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Purpose.  Many organizations reduce coaching to error correction — which fixes the visible behavior without strengthening the reasoning behind it. Professional coaching begins differently: "Walk me through what you were seeing when you made that decision." It uses the canonical Chapter 9 coaching model to develop judgment, not assign blame, and grows responsibility as capability becomes reliable.

	PART 1 — THE COACHING MODEL


OBSERVE   →   ASK   →   UNDERSTAND   →   TEACH   →   CONFIRM   →   FOLLOW UP
	Step
	What the coach does
	In practice

	Observe
	Describe the situation objectively — no exaggeration or accusation.
	

	Ask
	Invite the professional to explain what they saw, understood, intended.
	

	Understand
	Identify missing info, flawed assumptions, competing priorities, unclear standards.
	

	Teach
	Connect to organizational principles, standards, better decision patterns.
	

	Confirm
	Ensure both understand the expected approach and decision boundary.
	

	Follow up
	Observe future work; recognize improvement; decide if a system change is needed.
	



	COACHING PRINCIPLE
The objective moves from assigning blame to developing judgment. Ask what the person was seeing — the information, assumptions, tradeoffs, and uncertainty that shaped the action.



	PART 2 — RESPONSIBILITY MUST GROW WITH CAPABILITY


Delegation is a developmental sequence, not a single event. Too little responsibility prevents growth; too much without preparation creates avoidable failure.
1.  Explain the expected outcome, not only the task.
2.  Provide the information and resources required to succeed.
3.  Define the boundary of authority.
4.  Identify conditions that require escalation.
5.  Allow the professional to make the decision.
6.  Review the reasoning and outcome afterward.
7.  Expand responsibility as capability becomes reliable.
A planning instrument, not a guarantee of business success. Vendor-neutral — usable with any tools, team structure, or software.  ·  The STR Cleaning Blueprint™
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Worked for Summit Cleaning Solutions — Carlos Ramirez coaching a newly promoted crew leader through a compressed-Saturday decision, developing the judgment behind the call.

	PART 1 — THE COACHING MODEL


OBSERVE   →   ASK   →   UNDERSTAND   →   TEACH   →   CONFIRM   →   FOLLOW UP
	Step
	What the coach does
	Carlos's example

	Observe
	Describe the situation objectively — no exaggeration or accusation.
	"Two rooms were released before the final floor pass."

	Ask
	Invite the professional to explain what they saw, understood, intended.
	"Walk me through your call under the time pressure."

	Understand
	Identify missing info, flawed assumptions, competing priorities, unclear standards.
	Route left no correction buffer — a system factor

	Teach
	Connect to organizational principles, standards, better decision patterns.
	Final floor pass after linen is non-negotiable

	Confirm
	Ensure both understand the expected approach and decision boundary.
	Agreed reset step + when to flag the route

	Follow up
	Observe future work; recognize improvement; decide if a system change is needed.
	Route buffer adjusted; recheck next 3 Saturdays



	COACHING PRINCIPLE
The objective moves from assigning blame to developing judgment. Ask what the person was seeing — the information, assumptions, tradeoffs, and uncertainty that shaped the action.



	PART 2 — RESPONSIBILITY MUST GROW WITH CAPABILITY


Delegation is a developmental sequence, not a single event. Too little responsibility prevents growth; too much without preparation creates avoidable failure.
1.  Explain the expected outcome, not only the task.
2.  Provide the information and resources required to succeed.
3.  Define the boundary of authority.
4.  Identify conditions that require escalation.
5.  Allow the professional to make the decision.
6.  Review the reasoning and outcome afterward.
7.  Expand responsibility as capability becomes reliable.
A planning instrument, not a guarantee of business success. Vendor-neutral — usable with any tools, team structure, or software.  ·  The STR Cleaning Blueprint™
