
 
  

Good Consulting Managers Coach 

Idea In Short

Treat coaching as a core management deliverable, not a favor. Build the relationship first,
choose your correction battles by timing and stakes, give feedback in visible reusable
formats and be willing to demonstrate rather than describe. Coaching your team is also
rehearsal for coaching clients.

The Part of the Job Worth Loving

Coaching ranks among the most meaningful parts of consulting management. Some
managers privately admit to focusing more on developing junior resources than on the
client, which may not be the ideal mindset and reveals where the excitement lives. No
certification is required, and nobody pays for the coaching formally. It is simply a core part
of building a consulting team, practiced weekly and refined over years of reviewing work,
correcting drafts and watching people grow.1

Coaching Is a Relationship

Effective coaching starts with trust. Learners do not care what you say unless three
conditions hold: they believe you are credible, they see how your input benefits them and
they sense you care about their welfare. Selfish as it sounds, that is how most people
process advice, forever asking what is in it for me. The coach's job is creating an
environment where the learner does most of the work and makes progress toward the goal.
The toolkit spans storytelling, listening, asking good questions and correcting work, and the
process moves slowly, like watering a plant. Expecting overnight growth misreads the entire
exercise.

Coaching Is Frustrating and Slow

Honesty about the grind helps. Reviewing the same presentation six or seven times in a
week is laborious, like breaking large rocks into medium rocks, then smaller rocks, hoping
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eventually for sand. The document improves each round, and the temptation toward hubris
grows alongside, with the senior voice wondering why they cannot get this yet. The
corrective memory matters: we old people were much worse at their age, truly much worse.
Patience is the entry fee. Coaching takes more time in the short term, runs as a back-and-
forth and only works when the apprentice wants to learn, seeks feedback and responds to
it. The teacher supplies theory, examples and clues toward a better solution, never
condescension, so the learner finds their own way to the answer. Two explanations must
accompany every correction: why the change matters, and whether it is a major issue, a
nitpick or purely optional. Feedback without that triage overwhelms and demoralizes.

Timing and Battle Selection

How much to correct depends on the depth of the relationship, the urgency of the
deliverable and, frankly, your mood, so choose battles deliberately. A week before the
deliverable, there is time to revise the document through several rounds, layering feedback
progressively. The night before, bluntness takes over: get the changes made, take over the
work if you must and convert the intervention into learning by example. Both modes are
coaching. Confusing them, gentle iteration during a crisis or harsh takeover with ample
runway, damages both the work and the relationship.

Mechanics That Work

Format choices matter more than they appear. For slide decks, colored text boxes beat
comment arrows: they are fast, permanent, easy to see and sit directly beside the offending
element. A recurring problem can be copy-pasted across pages, the review travels well on a
plane and the learner edits and returns the file without interrupting anyone's flow. For
manually instructive lessons, such as demonstrating how to transpose cells in a
spreadsheet, a screen-sharing call works better, giving a visceral view of what fast,
effective work looks like.2 And sometimes the right move is helping out directly. When
describing a slide over the phone meets hesitation, saying let me take that slide and show
you what I mean, then delivering the built graphics seven minutes later, accomplishes three
things: it gets done, it is quick and it proves willingness to pitch in. Coaching is showing, not
just preaching.

What the Learner Owes the Exchange
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Coaching is a two-sided contract, and the apprentice's half deserves equal attention. Come
to reviews having attempted the problem, because feedback on effort teaches while
feedback on absence merely assigns work. Ask which of the corrections matters most,
converting a wall of edits into a learning priority. Apply the previous round's feedback
before requesting the next, since coaches lose heart fastest when the same correction
returns unchanged. Keep a personal log of recurring feedback themes, because patterns
you spot yourself stick better than patterns pointed out. And say thank you occasionally, not
from etiquette but because coaching runs on heart, and acknowledged effort refuels it.
Learners who hold up their half turn a frustrated reviewer into a career-long advocate.

Heart, and the Return on It

Coaching starts with the heart of a teacher, and the alternative economics are unforgiving. If
you will not develop people, you must hire perfectly and pay heavily, and if recruiting runs
even 30 percent off target without training to compensate, you will go crazy, lose business
or end up doing all the work yourself, none of which are good options. The reward side is
just as real. Nothing beats watching consultants grow, a satisfaction that borders on
parental pride as the kids grow up and deliver work worth bragging about.

The final return compounds outside the team. Much of consulting is coaching clients, and
the same skills of listening, influencing, mentoring and correcting used on your own staff
transfer directly to client work.3 Better to experiment on staff and peers than on the client,
which means every internal coaching hour doubles as rehearsal. Be as grateful to your team
for that practice as they are to you for the development.

1Coaching
2Zoom
3Mentorship

Summary

Coaching starts with trust, survives on patience and works through showing rather than
preaching. Distinguish major issues from nitpicks, adapt intensity to the deadline and pitch in
when demonstration beats description. Watching consultants grow rewards the effort, and
every coaching skill transfers directly to clients.
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