Learning Area 2: Coaching for organisational change

Amount of Credit Claimed for Learning Area: 40

Level at which credit is being claimed: 7

Learning Outcomes:

1. Identify and critically evaluate a range of coaching techniques to adopt when managing projects that improve engagement, commitment and accurate delivery of project outcomes.

2. Critically analyse and demonstrate a range of coaching tools and techniques used to facilitate organisational wide change.

3. Examine and critically evaluate how the Presuppositions of NLP coaching principles improves effectiveness as a line manager. 

Introduction

Project management and change management is a skillset and approach used to monitor, control and establish change (Project Management Institute, 2017). Examples of where project and change management is used includes construction, producing saleable goods, implementing new technology or changing ways of working. 

I became a Project Manager in 2006 (CV), later adding change and operational management tools and experience to my skillset. In 2018, I re-trained and established my coaching practice. Early in 2022 returned to a project management role, while continuing to run my coaching practice part-time. As a result of my coach training, I have seen a change in my mindset and how I communicate with others, both as individuals and groups. I believe this change positively impacts the outcomes of my projects and is a direct result of my coach-related learning and how I have integrated this into my role as both project manager and line manager.

In this learning area I intend to identify, analyse and evaluate the formal and experiential learning I have gained in the last five years. I will relate this reflection to the improvements I now observe in my role as a project manager.

This reflection of my learning is supported by: an initial section that describes the background that brought me to my role as a change professional and the learning, a timeline in appendix A that illustrates the progress of my learning and an evidence list in appendix B that describes the evidence I refer to. 

Background

My first formal experience of being a member of a project team was in 2006 for Newport City Council (CV). The project involved migrating payroll records from an old computer system to a new software application. This change effected the 8000 employees who were employed by the local authority. I was responsible for the cleansing and migration of the payroll records, for which I was given one year and three staff members. My first experience as a line manager was positive. My own line manager (the Project Manager) was a good role model and I followed his lead in terms of management style. I was also lucky to have a team who were fulfilled by their work, hardworking and affable. 

During that first year, I undertook a project management qualification to understand the tools and approaches required to undertake a project (PRINCE 2 Foundation, CV). I also began an ILM Level 5 in Leadership & Management (CV).

In 2007, I was promoted to Project Manager and given my own project. This time I did not have dedicated team members reporting to me but instead relied on resource from other departments within the council. In comparison to my first experience, managing project teams members for whom I had no line management responsibility was challenging. I had to encourage the individual to prioritise the tasks I’d given them over their day-to-day workload and secure assurance from line managers that project team members would be supported to contribute to the project. I also had to consider other people involved in the project from senior leaders within the organisation, to users of the new computer system, technology specialists and employee’s whose data we were responsible for.

Over the next 10 years, I worked on a wide range of projects which included further technology change but also included significant changes in an organisation’s ways of working or their business operating model. This included five projects, over that ten-year period of care home closures (social care), a project to renovate and build a new care home (third-sector), an implementation of an HR system (local government), an implementation of a planning system (local government) and the creation of a centralised data repository for research and business planning (higher education). Sometimes these projects involved line management duties and in all projects I was required to gain commitment to the change by all of those who contributed to the project. It is fair to say that high quality, varied and flexible communication is a fundamental skill required by every project manager. However, on reflection, I was primarily focused on the project management tools, templates and checklists used to undertake my work. I know appreciate that had I taken a more coached-centred approach to the projects I managed there would have been less conflict. I would have focused on leading those effected by the projects with a clear and compelling vision underpinned by a rationale that enabled stakeholders to understand why the change was taking place (2020, Axelos). 

In 2018, I re-trained as a coach and opened my own coaching practice. The Covid-19 pandemic adversely impacted my business and after losing two contracts of significant financial value in 2021 I made the decision to return to employment in 2022. I began working as an Implementation Manager (CV) for Digital Health & Care Wales (DHCW). DHCW is an organisation that is helping to deliver the digital vision within NHS Wales and local government. I am responsible for a team of six implementation staff members. Our Implementation Team work on multiple projects with multiple teams in multiple organisations. Each of those teams will have competing demands on their time. The aim of my team is to progress the goals of a project. This requires a range of skills including organising, communication, problem-solving and time management. I have undertaken specific project management and change management qualifications to support the development of these skills, including Prince 2 Practitioner in 2006 (CV) and Prosci Change Manager Certification in 2017 (CV). Prior to re-training as a coach, I thought this combination of training and experience gave me everything I needed to be an effective project manager. On reflection, I now recognise that the coach training I have undertaken has significant impacted who I am as a person, how I communicate with others and how I now deliver change. I had feared that the four year gap in my project management career had adversely affected my abilities. In fact, I have found myself to be more affective in my role. I believe that my coach training and the learning I have gained through coaching individuals is the reason for my improved ability to project manage for more successful outcomes. In the following learning outcomes, I explore the specific learning that has contributed to this change.

This learning is supported with a timeline (appendix), which illustrates my learning as a progressive experience.



Learning Outcome 1

Identify and critically evaluate a range of coaching techniques to adopt, when managing projects, that improve engagement, commitment and accurate delivery of project outcomes.

Learning Analysis
In this learning outcome I have used the CARL reflective learning model, which was originally developed as a model to structure answers in job interviews, which often require the candidate to reflect on their experience. I was aware of the CARL model to help form interview responses and was therefore keen to explore whether the framework enabled me to satisfactorily reflect on my learning experiences.
Context
In 2020, I undertook NLP Practitioner training (CV). The training consisted of two 4-day courses, held one month apart. To gain certification the trainer required full attendance, completion of two exams (one open-book and one closed-book) and a period of observation to sign off practitioner competencies.
Due to the Covid-19 pandemic the training was delivered remotely over Zoom. I’d previously considered NLP Practitioner training but hadn’t pursued it further due to financial and time constraints, however my circumstances had changed and I felt the lack of work as a result of lockdown offered an opportunity to focus on my learning and development. I was drawn to NLP Practitioner training because I was interested in improving relationships, building confidence and increasing successful outcomes in my business and career as a coach. I’d investigated a number of training organisations and even attended a one-day introduction course in 2005, however at the time I did not prioritise my learning from either a cost or time perspective.

Action
During the NLP Practitioner training, I was taught a range of coaching techniques. In this learning outcome I will explore three techniques, which I feel have positively impacted engagement, commitment and accurate delivery of project outcomes in the projects I manage. 
Prior to the training I was required to listen to 31 audio recording and answer twenty questions based on the audio recordings (LA2.1) and the training manual (LA2.2). Each recording lasted approximately 30 minutes. I listened to them while walking and developed an awareness of the terminology. This meant that when I attended the training the terminology used and concepts were familiar. The trainer approached each technique by directing us to the page number in the manual, then explaining the principles of the technique before explaining the process and demonstrating each technique. To give delegates the opportunity to apply the knowledge, the trainer used a range of methods including a live demonstration, completing questionnaire’s, working in pairs or groups to explore an idea or test a technique. I initially felt nervous trying the techniques with people I didn’t know. I also felt uncomfortable being observed by the trainer and frustrated when she identified areas of my delivery that required improvement. Since the training I have completed a learning preference questionnaire (VARK, 2020). This identified that I have a mild Read/Write learning preference followed by a kinaesthetic learning preference.  In this training situation, I had the opportunity to read the training notes, answer questions relating to the training in the pre-course preparation and then practice the techniques. This would indicate that the training approach suited my learning preferences. In hindsight, the discomfort I felt as a result of being observed and critiqued was not due to learning preferences not being met but to an underlying belief or value that was being challenged as a result of the situation. A similar feeling of discomfort became evident a number of times in my training and also in the workplace, for instance, when presenting to an audience. I believe this is due to a perfectionistic tendency, that avoid being put in a situation where I am at risk of being perceived as incorrect. In the past, I have been so fearful of saying something that was wrong or different to the opinion of others that I avoided opportunities to speak out. I have taken steps to address this by attending supervision sessions for feedback and guidance (LA2.3) and seeking opportunities to present or chair meetings. Being aware of and actively working to overcome this belief has also enabled me to run better projects. In team meetings, workshops and though other forms of engagement I am willing to take risks that may leave me feeling uncomfortable but actually that improve engagement and commitment from my audience. Early in 2022, I ran virtual post project lessons learned workshop over Microsoft Teams. I was nervous about the workshop going poorly, however I was able to engage colleagues well enough to gather significant amounts of feedback. Following the workshop, I was criticised for allowing members of the workshop express comments in an open forum that reflected poorly of some aspects of the project. I reflected on these comments, in my reflective learning journal (LA2.4) and although I felt it was important to capture all views I have decided that running the lessons learned workshops in smaller groups and offering a number of different mediums with which to feedback into the process would mean that I could gather transparent feedback, without hurting the feelings of those who were being critiqued. In addition to this learning I have incorporated a number of other changes into my practice, including three key coaching techniques. 

The first technique, Rapport Building is used to develop an unconscious connection between the coach and coachee. It is based on the belief that by building rapport we build trust (2017, Young). Once rapport has been achieved the coach can then take a lead in the interaction. This would enable the coach to lead the coachee from a negative emotional state to a positive one where they may be more willing to consider new ways of thinking or acting. 
To build rapport, I begin by mirroring (or copying) the individual’s state. I was told that this included physiological positioning (i.e. posture, breathing rate) and voice qualities (i.e. pitch, speed, volume). After a period of mirroring the person, a state rapport is achieved and the coach can then direct the interaction. 
After explaining the technique the trainer demonstrated the technique with a delegate and then we were put into virtual breakout rooms to try the Rapport Building technique with a partner. As we were seeing each other through a computer screen we were limited to building rapport based on physiology from the shoulders up and the by reflecting the other person’s voice.
After learning about rapport, I became more aware of myself moving naturally moving into a state of rapport with those I felt aligned with in both my personal and professional life. I noticed that when spending time with my teenage children my posture relaxed, I was more tactile and I made larger gestures with my arms and legs. I considered this and realised that I was conveying a sense of playfulness, affection and confidence. I realised that I was using the natural rapport I had with my children to encourage them to adopt these physical traits and the positive feelings that went with them. I believe that this has contributed to more positive interactions and a generally pleasant homelife. 
The second technique I learned was the use of a Preferred Representational System. (Door Richard Bandler and Fitzpatrick, 2009). This is based on the principal of the NLP Communications Model (LA2.5) and that we take in information from the world around as through the five senses (visual, auditory, kinaesthetic, olfactory and gustatory). A principle of Representational Systems is that an individual has a leading Representational System, that will usually be visual, auditory or kinaesthetic (LA2.6). These can be identified by the predicate words a person uses and their physiology. The trainer asked us to complete a questionnaire to identify our leading Representational System. My preference was kinaesthetic but this was closely followed by visual. The trainer explained that this was a secondary preference and meant that I could more easily switch between the two Representational Systems. 
Examples of how Representational Systems can be used to convey the same meaning includes:
Visual - That’s clear to me.
Auditory – I hear what you're saying.
Kinaesthetic – That feels right.
By identifying a person’s preferred Representational System the coach can respond using the same Representational System. According to the trainer, this has several benefits including building rapport and improving communication.
The evening after learning about this coaching tool I used it to identify my husband’s representational system. I looked at messages we had sent each other and noticed his preference for words that demonstrated a visual preference. I made a conscious effort to include visual predicate words in our exchanges. Initially, I found it easier to identify a representational system through reading a communication (i.e. an email) than by listening but as I would often use the first few minutes of a coaching sessions listening to the coachee reflect and share updates I use that time to identify their representational system. I discovered that with some people it was easy to identify but with others it was more of a challenge.
The third coaching technique I learned was meta-model (LA2.7). This questioning framework is based on the NLP Communications Model (LA2.5) which says that although we take in millions of pieces of information every second, through our senses (seeing, hearing, hearing, tasting and touching), we can only process approximately five pieces of information at any one time. The NLP Communications Model says that our brain filters out information by distorting, generalising and deleting the incoming information. The meta-model is a tool that enables the coach to access the missing information by asking questions to ensure a clear understanding. 
In the training, we each identified examples of the how we use filters and the challenges that could be used. Examples include:
Distortion: He makes me sad.
Meta model questions: How does he make you sad? How do you know that you’re sad? How can anyone make you feel anything?
Generalisation: She’s always angry with me.
Meta model questions: Always? How do you know that she’s angry? Could she be angry about something else? When is she not angry with you?
Deletion: Those people are difficult.
Meta model questions: Who are those people? What is difficult? How do you know that they are difficult? 
Reflecting on this learning I can identify that the language I used prior to the learning was steeped in distortions, generalisations and deletions. I now feel that using this language meant that instead of taking responsibility for how I felt it enabled me to transfer the responsibility of how I was feeling to someone else. This left me feeling frustrated and disempowered. Following the training, I was able to notice when I used these language patterns. I can now identify that had I adopted this coaching technique earlier it is possible that I would have made different decisions. With this increased self-awareness I take care to use specific language and will questions team members, using the meta-model, should I hear them using these language patterns.

Results
It has been two years since I attended NLP Practitioner training. When I decided to undertake NLP Practitioner training, I wanted to improve my confidence in managing teams and presenting to large groups.  Following the NLP Practitioner training my confidence levels in presenting to large groups was immediately improved. I often deliver training and could sense a significant difference in myself after the training in comparison to before the training. As a result, I have sought out further opportunities to speak publicly, which has pushed me beyond my pre-training comfort zone. I also recognise a difference in how I manage teams. At work I am part of the Senior Leadership Team. We have weekly meetings attended by over 40 team members. I often ask for time to present at the meeting and will comfortably speak impromptu.
I am now employed to oversee a team of project management staff to deliver change. Each project has up to eight people in the project team. Each team member will be responsible for completing the tasks identified on the project plan, which moves the project closer to the goal. This sounds simple in principle; however team members are often clinicians with operational responsibilities, administrative staff with many other competing priorities or technical colleagues who may work on multiple projects. I use the techniques learned during the training course to build positive relationships with the project teams I lead. I take conscious action to build rapport by identifying and communicating with an individual through their preferred representational system, as well as matching and mirroring their physiology. I have found that building rapport is helpful in project management as I need to ensure that project team members are aligned with the goals of the project and will undertake the tasks assigned to them.
Although, I haven’t measured the success of project outcomes now in comparison to previous projects I do feel that the projects I lead are a more enjoyable experience for both me and team members. I think that there’s a clearer understanding by each team member of their role and the specific requirement of the tasks I ask them to undertake. I also feel that there’s less conflict within the team and when there is conflict, I am quickly able to resolve issues as I already have the trust of team members and understand how best to communicate with them.

Learning
I have used the three coaching techniques (rapport building, representational systems and meta model) I learned in the NLP training consistently since beginning my role as Implementation Manager.
Firstly, I now consciously ensure that I build rapport and identify the preferred representational system of each team member. When starting a project, I will arrange an introduction meeting with the individual. During our time together, I will work to build rapport with them by matching and mirroring both their physiological positions and voice. Building rapport is helpful in project management as I need to ensure that project team members are aligned with the goals of the project and will undertake the tasks assigned to them. By building rapport with each individual, I can take them to a state of motivation to undertake the project-related task or to tackle an issue that has presented itself.
It should be noted that due to the Covid-19 pandemic and the geographical spread of the teams I work with, most of our project team meetings are undertaken over video call. Therefore, rapport building is limited to shoulders-up. As a result, I have learned to focus on mirroring head tilts, hand to face movement and facial expressions. If when I speak to the individual, they’re voice is high pitched, fast paced and loud I will adopt similar properties in my voice. I will then look for signs that the person is relaxing before attempting to lead them to a different state. Signs of relaxation include smiling and a slowing of their breathing rate. If I notice this, I will gradually lower the pitch, volume and speed of my voice. If the person follows my lead and I know they are in rapport. This means that I have begun the process of building trust with them. As a result of the training and my subsequent experience of applying the knowledge, I recognise that gaining trust will mean I am more likely to have buy-in to undertake the work assigned to project team members.
My second observation is that although I know how to identify and use representational systems I not convinced as I their effectiveness. During the analysis, I realised how little evidence supported the theory.   
I have used the technique within my coaching practice for the last two years, with over sixty coaching clients. Through repeated practice the skill of using these techniques have become second-nature and I now find myself noticing representational system language without conscious effort. I wonder whether the positive effect I see in my clients is because I am intently listening rather than because of the specific technique. I will continue to reflect the language a person uses back to them during a conversation, however my biggest learning has been to question the theory behind what I’ve been taught more thoroughly.
Thirdly, I use my understanding of the meta-model with people who have a tendency to communicate the big picture rather than in the detail. In 2022, I used this technique specifically with one team who were predominantly detail-oriented people but were led by a manager who communicated using big picture language. The line manager was frustrated as the team had developed a reputation for not delivering work but always being busy. I was asked to provide some project management support in order to increase the productivity of the team. My first meeting with them felt chaotic. I could tell by the tone and pace of voices that tensions were high. After the meeting, I spoke to the line manager who said that the team were very competent developers but didn’t capture requirements very well. When I spoke to the team members who showed signs of tension, they said that the line manager’s requirements were unclear and that they changed their mind. I worked with the team to create a list of questions, based on the meta model, for the line manager to answer when requesting change. The questions limited the line managers answer. In the language I used with the team I emphasised the language I wanted them to adopt, including the phrases like, “What do you mean specifically?” or “Give me an example of…”. I also made a joke out of generalised language like, “always” or “never”. This made the team and most importantly the line manager aware of the amount of ambiguous language being used.
I can recall several occasions, prior to this learning, that poorly communicated task requirements led to poor project outcomes. An example of this is when I had a task that required two people to test changes within a newly developed piece of software. I asked them to, create the new test scripts by building on previous examples. I have a kinaesthetic preferred representational system and it made sense to me that I was asking them to use previous test scripts as a template on which to base the next set of scripts. One of the testers, came to me several times to clarify the task. At the time, I couldn’t understand why they didn’t comprehend what I needed them to do. Now, I suspect that I wasn’t communicating with them effectively and had I known about representational systems I would have delivered the message using different language.
I have also noticed that as a result of ensuring the comprehension of each team member that there is less input required from me and very little re-work. Previously, I would check in with teams several times a week, if not daily to ensure they understood the requirement. Now, I meet my project team members once a week and then reflect the agreed actions (using the same language used in the meeting) in a follow up email. The line manager shared that the meetings now feel more relaxed and they are delivering the right product within anticipated timescales. 
As a result of learning these techniques I understand that in the future the most important thing I need to do when managing projects is to adapt my approach to each team by identifying and then meeting the communication needs of each project team member. I hope that my interactions with individuals will have a positive knock-on effect and will mean that their communication approach is more flexible and specific. By continuing to improve my use of these techniques my projects are likely to be delivered more smoothly and my reputation within the organisation should grow. This in time may lead to more career development and leadership opportunities. 

Learning Outcome 2

Critically analyse and demonstrate a range of coaching tools and techniques used to facilitate organisational wide change.

In this learning outcome, I have chosen to use a reflective model called The four F’s of active reviewing (2015, Greenaway). The Four Fs stand for Facts, Feelings, Findings and Future.  

Learning Analysis

Facts
To deliver organisational change I employ a change management model called ADKAR (2006, Hiatt). The acronym stands for awareness, desire, knowledge, ability and reinforcement. I have used this model to deliver change since 2017, when I received change management training (CV). Employing this change model enables me to deliver organisational change in a considered and supportive way. I continue to use the ADKAR model in my current role, however in 2021, I undertook NLP Coach training (CV) (LA2.8) and Master NLP Coach training (CV) (LA2.9). In this training, I learned coaching techniques that I have been able to apply, evaluate and subsequently to inform how I now facilitate organisational wide change.
The NLP Coach training took place over four days in February 2021 and was delivered remotely over video conferencing software. I was sent a folder with documentation detailing the course prior to the training. Unlike the first NLP Practitioner course I’d undertaken a year earlier, there was no pre-course work required. The facilitator took us through the NLP coaching model (LA2.10) and we were taught four new techniques for coaching individuals and groups, including 4MAT, metaphor, values level thinking and compelling vision of the future. 
The first technique, 4MAT (2005, McCarthy) (LA2.11) is a framework used to help instructors design training and is based on Kolb’s four stages of learning (Kolb, 2015). Using the framework, I learned to present information to a learner by answering four questions in relation to the learning: Why? What? How? If? To demonstrate that I understood this learning I was required to produce a 10-minute training session in the NLP Coach training. I was required to produce a second training session for by Master NLP Coach training and after delivering was asked to reflect on how my application of the 4MAT technique had changed in the five months between the two courses.
The second technique was the use of metaphors to convey a message (LA2.12). To apply this learning, the trainer required us to create stories that had an underlying meaning. The trainer showed us how to wrap a training session into a set of metaphors by telling the first half of three metaphorical stories, deliver the training and then finish the stories. As requested by the trainer, I created a metaphorical story (LA2.13).
The third technique was to develop an understanding of the Value Levels Thinking (LA2.14)  within the organisation and how I can apply that knowledge to more effectively communicate with the individuals and teams I coach. The concept of Values Level Thinking was developed by psychologist Clare Graves (Graves, 1970). The version I was taught in my training had been refined further to include ideas from Spiral Dynamics: Mastering Values, Leadership and Change (1996, Beck, Cowan). Values Level Thinking describes how our awareness evolves over a lifetime, beginning with level one, which focused on survival. As a person grows and develops their value systems move to the next level. Some individuals will never progress past a certain level while others will evolve to a higher values level. The model I learned about in my training had seven levels. In the training I used a set of questions with another delegate to identify our own Values Level. My Values Level was predominantly a level 5 however this was closely followed by a level 6. A level 5 is an entrepreneurial type of individual who will place the needs of the goal they are working toward above the needs of the system they are part of. A person who thinks from a values level 6 perspective, is focused on developing their inner self and to nurture the community they are part of. I could see these values levels reflected in myself by how I prioritised and innovated in the development of my business but also felt a strong desire to be part of communities of practice.
The fourth technique taught me how to create a compelling vision of the future. The technique uses the keys to an achievable outcome, which requires the person to answer nine questions (LA2.16). Instead of looking at the goal as something that is achieved in the future it frames the questions as if you have already achieved the goal, using your imagination to associate yourself (look through your own eyes) into a moment when you are experiencing the outcomes of the achieved goal. The aim of the compelling vision of the future is to produce a well written goal, which is a written account of that imagined future situation.
The Master NLP Coach training took place in July 2021. This training was undertaken face-to-face and did require pre-course preparation. We were sent our training materials and assigned partners two months before the course. The course facilitator advised each pair to share a detailed history of their life events and get to know each other. We were told that this final 4-day training course would involve creating our own hypnotic language patterns using metaphor and Milton model, taking our partner through a 1-day coaching session, using the NLP tools and techniques, and delivering a group coaching session using the 4MAT approach. 
Feelings
During the training session, I felt nervous about delivering the assessed training session in the Master NLP Coach course. I understood how to use the tools and spent time preparing the training session, but I felt uncomfortable about the prospect of speaking in front of others. I was so uncomfortable that I experienced rapid breathing, heart palpitations and a shaky voice. This meant that I struggled to think clearly, and I ended up reading directly from my notes. I enjoyed writing the metaphors, but it felt strange telling stories to adults. At the time, I remember initially doubting that I’d ever use this approach but between undertaking the NLP Coach training course and the Master NLP Coach training course I also read The Magic of Metaphor (Owen, 2001). Reading how a skilled storyteller developed their own stories, the impact of those stories on the people they worked with and reading the actual stories helped me feel more confident in the stories I produced. Particularly, when I realised that the skill wasn’t in the creation of a story but in understanding the thoughts and feelings the story would invoke in the listener at a subconscious level. 
I have applied and continue to apply metaphor professionally. The programme I work within has been under significant scrutiny and the IT system we support performed poorly during 2021. When I joined the programme in 2022, it was reported to me that team members felt worried and despondent. As a result, many left the programme or report feeling demoralised. I am working on changing the culture of the team I work in. One of my approaches involves using metaphor to invoke feelings of hope, motivation, and togetherness. During the first regional lead group meeting, I experimented with metaphor. I had six slides, and, in my introduction, I used a metaphor that compared our programme to a human body. I then revisited the metaphor throughout the presentation and discussions by using body related phrases such as, the beating heart of the programme or without system administrators the programme has no legs. After our meeting, several members of the newly established group said that they now felt more part of the programme. This made me feel more confident in using metaphors. 
In September 2022, I applied the 4MAT technique to a workshop I planned with a team of nurses. The service wanted to adopt a new computer system. I was warned prior to the workshop that a number of the nurses were unhappy about the potential change. At the three-hour workshop, I planned to capture the nurse’s current business processes, in particular I wanted to identify which parts of the process invoked strong emotions like frustration or confusion. Before talking about the new computer system, I used the 4MAT system and I asked, “What if you did less duplicate entry into multiple computer systems which meant you could be less frustrated with the administration and spend more time seeing patients?”. By acknowledging the feelings of the nurses, I felt more connected to the team on a personal level. I suspect that the workshop that I undertook following my introduction was more relaxed and the nurses were willing to engage and be more honest than had I taken the approach followed in the past, which was to tell people the why and how from my perspective and not consider their model of the world (NLP Presupposition 1).
Findings
During the training, I initially didn’t understand how Values Level thinking could be used in an organisational context. I focused on myself, my own values levels and how I could develop more values that aligned to the values level I need in order to help me achieve my goals. This reflection has made me wonder if there are other coaching tools and techniques that I haven’t incorporated into my practice because I have only applied them to my own personal development or where I haven’t found them personally very helpful. In the future, I will identify the coaching techniques I was taught but haven’t adopted and reflect on why this is. 
At the time of the training, I was working full time in my own coaching practice, and I wanted my values level to be a strong level 5 as contributing to my community (level 6) didn’t help me to move closer to my goal of growing my business. I am now employed and a significant part of my role is about developing communities of professional practice. This may be my own team, the regional leads group I run, which consists of senior managers from multiple organisations, project teams of up to eight people or end user groups with over one hundred members. I have made the assumption that the majority of the group I work with are values level 4. This is the group in which Graves said the majority of a western population operated from (1970, Graves). A person with level 4 values will work in order to experience the benefits of work at a later date, for instance a pension or a salary increase. They generally work within heavily regulated, rule-based organisations. As I am working within the health service with health professionals I feel that my assumptions about the values level of those I work with are accurate. When working with large groups, I now integrate level 4 values thinking into the language I use. I considered what a nurse practitioner operating with level 4 values would need to know to buy into the change process. In my presentation, I focused on the future benefits of a robust process to guide them within their role, enabling them to undertake less administration and spend more time on patient-focused activity.
In the NLP Coach training, we used the keys to an achievable outcome technique to create a compelling vision of the future for my own goal. Through my work as a project manager, I was already familiar with the concept of SMART goals. The acronym SMART stands for Specific, Measurable, Actions, Realistic, Timely and is a way of setting goals, which I have been using for over 10 years. Creating a compelling vision of the future made me feel more excited about my goal than SMART goals. I knew that I could use this approach to increase motivation in my coachees. When I became Implementation Manager, I realised that I could use a compelling vision of the future tool as a method for attaining buy in for the change being implemented. To identify the purpose of the group, I used the creating a compelling vision of the future technique and asked the team to imagine the project in six months’ time and tell me about what was happening. During the session we were able to agree a set of outcomes on which we could monitor the success of the project (LA2.18), this then allowed us to identify the actions we needed to undertake, as a team and the barriers that myself and the team managers could work on removing. Although, this project is not due to be completed until March 2023, I can see that the team is engaged – they turn up to project team meetings, complete assigned tasks on time and have been flexible in considering alternative ways of changing their practices, even though this will mean more work during the time of the transition from the old to new ways of working. Prior to the coach training, I would not have considered that the level of engagement of the teams I am working with is a reflection of my performance as the lead person facilitating organisational change but I now think that it is. I also wonder whether if I measured the initial engagement levels of people involved in the change it would be reflected in how successful the change being delivered is.
The approaches I now employ when working with groups within an organisation rely on me generalising or assuming I know the thoughts and feelings of the majority of the people within those groups and can then anticipate behaviour. I think there is risk when working with a group that I will generalise or make too many assumptions and potentially alienate members of that group. This may end up with some disruptive behaviour, such as being argumentative or focusing on what livening with a solution would be like. As a result of knowing this, I currently adapt the approach depending on the impact if the change I am looking to implement goes wrong. For large organisational change I feel more cautious whereas I am more confident with smaller groups. For instance, when working with teams of practitioners I will ask the team manager if there are any people within the group from whom there may be resistance to participate or change. Depending on how significant the anticipated impact of this individual’s behaviour maybe I will first ask the team manager more about the person and what the manager thinks is important to them. This may then help me to identify that maybe the person has a different values level to the rest of the group and I can modify my introduction to meet the person’s need. If the person is known to be particularly disruption and if I have enough time prior to the event, I will contact them in advance and work to build rapport and, therefore, trust with the person. There are occasions where this is not enough and the person is still disruptive or even attempts to sabotage the progress of a project. I worked on a project in March 2022 with a group that included a team leader who I had been told in advance was a “challenging character”. I contacted her prior to the initial project team meeting but she did not want to meet face to face or over Teams, so I spoke to her over the phone. Her tone was flat and cold. Although, her behaviour was acceptable during project team meetings, afterwards she would send long, complaining emails which frustrated many of her peers. I escalated this to her line manager and this was eventually escalated to the Head of Nursing. I did meet the nurse virtually over Teams and at times felt that I was making progress with developing a positive relationship with her. She would say things that aligned with the goals of the project but then not undertake the tasks. Although, I completed my part of the project I feel that I could have spent more time with the team leader to understand her model of the world. Part of me wondered whether she enjoyed the feelings of the confrontation or was fearful of the changes I was introducing. In retrospect, I could also have asked her about other projects she’d been part of and whether she wanted to take more of a lead role. After I had left the project, I had discovered that she had missed out on a more senior role within the team. Maybe giving her more seniority within the project would have met some of her needs and enabled to channel her energy into a more aligned position with the project. I feel that had I had more opportunity to build rapport and understand the team member’s model of the world I would have gained some insight into what was driving the behaviours, however exploring this further was not within the scope of my role, but I feel the organisation would benefit from an in-house coaching team that would work with an individual to identify barriers to them working in a collaborative and supportive way. Through this experience I have learned that I can’t control every aspect of a project and that although much of my work is about working with groups that just one individual can have a significant impact in the dynamics of the group. Developing a positive relationship with individuals within a project team was a learning I took from learning outcome one and is also a learning from learning outcome two. 

Future
There will be several future opportunities for me to undertake organisational wide change within the programme I work on. The programme has received some negative media in the last year due to poor system performance and poorly managed change. I am part of a new team who have been recruited to change that perception through improving system performance and managing change well. In the short term, I plan to publicise the projects I’m working on more widely so that we increase the number of good news stories. We now have a monthly newsletter that is distributed to the 18,000 users within the community. I plan to submit an article to the newsletter each month with a positive story captured from a health or social care practitioner. I ensure that I use language patterns from each of the representational system as described in learning outcome one. I also ensure that I refer to the benefits of the software application from a values level 4 thinking perspective, as this is the level the majority of the newsletter readers will operate from. I have recently worked with colleagues within the programme to measure the performance of the WCCIS programme from a users’ perspective. We plan to gather user feedback every six months. This will enable us to identify whether the changes being made are having a positive impact on the reputation of the programme, which was negatively impacted in 2021. 
I am working with a team to help them develop project management skills. I have done this by using a coaching approach; using questions to enable to them explore their project management approach so that they may identify ways to improve. Unfortunately, I have struggled to connect with the manager of the team and I feel she is actively resisting my support. Instead of making assumptions and instinctively reacting I am going to use a reflective model to reflect on the facts and explore a number of different approaches to take before acting in a planned way.
I am also looking for opportunities to test the use of metaphors. I facilitate a number of working groups with colleagues from across Wales and I also line manage my own team. There are times when I could introduce a story with a metaphorical meaning into a team meeting, however I don’t yet feel confident enough in my ability as a storyteller to do this. I also haven’t seen this done in a professional setting such as mine so I would be interested to identify ways in which metaphorical stories are being used in the IT industry to influence change. Part of my role as Implementation Manager, is to oversee the development of system training content and delivery. I wonder whether there is an opportunity to create learning content that includes video that uses metaphor to convey a message.
Another area I am interested in exploring further is whether the engagement levels of people at the beginning of an organisational change project correlate to the success following delivery of the project and if the benefits of the change are realised. If this is the case then if engagement levels at the beginning of the change are low, remedial actions could be taken to increase engagement levels and therefore increase the chances of organisational wide change and realisation of the benefits. 

Learning Outcome 3

Examine and critically evaluate how “The Presuppositions of NLP” improves my effectiveness as a line manager. 

In this learning outcome I have decided not to use a reflective learning model to organise and direct my examination and critical evaluation of my learning experience. I have done this to enable me to critically analyse and evaluate the use of a reflective learning model when I come to write my reflective essay.


Learning Analysis
During the first day of NLP Practitioner training (CV) we were pointed to a page in our manuals outlining the fourteen Presuppositions of NLP (LA2.19). The trainer asked us what we thought these could mean. Presuppositions of NLP are a set of principles about ourselves and other people. The presuppositions underpin NLP practice. Some of the presuppositions seemed obvious to me, for instance, “People are not their behaviours” (presupposition 4). I knew this as a result of being a foster carer. I understood that the children I cared for were behaving in a particular way in order to attain a specific outcome (i.e. attention, sympathy, familiar behaviour from an adult such as shouting). Other pre suppositions were more difficult for me to comprehend, for instance, “The map is not the territory” (presupposition 7). I listened to the trainer explain that our memory of an event is not the actual event and is simply an interpretation of the event based on theory presented by the NLP Communications model (learning outcome 1). At the time of the training, I did not understand most of the fourteen NLP Presuppositions. I felt like I partly comprehended the presuppositions but full comprehension was just beyond my reach. I have a strong Read/Write learning preference (VARK, 2020) and I think I would have benefitted by having more opportunity to read about the NLP presuppositions and then writing down examples of the presupposition in practice. I felt curious and excited at the prospect that by the end of my NLP training I would know something new so I decided to trust myself and my trainer. As a compromise, on the first evening I wrote out the Presupposition of NLP and stuck them on the wall behind my computer. On several occasions since the training, the presupposition list would catch my eye and trigger memories of events that I can now consider from a different perspective now that I have evolved a deeper understanding of the presuppositions.  
Prior to my coach training, I directly line managed several teams of varying sizes. My most significant line management responsibility has been for five service managers when working at Scope as Wales Regional Manager, Between them, my service managers, were responsible for over 200 staff members. 
I approached line management with the belief that I should be friendly, supportive and have a basic understanding of the organisations HR’s policies. I had this belief because of my experience of working for a number of line managers that I felt had managed me well. I wasn’t consciously aware at the time but on reflection I modelled a number of line managers who all had a similar approach to leadership. I now realise that their flexible approach to the leadership style used (Lewin, 1939) worked well for me. When I became a leader, I took what Lewin called a Laissez-Faire or delegative leadership approach. This worked well for three out of the five individuals I line managed but a more authoritarian style of le
At Scope, one of the HR policies said that I was required to undertake supervision, with staff members, every 4-6 weeks. On this basis, I visited each service manager at the service they ran for an in-person supervision session approximately once a month. I began each visit with a tour of the property at which the service (a care home or day service) was based on which I greeted staff members and those who accessed the service. I created a proforma with set questions for each supervision session and recorded the answers. At the time, I felt that the visit and supervision was enough to know the current situation at each service. In retrospect, although efficient, if I had approached my line management responsibilities with the knowledge and experience, I now have as a coach, I may have experienced better outcomes. I will explain in more detail, but my line-management approach contributed to two service managers leaving, which eventually led to the deterioration of my own mental health. I also didn’t consider how my line management of those five individuals effected that wider workforce. In fact, I felt disconnected and distant from those delivering frontline services.
There are two situations, at Scope, in which my style of line management did not result in a positive outcome. The first was with a line manager who was reportedly bullying staff and another was a line manager who’s service was underperforming and potentially unsafe. Previous supervision meetings had not raised any concerns, so I felt shocked when I was contacted by staff at the services. These events took place six months apart but both resulted in the service manager taking immediate sickness absence and eventually leaving the organisation.
I approached both line managers, in their offices at the service. I took an authoritative leadership approach (Lewin, 1939) by highlighting my concerns and telling each individual what I wanted them to do. I felt nervous speaking to both members of staff and annoyed that their behaviour had led to other people being hurt, both physically and emotionally, as a result my demeanour may have been hostile. I did not have good rapport with either service manager when I approach them with the allegations, and I don’t think I gave them enough time to think about the situation and talk it through with me. From the perspective of presupposition 2, “behaviour and change are to be evaluated in terms of context, and Ecology”. I also now think that removing them from the environment and meeting them in a local coffee shop would have given us some physical and emotional distance from the services each individual managed. I also think that had I adapted by leadership approach (1939, Lewin) from the outset, to be more authoritarian with one of the individuals and more participative with another the outcome would have been different. 
In both instances the service manager rang in sick the following day. Unfortunately, both of these situations occurred within the same six-month period. I had to base myself out of the office of the service to provide management support and line manage the two team leaders at the service. I did this while also undertaking my role as Regional Operations Manager. At the time, I did not recognise that the situation had occurred as a result of my behaviour, instead believing that the situation was the fault of the exiting manager. I felt angry and disappointed with each service manager. I was working seven days a week and 10-hours a day. Eventually my mental and physical health suffered and I was unable to work. 
Since undertaking my NLP training and learning about the NLP Presuppositions. I now understand that each individual has their own model of the world (presupposition 1) and that “Everyone is doing the best they can with the resources they have available”, (presupposition 5). If I had known these two NLP presuppositions I would have made more effort in developing an understanding of each service manager’s model of the world, by asking more open questions and probing deeper into the differences between my understanding of a well-run service and theirs. If I had taken this approach from the point that I began line managing the service managers I may have helped the person identify issues within their service earlier on, rather than waiting for it to become an issue. We could have then established the resources needed, like skills development in the individual, a mock audit of the service or changes to how the person was managed.
I have found that my understanding of the presuppositions of NLP have been elevated to a higher level of learning through reflecting on these past events and considering how I could have applied the learning. If I had received my NLP Practitioner training prior to these events I believe I would have managed the situation differently. To elevate my learning to an even higher level I actively consider how I can apply my knowledge of the presuppositions of NLP to my current line management responsibilities.
I now line manage a team in my role as Implementation Manager and underpin my approach with the presuppositions of NLP. From the point of first meeting my new team member I work on building rapport with them. I don’t initially undertake formal supervisions, instead we have short weekly team and individual check ins. I take this approach as a result of previous learning and observing that a relaxed initial approach is beneficial while developing a relationship (building rapport) with a new starter. I encourage my team members to contact me should they require support. Instead of assuming this is the correct approach for everybody I now observe the situation, the individual and myself through the lens of the presuppositions. 
For instance, if a team member doesn’t attend the weekly team meetings I consider whether I have clearly communicated to the team, in a varied way, the purpose of the weekly team meetings (The meaning of communication is the Response you get (presupposition 12)). I also consider whether other changes may be impacting the individual, for instance work-related or personal pressures (All procedures should increase Wholeness (presupposition 10)). I’ll observe the person’s behaviour during other interactions (Calibrate on Behaviour (presupposition 6)) and ask the team member about what they think about the team meetings (There is only feedback (presupposition 11)).
I assume that I have interpreted the Presuppositions of NLP as they were meant to be by the creators, Richard Bandler and John Grinder, in the 1970s. In the future, I would like to discuss the NLP presuppositions with other NLP Practitioners to confirm similarities and identify differences in our understanding of the presuppositions. I can do this by joining an NLP coaching circle in the future. 
I also plan to develop a better understanding of leadership styles and reflect on my current leadership style to identify the gaps in relation to where I want my leadership style to be. I could coach myself to develop my leaderships style, seek out a mentor in the workplace, attend a leadership training course, observe how others lead or engage a coach who specialises in leadership. I also plan to investigate further how coaching could be used alongside the leadership approach I wish to use more of in any given situation. For example, if I delegate work to the individual I line manage, how can I coach them to take full responsibility for the work? How can I ensure that I have communicated my expectations? How do the NLP presuppositions affect my understanding of the line management relationship? 
I think there is a great deal more I can do to develop myself as a line manager. I think the challenging situation in 2015 with the two-line managers knocked my confidence and there is potential that I will second-guess myself in future situations that challenge. As a result, in 2023 I will focus more on developing this learning outcome than the other two learn outcomes.
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Appendix B: Evidence List

LA2.1 Recordings – 31 audio files: required listening pre-NLP course
LA2.2 Training Manual
LA2.3 Supervisions Log
LA2.4 Reflective Learning Journal
LA2.5 NLP Communications Model
LA2.6 Representational System
LA2.7 NLP Practitioner Certificate
LA2.8 NLP Coach Certificate
LA2.9 Master NLP Coach Certificate
LA2.10 NLP Coaching Model – course notes
LA2.11 4MAT – course notes
LA2.12 Metaphors – coaching notes
LA2.13 Metaphors – my story
LA2.14 Values Level Thinking – course notes
LA2.15 Keys to an achievable outcomes – course notes
LA2.16 Presuppositions of NLP Course slides
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