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• Throw a folding chair 
across the court, choke 
one of your players, 
and tell the world 
"When my time on 
Earth is gone, and my 
activities here are past, 
I want them to bury me 
upside down, and my 
critics can kiss my ass?"







OVERVIEW:

• Coaching-definitions and advantages
• Planning a Supervisory Relationship
• Coaching through the Four Frames  
• Planning a Coaching Opportunity
• Feedback-

• Effective v. Ineffective
• Tools

• WORKSHEET



Coaching Is…

• An intentional interactive process through which managers and supervisors 
strive to develop employee capabilities and prevent and solve employee 
performance problems.

• The job of the public defender coach is to support the continuous 
improvement of the individuals and the team in pursuing the goal of 
providing each and every client with the best possible representation.



Advantages of Coaching:
• Facilitates development of your people

• Improves client services & client relationships

• Helps prevent and overcome performance problems

• Develops employee skills w/in current position

• Improves efficiency

• Develops employee management, supervision, and leadership skills to prepare for 
advancement

• Minimizes turnover

• Builds strong team culture and camaraderie



Types of Coaching

• Multi-step “performance planning”

• On the spot, “quick fix” coaching opportunity
• Narrow, focused feedback

• Specific, fact-based, focused on future
• Timeliness is important
• Employee is ready



What are your opportunities for coaching?

• Annual evaluation & performance planning meeting.

• Case review.

• Staff meetings.

• Coffee room.

• Training

Other?





• We must communicate that we want the person to succeed
• We want to encourage growth
• We want to encourage improvement 
• We want to give the person a sense of self and worth

Coaching allows individuals to reach higher 
performance levels through self empowerment

In order to do this we must look at 
our tone and motives.





• How do we want the person to feel after the coaching? 

• We want them to feel fired up about their potential

• Committed to better skills, knowledge, attitude, and process.

• In order to do this better we need to look at our language, 
message and delivery.





• “I am great, you will never be as good as me on your 
best day”.   

• "My way or the highway”.
• The purpose can never be to hurt the individual, to 

humiliate the person, or inflict harm. The purpose must 
be to support the growth of the person’s ability to 
serve our clients effectively.

• How do we help new attorneys find their voice?

•What are our motives?



• Prepare a Performance plan.
• The Performance plan comes before the event.
• The person you are coaching must understand what the process 

is, its purposes, and the standards for the area of practice.



Don’t do like Jeff Van Gundy……



Applying the Four Frames



Structural

• Build a Solid Foundation



Plan

CoachEvaluate



How?

• Notice of Supervision Guidelines
• Notice of Performance Standards
• Schedule of Supervision Activities
• Performance Improvement Plan (evaluation)
• Establishing the Coaching Relationship
• Create a Learning Environment



Planning

Coaching

Coaching

Evaluation
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Human Resource



How?

• Golden Rule
• Treat people well
• Platinum Rule/ Chocolate Rule
• Find out motivation
• Find out strengths
• Triggers
• Culture                 



Political



How?

• Raises
• Promotions
• Discipline
• Termination

• Document, Document, Document



Symbolic





OFFICE/COURTROOM THEMES

• Shout outs for excellent performance
• Office/Courtroom Legends
• Shared experiences
• Stories
• Epic levels of preparations



•HOW TO PREPARE



• Have the experience necessary to understand the standard of 
practice in the area which is the subject of the feedback. 



• Do your Homework.  Have knowledge of the specific matter 
which is the subject of the critique, e.g., the case file, the facts of 
the office situation, the case problem.



• It's the little details that are vital. Little 
things make big things happen." 
— John Wooden



• Ask:  “What is your specific objective of what we are doing 
today”

• Then you can tailor your feedback.
• i.e.:  I need to tailor my cross examination to elicit admissions 

that will support my argument regarding the officers 
incompetence.

• The Attorney gives the theory on why his or her approach was 
chosen, describes the tone he or she hopes to use, and specifies
what outcome is desired.



• This requires the Attorney to focus and commit.
• It allows the person to be evaluated specifically 

against their stated goal, and it permits evaluation of 
the goal itself. 

• The possibility of a defensive response from the 
person receiving the feedback is reduced since it is 
harder for the person to say, "I wasn't trying to do 
that." 

• It permits an efficient review of what the person said 
they were going to do vs. what they did.



• Perform. The person practices or performs in the presence of 
the coach(es).



• A coaches greatest tool

• Base it on form and content

• Feedback on litigation skills
• Feedback on mock made up situation
• Feedback in non legal matters-an example being disputes over 

duty days or caseloads
• Feedback can be done individually or in group settings



• When providing feedback be sure you understand your 
personality and communication style.

• Understand the personality and communication style of the 
Supervisee. 

• For some people, confrontational communication is not effective,
others only respect direct, confrontational feedback.

• Give positive reinforcement of what was done well. 



• Listen and observe the skill

• Accurately document the behavior being observed

• Concentrate on the facts, the behavior, not the person. 

• Connect the feedback to the specific objective and ultimate 
goal. 

• Seek to understand the meaning of any resistance, any 
aggression. 



• Critical evaluation is best done in a way that allows the person, 
him or her self, to realize the need to improve and the way he 
or she can accomplish the improvement. 

• Make it their idea, not yours.



• The coach communicates what was observed and a judgment 
and/or conclusion about the effectiveness of it in a way which 
persuades the person to understand what they did which was 
effective or understand what they did which needs 
improvement, with knowledge of how to improve it.

• Persuasive Feedback is Given.



• “The beginning of your direct you did a good job 
eliciting information that supported the theory of your 
case.”

• “You focused your questions on the fact that there was 
no physical evidence that supported the charge”.

• “Your goal is to prove that SODDI.”
• “What questions would create more support for that 

theory.”
• “How could you make this even more powerful?”



•“Your direct exam borders on the incompetent.”
•“It's obvious that you didn't think about this or prepare.”
•“I've told you repeatedly that you don't try. I don't think you 
have what it takes.”



• Provide Short and Long term opportunities.
•

• More learning takes place when the person can practice incorporating 
the feedback immediately. 

• When this is done, changed behavior is more likely to occur over the 
long haul since the person has practiced this different behavior, and 
can "see" and "feel" the difference. 

• Create an opportunity for them to do better - right now. Encourage the 
experience of high quality performance.

• Allow an opportunity after thought and consideration.



• Obtain a commitment from the person to implement the new 
level of performing the skill, knowledge, attitude or process.



Sensitivity to Negative Feedback ?





• In order to genuinely give effective feedback, we must be able to receive 
feedback. Effectively receiving feedback uses many of the skills of giving it.



Feedback Tools:

• Make sure you understand what is being said.
• Use questions to clarify the feedback we're getting. 
• Ask for the facts to support the feedback. 
• Acknowledge what is being said to use and reflect it back, "I understand you 

are saying that I am unfair in the way that I assign cases to attorneys" 
• "I hear you saying that you disagree with my evaluation of your direct 

examination." 
• As we are given feedback, we have to ignore any personal attacks and 

focus on the content. 
• Our goal is to work towards a solution we both can agree on and commit to 

doing.



Why you need Feedback:

• Motivates receiver to begin, continue or stop behaviors that affect performance.

• Repair a poor working relationship.

• Improve productivity.

• Improves success in career.

• Demonstrate your own growing abilities as an effective leader.



• When giving feedback we must be genuine and honest. 
• We have to comment on the obvious or we lose our 

credibility. 
• Do not crush the spirit.  Communicate in a caring, considerate 

manner...in a helping way.



Specific Positive Feedback
Praise:

Great job on that cross exam!

Positive Feedback:

I liked the way you kept using leading questions to control that snitch during the 
cross.  He kept trying to jabber on, but you kept bringing him back to the 
details for the sweet deal he got for snitching.



A Feedback Model that Works

• Knowing how to create and deliver effective feedback is a key 
leadership skill. 

• Effective feedback motivates the receiver to begin, continue or 
stop behaviors that affect performance. 

• Effective feedback message is a self-development tool for the 
receiver, and it often has benefits for other members of the 
team. 



It is in the details…..

• Not knowing how to give feedback can result in messages that 
are hurtful, confusing, and counter-productive. 

• Many feedback messages leave the receiver unsure of what to 
do with the information. 

• "You are good as a leader" or "you could be more strategic" 
gives the receiver an idea of how he or she is seen by the 
sender, but such a message doesn't tell the receiver what 
behavior to repeat if he wants to continue being a good leader 
or what to do or what action to avoid in order to be more 
strategic.



Effective vs. Ineffective

• Effective feedback is based on observed behavior and tells the 
receiver the impact of a specific behavior on you. 

• Ineffective feedback often is vague, indirect, and exaggerated 
with generalities. Ineffective feedback often judges the person 
rather than his or her actions. 



SBI

• A valuable resource to illustrate this skill and provide a three-
step technique is the guidebook Feedback That Works: How to 
Build and Deliver Your Message by Sloan Weitzel. 

• Weitzel's feedback technique is called SBI 

•Situation-Behavior-Impact 



Here is an example of how to use the three-
step model: 

• Step 1: Capture the Situation 
• ("Yesterday morning in staff meeting,...")
• Step 2: Describe the Behavior 
• ("you had a number of side conversations and at times were joking during my 

presentation.")
• Step 3: Deliver the Impact 
• ("When you were talking to others while I was speaking, it was very disruptive 

to what I was trying to accomplish. I felt frustrated and annoyed by it.")
Following these steps can help the receiver more easily see what actions he 
or she can take to continue or improve performance or to change behavior 
that is ineffective or even an obstacle to performance. An effective 
feedback message tells the receiver the impact of a specific behavior on the 
sender. 



Another Example
• Step 1: Capture the Situation 
• ("Yesterday morning in Court,...")
• Step 2: Describe the Behavior 
• ("you had a number of side conversations and at times were joking, the Judge 

looked in your direction several times.")
• Step 3: Deliver the Impact 
• ("When you were talking and joking it looked like the Judge viewed your 

behavior as disruptive and could potentially harm your client.”
• Following these steps can help the receiver more easily see what actions he 

or she can take to continue or improve performance or to change behavior 
that is ineffective or even an obstacle to performance. An effective 
feedback message tells the receiver the impact of a specific behavior on the 
sender. 



Two Fold Gift

• First, there is the almost immediate benefit of hearing what 
others think. 

• Second, there is the afterlife of feedback. 
• We often replay in our mind what we've heard, review written 

feedback privately at a later date, and check out perceptions 
with family and others we trust. Often we'll make some changes 
immediately and then make more significant changes with 
deeper reflection and consideration. 



Keys to Successful Feedback

Confronting and Correcting to Help

Confronting vs. Criticizing
Problem Person
Specific General
Change-future Blame - past
Relationship Self



• Performance Plans:  Ideally, feedback is best given as 
soon after the performance as possible in order to 
insure the feedback is based on the highest level of 
knowledge of the performance.

• However, if the feedback is of actual litigation or an 
intense office situation, immediate feedback may not 
be possible or wise. Consideration must be given to 
the psychology of the event and the necessity for the 
behavior to change quickly.



Don’t do like Jeff Van Gundy……



• Problems receiving,
• Low self-concept, 
• Fear of not being able to handle the evaluation,
• Fear of having made bad judgments,
• Fear of the relationship with the coach being adversely 

affected.





• As coaches we have to try to understand these difficulties.

• Respect the dignity of the person, and make these difficulties 
part of the feedback.

• We have to account for the fact that it may be painful for a 
person to reconcile who they are with what they project.



Negative Feedback vs. Criticism
Criticism:

Well, your opening statement really stunk.  I thought it would never end!

Negative Feedback:

Your opening didn’t tell your client’s self-defense story very clearly.  You got the 
general theme out there, which was good.  But next time, let’s work on telling a story 
that’s clear and compelling.



BARRIERS
• You must identify Barriers to break through 

them.

• Interpersonal relationships:
•History of relationship and past experience
•Organizational relationship & positional 
authority

•Power struggles



BARRIERS
Distractions:

• Phones, Blackberry, Email, Lack of Privacy, Time 
constraints

• Perceptions:
• Expectation, Defensiveness, Distorted Perceptions, 
Guilt, Fear and Anxiety

-Mixed Messages



• Person who is not really trying.
• Person who does not want to be there.
• Person who is extremely defensive; always 

right; not open to information inconsistent with 
their view of themselves.

• Person who does a lot that needs improvement.
• As a manager, I do not have time to give 

feedback.



Method for your Madness
• Nonverbals

• Style?
• Tone?

• Content of message
• Situation
• Behavior
• Impact

• Word choice

• What happened?
• Accept responsibility
• Develop a plan
• Statement of confidence

Prepare for your session:
Structural
Human Resource
Political
Symbolic

Observations?

Goal?

Expectations?
Yours
Theirs
“Blowback?”

Barriers?
Setting?



•"Make every day your 
masterpiece. " 
— John Wooden



Hypo
You have been a bar advocate for 15 years.  You consider the other bar 
advocates to be your closest friends.  Your social life revolves around 
the bar advocate community and you often go to happy hour and 
dinner with your colleagues.  

You applied and were accepted as the new Supervising Attorney and 
you now must supervise many of the people you consider to be your 
friends.  

You recently received a telephone call from the mother of a client.  She 
complained to you that one of your lawyers, George, has not seen her 
son in two months.  Her son has a trial coming up next week and has 
no idea what to expect.  

You investigate further and learn that George has, indeed, not seen his 
client in two months and has a trial next week.  

(Same hypo works in the context of an office, where you have gone from 
colleague to supervisor.)


