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How Arizona Uses 1:1

Coaching to Navigate
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What would
Hitchcock do?
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2 Academy Awards and the largest grossing
film in history at [
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Spielberg is a great
example of someone who
asked himself the same
types of questions a

1:1 Coaching for
Continuous Improvement
is a methodology that
builds problem-solving
skills to produce results.

good coach would ask,

then problem solved to
produce results.







A Great Coach...

Sets goals
Builds trust
Develops talent
Coaches to Win!
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Arizona Management System (AMS)

Perf :
Manm Leadership

Problem
Solving

Visual

Management

Standard
Work

Scorecard/
Business
Review

Breakthrough
Metrics

Leader
Standard Work

1:1 Coaching

Go and See
(Gemba)

Basic Problem
Solving

Intermediate
Problem
Solving

Huddle Boards
Process Flow
Workplace

Organization/
5S (Physical)

Standard
Work

Workplace
Organization/
5S (Digital)
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Purpose — Why Do 1:1 Coaching

e Embed coaching as
leader standard
work

e Increase alignment

e Enable quick
course corrections
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Purpose — Why Do 1:1 Coaching

e Develop problem
solving capability

e Achieve stronger
results/behaviors

e Build trust

e Document
Performance
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Purpose — Why Do 1:1 Coaching

e Do the right thing Washington’s
: Human
e Commit to Workplace
excellence Arizona’s
e Care for one Core
another Values

1:1 Coaching for Continuous Improvement ARlZONA 14
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Coaching Expectations
COACH
e Coach at all levels
e Regular cadence

e Consistent structure B
and duration based
upon role and need
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Coaching Expectations

e Prepare agenda

e Actively participate &

e Report roadblocks/ EEE TEAEE
help needed 4 O

e Build problem
solving skills
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1:1 Coaching Tools

Guidance for the COACH Rev.3/23/18

0 Executive. L] Conch (e an)
AMS PURPOSE LEADER STANDARD WORK
1:1 Coaching - embed

Standards e " 2 Cadence: Vari e ” —

i i P s e e i s Discussion Points Role: Director, Deputy or Assistant Director
Build stronger relationships of trust Document & Follow-up: Consistent, ransparent Organization Level: Executive Management

Recommended 1:1 Practices Jebrse Su

[ ——

aciltate open, honest dialogue, specific to &'s performance and take action if Manager of Managers
efiect on performance from Huddle employee needs - Organization Level: Functional Management

» standard work Provide feedback - celebrate often and adjt an rformance
performance as needed. & benavior, will they achiee goals and be succ Colebrate Successer
Create the meting agenda from the Discussion

Problom Saiving
+ o
Points listed on the 1:1 Coaching Notes Sheet.

Build the employee’ . long term? iscuss iues/ot | Review pr
wild the employee's problem solving skills by s e
ching through the PDCA cycle. Does the employee demonstrate the State's G

Values and Beliefs in their daily actions: " o TaPeriomance

Igentify opportunities to recognize good work and

apture discussion points, including coun
prepare to address any performance concerns. o pomts, &

messures, key decisions, actions and tasks to be * Values: Do the rgnt thing o
noleted. Care for one another? o

Guidance for the COACHING RECIPIENT T o gemen T—
i I e I conh o
AMS PURPOSE EXPECTATIONS mant

Review Coaching Through the PDCA Cycle {below) in
nce 10 use when th

Eros BEcaow .
11 Coach © e e m s e R i g
¢ e T o e s s ot e 8 S s e Coacming Tveug e - confeonting e @ sacur o
=) o e o™ eview prior comn| s 1 e e

Standards corretions FDCA Qe 25 neecesy o, o0 :
- Increase problem salving capabilicy snd your own development. Prepare for your mesting and ocUment your commiamens, by mediate pro o rams Role: Employee (Non-Manager,

& Guidelines + Achieve stronger resufts & behaviors aczions sng tasks ” % Tk Barformnce on -nﬁ.ﬁ!n m( i ger)
- Buid stranger relabanships of trust Report any roadblocks you many need help with to mave forward Hepliandad Progress o 5

o, Taven

Commitments /ActionsTasks
Tolent Manegemen Celebrate Successes

Review prior commitments
and sction tems

N Talk Performance
Panicip + Frogre: s

Talent Manageme:
+ Incvidusl nd T oo
problem soning
Nt Steps g

* eraty summarz | Halp B ropriate

i V0 5 oy

leeded
+ identity and disc
4 by

Opan Discussion
+ Igentty and discuss any
ather tapics the employee

Next Steps

NOTE: ot i opic et 5
e in vy oaing evere) Checkfor Gops  Act to Close Gaps
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AMS

1:1 Coaching .

Standards

& Guidelines .

|dentify opportuniti
prepare to adc

Re ach

advance to use when the oppertunity arises.

1 Goaching Standards & Guidelines

Guidance for the COACH

PURPOSE
Embed 1:1 asan AMS and capability
= Fadilitate alignment on expectations and enable quick course corrections

= Increase problem solving capability and employee development
- .

= Build stroneer relationshios of trust

PURPOSE

Standards
& Guidelines

Facilitate opt
employee ne
Provide feed
performance
Build the em o
oaching thr Prepare
ecognize good worl
any performance concerns.

Through the PDC:

apture disc

Participate in regularl
measures, ke

= ¥ ! ompleted. edback, standard v

Prepare an aganda for your mesting using the
Discussion Paints listed on the Not

Include probi or road

your Caach

Review Cooching Through the PDCA Cycle (beloy
as needed.

to help you problem

* What
plan to at
Hi 1
when the
done righ

H | gt

Take Action to

Coaching Through
the PDCA Cycle

measure

{perform;

measure:

Maintain current, accurate Huddle Board metrics,
ark, etc. that

Coaching Through
Close Gaps the PDCA Cycle

Rev. 3/23/18

LEADER STANDARD WORK
* Leaders are to conduct 11s
* Cadence: Varies by role (TBD by agency head)

* Time Allotment: Varies by role and need

E & Foll : [ h

- Rev. 3/23/18
Guidance for the COACHING RECIPIENT ik
EXPECTATIONS

Actively participate in 1:15 with your Coach

Build your problems solving skills {using the Coaching Through the
POCA Cycle as needed)

Prepare for your meeting and document your commitments,
actions and tasks

Report any roadblocks you many need help with to move forward

Embed 11 coaching as an AMS standard
Facilitate alignment on expectations and enable quick course
corrections

Increase problem solving capability and your wn development
Achieve stronger results & behaviors

Build stronger relationships of trust

Recommended 1:1 Practices

Participate After Actions

ct on your performance and make c
ctions, if needed

to open, honest dialogue, specific to your
If you continue you
will you achieve your
term?

rent performance & behavior,
nd be successful long

Da vou der
Beliefs in your daily

. ith.
Use Coaching Through the PDC,
your proble ng sk = Values: Do the right thin
Take written notes on discussi i Care for one anather?

Beliel & to understand and p
for customer needs? Identify & so
Improve pro

Do the Work Check for Gaps

fc are you it ~ What action will you tak
the targer? Is it the best action to close
If there is a gap, the gap to meet your goal?
what caused it? hat is your first step?
What could you do

lose the gap
What are your
options (counter-

sures)?

Plan the Work Act to Close Gaps

 What s the goaland | = What
plan 1o achieve it? daing?

+ How will you know
when the worl

Are you measuring
ts? Are you

you meet your
goalis)?

What's your next
stel

{performance
measures|

1:1 Coaching for Continuous Improvement
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Coaching Through the PDCA Cycle
| PLAN __

ﬁ Set Targets ﬂ

Take Action Measure Results

L Identify Gaps A

1:1 Coaching for Continuous Improvement ARlZONA 22




Guidance for the COACH T EPEE
AMS PURPOSE LEADER STANDARD WORK
11 c()aching = [Embed 1:1 coaching as an AMS standard and leadership capability = Leaders are to egularly 1:1s
Sta d rds *  Facilitate alignment on expectations and enable quick course corrections = Cadence: Varies by role (TBD by agency head)
nda = Increase problem solving capability and employee development =  Time Allotment: Varies by role and need
& Guidelines @ SofEESmmEE IR RS * App ; i
= __Build stronger relationships of trust L]

Recommended 1:1 Practices
Prepare Facilitate After Actions

Schedule regular 1:1s. Facilitate open, honest dialogue, specific to Reflect on the employee’s performance and take action if
Observe & reflect on performance from Huddle employee needs. course correction is needed:

Board metrics, custamer feedback, standard work Provide feedback — celebrate often and adjust *  If the employee continues their current performance
and process adherence, etc. performance as needed. & behavior, will they achieve goals and be successful
Create the meeting agenda from the Discussion long term?
Points listed on the 1:1 Coaching Notes Sheet.

Build the employee’s problem solving skills by
coaching through the PDCA cycle. Does the employee demonstrate the 5tate’s Core
l@entify opportunities to recognize good work and Values and Beliefs in their daily actions:

Capture discussion points, including counter-
prepare to address any performance concerns.

measures, key decisions, actions and tasks to be * Values: Do the right thing? Commit to excellence?

Review Coaching Through the PDCA Cycle (below) in completed Care for one another?

advance to use when the opportunity arises. Beliefs: Seek to understand and provide solutions
for customer needs? Identify & solve problems?
Improve processes and measure results?

* How will you know ArE YyOU MEasuring
i jour results? Are you

when the wol ¥ ' What could yo
to close the
What are your
options

{performance : i (countermeasures)?

measures)?

Identify Gaps
Between Targets
and Results
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Prepare

e Schedule regular 1:1s (not drive bys)

e Observe and reflect on performance

e Create meeting agenda

e Prepare to problem solve, as needed

1:1 Coaching for Continuous Improvement ARlZONA 24



Facilitate/Participate

e Facilitate open, honest dialogue

* Provide feedback, celebrate and
adjust

e Build problem solving skills (PDCA)

e Document dec151ons and actlons

nt ARIZONA



After Actions

Reflect on performance and consider:

e Will current performance and behavior
achieve goals long term?

e Does employee demonstrate the
State’s Core Values and Beliefs?

1:1 Coaching for Continuous Improvement ARlZONA 26







Sample
1:1 Coaching
Agenda
and Role Play

[NOTE: cs need to be
discussed in every coaching event]

Role: Employee (Non-Manager)

Organization Level: Front-Line

Commitments/ActionsTasks

e Acknowledge good
project management

e MS Word training by
11/30

e Online Tracking Project
-- Huddle Bd shows on
track vs. Karen’s
complaint -- PDCA to
problem solve

Build problem salving by coaching through the PDCA cycle.

Plan the Work Do the Work Check for Gaps Act to Close Gaps

1:1 Coaching for Continuous Improvement ARlZONA
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Discussion Points

~

Manager’s Notes

iS5 AN Cocumeent results, behaviars and IMPAct o the Business as hey relate i the DiscLssicn Aot in the loft coiumn,
wihich aligrs with the frong-ine employee's rohe In the crgantzation.

Role: Employee (Non-Manager)
Organization Level: Front-Line

Celebrate Successes

Review prior commitments
and action items

Talk Performance
= Progress on goals and
projects

Prul:lIEm Solving
Discuss issues/obstacles
confronting the employee

*  Use basic problem solving
techniques, as
appropriate

Individual Development

* Discuss/Address
development needs for
current and next-lavel
roles

Help Needed
= Identify and discuss help
nesded by the employes

Open Discussion

*  Identify and discuss any
other topics the employ=s
raises

Ne)(t Steps
Briefly summarize
commitmeants and action
items to be completed by
next mesting

[NOTE: Not sl topics need to be
discussed in every coaching event)

Discussion CommitmentsfActions/Tasks

* Acknowledge good
project mgt thus far

* MS Word training by CL: Schedule class by
11/30 11/9 and email

confirmation to me

* Online Tracking --
Huddle Bd shows on
track vs Karen’s
complaint  (Use PDCA)

CL: Follow-up with Karen for
input by COB Friday 11/9

Approved Vacation
March 19-23

Build prablem sclving skills by coaching through the POCA cycle.

Plan the Work Do the Work: Check for Gaps Act to Close Gaps

Employee’s Notes

1:1 Coaching Notes
e ris Lee

Discussion Points

.

"_1Employee [ Coach (check anel

A |9h|a Jay

thay relate £ the Discussion Points, in the left coluemn,

Role: Employee (Non-Manager)
Organization Level: Front-Line

Celebrate Successes

Review prior commitments
and action items

Talk Performance
* Progress on goals and
projects

thlem Solving
Dizcuss issues/obstacles
canfronting the employes

* Use basic problem solving
techniques, as
appropriate

Individual Development

* Discuss/Address
development needs for
current and next-level
roles

Help Needed
* Identify and discuss halp ®
needed by the employes

Open Discussion

* Identify and discuss any
other topics the employse
raises

Nem Steps
Briefly summarize
commitments and action
items to be completed by
next meeting

[NOTE: Mot all topics need to be
discussed in every coaching event)

* | Online Tracking Project

Discussion CommitmentsfActions,/Tasks

Follow-up with Karen in Cust
Svc to get input by COB
Friday

Schedule MS Word
class by 11/9 & email
confirmation to Alishia

Vacation 3/19-23 Vacation approved

Build problem solving skills by coaching through the PDCA cycle.

Plan the Work Do the Work: Check for Gaps Act to Close Gaps
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Challenge: Understand Customer Needs

(Governor’s Transformation Office)

Create a 1:1 coaching
methodology to facilitate and
support government
transformation through Arizona’s
Management System (AMS)
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Challenge
/\/\A/_‘

N

Current State and Methodologies?
Requirements?
Design?
Mandate (Push) vs Market (Pull)?

Deploy and Sustain?
1:1 Coaching for Continuous Improvement ARlZONA 35




Wins:

Alignment
Customer Pull X |
. Commumty of Practice
Partnership
: . Statewide
Ot Pilot Deployment

1:1 Coaching for Continuous Improvement ARlZONA 36




Statewide Deployment Packet

(Train-the-Trainer)

1:1 Coaching for
Continuous <. 1 L. '
Improvement . v

y‘
Manager n -

Training ‘

Employee Coaching
Web Training  \otes Shegts ' 10eHMES
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Survey Says... -
Managers

1:1 coaching notes
helped me prepare

employee performance @A0X4

Agreed

appraisals.

1:1 Coaching for Continuous Improvement ARlZONA 40



1:1 Coaching Commumty of Practice

Agree/Disagree:
Coaching enhances

“ !
trusting relationships [l Let's employees
between managers [l Know they are

and employees. important.”

71%
Agree

1:1 Coaching for Continuous Improvement ARlZONA




Most Managers Don’t “ .
Know How to Coach Managers think

Eg:fnle But They Can they’re coaching

when they’re

actually just telling
their employees

what to do.”

1:1 Coaching for Continuous Improvement ARIZONA 4




1:1 Goaching for Gontinuous Improvement

B
Develops Trust Builds Problem  Produces
Solving Skills Results

...one conversation at a time!
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