it be? If you could take only two, who would they be? Three?

					Knowing what you know today, who would you not hire tomorrow?
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