
IN T H I S A R T I C L E 

Coaching 

Training One-on-One 
BY DOROTHY LEEDS 

If you want to get in great physical shape, call a personal trainer. If you want 

employees to reach their fullest potential, try one-on-one coaching. 

IN THE WORLD of p h y s i c a l f i t n e s s , 
people who are serious about get-

ting in shape often hire private train-
ers to help them reach their goals. To-
day. corporate America is also using 
one-on-one training to help employ-
ees attain their personal best. 

Last year, I noticed that my busi-
ness was growing markedly in a par-
ticular area. When 1 spoke to other 
t ra iners—both internal c o r p o r a t e 
trainers and outs ide consultants— 
about this phenomenon , they, too, 
had noticed a trend. 

The trend is a shift in the corporate 
arena from group training to individual 
coaching. In the past year, my training 
business has grown to 25 percent indi-
vidual coaching. I've found these one-
on-one sessions to be intense, stimu-
lating, and extremely effective. 

In the beginning. I thought individ-
ual training was just a tool for skills 
training. But, I soon realized it is com-
petency- and computer-based as well. 
In fact, my col leagues and 1 really 
couldn't think of any area where indi-
vidual training would not be effective. 

For most companies in today's cost-
cutting environment, individual train-
ing is a wise investment. Take this sce-
nario: In the past, the Acme Bandage 
Company has held a yearly communi-
cations training seminar for its 15 na-
tional sales managers. This three-day 
affair cost $50,000. Out of the 15 
trainees, two did not really need the 
training, but since all managers were 
required to attend, they had to be in-
cluded. Three other managers were 
concerned about leaving their clients. 
They had a hard time concentrating 
during the seminar, and one left a day 
early. Because of an upcoming merger, 

four of the managers would be gone 
within a year (although they didn't 
know it at the time). The remaining six 
trainees were willing, active partici-
pants—but none of them had enough 
time for practice during the three-day 
seminar (because of the size of the 
group), and there was no follow-up. 

In three days. Acme Bandage spent 
$50,000 for 15 people. This money was 
wasted on nine of the people . For 
512,000 to $36,000, six people who 
could really use the training could each 
have had more than 20 hours of one-
on-one coaching—and most would 
not even need the full 20 hours. 

Individual coaching is more than 
just a good financial investment. Deb-
by Blatt. director of training for Kav-
bee Toys, believes that it is an invest-
ment in the individual. "One-on-one 
training ensures that an individual's 
developmental needs are met. It also 
gives individuals more of a stake in 
their own development," says Blatt. 

Advantages of one-on-one 
Here are some of the advantages of 
one-on-one coaching—for trainees, 
companies, and trainers: 
Smaller financial commitment. V i n c e 
Arecchi. training manager of a large 
food company, explains one reason for 
individual training: "One of the main 
reasons is economics," he says. "Bud-
get cuts and downsizing mean there 
are fewer and fewer opportunities to 
send people out of town, or even out 
of their offices, for training seminars. 
With so many major projects put on 
hold because of reengineering and re-
organization, relatively minor projects 
such as individualized coaching can 
move ahead because smaller expendi-

tures don't require group consensus." 
Just-in-time training. "With ind iv idua l 
training, employees get specific, con-
structive criticism," says Missy God-
frey. associate publ isher of Worth 
magazine. "But one of the biggest rea-
sons I've switched to o n e - o n - o n e 
coaching is that my people can get 
training when they need it. If two of 
my employees are making major pre-
sentations in the next two months, I 
can schedule several individual ses-
sions for them. 1 don't have to provide 
the training for the other people in the 
department until they need it, too." 
Flexible scheduling. Gloria Kessler. di-
rector of corporate services at Conde 
Nast, has other reasons for using one-
on-one training. "Many of my high-lev-
el executives do not have the time to 
participate in group training, and they 
have very specific needs," she says. 
Ego savers. Most of the training that I 
do is in public speaking and commu-
nications. I work with individuals on 
all levels. Some of the top executives, 
w h o need help in a particular area, 
prefer not to be in a group situation 
with their employees. Or, they may be 
working on confidential presentations. 
Whatever their reasons, they see indi-
vidual coaching as the solution. 

Top executives also appreciate one-
on-one when it comes to computer 
training, says Harland Hunter, manag-
er. the Forum Corporation. "Often the 
highest level people have the least 
amount of computer knowledge." he 
says. "It's an ego-saver for them to be 
able to learn this new skill without 
anyone else watching. One-on-one is 
valuable because you can pinpoint a 
trainee's needs and present highly-
leveraged, timely training." 
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Detailed evaluation and practice. Imag-
ine yourself in a c lassroom where 
everyone is vying for the trainer's at-
tention. You may make one or two 
presentations and spend a lot of time 
learning from others. That learning 
environment has value. But, in an in-
dividual c o a c h i n g s i tua t ion , you 
could make four or five presentations 
and have them evaluated in greater 
detail. If you follow the maxim that 
you learn by doing, you will have 
more "doing" time. When you in-
crease the "doing" time, you make 
training much more effective. 
Customized training. Most companies 
are committed to training, but that 
commitment is shifting. A more di-
verse workforce is changing the way 
that training is delivered. Group train-
ing programs, which follow a one-
size-firs-all philosophy, are being re-
placed by just-in-time. This new kind 
of training is delivered when employ-
ees need new skills, and designed ac-
cording to individual skill levels and 
training needs. 
Skill building for trainers. I n d i v i d u a l 

coaching may take the trainer's skills 
to a higher level. That's because most 
trainers use new skills during individ-
ual coaching. In traditional classroom 
training, trainers need highly devel-
oped platform and performance skills. 
As an individual coach, the trainer 
needs to be more of a subject expert. 

One-on-one allows for more con-
structive, specific criticism. Coaching 
can be tailored to the needs of the 
individual trainee. One-on-one can 
be extremely satisfying because the 
t ra iner can o b s e r v e the t r a inees ' 
progress over an extended time. 

Mistakes t o avoid 
Just as there are advantages to one-on-
one training, there are pitfalls as well. 
Most of these occur because of the 
more casual atmosphere of individual-
ized training. Here's what not to do: 
Don't wing it. No trainer would go into 
a two- or three-day seminar without a 
lesson plan. Yet the temptation not to 
prepare for coaching is very strong. It 
may seem plausible to walk into the 
room and say, "So. what do you want 
to work on today?" Or to ask the 
trainee, "Where did we leave off last 
time?" But to make the session really 
valuable, you have to plan your time. 
For instance, how are you going to be-

C O M P O N E N T S OF A 
O N E - O N - O N E LESSON P L A N 

Here ' s a lesson plan gu ide to 
help you prepare for one-on-one 
training. 
Motivation. What are you going to 
concentrate on today? Why does 
the trainee need to learn this par-
ticular skill? How will the trainee 
benefit from this skill? 
Subject and time frame. Will y o u 
be reviewing previously taught 
material, new material, or both? 
How long will you take to cover 
each area? 
Goals. What are your behavioral 
objectives? After the session, do 
you expect the trainee to have a 
full grasp of the material, or will it 
take more than one session for 
that to occur? 
Homework. Ever)" session should 
end with a h o m e w o r k assign-
ment so tha t the t ra inee has 
something to practice and pre-
pare for the next meeting. 

gin the lesson? You should set a strong 
professional tone. If you allow yourself 
and the trainee to chit-chat for the first 
15 minutes, you're both wasting time. 
Don't be too casual. In most cases, 
training sessions arc set up between 
you and the individual trainee (as op-
posed to the boss schedu l ing the 
training times). If a scheduling con-
flict arises, the trainee may feel free to 
cancel or postpone the appointment. 
Therefore, you must set ground rules 
b e f o r e the t ra in ing beg ins . You 
should send your trainee (and his ot-
her boss) a letter outlining your pro-
cedures. The letter might include 
I a list of equipment you'll need for 
the training 
I instructions to the trainee regard-
ing preparation for the first meeting 
» your cancellation policy. 

I let my trainees know I need at 
least 24-hour notification of cancella-
tion or p o s t p o n e m e n t — o t h e r w i s e 
they will be billed. 
Don't gossip. Some trainees may feel 
that they can unload their work-relat-
ed problems on you and tell you all 
about the office politics that are keep-
ing them from getting ahead. You are 
not there to be a psychologist or a 

shoulder to cry on. Be sympathetic, 
but steer trainees back on track if they 
go off in an inappropriate direction. 

The five steps of coaching 
Here are the five major steps in the 
individual coaching process: 
Step I: mini needs analysis. T h e n e e d s 
analysis may be conducted with the 
trainee, the trainee's supervisor, or 
both. Usually, the initial analysis is 
made between the trainer and the su-
pervisor. The first questions will let 
you know what the boss expects the 
training to accomplish. Some ques-
tions you may want to ask include: 
I What are the main problems you 
would like this trainee to correct? 
• Can you give me an example of a 
time when this problem occurred? 
I Is the trainee willing or reluctant to 
participate in the training? 
I What other training has the trainee 
had? 
I What specifically would you like 
to see accomplished as a result of this 
training? 

Here is where you must probe and 
clarify until you get answers that will 
give you behavioral objectives. The su-
pervisor may say, "Alice needs to work 
on her presentation style." This vague 
statement does not give the informa-
tion that's needed to improve Alice's 
skills. So you might ask. "What exactly 
is it about Alice's style that is a prob-
lem?" The boss might then say, "She 
speaks in a monotone . After a few 
minutes, no one is paying attention to 
her and she never makes eye contact 
with any of the people in the room." 
Now you have some behavioral objec-
tives for the initial sessions with Alice. 
Step 2: first meeting. As in a n y t ra ining 
session, the first goal is to establish 
objectives. In group training, that is 
usually done before you develop the 
training program. In individual train-
ing, you must develop your objec-
tives from three perspectives: 
I the person who recommended the 
training 
I the trainee 
I your own evaluation. 

It's important that you clarify ob-
jectives. The trainee's supervisor may-
have certain objectives in mind, and 
they may or may not be the same as 
the trainee's objectives. Be sure the 
trainee clearly understands the goals 
from the beginning. 
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The second goal is to evaluate die 
t r a inee ' s cur ren t skill level. I ask 
trainees (before the actual meeting) 
to prepare a short presentation so that 
1 can see them in action, compare my 
evaluation with the supervisor's, and 
make sure that the behavioral objec-
tives are on target. 

The third goal is to establish rap-
port. All trainers know the impor-

tance of establishing rapport with 
their t rainees. But, in one -on-one 
coaching, it's even more important. 
Remember: This is not a popularity 
contes t . Of course , you want the 
trainee to like you, but it's more im-
portant that you establish trust and re-
spect. They must know that every-
thing that is said and d o n e in the 
training session is confidential. 

Make it clear that you will be report-
ing their progress to their supervisors, 
but that what goes on in each session is 
only between the two of you. 
Step 3: long-range planning. Af te r th is 
meeting you should prepare written 
reports for the trainee and for the su-
pervisor. The reports should include 
observations of the trainee's skill lev-
els, what training you think is appro-
priate, how you plan to accomplish 
the stated goals, and how long you 
think the process will take. 

This step is not usually necessary 
in group training, which takes place 
within a limited time. But. in one-on-
one, you of ten set the time frame. 
You should also be aware that group 
training methods may not work as 
well in one-on-one. 
Step 4: individual lesson plans. Al-

though, as we said before, there is a 
great temptation to wing it in one-on-
one, you'll need to prepare a lesson 
plan for each session. (See sidebar.) 
Step 5: final evaluation and follow-up. 
Take careful notes during and after 
each session. If you're working with an 
executive who is very busy, there can 
be long intervals between training ses-
sions. These notes will not only help 
you remember what went on in each 
session so that you can build skills for 
the next one, they will help you write 
the report for the trainee's supervisor. 
The report should include areas or 
skills the trainee still needs work on 
and how the supervisor can help. 

One great advantage of one-on-
one training is the ease of follow-up. 
It's a lot easier to follow up on one in-
dividual than on a class of 20. And it 
is a lot easier to come back for one or 
two brush-up sessions. 

In the future, will all training be in-
dividualized? I doubt it. However, 
most training departments probably 
will offer a combination of group train-
ing and individual coaching. And, as 
more organizations recognize the fi-
nancial and educational benefits of 
one-on-one, this will become an even 
greater part of the training mix. • 

Dorothy Leeds is founder and presi-
dent of Organization Technologies, 
800 West End Avenue, Su ite 10A. New 
York. NY 10025. Phone 212/864-
2424; fax 212/932-8364. 
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