Coaching Plan for Coaching Managers, Supervisors, and

Leaders to be Effective Leaders of Change

Creating a coaching plan to help managers and leaders become effective leaders of change is a crucial
step in facilitating organizational change successfully. Here's a comprehensive coaching plan that you can
adapt and use:

Step 1. Assessment and Goal Setting

e Assess Current Capabilities: Before you begin coaching, it's essential to understand the current
strengths and weaknesses of the managers and leaders you'll be working with. Conduct
assessments, interviews, or surveys to gather information about their current change leadership
skills and knowledge.

e Assessment: Start by conducting an initial assessment of the managers and leaders you'll be
coaching. Identify their current understanding of change management, their strengths,
weaknesses, and their specific challenges in leading change.

e Goal Setting: Collaboratively set clear and measurable goals with each leader. These goals should
focus on their ability to lead and manage change effectively. Goals might include improving
communication, building change resilience, or enhancing stakeholder engagement.

Step 2: Develop a Customized Coaching Plan

Based on the assessment and established objectives, create a customized coaching plan for each
manager or leader.

The plan should include:

e Developmental Goals: Clearly outline what skills and behaviors the manager or leader needs to
develop.

e Coaching Methods: Define the coaching techniques and methods you'll use. This might include
one-on-one coaching sessions, group workshops, peer coaching, or a combination.
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e Timeline: Set a realistic timeline for achieving the coaching goals, with milestones along the way.
e Resources: Identify any resources, materials, or tools that will be helpful in the coaching process.

Step 3: Education and Training

Depending on the manager's or leader's current knowledge and skills, provide relevant training and
education. This could include workshops on change management principles, leadership development
programs, or specific training related to your organization's change initiatives.

e Provide Training: Depending on the initial assessment, offer training sessions or workshops on
change management principles and best practices. Make sure leaders understand the change
models, strategies, and tools available.

e Customized Learning: Tailor training to the specific needs of each leader. For example, some may
require more in-depth understanding of change theories, while others might need practical skills
like communication or conflict resolution.

Step 4: One-on-One Coaching
Schedule regular one-on-one coaching sessions with each manager or leader. During these sessions:

e Review progress toward the coaching objectives.

e Discuss challenges and obstacles they are facing in leading change.

e Provide feedback and guidance on their leadership approach.

e  Offer strategies and techniques for improving their change leadership skills.
e Encourage self-reflection and self-assessment.

Regular Sessions: Schedule regular one-on-one coaching sessions with each leader. These sessions
should be a safe space for leaders to discuss their challenges, progress, and questions related to change
management.

Feedback and Reflection: Provide constructive feedback and encourage self-reflection. Help leaders
identify their strengths and areas for improvement.

Step 5: Group Coaching and Peer Learning

In addition to one-on-one coaching, organize group coaching sessions where managers and leaders can
learn from each other's experiences. Encourage peer coaching, where they can share insights and
strategies for leading change effectively.
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Step 6: Skill Development

Communication Skills: Focus on improving their communication skills, including how to convey the vision
for change, listen to employee concerns, and provide feedback.

Emotional Intelligence: Work on enhancing their emotional intelligence to understand and manage their
own emotions and those of their teams during times of change.

Resilience Building: Teach them strategies to build resilience in themselves and their teams to cope with
the stress and uncertainty that change can bring.

Step 7: Practical Application

Real-life Projects: Assign leaders to lead real change projects within the organization. Provide guidance
and support as they apply the principles they've learned.

Problem-Solving: Encourage leaders to solve real challenges they face in their change initiatives during
coaching sessions.

Step 8: Monitoring and Feedback

Continuous Assessment: Regularly assess the progress of each leader. Use feedback from team members
and key stakeholders to evaluate their performance in leading change.

Adjustment: Modify the coaching plan as needed based on their progress and changing circumstances
within the organization.

Step 9: Peer Learning and Networking

Peer Group Sessions: Arrange peer group sessions where leaders can share their experiences and learn
from each other. This fosters a sense of community and mutual support.

Step 10: Celebrate Successes and Learn from Failures

Acknowledge and celebrate achievements and successes along the way. Equally important, use setbacks
and failures as opportunities for learning and growth. Encourage a culture of continuous improvement.

Step 11: Evaluation and Closure
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Final Assessment: At the end of the coaching program, conduct a final assessment to measure the
leaders' change management capabilities against the initial goals.

Feedback and Future Development: Provide feedback on their development and discuss potential areas
for future growth.

Step 12: Monitor and Sustain Change Leadership Skills

Coaching is an ongoing process. Even after the initial coaching plan is completed, continue to monitor
and support the development of change leadership skills. Offer periodic refresher courses and check-ins
to ensure that managers and leaders are consistently applying what they've learned.

Mentoring: Offer ongoing mentoring or support beyond the coaching program to ensure that leaders
continue to develop their change management skills.

Remember that change management is an ongoing process, and coaching should be adapted to the
evolving needs of the organization and its leaders. A well-rounded coaching plan will help your managers
and leaders become effective leaders of change and contribute to the success of organizational
transformations.



