The coaching relationship

Behavioural contracting
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A written contract takes the guesswork out of the coaching relationship.

In coaching, there are a variety of
professional issues that have to be
taken into account, and the most

important of these is often seen as
that of contracting.

For those coaches who work in a
life/personal coaching context, a
coaching contract simply means
setting out clearly the terms and
conditions relevant to the coaching
offered, the client’s personal
agenda for coaching, and types of
review and evaluation or outcome
measures to be used.

Working in an organisational
coaching context means that
contracting has to take into
account the needs of the
organisation as well as those of
the individual being coached.
The sponsoring organisation is

m the individual, if they have
sufficient authority to authorise
such an activity.

Prior to using any form of
contracting process, it is in the
interests of all parties to set out
clearly the terms and conditions
relating to the coaching and the
kind of outcomes desired by all
parties.” This can be best achieved
by compiling a simple terms and
conditions information sheet
covering details such as your
cancellation policy, pricing,
professional issues such as
confidentiality, supervision,
membership of professional

bodies and relevant codes of ethics
and practice — as well as any other
information the coach believes it is
essential for the client to know.

the journey to be taken to reach
the agreed outcomes.

Transparency is the key to this
part of the process; the more
explicit matters are made, the less
likely are the chances of disap-
pointment for the client. When
working in an organisational
context, a behavioural contract is
a protective mechanism for the
coach as it protects the coach and
the client from being made
scapegoats for political reasons.

The purpose of a behavioural
contract is to ensure that the
overall objectives of the coaching
work are stated clearly in
behavioural terms and measurable
outcomes.’

paying and, understandably, wants ~ The behavioural contract
to know that the coaching work
will add to the productivity and

profitability of both the individual

Those who use a behavioural
contract do so because of their
conviction that it is in the best

Key learning points

and the organisation.!

When working for organisations, a
coach will usually be approached
by one or more of:

m the line manager;

m an HR representative;

interests of all parties to ensure the
desired coaching outcomes are
agreed at the beginning of the
coaching process.

Once the contract has been
agreed, the coach and client design

[1 Behavioural contracting helps ensure
that the coach, client and any third
parties are clear about the outcomes
required from the coaching process.

1 All aspects of human emotion can
be turned into a clear behavioural
outcome.

[ A written contract can be a useful

tool when undertaking a behavioural
contract.
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Organisational sign-off
Corporate sponsor name:

Date:

Coaching client name:

Date:

Coach name:

Date:

Individual sign-off
Client name:

Date:

Coach name:

Date:

Summary

A behavioural contract aims to
ensure that everyone involved in
the coaching process is clear about
expectations, outcomes and
delivery. Many coaches find
behavioural contracting a
challenge, and this may be due
more to a lack of practice than to
any fault of the process itself.

Association for Coaching

The AC is an independent
professional body formed in 2002
to promote best practice, and to
raise awareness and standards
across the UK and Ireland.

It has a growing membership, and it
has produced a code of ethics and a
range of information sheets on
everything from choosing a coach
to continued professional
development — as well as offering
some highly successful continued
professional development events.
As one of the leading professional
bodies in the UK, the AC has a
diverse membership of executive,
business, personal/life, speciality and
group coaching.

Website:
www.associationforcoaching.com

Fully completed behavioural contract for an individual

Client name: Sue Joseph
Coach name: Jane Helper
Date of initial meeting: 10.01.05

Coaching objectives

1 To feel more confident in myself.

2 To be more assertive with others.

Outcome measurements
1 To identify my negative thinking style and the ways in which this holds me back, and

to be able to demonstrate specific identifiable counter-measures that | am able to
apply to a variety of situations at work and in my personal life.

2 By the end of the coaching I will be able to identify and use a range of assertiveness

techniques and demonstrate situations in which | have used these techniques.

Number of sessions agreed: 6
Contract value: £300.00
Additional information None

Feedback procedures
1 A formal review will take place during session three.

Confidentiality
Whilst recognising the need for discretion and confidentiality, all parties agree to take
into account all aspects relating to the law and duty of care.

Additional agreements/details (if any):

Not applicable

The signatures below indicate:
Agreement to abide by the terms and conditions supplied by Gladeana McMahon

Associates.
Client name: Sue Joseph Date: 10.1.05
Coach name: Jane Helper Date: 10.1.05
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Behavioural contracting

Setting the scene

Whether the coach is meeting an
individual client for the first session, or
whether the first meeting is with both
the client and the organisational
representative sponsoring the coaching,
it is important to make sure that there
is an understanding of the process.

In a three-way organisational scoping
meeting, the coach may take on more
than one role by acting as a facilitator
or mediator if appropriate. It is
therefore important that the coach is
clear and comfortable with the
variation that can occur during the
first meeting — which you could call
an ‘assessment of needs’ meeting.*

If working with an individual client
the coach may state:

m By the end of this meeting we will
have agreed the overall objectives
of the coaching process, as well as
the specific outcome measurements
to be used to evaluate the success
of the coaching programme.

However, when meeting with the
client and their manager, the coach
may state:

m The purpose of this meeting is
to ensure that we will have agreed
the overall objectives of the
coaching process, as well as the
specific outcome measurements
to be used to evaluate the success
of the coaching programme.
These outcomes will be those
that will be worked on in the one-
to-one coaching sessions, and it is
therefore important that all parties
are clear about and comfortable
with what we agree.

Part 1 — administration

The first part of the contract outlines
who is involved and the date of the
initial meeting where the outcomes
were agreed.

Examples of individual and
organisational contracting follow.

Organisational information
Organisation name:

Corporate sponsor name:
Corporate sponsor position:
Individual client information
Client name:

Coach:

Date of initial meeting:

Part 2 - objective setting

This part of the process sees the
coach asking those present what is
wanted from the coaching process.

A coaching objective is an overall
statement or goal, and is
characterised by more general
statements, such as ‘I would like
to be more effective with my
communication’ or ‘I would like to
feel more assertive.” This part of the
discussion is aimed at gaining
information about the overall
perspective of the client and their
situation.

Coaching objectives/required outcomes

1 Be a better communicator, who can
influence others.

2 Feel more confident in myself.

Part 3 — specific outcome
measurements

The next step is to help the client to
identify those specific behavioural

changes that would need to take place

to achieve the overall objective.

The coach might use questions such
as “You said you would like to be a
better communicator — if you were,

what would you be doing differently?’

In behavioural contracting, the key

is to get clearly identifiable outcomes.
The outcome ‘be a better communica-
tor’ could mean anything from getting
better at e-mail correspondence to

Joe Bloggs and Company
John Anybody
Chairman

Jackie Smith
Julie wouldliketohelp
10.01.05

being more assertive with people. It
is here that those coaches used to the
SMART goal-setting model will see
some similarities. A behavioural
model sets out to turn all general
objectives into measurable outcomes.

For those who work in a
behavioural way, all objectives can
be turned into specific outcomes.
Even the most subjectively
emotional terminology — such as
‘I want to feel happier’ — can be
turned into a measurable outcome
by posing questions like ‘If you
were happier, what would you be
doing, feeling or thinking that is
different from now?’

In a behavioural model, it is crucial
to get this part of the process
clearly right. It is these outcomes
that will be measured at the end of
the coaching.

There will always be instances
where additional information that
has an impact on the overall
outcome comes to the fore later in
the coaching process. No method of
working can provide a 100 per cent
hit rate. In such cases, the contract
can be modified at a later date.

If the contract has to be amended,
then the amendments also need to
be agreed by all parties. Having
said that, it is more likely that any
changes will be in addition to —
rather than in place of — what has
been agreed.

Example of specific outcome
measurements

Outcome measurements

1 To be able to identify the skills
associated with effective speaking, and
to demonstrate the use of these with
colleagues and senior people in the
organisation.

2 To identify and implement more
formal communication systems in the
department — such as e-mail
correspondence and its use, and
weekly staff meetings.

Part 4 - confidentiality,
feedback and reviews

The challenge of coaching in
organisations is the need for those
sponsoring the coaching to have
some feedback about the coaching
process and about the need for
client confidentiality. Agreeing
what feedback is required and how
it will be delivered is essential.
When working with individual
clients, the need is only for the
client and coach to be clear about
what confidentiality means, and to
agree the kind of review process
that will take place.

Example of how feedback
structure might be agreed with
an organisational sponsor

Feedback procedures

1 To provide a written report at the end
of the coaching process.

(It is also useful to keep a record of the

number of sessions agreed and the price

of the coaching contract.)

Example of a review structure that
might be agreed with an individual
client

Review procedures

1 To undertake a formal review of work
at session three, halfway through the
agreed six sessions.

Confidentiality

It is essential that all parties take
into account all aspects relating to
the law and duty of care.

Additional agreements/details

(if any)

If there are any aspects that
affect or amend the normal
confidentiality process, then these
should be clearly stated. This
section is more likely to be of use
within an executive or business
coaching scenario.

¢ inan
organisational
context, a behavioural
contract is a

protective

mechanism ?

Example of such information

Whilst recognising the need for confiden-
tiality and discretion, all parties take into
account all aspects relating to law and
duty of care.

Additional agreements/details
(if any)

Part 5 - signing off

The final part of the behavioural
contracting process is simply

to sign off the agreement. In
organisational settings, the coach
will need to take the form away for
word processing, sending copies to
all relevant parties for signature
once this has been done.

However, if the coach is using a
behavioural contract with an
individual client, this may not be
necessary. The contract could be
signed off at the end of the first
session. The coach would need
to ensure that they could
photocopy the document so that
both the client and the coach
would have a copy.

Some coaches want the client to
take the form, or a copy of the
form, away after the first session to
consider the points raised. They
then ask the client to sign off at the
next meeting, once they have had
time to reflect on the contents.
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