. 

>> HI EVERYONE.

WELCOME TO THE START UP SUCCESS 

VIRTUAL CONFERENCE.

THIS WEBINAR IS CO-CHAIRED FOR 

TEAM SUCCESS SPONSORED BY 

GOOGLE.

I'LL BE THE MODERATOR FOR THIS 

PRESENTATION.

OUR PRESENTER TODAY IS MATT 

WEBER.

HE WAS A CERTIFIED TRAINER WITH 

THE GROW WITH GOOGLE PROGRAM.

BEFORE TURNING THE SESSION OVER 

TO MATT, I WOULD LIKE TO MENTION 

A FEW HOUSEKEEPING ITEMS.

THE WEBINAR WILL LAST 45 

MINUTES, AND IT'S BEING 

RECORDED.

A LINK TO THE RECORDING AND THE 

SLIDEX WILL BE AVAILABLE.

YOU CAN DOWNLOAD THE SLIDEX.

AT THE BOTTOM OF THE SCREEN 

THERE'S SEVEN ROUND ICONS AND 

THE SLIDEX CAN BE DOWNLOADED BY 

THE THIRD ICON LABELLED SLIDE.

WE HAVE TIME FOR Q&A AT THE END 

OF TODAY'S SESSION AND YOU CAN 

SUBMIT QUESTIONS AT THE BOTTOM 

OF THE SCREEN.

NOW WE'LL BEGIN COACH YOUR TEAM 

TO SUCCESS.

THANK YOU SO MUCH FOR JOINING 

US, MATT.

>> HEY, GREAT TO BE HERE.

THIS IS ONE OF MY FAVORITE 

TOPICS, SO I'M SO EXCITED TO 

SHARE THIS WITH THE AUDIENCE 

TODAY.

I'M MATT WEBBER AND I'M PART OF 

THE GROW WITH GOOGLE TEAM.

GROW WITH GOOGLE IS AN EXCITING 

PROGRAM WHERE GOOGLE SHARES ITS 

RESEARCH AND STRATEGIES AND 

SOMETIMES ITS OWN PERSONAL 

TECHNIQUES TO HELP PEOPLE GROW 

THROUGH DIGITAL SKILLS TO HELP 

BUSINESSES GROW DIGITALLY AND 

ORGANIZATION NALLY.

PART OF THE RESEARCH WE HAVE IS 

COMBINED WITH RESEARCH OTHER 

PEOPLE HAVE DONE.

IN THAT CASE, THERE WAS ONE 

STATISTIC THAT REALLY JUMPED OUT 

AT US THAT WAS A CATALYST FOR 

TODAY'S PROGRAM.

AND IT'S THIS NUMBER RIGHT HERE.

AND THIS NUMBER CAME FROM A 

SURVEY OF VENTURE CAPITALISTS, 

PEOPLE WHO INVEST THEIR MONEY IN 

OTHER BUSINESSES.

THEY WERE ASKED A RELATIVELY 

SIMPLE QUESTION.

THEY WERE ASKED OF THE ELEMENTS 

IN YOUR PORTFOLIO THAT FAILED, 

WHAT WOULD YOU THINK IS THE 

OVERRIDING REASON THOSE 

BUSINESSES FAILED.

AND SURPRISINGLY, THE ANSWER 

WAS -- 65% OF CASES CAME BACK 

AND SAID THE REASON THEY FAILED 

WAS PEOPLE ISSUES, PERSONNEL 

ISSUES, NOT BECAUSE THE 

UNDERLYING BUSINESS DIDN'T HAVE 

A DISTINCT VALUE PROPOSITION, 

NOT BECAUSE THE MARKETING 

FAILED, OR AS WE HEAR IN A LOT 

OF CASES THAT IT WAS UNDER 

CAPITALIZED BUT BECAUSE THERE 

WAS SOME TYPE OF PEOPLE ISSUE 

WITHIN THE ORGANIZATION THAT 

PREVENTED THAT VENTURE FROM 

BEING SUCCESSFUL.

SO, WITH THAT, WE THOUGHT WE 

COULD MAKE A SIGNIFICANT 

CONTRIBUTION TO ENTREPRENEURS 

AND BUSINESSES TO HELPING THEM 

GET PAST THAT BIG HURDLE.

BUT TO DO THAT IN THIS SESSION, 

WE HAVE TO ASK A COUPLE OF 

GROUND RULES FOR YOU TO 

PARTICIPATE IN THE SESSION.

NUMBER ONE IS JUST FOR THE NEXT 

20 MINUTES OR SO, JUST FORGET 

YOUR VOCATION AND FORGET YOUR 

PROFESSION, AND JUST IMAGINE 

THAT YOU ARE A VOCATIONLESS 

PROFESSIONAL MANAGER AND 

SIMULATE THE CONTENT FROM THAT 

STANDPOINT.

THEN THE SECOND GROUND RULE IS 

TO KEEP AN OPEN MIND.

SO, NO DOUBT, SOME OF THE THINGS 

YOU'RE GOING TO HERE ARE 

ACCLIMATIONS, THINGS YOU'VE 

HEARD BEFORE, BUT WE ARE GOING 

TO STRAY INTO AREAS WHERE WE'RE 

GOING TO INTRODUCE NEW 

TECHNIQUES AND THINGS YOU 

HAVEN'T BEEN EXPOSED TO BEFORE.

SO, I ASK YOU LISTEN WITH JUST 

ONE GOAL: TO LISTEN TO 

UNDERSTAND.

WE ALL HAVE THAT INNATE RESPONSE 

REACTION IN WHICH WE SOMETIMES 

LISTEN TO REFUTE OR LISTEN TO 

REJECT.

BUT FOR THE NEXT 20 MINUTES, 

JUST LISTEN FOR THE SOLE PURPOSE 

OF UNDERSTANDING.

AND THIRD AND FINAL GROUND RULE 

IS TO LISTEN TO TODAY'S 

PRESENTATION AND LOOK AT IT 

THROUGH THE EYES OF PEOPLE YOU 

WORK WITH.

THINK ABOUT THE PEOPLE.

NOT ABOUT WHAT THEY DO.

TRY TO IMAGINE THEM BEING AROUND 

YOU AND THINK ABOUT YOUR MOST 

RECENT INTERACTIONS WITH THEM.

SO, IF YOU CAN ACCEPT THOSE 

THREE GROUND RULES, WE'LL GO 

THROUGH THIS AGENDA. 

WE'LL TALK ABOUT WHAT MAKES A 

GREAT MANAGER.

WE'LL TALK ABOUT BEING A GOOD 

COACH FOR YOUR TEAM.

AND WE'LL TALK ABOUT HELPING 

PEOPLE GROW THROUGH FEEDBACK.

LET'S DIVE A LITTLE BIT DEEPER 

INTO WHAT MAKES A GREAT MANAGER.

WE'LL QUICKLY COVER THIS LIST, 

AND I WOULD ENCOURAGE YOU TO 

DOWNLOAD THE SLIDES.

FIST AND FOREMOST, LET'S CREATE 

AN INCLUSIVE ENVIRONMENT.

IF YOU DID THINK ABOUT THE 

PEOPLE THAT YOU WORK WITH MOST 

OFTEN, CAN YOU SEE SOMEONE WHO 

SOMETIMES SITS ON THE SIDELINES?

CAN YOU SEE SOMEONE WHO YOU 

MIGHT SAY THAT'S JUST NOT THE 

WAY HE IS?

HE DOESN'T PARTICIPATE IN TEAM 

MEETINGS OR SHE DOESN'T 

PARTICIPATE IN BRAINSTORMING 

SESSIONS, THAT'S NOT THE KIND OF 

PERSON SHE IS.

WELL, MAYBE.

AND MAYBE IT'S BECAUSE YOU 

HAVEN'T CREATED AN ENVIRONMENT 

THAT MAKES PEOPLE FEEL 

COMFORTABLE PARTICIPATING.

AND PEOPLE ARE COMFORTABLE IN A 

VARIETY OF DIFFERENT WAYS.

SOME PEOPLE ARE COMFORTABLE 

PARTICIPATING ONE ON ONE, SOME 

PEOPLE ARE COMFORTABLE IN 

GROUPS, SOME PEOPLE DON'T LIKE 

THE BOARD ROOM CONFERENCE ROOM 

THING.

BE SENSITIVE TO THE ENVIRONMENT 

YOU'RE CREATING AND MAKE SURE 

ITS INCLUSIVE.

EMPOWER YOUR TEAM.

IN TERMS OF EMPOWERMENT, THAT'S 

DIFFERENT.

HERE AT GOOGLE WE MAKE AN 

OUTWARD DISPLAY OF EMPOWERMENT 

MEANING WE'LL HAVE INTERACTIONS 

WITH FOLKS AND WE'LL SAY HEY, 

THAT'S GREAT ADVICE.

BUT WE'RE GOING TO DEFER TO YOUR 

JUDGMENT ON THAT.

WE'RE GOING TO RUN WITH YOUR 

OPINION.

WE SAY IT OUT LOUD AND MAKE SURE 

THAT EVERYBODY HEARS IT.

SO, BE COMFORTABLE WITH SAYING 

THANKS FOR BRINGING THIS TO MY 

ATTENTION, BUT I THINK YOU'VE 

GOT THE SKILLS AND TALENTS TO 

HANDLE THIS SITUATION ON YOUR 

OWN.

YOU'RE EMPOWERED TO MAKE THIS 

SUCCESSFUL FOR THE COMPANY.

EMPOWERING IS ONE THING.

OUTWARDLY DISPLAYING IT IS 

ANOTHER THING.

THIRD, SUPPORTING CAREER 

DEVELOPMENT.

ALWAYS KNOW WHAT PEOPLE WANT TO 

BE AND WHERE THEY WANT TO GO.

I HAVE A PERSON I MENTORED AND I 

THINK IT'S SO EXCITED THEY KEEP 

A LITTLE NOTEBOOK AND IN THAT 

NOTEBOOK IS A LIST OF PEOPLE 

THEY DIRECTLY SUPERVISE AND WHAT 

THEIR CAREER GOALS ARE AND WHAT 

THEY WANT TO BE AND WHERE THEY 

WANT TO GO.

IF YOU WERE TO BE QUIZZED WHAT 

ARE YOUR DIRECT END GAMES, YOU 

SHOULD KNOW THE ANSWER TO THAT 

QUESTION.

NUMBER FOUR WE'LL DIVE INTO 

DEEPLY AND THAT'S TO BE A GOOD 

COACH.

THAT ALLOWS US TO GO TO NUMBER 

FIVE, TO BE A GOOD COMMUNICATOR.

WE ARE HELD TO A HIGHER LEVEL AS 

MANAGERS.

WE WANT TO MAKE SURE THAT OUR 

COMMUNICATION IS CLEAR, CONCISE, 

AND UNAMBIGUOUS.

THE PEOPLE LOOK FOR US TO HAVE 

CLARITY.

WITH CLARITY AND CONSISTENCY, WE 

CAN REDUCE CONFLICT TO BE A GOOD 

COMMUNICATOR.

NUMBER SIX, EVERYBODY WANTS TO 

KNOW WHAT THE FINISH LINE LOOKS 

LIKE, EVERYBODY WANTS TO KNOW 

WHAT THEY'RE STRIVING FOR.

TODAY'S WORK FORCE IS INTERESTED 

IN THE WHY AND THE HOW.

WE HAVE TO COMMUNICATE THE WHY.

WE HAVE LOTS OF FINISH LINES AND 

WE'RE ALWAYS TRYING TO 

COMMUNICATE.

WHAT ARE WE TRYING TO ACHIEVE 

WITH THIS PARTICULAR PROJECT, 

WITH THIS PARTICULAR TEAM?

NUMBER SEVEN IS SIMPLY BEING AN 

EXAMPLE, BEING PRODUCTIVE AND 

RESULTS ORIENTED YOURS.

PEOPLE SHOULD BE ABLE TO SEE IN 

YOU THE HIGH LEVEL OF EFFICIENCY 

AND THAT FOCUS ON RESULTS.

AND NUMBER EIGHT, CREATE AN 

ENVIRONMENT THAT IS 

COLLABORATIVE.

AND PART OF YOUR PHYSICAL SPACE 

SHOULD BE THOUGHT ABOUT IN THIS 

POINT AT GOOGLE I'M SO FORTUNATE 

TO HAVE WORKED AT MANY GOOGLE 

OFFICES THROUGHOUT THE COUNTRY 

WHERE COLLABORATION HAS BEEN 

PART OF THE SPACE PLANNING SINCE 

DAY ONE.

DO YOU HAVE AN ENVIRONMENT WHERE 

PEOPLE CAN COLLABORATE?

OR DO YOU MAKE ENVIRONMENTS 

MEANING, HEY, WE'RE GOING TO GO 

OFF PROPERTY FOR THIS MEETING 

AND SEE IF WE CAN BE A LITTLE 

BIT MORE COMFORTABLE AND HASH 

THINGS AROUND A LITTLE BIT?

AS A MANAGER, NUMBER NINE, 

PEOPLE LOOK FOR YOU TO BE 

DECISIVE, TO LAND, TO LAND 

FIRMLY, A OR B, AND THEY NEED 

THAT FROM YOU TO MAKE SURE 

YOU'RE PERCEIVED AS A STRONG 

DECISION MAKER.

FINALLY NUMBER TEN, HAVE THE KEY 

TECHNICAL SKILLS TO HELP YOUR 

TEAM.

PART OF MY EARLY CAREER WAS WITH 

THE WALT DISNEY COMPANY.

IN THOSE DAYS, THEY WERE 

COMMITTING TO MAKING SURE THE 

MANAGER WAS TRAINED ON EVERY 

SINGLE THING THEIR DIRECT 

REPORTS DID WHETHER THAT TOOK 30 

HOURS OR 300 HOURS, A SUPERVISOR 

HAD TO BE DIRECTLY TRAINED ON 

EVERYTHING THE DIRECT REPORTS 

DID.

THAT'S NOT REALLY POSSIBLE 

TODAY.

BUT WHAT IS POSSIBLE IS ROLLING 

UP YOUR SLEEVES, SIT DOWN NEXT 

TO YOUR TEAMS, AND CONTRIBUTE TO 

THE PROBLEMS THEY HAVE.

TODAY'S SESSION IS ABOUT BEING A 

GOOD COACH.

THAT'S WORTH EXPLORING A LITTLE 

BIT DEEPER.

WHAT IS BEING A GOOD COACH?

COACHING IS UNLOCKING A PERSON 

AEX POTENTIAL TO MAXIMIZE THEIR 

OWN PERFORMANCE.

IT'S HELPING THEM LEARN RATHER 

THAN TEACHING THEM.

IF THE ARMY WAS HERE, THEY WOULD 

SAY THIS IS HELPING PEOPLE BE 

ALL THAT THEY CAN BE.

SO, BEING A GOOD COACH IS TAKING 

SOMEONE'S POTENTIAL AND BRINGING 

IT OUT AND HELPING THEM BE ALL 

THAT THEY CAN BE.

I LOVE THIS SLIDE BECAUSE IT 

REALLY GRAPHICALLY SHOWS THE 

DIFFERENCE BETWEEN COACHING AND 

MANAGING.

AND BY THE WAY, WE NEVER LEAVE 

BEHIND MANAGING.

WE'RE ALWAYS GOING TO SPEND TIME 

ON THE LEFT-HAND SIDE OF THIS 

CHART WHERE ACTIONS ARE RESULTS 

OF OUR KNOWLEDGE, OUR 

EXPERIENCE, AND OUR DIRECTION.

THAT NEVER GOES AWAY.

BUT WHAT WE WANT TO GET MORE 

INTO IS SITUATIONS WHERE THE 

ACTIONS AND THE RESULTS ARE 

DEPENDENT ON OUR DIRECT REPORTS 

IDEAS AND THEIR DEVELOPMENTS AND 

THE THINGS THEY BRING TO THE 

TABLE.

THERE'S AN OLD STORY REPEATED 

MANY, MANY TIMES IN MANY 

MANAGEMENT BOOK OF IDENTICAL 

COMPANIES WITH AN IDENTICAL 

LEVEL OF SALES, WITH AN 

IDENTICAL LEVEL OF PROFITS IN 

THE SAME INDUSTRY, BUT ONE 

MANAGER WORKS A CONSISTENT 60 TO 

65 HOURS A WEEK AND IS 

CONSTANTLY BURNING THE MIDNIGHT 

OIL.

AND THE OTHER MANAGER WORKS A 

SCANT 35 TO 40 HOURS A WEEK AND 

TAKES FAIRLY LUXURIOUS 

VACATIONS.

THE QUESTION IS ALWAYS WHO'S THE 

BETTER MANAGER?

IS THE BETTER MANAGER THE ONE 

WORKING 60 HOURS A WEEK OR THE 

MANAGER WHO HAS THE ABILITY TO 

HAVE MORE TIME TO HIMSELF.

IN ALL SCENARIOS, IT'S LIKELY 

THE LATTER.

IT'S BECAUSE THAT MANAGER IS ON 

THE RIGHT OF THIS GRAPHIC, THAT 

HE'S USING HIS DIRECT REPORTS TO 

GENERATE IDEAS AND DEVELOPMENT 

AND TO BE ABLE TO TAP INTO THEIR 

TALENT AND NOT BEING SOLELY 

RELIANT ON HIS OWN TALENTS AND 

BEING ON THE LEFT-HAND SIDE OF 

THAT GRAPH.

HOW DOES THAT HAPPEN?

HOW DO YOU GO FROM BEING A 

MANAGER TO BEING A GOOD COACH?

IT REALLY BEGINS WITH TWO 

CRITICAL ELEMENTS: ONE, BEING A 

REALLY GOOD LISTENER, AND TWO, 

ASKING REALLY GREAT QUESTIONS.

WE'RE GOING TO EXPLORE BOTH OF 

THOSE.

SO, HOW DO YOU BECOME A GOOD 

LISTENER?

AND THIS CHART ON THE SCREEN HAS 

BEEN REPEATED MANY TIMES OFTEN 

WITH FANCIER NAMES THAN I'M 

GOING TO GIVE THEM TODAY.

BUT BASICALLY WE TALK ABOUT 

LISTENING IN THREE LEVELS.

IN LEVEL ONE YOU'RE THERE ALMOST 

ALL THE TIME, THAT YOU ARE 

LISTENING -- AND I'M GIVING AIR 

QUOTES RIGHT NOW -- BUT YOU HAVE 

THAT KIND OF AUTOMATIC PHYSICAL 

RESPONSE WHEN YOU'RE LISTENING.

UH-HUH, YEAH, GOT IT, RIGHT?

SO, YOU'RE LISTENING, BUT 

MENTALLY YOU'RE NOT THERE.

MAYBE YOU'VE ALREADY BEGUN 

THINKING ABOUT THE NEXT ELEMENT 

ON YOUR TO-DO LIST.

MAYBE YOU'RE THINKING ABOUT AN 

EMAIL THAT YOU HAVE TO WRITE.

YOU'RE NOT 100% IN THE MOMENT.

NOW, LEVEL TWO LISTENING, THAT'S 

WHAT WE WANT REALLY WANT JURORS 

IN A COURTROOM TO DO, TO BE 

UNEMOTIONALLY COMMITTED TO THE 

PEOPLE AND FOCUSED ON JUST THE 

FACTS.

WHAT'S HAPPENING?

WHY DID IT HAPPEN?

WHAT DO WE REALLY KNOW VERSUS 

WHAT DO WE THINK WE KNOW?

SO, LEVEL TWO IS VERY FACTUAL 

AND FOCUSED ON THE OBJECTIVE 

PARTS OF THE COMMUNICATION WHERE 

WE CAN DETACH OURSELVES FROM THE 

PEOPLE IN THE COMMUNICATION.

NOW, RIGHT THERE, THAT SOUNDS 

HARD, DOESN'T IT?

BECAUSE WE ALL HAVE OUR OWN 

BIASES THAT ARE FORMED AFTER 

PROLONGED RELATIONSHIPS WITH 

PEOPLE.

WE TEND TO PREJUDGE THEM.

WE TEND TO ASSUME THAT WE KNOW 

WHAT THEY'RE GOING TO SAY.

WE TEND TO ASSUME THAT THEY'VE 

COME TO A PARTICULAR CONCLUSION.

AND LEVEL TWO SAYS WE'RE NOT 

GOING TO DO THAT.

LEVEL TWO SAYS THE PERSON 

DOESN'T MATTER.

WE WANT TO MAKE SURE THAT WE ARE 

ACCURATELY COLLECTING AND 

RECORDING THE FACTS.

AND THEN LEVEL THREE IS WHERE WE 

REALLY GET ENGAGED BACK WITH THE 

PERSON AND WE'RE CONNECTING WITH 

THEIR FEELINGS, THE STORYING 

THAT THEY'RE TELLING, THE VALUES 

THAT THEY'RE TRYING TO 

COMMUNICATE, AND WE'VE SUSPENDED 

OUR OWN AGENDA.

AND THAT'S TOUGH, RIGHT?

BECAUSE HERE WE'RE GOING TO STEP 

INTO THAT RARE AIR WHERE WE'RE 

ONLY LISTENING FOR ONE PURPOSE, 

LISTENING FOR THE GOAL OF BEING 

ABLE TO UNDERSTAND AND BEING 

ABLE TO REFLECT AND SAY DID I 

COME AWAY WITH THIS WITH AN 

UNDERSTANDING?

IN FACT IN LEVEL THREE WE'RE 

GOING TO PUT OURSELVES TO THE 

TEST.

WE'RE GOING TO SAY OUTLOUD WHAT 

I'M HEARING IS THIS AND WE'RE 

GOING TO TEST WHETHER OR NOT WE 

DID LISTEN TO UNDERSTAND.

IN LEVEL THREE, WE EXPERIENCE 

THE DIFFERENCE BETWEEN SYMPATHY 

AND EMPATHY.

AND SYMPATHY IS LISTENING -- IS 

FEELING WITH SOMEONE AND EMPATHY 

IS FEELING FOR THEM.

SO, WE'RE ENGAGED.

OUR BODY LANGUAGE IS DIFFERENT.

WE'RE LEANING FORWARD.

WE'RE COMMITTED TO THAT PERSON 

AND WHAT THEY'RE TELLING US.

GOOD LISTENING, GETTING UP TO 

THAT LEVEL THREE SCALE.

GOOD ASKING.

THAT'S EVEN MORE CHALLENGING 

ROLE FOR SOME FOLKS.

USUALLY WHEN YOU PRESENT A 

GRAPHIC LIKE THIS, YOU START AT 

THE BOTTOM.

HERE WE'VE GOT TO START AT THE 

TOP BECAUSE THE MOST DANGEROUS 

THING TO DO IS TO USE THE WORD 

"WHY."

THE WORD "WHY" HAS SUCH NEGATIVE 

FEELINGS ATTACHED TO IT, RIGHT?

YOU CAN ALMOST FEEL YOU TENSE UP 

WHEN SOMEONE SAYS "WHY?"

WHY DID YOU DO IT THAT WAY?

WHY DID THAT HAPPEN?

IT'S JUST NOT A REALLY EFFECTIVE 

WORD?

SO, WHAT CAN WE REPLACE IT WITH?

WE CAN REPLACE IT WITH "TELL ME 

WHAT HAPPENED.

TELL ME HOW THESE CIRCUMSTANCES 

CAME TOGETHER THAT CAUSED THIS 

TO HAPPEN," AGAIN, STAYING 

FOCUSED ON THE FACTS.

AND GOOD QUESTIONS INVOLVE THE 

WHO, THE WHEN, THE WHERE, NOT 

THE WHY.

WHO WAS INVOLVED?

WHEN DID THAT HAPPEN?

WHERE DID THIS BEGIN?

SO, OPEN-ENDED QUESTIONS THAT 

DON'T SUPPOSE AN END TO THEM ARE 

BETTER FOR BEING A BETTER 

QUESTION ASKER.

AND THE BETTER INFORMATION THAT 

WE GATHER, THE BETTER DECISIONS 

WE CAN MAKE IN THE FUTURE.

BUT WHY TENDS TO BE ONE OF THOSE 

WORDS THAT JUST DOESN'T ELICIT A 

VERY POSITIVE REACTION.

AND OF COURSE WE CAN'T BE A GOOD 

QUESTION ASKER IF WE'RE NOT 

TAKING THE TIME TO ACTIVE LISTEN 

TO FIND THE THINGS TO ASK THE 

QUESTIONS ABOUT.

SO, A GOOD ACRONYM THAT PEOPLE 

TEND TO PUT IN THEIR POCKETS IS 

W.A.I.T. WHICH STANDS FOR WHY AM 

I TALKING.

WE HAVE THAT INNATE RESPONSE.

YOU FEEL IT.

YOU FEEL THAT URGE TO REBUT.

YOU FEEL THAT URGE TO REFUTE.

BUT GOOD LISTENERS ARE 

COMFORTABLE WITH SILENCE.

IN FACT WE CAN GAIN A LOT FROM 

SILENCE.

WE CAN GAIN A LOT FROM LETTING 

THE OTHER PERSON CATCH THEIR 

BREATH AND ENHANCE WHAT THEY'VE 

ALREADY TOLD US.

COACHING IS PROACTIVE.

COACHING IS NOT ALWAYS IN 

RESPONSE TO A NEGATIVE 

SITUATION.

SO, BEING ABLE TO HAVE A GOOD 

ONE ON ONE -- AND I HOPE ONE ON 

ONES ARE ON YOUR MANAGEMENT 

PLANNER.

AND ONE ON ONES HERE AT GOOGLE 

ARE TIMES THAT WE PRESCHEDULE, 

PREPLAN, MEETINGS WITH OUR 

DIRECT REPORTS WHERE THERE IS NO 

PERFORMANCE REVIEW AGENDA.

THE TIME BELONGS TO OUR DIRECT 

REPORTS.

THE TIME DOES NOT BELONG TO US.

IT'S THEIR AGENDA, AND WE MAKE 

THAT VERY, VERY CLEAR.

BUT WE CAN BE A GOOD COACH IN 

THOSE SITUATIONS AND SAY SO TELL 

ME WHAT'S HAPPENING HERE AT 

GOOGLE WITH YOU.

TELL ME WHAT ARE THE THINGS THAT 

YOU'RE WORKING ON.

TELL ME WHAT'S WORKING WELL.

TELL ME WHAT'S WORKING NOT WELL 

FOR YOU AND ESTABLISH WHAT'S THE 

CURRENT STATE OF GOING ON.

AND THEN THAT FOLLOW THROUGH.

SAY OF THE THINGS THAT YOU'VE 

DESCRIBED, WHAT ARE -- WHAT'S 

MOST IMPORTANT TO YOU AND WHAT 

DO YOU THINK IS MOST IMPORTANT 

TO THE COMPANY?

WHERE DO YOU WANT THIS TO 

EVENTUALLY TO SHAKE OUT?

ESTABLISH THE PRIORITIES BECAUSE 

YOU CAN'T SOLVE EVERYBODIES' 

PROBLEMS.

IN FACT SOMETIMES YOU CAN'T 

SOLVE ANYBODIES' PROBLEMS.

YOU NEED GOOD INPUT.

FOLLOW THAT WITH GOOD COACHING.

WHAT'S YOUR SENSE OF WHAT IT 

TAKES TO GET THERE?

HOW CAN THE COMPANY HELP YOU?

IN FACT I USE THAT PHRASE A LOT, 

HOW CAN THE COMPANY HELP YOU 

INSTEAD OF HOW CAN I HELP YOU.

HOW CAN I HELP YOU SEEMS TO 

BRING IN BIASES OUR RELATIONSHIP 

HAS CREATED OVER THE YEARS, BUT 

WHEN I SAY "HOW CAN THE COMPANY 

HELP YOU," I FIND PEOPLE ARE 

MORE EMBOLDENED WITH THEIRENS 

AS.

THESE QUESTIONS FORM THE 

FOUNDATION OF REALLY GOOD 

COACHING OPPORTUNITIES TO HELP 

UNDERSTAND WHERE PEOPLE ARE 

GOING AND HOW CAN WE HELP THEM 

GET THERE.

SO, THE GROW MODEL OF COACHING 

IS REALLY BASED ON THAT KIND OF 

UNDERPINNING THAT I JUST 

DESCRIBED.

IT'S BOTH UNDERSTANDING THE GOAL 

THAT THE DIRECT REPORT WANTS.

IT'S UNDERSTANDING, OF COURSE, 

ALWAYS UNDERSTANDING WHAT THE 

GOAL OF THE PROJECT IS, WHAT THE 

COMPANY IS, AND BEING ABLE TO 

ASCERTAIN THROUGH GOOD QUESTIONS 

WHAT IS THE REALITY.

AND I WOULD PAUSE HERE AND SAY 

THAT, YOU KNOW, A LOT OF TIMES 

IT ISN'T THE FIRST QUESTION 

THAT'S REALLY REVEALING.

SOMETIMES IT'S THE FOLLOW UP 

QUESTION THAT'S REVEALING.

SO, GIVE YOURSELF THE CHANCE TO 

LISTEN.

LISTEN IN THAT LEVEL THREE AREA.

AND BE PREPARED TO POSE A GOOD 

FOLLOW UP QUESTION THAT HELPS 

CREATE CLARITY IN THE SITUATION.

AND THEN NO DIALOGUE IS REALLY 

GOING TO BE BENEFICIAL FROM A 

COACHING STANDPOINT IF WE CAN'T 

MAP OUT SOME SORT OF A PLAN OR 

SOME SORT OF A ROAD MAP.

SO, WE'VE GOT TO HAVE GOOD 

DIALOGUE ABOUT THAT.

AND THEN THERE'S THE COMMITMENT 

AT THE END.

WELL, TOGETHER, WE'RE GOING TO 

TAKE THESE STEPS.

SO, UNDERSTAND THE GOAL, FOCUS 

ON THE REALITY, GET TO THE BASE 

OF REALITY, DIALOGUE ABOUT 

OPTIONS, AND THEN CONVERSATION 

ABOUT THE COMMITMENT TOWARD THE 

NEXT STEPS.

SO, EACH ONE OF THOSE HAS SOME 

GREAT QUESTIONS AND TASKS THAT 

GO WITH IT.

SO, WHEN I'M EXPLORING SOMEONE'S 

GOALS, CERTAINLY WE'RE GOING TO 

ASK WHAT DOES THAT GOAL LOOK 

LIKE?

WHAT'S THE IDEAL OUTCOME?

SOME PEOPLE NEED A LITTLE BIT OF 

HELP VISUALIZING THEIR OWN GOALS 

WHICH IS A GREAT, GREAT COACHING 

OPPORTUNITY.

AND THEN THE OBJECTIVE REALITY.

WHAT HAVE YOU DONE SO FAR TO 

MAKE THIS A REALITY?

WHAT DO YOU THINK IS OUT THERE?

WHAT DO YOU THINK OTHER PEOPLE 

HAVE DONE TO MAKE SIMILAR 

REALITIES?

AND WHAT WOULD YOUR FRIENDS OR 

FAMILY SAY THAT IS NECESSARY FOR 

YOU TO MAKE THIS A REALITY?

AFTER THAT'S ALL KIND OF VETTED 

THROUGH, ONE OF THE STEPS 

FORWARD, WHAT COULD WE TRY?

IS THERE ANYTHING ELSE OUT 

THERE, RIGHT?

THAT'S ALWAYS A VERY, VERY 

POWERFUL QUESTION.

AFTER THAT ANSWER TO BE ABLE TO 

SAY IS THERE ANYTHING ELSE, THAT 

MOVEMENT TOWARD GETTING THEM TO 

TO THINK A LITTLE BIT MORE, TO 

THINK DEEPER, AND BASICALLY 

CLOSING WITH THE COMMITMENT OF 

LET'S TALK ABOUT HOW CAN WE DO 

THAT AND HOW ARE WE GOING TO 

TRACK THAT AND WHAT WOULD YOU 

CONSIDER A MEASURABLE WAY TO 

MAKE SURE WE'RE BOTH ON THE SAME 

PAGE?

GROWTH ALSO HAPPENS THROUGH THIS 

FEEDBACK WE GIVE TO OUR TEAM AND 

YOU'VE SEEN THIS HAPPEN.

YOU'VE SEEN WHEN SOMEONE HAS 

SOMETHING NEGATIVE TO SHARE, 

THEY DO THE SANDWICH TECHNIQUE 

WHERE THEY SANDWICH SOMETHING 

BAD WITH SOMETHING GOOD.

HEY BILL, YOU DID A REALLY GREAT 

JOB ON THE ABC AND A FANTASTIC 

JOB ON THE DEF.

AND YOU KNOW WHAT'S COMING.

THE BUT.

BUT -- HAVE YOU FOUND YOURSELF 

USING THIS TECHNIQUE.

IT PREDETERMINES IT'S OWN 

DESTINY, DOESN'T IT?

THE BUT IS NEVER GOING TO BE AS 

BIG AS THE GOOD.

RESEARCH SHOWS THAT WE REMEMBER 

NEGATIVE THINGS ANYWHERE FROM 5 

TO 7 TIMES AS LONG AS WE 

REMEMBER GOOD FEEDBACK WHICH 

MEANS WE SIMPLY HAVE TO HAVE A 

MISSION AND A PURPOSE AS 

MANAGERS TO REWARD WHEN WE SEE 

PEOPLE DOING GOOD THINGS.

WE'RE SO QUICK TO JUDGE PEOPLE 

THAT DO SOMETHING WRONG.

AS MANAGERS, WE HAVE TO HAVE 

THAT COMMITMENT TO RECOGNIZE 

WHEN PEOPLE DO RIGHT NO MATTER 

HOW BIG OR SMALL THAT RIGHT IS.

IN FACT, I HAVE A DIRECT REPORT 

OF MINE WHO KEEPS A NOTEBOOK, 

WHO ACTUALLY KEEPS A SCORE AND 

MEASURES HOW MANY TIMES IN A 

WEEK HE SAYS SOMETHING POSITIVE 

TO HIS DIRECT REPORT.

AND IF YOU THINK ABOUT IT, WHILE 

THAT MAY SOUND SILLY ON THE 

SURFACE, IF YOU THINK ABOUT IT, 

EVERYTHING ELSE WE DO IN LIFE WE 

MEASURE.

YOU WANT TO LOSE WEIGHT?

GOT TO MEASURE.

YOU WANT TO RUN FASTER, GOT TO 

MEASURE IT.

IF YOU WANT TO BE BETTER AT 

MAKING SURE YOU FIND PEOPLE 

DOING THINGS RIGHT, YES, YOU 

HAVE TO MEASURE IT.

SO, HOW DO WE GIVE GOOD FEEDBACK 

IF WE CAN'T USE THE SENTENCE 

TECHNIQUE?

THERE'S A COUPLE REALLY GOOD 

THINGS TO REMEMBER.

ONE IS TO STAY FOCUSED NEUTRALLY 

ON THE SITUATION.

DESCRIBE IN UNEMOTIONAL TERMS 

WHAT YOUR UNDERSTANDING OF WHAT 

HAPPENED IS.

AND THEN TO ALSO NEUTRALLY FOCUS 

ON THE BEHAVIOR AND NOT THE 

PERSON.

YOU DON'T LEAD WITH THE SENTENCE 

"YOU," INSTEAD YOU LEAD WITH 

"THE ACT OF" OR "THE FACT THAT" 

CAUSED.

AND THAT'S LEFT OUT SOMETIMES.

WHAT'S THE CONSEQUENCE?

WE DON'T WANT OUR DIRECT REPORTS 

TO THINK WE'RE STOPPING THEM 

WITH EXTRANEOUS AND IRRELEVANT 

PIECES OF CRITICISM.

IF WE'RE GOING TO HAVE A 

FEEDBACK COACHING CONVERSATION 

WITH THEM, IT SHOULD BE BECAUSE 

SOMETHING OF SOME CONSEQUENCE 

HAPPENED.

WHAT'S THE IMPACT OF WHAT 

HAPPENED?

WHAT'S THE COST OF THE COMPANY 

OF THIS INTERACTION.

THEY SHOULD KNOW THAT.

IF PEOPLE KNOW THE WHY OR THE 

COST, THEY'RE MUCH MORE LIKELY 

TO RETAIN IT.

TO DISCUSS AND CLARIFY WHAT 

OPTIONS ARE AVAILABLE TO MAKE 

SURE THE SITUATION DOESN'T 

HAPPEN.

THAT SOUNDS ELONGATED, DOESN'T 

IT.

BUT ONE OF THE MOST PROFOUND 

BOOKS I'VE READ IS "THE ONE 

MINUTE MANAGER" THAT SPEAKS 

ABOUT THE ABILITY TO GET IN AND 

OUT OF THESE CONVERSATIONS.

SOMETIMES WE BELABOR THESE, THE 

POSITIVE AND NEGATIVE, TO THE 

POINT THAT THE LONGER WE TALK, 

THE MORE LIKELY WE ARE TO SAY 

SOMETHING WRONG.

IF WE KEEP IT SHORT AND SIMPLE 

AND UNDER ONE MINUTE, WE'RE 

LIKELY TO DELIVER THE MESSAGE 

WITH IMPACT AND WE EFFICIENCY.

SO, YOU CAN SEE THEN HOW THIS 

WOULD WORK OUT.

THE EXAMPLE WOULD BE FROM A 

MOTIVATIONAL STANDPOINT YOU SAY 

AT THE INVESTOR MEETING EARLIER, 

YOU BALANCED SHARING OUR IDEAS 

WITH HEARING FROM THEM NICELY, 

AND THE INVESTOR TOLD ME THEY 

THOUGHT THEY CLEARLY UNDERSTOOD 

THEIR DESIRES.

THAT'S THE IMPACT.

IF IT'S SOMETHING WHERE SOMEBODY 

NEEDS DEVELOPMENT, YOU PRESENTED 

EVERYTHING AND HELD QUESTIONS TO 

THE END.

AND I NOTICE OUR DIRECTOR DIDN'T 

SEEM HAPPY TO WAIT UNTIL THE 

END.

THE NEXT STEP WOULD BE HERE'S 

WHAT WE'RE GOING TO DO IN THE 

FUTURE TO MAKE SURE WE MAKE THE 

DIRECTOR HAPPY.

SITUATION, BEHAVIOR, IMPACT, ALL 

VERY NEUTRALLY AND UNEMOTIONALLY 

FOCUSED ON THE BEHAVIOR RATHER 

THAN THE INDIVIDUAL.

SO, A SUMMARY FOR GIVING GOOD 

FEEDBACK WHICH IS PART OF BEING 

A GOOD COACH IS TO MAKE SURE 

THAT YOU ALWAYS STAY IN THE 

MINDSET THAT YOU'RE GIVING 

FEEDBACK BECAUSE YOU'RE TRYING 

TO HELP.

FEEDBACK IS ALWAYS POSITIVE 

BECAUSE IF IT'S DONE RIGHT 

YOU'RE SIMPLY SHOWING THAT YOU 

CARE ABOUT THEIR SUCCESS WHICH 

BY THE WAY, IF THEY KNOW THAT 

YOU KNOW WHAT THEY'RE TRYING TO 

ACHIEVE AND WHERE THEY'RE TRYING 

TO GO, THAT CREATES THE 

FOUNDATION FOR THEM KNOWING AND 

FEELING THAT YOU DO HAVE THEIR 

BEST INTERESTS IN MIND.

AND I'M AFRAID I MEET TOO MANY 

MANAGERS THAT TRY TO WING 

COACHING AND TRY TO WING GIVING 

FEEDBACK.

AND THERE'S FEW OF US REALLY 

THAT HAVE THAT TALENT.

SO, I SAY TO YOU THAT IT REALLY 

DOES REQUIRE PREPARATION.

IF YOU THINK ABOUT WHAT WE JUST 

TALKED THROUGH, HOW WELL DO YOU 

KNOW THE SITUATION, HOW WELL CAN 

YOU DESCRIBE THE BEHAVIOR, AND 

DO YOU REALLY UNDERSTAND THE 

IMPACT, WHAT STEPS HAVE YOU 

TAKEN TO BE ABLE TO MAKE SURE 

THAT YOU CAN SPEAK FACTUALLY AND 

ACCURATELY ON THOSE THREE 

ELEMENTS?

AND NUMBER THREE, BE YOURSELF.

BE AUTHENTIC.

BE HONEST.

PEOPLE APPRECIATE THAT.

AND NUMBER FOUR, BECOMING HARDER 

AND HARDER WITH TODAY'S WORK 

FORCE I THINK AS GREATER AGE 

RANGES ARE IN THE WORK FORCE, 

ADAPT THE CONVERSATION TO YOUR 

STYLE AND TO YOUR DIRECT REPORT 

STYLE.

THERE ARE PRETTY SIMPLE WAYS TO 

DO THIS.

I HAVE A DIRECT REPORT THAT ANY 

TIME HE COMES INTO THE OFFICE I 

CAN SEE HIM TENSE UP, NO MATTER 

WHAT THE SITUATION IS.

I COULD BE GIVING HIM A BIRTHDAY 

PRESENT.

SO, I KNOW IF I'M GOING TO GIVE 

GOOD COACHING FEEDBACK, MY 

OFFICE IS NOT THE RIGHT PLACE TO 

DO IT.

I ALSO KNOW I HAVE ANOTHER 

INDIVIDUAL WHO JUST GENUINELY 

PREFERS SITTING DOWN.

WHEN THEY SIT DOWN, THEY BECOME 

MORE RELAXED.

SO, I DON'T HAVE COACHES 

CONVERSATIONS WITH THEM STANDING 

UP.

THEY ARE THAT KIND OF DOWN HOME, 

SIT DOWN, LET'S TALK ABOUT IT 

KIND OF PERSON.

SO, I MAKE SURE THE 

CONVERSATIONS WE HAVE ARE IN 

THAT RELAXED ENVIRONMENT.

STILL KEEP THEM SHORT.

STILL KEEP THEM UNDER A MINUTE.

BUT I MAKE SURE THAT I REFLECT 

BACK INTO THAT PERSON HOW THEY 

SEE THE WORLD.

AND AGAIN, THAT COMMITMENT TO 

SHARING MORE POSITIVE FEEDBACK, 

THEN NEGATIVE FEEDBACK, IT'S 

TOUGH.

MAYBE YOU DO WANT TO START YOUR 

OWN SCORECARD AND TRY TO GET TO 

THAT 5 TO 1 OR 7 TO 1 RATIO.

HOW OFTEN ARE YOU FINDING WHEN 

PEOPLE DO SOMETHING RIGHT 

COMPARED TO WHEN THEY DO 

SOMETHING WRONG?

WOW.

WE'VE COVERED A LOT, RIGHT?

SO, LET'S DO A QUICK RECAP HERE 

ABOUT SOME OF THE KEY THINGS 

THAT WE'VE TALKED ABOUT.

WE'VE TALKED ABOUT THE 

ATTRIBUTES OF A GOOD MANAGER, 

AND I'VE ENCOURAGED YOU TO 

DOWNLOAD THE SLIDES.

WE WON'T TOUCH ON ALL OF THESE.

SOME OF THE ONES I'LL HIGHLIGHT 

IS MAKING SURE YOU'RE CREATING 

AN INCLUSIVE ENVIRONMENT.

IT DOESN'T JUST HAPPEN.

THAT TAKES A FAIR AMOUNT OF 

EFFORT IN SOME CASES.

PEOPLE LOVE TO COLLABORATE.

I THINK PEOPLE HAVE INHERENT TO 

COLLABORATE BUT SOMETIMES 

BARRIERS HAPPEN.

SOMETIMES BARRIERS IS PHYSICAL 

SPACE.

SOMETIMES BARRIERS IS YOU IN 

YOUR BUSY SCHEDULE HAVEN'T 

CREATED AN OPPORTUNITY FOR 

PEOPLE TO COLLABORATE.

AND OF COURSE WE SPEND A GOOD 

DEAL OF TIME TALKING ABOUT THE 

IMPORTANCE OF BEING A GOOD 

COACH.

THAT BEING A GOOD COACH INVOLVES 

USING THE GROW MODEL, UNDERSTAND 

THE DIRECT REPORT'S GOALS, BEING 

ABLE TO SUBJECTIVELY UNDERSTAND 

THE REALITY OF TODAY THROUGH 

QUESTIONS, EXPLORING THE OPTIONS 

AVAILABLE TO GET TO THAT GOAL, 

AND SEEKING THE COMMITMENT TO 

TAKE THE NEXT STEPS FOR THE 

DIRECT REPORT TO TAKE THAT GOAL.

WE WENT THROUGH HOW THAT APPLIES 

IN THE REAL WORLD.

YOU CAN THINK ABOUT YOUR 

PERSONAL SITUATIONS WITH THE 

PEOPLE YOU WORK WITH WHERE THAT 

CAN BE APPLIED.

SO, TOMORROW IS AN OPPORTUNITY 

TO BE MORE OF A COACH AND LESS 

OF A MANAGER ALTHOUGH WE NEVER 

LEAVE THE ROLE OF BEING A 

MANAGER.

BUT LET'S FIND OUT HOW WE CAN 

FIND OUT THE BEST IN THE PEOPLE 

THAT WE WORK WITH.

HOPEFULLY THAT INSPIRED YOU TO 

DO THAT.

I SEE A LOT OF GREAT QUESTIONS 

COMING IN ABOUT SOME OF THE 

TECHNIQUE THAT IS WE DISCUSSED.

I'LL TURN IT BACK OVER TO YOU 

AND WE'LL HANDLE QUESTIONS ON A 

ONE ON ONE BASIS.

>> THANKS, MATT.

WE WILL NOW START THE Q&A 

PORTION OF OUR CALL.

WE'LL ADDRESS AS MANY QUESTIONS 

AS WE CAN IN THE TIME REMAINING.

IF WE DON'T HAVE TIME TO GET TO 

YOUR QUESTION, I ENCOURAGE YOU 

TO CONNECT WITH THE MENTOR.

MENTORS ARE AVAILABLE IN THE 

MENTORING HALL.

YOU CAN ALSO FIND A MENTOR AT 

SCORE.ORG/FIND-MENTOR.

SO, LET'S GET STARTED.

FIRST QUESTION COMES FROM JOE D.

HOW DO YOU HANDLE A TEAM THAT 

MAY BE RESISTING FEEDBACK?

>> WOW, THAT'S A GREAT QUESTION, 

A REALLY GOOD QUESTION, AND ONE 

THAT HAS FRUSTRATED EVERY 

MANAGER AT SOME POINT OOR 

ANOTHER.

I THINK THE KEY FIRST IS TO FIND 

OUT WHY ARE THEY RESISTING 

FEEDBACK OR IN SOME WAY 

VALIDATING THAT INDEED THEY ARE.

BECAUSE IT'S PRETTY EASY 

SOMETIMES TO MISDIAGNOSE 

NON-VERBAL SIGNALS.

BEFORE WE ACT ON THAT 

PRESUMPTION, LET'S SEE IF WE CAN 

VALIDATE IT.

I THINK THE WAY TO VALIDATE IT 

IS TO PURSUE DIALOGUE WITH EACH 

PERSON INDIVIDUALLY AND SHARE UP 

FRONT WITH THEM BY SAYING I WANT 

YOU TO KNOW THAT THIS IS HOW I 

FEEL AND THAT'S A REALLY 

IMPORTANT WORD, RIGHT?

FEEL.

THIS IS HOW I FEEL.

I FEEL LIKE WHEN I'M GIVING 

COUNSEL OR GUIDANCE THAT YOU MAY 

NOT BE IN A PLACE WHERE YOU'RE 

ABLE TO ACCEPT IT.

AND THIS IS WHAT I SEE THAT'S 

GIVING ME THAT FEELING.

AND LET THEM RESPOND TO THAT.

SO, THAT'S WHAT THE KEY IS.

IF IT IS HAPPENING, LET'S 

VALIDATE THAT IT'S HAPPENING.

WE COME INTO OUR OWN 

RELATIONSHIP WITH OUR OWN BIASES 

AND TRY TO DECODE OR DESTRUCT 

WHY THAT MAY BE HAPPENING.

>> OKAY.

NEXT, A QUESTION IS CAN YOU 

COACH SOMEONE AND DISCIPLINE 

THEM AT THE SAME TIME?

>> I SAW THAT QUESTION COME IN 

AND IT ACTUALLY CONNECTED WITH 

ME TO AN EXPERIENCE I HAD LAST 

WEEK.

WHEN WE'RE TALKING ABOUT 

DISCIPLINING SOMEONE IN OUR 

ORGANIZATION AND I REALIZED THAT 

THAT WORD, THAT WORD RIGHT THERE 

IS PROBABLY ONE OF THE INCORRECT 

TERMS WE USE AS MANAGERS, 

DISCIPLINE.

BECAUSE REALLY DISCIPLINE IS 

NOTHING MORE THAN COACHING.

WHAT'S THE GOAL OF A DISCIPLINE 

SESSION?

A GOAL OF A DISCIPLINE SESSION 

IS TO CHANGE BEHAVIOR.

SO, THE COMPANY HAS GOALS AND 

OBJECTIVES.

THE EMPLOYEE HAS GOALS AND 

OBJECTIVES.

AND AS COACHES, OUR GOAL IS TO 

TRY TO GET TO THE POINT WHERE 

THEY MEET.

SO, IF WE GO INTO THAT 

CIRCUMSTANCE LIKE WE'RE 

DISCIPLINING SOMEBODY, THINK OF 

JUST WHAT THAT CREATES IN YOUR 

BODY JUST BY HEARING THAT.

WE HAVE TO GO DISCIPLINE 

SOMEONE.

BUT THAT'S NOT REALLY WHAT IT 

IS.

IT'S REALLY ABOUT COACHING THEM.

AND IT'S REALLY ABOUT SAYING 

THIS PROCESS THAT THE COMPANY 

HAS SET UP IS SET UP TO BE ABLE 

TO MAKE SURE THAT THE COMPANY IS 

COMMUNICATING WITH VERY SPECIFIC 

CLARITY ABOUT THE BEHAVIOR 

THAT'S NEEDED FOR YOU TO BE 

SUCCESSFUL IN YOUR POSITION.

SO, WE JUST SET UP A SYSTEM JUST 

TO MAKE SURE AND RE-EMPHASIZE 

THAT WE'RE FOLLOWING A 

PRESCRIPTIVE WAY OF MAKING SURE 

WE COMMUNICATE THAT.

AND OUR OBJECTIVE IN THIS 

SESSION IS TO GET TO THE POINT 

WHERE THE COMPANY'S GOALS AND 

OBJECTIVES ARE ALIGNED WITH YOUR 

GOALS AND OBJECTIVES AND ARE 

ALIGNED WITH THE BEHAVIORS THAT 

ARE NEEDED FOR THE COMPANY TO BE 

SUCCESSFUL.

THAT'S WHAT THIS SESSION IS 

ABOUT.

THAT'S REALLY DIFFERENT, ISN'T 

IT?

THAT'S REALLY DIFFERENT THAN 

SAYING HEY, BILL, COME ON IN.

WE'VE GOT TO TALK ABOUT THIS 

THING THAT HAPPENED LAST WEEK.

REALLY DIFFERENT.

SO, THE WAY TO DISCIPLINE AND 

COACH IS TO LOOK AT IT MORE AS 

COACHING AND LESS AS DISCIPLINE.

>> OKAY.

NEXT COMES FROM SARAH M.

HOW DO YOU HANDLE COACHING A 

CO-OWNER WHO CAN BE VERY 

NEGATIVE AND PRIVATE.

SHE DOES HER JOB BETTER THAN 

ANYONE OUT THERE AND HAS A HUGE 

POSITIVE IMPACT ON THE BUSINESS.

>> BUT IT SOUNDS LIKE WHEN THE 

TWO PEOPLE ARE TOGETHER, THE TWO 

CO-OWNERS, SHE'S NEGATIVE BUT 

POSITIVE EVERYWHERE ELSE.

THIS MAY BE THE OPPORTUNITY TO 

HAVE SOME CANDID DISCUSSION AND 

SIMPLY SAY PRIVATELY THIS IS 

WHAT I FEEL -- AND THERE'S THAT 

WORD AGAIN.

THIS IS WHAT I FEEL AND THIS IS 

WHAT I'M OBSERVING.

CAN YOU TELL ME IF THESE 

FEELINGS ARE REFLECTIONS OF 

SOMETHING THAT YOU'RE FEELING AS 

WELL?

IS THERE ANYTHING IN YOUR LIFE 

OR WHAT WE'RE DOING TOGETHER 

THAT MAY BE GENERATING WHAT I'M 

SEEING AS THESE FEELINGS?

AND JUST PUTTING IT OUT THERE 

AND SEEING WHAT COMES OUT.

YOU KNOW, I THINK THAT IN LIFE 

THERE'S NOT A LOT OF TRULY 

RANDOM BEHAVIOR.

THERE IS, OF COURSE, TO A SMALL 

EXTENT.

BUT MOST OF THE THINGS WE COME 

ACROSS AS MANAGERS AND AS PEERS, 

THERE'S SOME CONNECTIVE TISSUE 

TO IT SOMEWHERE.

AND PART OF BEING A COACH IS 

TRYING TO FIGURE OUT WHAT'S THAT 

DRIVING FORCE THAT'S CREATING 

THIS BEHAVIOR THAT WE'RE SEEING.

AND THAT MAY BE SOMETHING 

INTERNALLY.

THAT MAY BE SOMETHING EXTERNAL 

LY FOR THAT PERSON, SOMETHING AT 

HOME OR WORK.

BUT BEFORE WE PRESUME THERE'S 

ILL-INTENT, I THINK IT'S WORTH 

FIGURING OUT WHAT MAY BE THE 

UNDERPINNING OF THAT EMOTION.

STARTING WITH THE RECOGNITION 

THAT YOU SEE IT AND THAT YOU 

FEEL IT IS THE FIRST PLACE TO 

START.

>> OKAY.

NEXT QUESTION IS FROM WILLIAM V.

HOW DO YOU COACH AND MOTIVATE 

REMOTE TEAMS?

>> WOW.

WHAT A REALLY GREAT QUESTION.

I'LL TELL YOU, WE HAVE QUITE A 

FEW REMOTE WORKERS AT GOOGLE.

AND SO I THINK ONE OF THE 

BIGGEST THINGS TO DO IS TO MAKE 

SURE YOU'RE TAKING ADVANTAGE OF 

EVERY TECHNOLOGICAL ASPECT THAT 

YOU CAN TO MAKE THOSE WORKERS 

FEEL CONNECTED.

AND THAT IS SLACK, THAT IS 

DESKTOP SHARING SESSIONS, EVERY 

PIECE OF TECHNOLOGY YOU CAN TO 

MAKE THAT WORK, YOU NEED TO 

EMPLOY.

SECOND THING, THERE ARE THING S 

THAT WE DO IN OUR ROUTINE DAY IN 

OUR EMPLOYEE APPRECIATION SYSTEM 

THAT'S EASY TO LEAVE REMOTE 

WORKERS OUT OF.

WE BUY LUNCH FOR THE TEAM IN THE 

OFFICE, BUT WHAT DO WE DO FOR 

THE FOLKS NOT IN THE OFFICE.

SEND THEM A GIFT CARD TO THEIR 

FAVORITE PLACE OR TELL THEM THEY 

CAN EXPENSE LUNCH.

I THINK IT'S IMPORTANT TO GO 

DOWN THE LIST AND FIND A WAY TO 

MAKE SURE EVERYTHING YOU'RE 

DOING FOR YOUR IN-OFFICE WORKERS 

THAT YOU'RE DOING FOR YOUR 

REMOTE WORKERS.

THE THIRD -- AND YOU SEE THIS 

WRITTEN UP IN BOOKS ABOUT 

VIRTUAL EMPLOYEES -- IS, YOU 

KNOW, I THINK MOST PEOPLE HAVE 

KIND OF LANDED ON THE FACT THAT 

IF IT'S AT ALL POSSIBLE, SOME 

PHYSICAL MEETING HAS TO OCCUR, 

THAT REMOTE PRESENCE OF 52 WEEKS 

IS NOT GOING TO BE AS CONNECTED 

AS IF YOU GET THAT PERSON IN THE 

OFFICE AND HAVE FACE TO FACE.

I'VE NOTICED THAT SOME OF THE 

BIGGER BRANDS -- I RECENTLY READ 

A STORY ABOUT MARRIOTT WHERE 

IT'S ONCE A QUARTER THING FOR 

THEM.

WE ACCRUE COST SAVINGS BY HAVING 

REMOTE EMPLOYEES, AND MAYBE WE 

NEED TO THINK ABOUT THAT LESS AS 

SAVINGS AND RATHER MORE AS MONEY 

WE'RE JUST GOING TO INVEST IN 

ANOTHER WAY.

AND THE WAY WE'RE GOING TO 

INVEST IT IS WE'RE GOING TO 

INVEST IN FACILITATING A FACE TO 

FACE MEETING EVERY QUARTER, 

EVERY OTHER MONTH.

BUT I THINK THERE DOES HAVE TO 

BE THAT FACE TO FACE 

INTERACTION.

OF THE LITERATURE I'VE READ, 

MOST OF IT SEEMS TO LAND ON THE 

FACT THAT IT'S REALLY, REALLY 

HARD TO ACHIEVE TOP-LEVEL 

COHESION WITH REMOTE EMPLOYEES 

52 WEEKS OUT OF THE WEIR WHEN 

THERE'S ABSOLUTELY NO PHYSICAL 

CONNECTION.

SO, I WOULD SAY THAT THOSE THREE 

THINGS ARE KEY.

ONE TAKING ADVANTAGE OF 

TECHNOLOGY, TWO MAKING SURE 

THERE'S A WAY THAT THE VIRTUAL 

EMPLOYEE EXPERIENCES EVERYTHING 

THAT THE IN-OFFICE EMPLOYEES 

EXPERIENCE, AND THREE, SCHEDULES 

SOME LEVEL OF PHYSICAL IN-OFFICE 

MEETINGS AT SOME POINT WITH THE 

TEAM.

>> OKAY.

MICHAEL ASKS WHAT IS THE BEST 

BOOKS YOU'VE READ ON BEING A 

GOOD COACH?

>> WOW, OH BOY.

I HAVE TO FLASH THROUGH MY 

LIBRARY RIGHT NOW AND THERE'S A 

LOT OF THEM.

BUT I'LL TELL YOU THIS, ONE DOES 

STAND OUT.

THIS IS GOING TO SOUND TRIVIAL, 

BUT IT'S A BOOK CALLED "THE ONE 

MINUTE MANAGER."

IT'S A SHORT BOOK.

IT WENT ON TO BE A SERIES.

ONE MINUTE PARENT, ET CETERA.

WHEN I READ IT, I REALLY 

CONTRASTED HOW MY PRIOR MANAGERS 

HAD COACHED PRIOR TO READING 

THIS BOOK.

AND IT REALLY STUCK WITH ME.

AND THE GENERAL BASIC CONCEPT 

YOU CAN GET FROM THE BOOK WHICH 

IS SELF-EVIDENT IN THE TITLE IS 

THAT THESE DISCUSSIONS WITH OUR 

PEERS AND EMPLOYEES DON'T NEED 

TO BE THESE PROLONGED REPEAT, DO 

YOU THINK DO YOU UNDERSTAND WHAT 

I MEAN, DO YOU GET MY MESSAGE, 

BILL, SESSIONS.

SO, I REALLY DO STRIVE TO GET MY 

MESSAGE WHETHER IT'S POSITIVE OR 

WHETHER IT'S NEGATIVE IN AND OUT 

IN PRETTY CLOSE TO A MINUTE.

I MAKE SURE THAT I'M CLEAR, 

SUCCINCT, AND I DO NOT BELABOR 

THE ISSUE IN IN WAY.

AND THAT WAS A REAL TURNING 

POINT FOR ME AS A COACH, AS A 

MANAGER.

I'LL TELL YOU WHAT IT HELPED.

HERE'S THE INDIRECT BENEFIT.

BEING POSITIVE TO PEOPLE AND 

GIVING RECOGNITION BECOMES A LOT 

EASIER WHEN IT BECOMES A 

ONE-MINUTE TASK.

WHEN GETTING RECOGNITION TO YOU 

IS I'VE GOT TO COME UP WITH WHAT 

TO SAY AND I'VE GOT TO THINK 

ABOUT THE WORDS AND MAYBE I'VE 

GOT TO -- THEN I THINK THAT'S 

THE REASON WHY A LOT OF PEOPLE 

DON'T DO IT.

BUT WHEN YOU MAKE IT FLUID AND 

EASY AND JUST SAY I'M GOING TO 

GO THROUGHOUT MY DAY AND LOOK 

FOR ONE-MINUTE OPPORTUNITIES TO 

TELL SOMEBODY HOW GREAT THEY'RE 

DOING TODAY, IT JUST BECOMES A 

LOT EASIER.

SO, WHILE I'VE READ A LOT, A LOT 

OF BOOKS, THAT IS THE ONE THAT I 

TEND TO MENTALLY GO BACK TO MORE 

OFTEN THAN NOT.

>> OKAY.

AND SOLEIDAD ASKS HOW DO YOU 

HANDLE A DIRECT REPORT WHEN 

THEY'RE NOT COMMUNICATING.

THEY JUST GIVE YOU ONE-WORD 

ANSWERS OR JUST "YES"?

>> WE TALKED A LITTLE BIT ABOUT 

THIS SESSION.

PEOPLE ARE VERY, VERY DIFFERENT 

OBVIOUSLY.

TWO THINGS I THINK AS MANAGERS 

WE HAVE TO FIND OUT ABOUT THEIR 

PREFERENCES.

ONE IS THEIR COMMUNICATION MODE.

DO THEY WANT TO TALK?

DO THEY WANT TO EMAIL?

DO THEY WANT TO TEXT?

AND THEIR COMMUNICATION 

ENVIRONMENT.

I HAVE COACHED FOLKS THAT 

WEREN'T COMFORTABLE WITH ONE ON 

ONES BUT THEY WERE SUPER, SUPER 

BRIGHT.

BUT BOY COULD THEY WRITE AN 

EMAIL OR BOY COULD THEY WRITE A 

TEXT.

SO, WE HAVE TO KEEP EVERY DOOR 

OF COMMUNICATION OPEN.

MAYBE IT'S NOT VERBAL FOR THAT 

PERSON.

AND THEN THE OTHER THING THAT 

I'VE NOTICED WITH THE PEOPLE 

THAT I WORK WITH IS A LACK OF 

FLEXIBILITY AND WHERE DOES OUR 

COMMUNICATION HAPPEN.

WE'RE VERY, VERY BUSY.

ALL OF US ARE.

SO, WE'RE DOING THIS COACHING 

THING IN THE LEAST AMOUNT OF 

TIME AND EFFORT THAT'S REQUIRED.

THAT PROBABLY IS NOT GOING TO 

WORK WHICH MEANS I HAVE TO 

REMEMBER THAT THIS PERSON OVER 

HERE, HE RESPONDS BETTER WHEN 

WE'RE OUT OF THE OFFICE, WHEN 

WE'RE KIND OF IN THE COURTYARD 

AREA.

AND THIS PERSON OVER HERE 

RESPONDS A LITTLE BIT BETTER 

JUST THROUGH TEXTING, GREAT 

TEXTER.

SO, WE HAVE TO FIND THE 

INDIVIDUAL COMFORT ZONES FOR 

PEOPLE TO BE OPEN COMMUNICATORS.

AS COACHES, WE HAVE TO RECOGNIZE 

IT'S JUST NOT THE SAME FOR 

EVERYBODY.

WE WANT IT TO BE.

WE WANT IT TO BE SO WE CAN BE 

EFFICIENT COMMUNICATORS, BUT THE 

TRUTH IS IT'S NOT.

WE HAVE TO FIND EVERYBODY'S OWN 

INDIVIDUAL COMFORT ZONE AND HOW 

THEY COMMUNICATE.

>> OKAY.

RAY ASKS I'M A MICROMANAGER, AND 

I THINK I'M THAT WAY BECAUSE I 

REALLY CARE ABOUT THE DETAILS.

HOW CAN I REFRAME MY VIEW TO NOT 

BE A MICROMANAGER?

>> WELL, THAT SECOND SENTENCE 

THERE WAS TELLING, WASN'T IT?

BECAUSE RAY, IN YOUR MIND YOU'VE 

CONNECTED THE FACT THAT PEOPLE 

WHO CARE ARE MICROMANAGERS.

AND APPARENTLY I THINK ON SOME 

LEVEL YOU THINK PEOPLE WHO DON'T 

CARE ARE NOT MICROMANAGERS.

SO, IT'S THAT BELIEF RIGHT THERE 

THAT I THINK YOU HAVE TO DEAL 

WITH, THAT PEOPLE CAN CARE 

DEEPLY ABOUT THE QUALITY OF 

THINGS AND NOT BE MICROMANAGERS.

AND ONCE YOU DO THAT, I THINK 

THIS IS A GREAT OPPORTUNITY FOR 

YOU TO TAKE TODAY'S SESSION 

FORWARD BECAUSE THIS IS WHAT 

COACHES DO.

COACHES SAY I CAN HELP SOMEONE 

SEE THE DETAILS THAT I SEE.

I CAN HELP SOMEONE SEE THE TINY 

THINGS THAT SOMETIMES MANY 

PEOPLE DON'T SEE.

SO, INSTEAD OF MY OBJECTIVE 

BEING A MICROMANAGER, MY 

OBJECTIVE IS TO COACH OTHER 

PEOPLE TO SEE THE THINGS THAT I 

SEE.

AND IN SOME CASES WHEN YOU 

COMMIT YOURSELF TO THAT, YOU 

FIND THAT THOSE PEOPLE ARE 

SEEING THING THAT IS YOU DON'T 

SEE.

SO, I'D SAY THERE ARE TWO 

INTERSECTIONS YOU'RE FACING.

ONE IS THE LINKING THAT PEOPLE 

WHO ARE MICROMANAGERS CARE AND 

PEOPLE WHO DON'T CARE ARE NOT.

THAT'S NOT ALWAYS THE CASE.

TWO, WHAT IS THE DEFINITION OF 

YOUR ROLE?

IS YOUR ROLE TO BE THE 

MICROMANAGER?

ARE YOU FULLY COMMITTED THAT 

YOU'RE THE ONLY ONE THAT CAN DO 

THIS?

OR IF STARTING TOMORROW YOU SAID 

MY ROLE IS TO COACH PEOPLE TO 

SEE THE THINGS THAT I SEE, THEN 

I THINK YOUR RELATIONSHIP WITH 

THESE PEOPLE WHO ARE -- THAT 

YOU'RE MICROMANAGING NOW WILL 

CHANGE.

BY THE WAY, THIS TAKES TIME.

NOTHING HAPPENS OVERNIGHT.

BUT A LITTLE BIT OF REDEFINITION 

IN THOSE TWO AREAS I THINK WILL 

LEAD YOU TO WHERE YOU WANT TO 

BE.

>> OKAY.

SIDNEY ASKS WHAT TOOLS DO YOU 

USE TO MEASURE THE SUCCESS OF 

BUSINESS COACHING AT THE 

WORKPLACE?

>> GREAT QUESTION.

THERE ARE A NUMBER OF PLACES 

ONLINE WHERE YOU CAN LOOK AT 

WHAT ARE CALLED EOSs AND THEY'RE 

EMPLOYEE OPINION SURVEYS.

AND THERE ARE ORGANIZATIONS THAT 

WILL HELP YOU CONSTRUCT THIS.

ANY SURVEY, THE INSTRUMENT 

ITSELF HAS TO BE CAREFULLY 

DESIGNED TO GET GOOD DATA.

AND THERE ARE PRACTICES ABOUT 

THE ADMINISTRATION OF THE SURVEY 

THAT ARE SO VERY IMPORTANT.

PEOPLE HAVE TO FEEL CONFIDENT TO 

ANSWER FRANKLY AND CANDIDLY.

WHAT DOES THAT MEAN?

WHO IS IT GOING TO COME FROM?

HOW IS IT GOING TO BE PRESENTED 

TO THEM WHERE THE DATA IS GOING 

TO GO?

MOST OF THE LITERATURE SEEMS TO 

SUGGEST A THIRD PARTY 

ADMINISTERING AN EOS IS GOING TO 

BE MORE EFFECTIVE THAN THE 

COMPANY DOING IT.

SO, THAT'S ONE VEHICLE.

A SECOND VEHICLE -- AND THIS IS 

A LITTLE BIT CONTROVERSIAL.

A LOT OF PEOPLE DON'T BELIEVE IN 

THIS TECHNIQUE -- IS TO DO WHAT 

ARE CALLED 360s.

SO, WE'RE VERY FAMILIAR WITH THE 

MANAGER REVIEWING THE EMPLOYEE.

IT'S HAPPENED TO ALL OF US.

AND IN SOME ORGANIZATIONS 

THEY'RE ABLE TO SUCCESSFULLY 

TURN THAT AROUND AND HAVE A 

VEHICLE FOR THE EMPLOYEES TO 

REVIEW THE MANAGER.

AND HISTORICALLY, THAT'S BEEN 

CALLED A 360 BECAUSE IT ATTEMPTS 

TO GIVE THE COMPANY A 360 VIEW 

OF WHAT'S GOING ON WITHIN A 

DEPARTMENT.

NOW, AGAIN IN MOST CASES, THESE 

ARE BEST SERVED BY THIRD 

PARTIES.

IT'S CERTAINLY NOT GOING TO 

YIELD GREAT RESULTS IF THE 

SUPERVISOR GOES TO A SUBORDINATE 

AND SAID TODAY'S THE DAY WHERE 

YOU GET TO REVIEW ME.

HERE, FILL OUT THIS PAPER.

THAT RARELY, WORKS.

SO, THIRD PARTIES HANDLE THAT 

MUCH BETTER.

THIRD PARTIES EVEN WITHIN THE 

ORGANIZATION, MAYBE HR, PEOPLE 

IN THE ORGANIZATION.

AND SOME ONLINE TECHNOLOGY, BY 

THE WAY, HAS HELPED IN THE PAST 

COUPLE OF YEARS, THAT THERE CAN 

BE SURVEYS DONE THAT YOU CAN 

COMMUNICATE THAT THEY'RE 

ANONYMOUS.

BUT I THINK THOSE TWO STEPS ARE 

THINGS THAT REALLY SUCCESSFUL 

ORGANIZATIONS DO TO SEE HOW 

SUCCESSFUL THEIR COACHING 

EFFORTS ARE.

EMPLOYEE OPINION SURVEYS AND 

WHAT ARE TRADITIONALLY LABELLED 

360s WHICH ARE REVIEWS OF PEOPLE 

WHO ARE IN MANAGEMENT OR 

COACHING POSITIONS.

>> OKAY.

WELL, THOSE ARE THE QUESTIONS 

THAT WE HAVE TIME FOR.

IF WE DIDN'T ANSWER YOUR 

QUESTION, PLEASE TALK TO A 

MENTOR IN THE MENTORING HALL 

TODAY.

AND DURING THE BREAK, PLEASE 

ENJOY THE VIRTUAL CONFERENCE 

ENVIRONMENT.

TALK WITH A MENTOR IN THE 

MENTORING HALL.

YOU CAN NETWORK WITH OTHER 

BUSINESS OWNERS IN THE 

NETWORKING LOUNGE.

YOU CAN CHAT WITH INDUSTRY 

EXPERTS AND ALSO PICK UP FREE 

BUSINESS RESOURCES IN THE 

EXHIBIT HALL.

AND JOIN US BACK IN 15 MINUTES 

FOR ONE OF THE NEXT WEBINARS 

THAT ARE TAKING PLACE.

AND ON BEHALF OF SCORE, FEDEX, 

AND GOOGLE, I WOULD LIKE TO 

THANK YOU ALL FOR ATTENDING THIS 

WEBINAR.

AND A BIG THANK YOU TO MATT FOR 

PRESENTING.

>> REALLY ENJOYED IT.

THANKS FOR INVITING ME.

>> ALL RIGHT.

HAVE A GREAT DAY, EVERYONE.
