FOUR KEYS
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Date:

USED BY:
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HOW OFTEN:

annually or as needed

PURPOSE:

help the manager and associate increase productivity
through improved understanding of the associate’s strengths,

limitations, styles, needs, and aspirations
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INTELLECTUAL PROPERTY STATEMENT

'This document contains proprietary research, copyrighted materials, and literary property of Gallup, Inc.

It is for the guidance of your organization only and is not to be copied, quoted, published, or divulged to
others outside your organization. All of Gallup, Inc.’s content is protected by copyright. Neither the client
nor the participants shall copy, modify, resell, reuse, or distribute the program materials beyond the scope of
what is agreed upon in writing by Gallup, Inc. Any violation of this Agreement shall be considered a breach

of contract and misuse of Gallup, Inc.’s intellectual property.

'This document is of great value to Gallup, Inc. Accordingly, international and domestic laws and penalties
guaranteeing patent, copyright, trademark, and trade secret protection safeguard the ideas, concepts, and

recommendations related within this document.
No changes may be made to this document without the express written permission of Gallup, Inc.

Gallup®, The Gallup Path®, Business Impact Analysis™, Q'*°, StrengthsFinder”, Clifton StrengthsFinder®,
and each of the 34 Clifton StrengthsFinder theme names are trademarks of Gallup, Inc. All other

trademarks and copyrights are property of their respective owners.
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PURPOSE

'The Four Keys Coaching Guide is a tool designed to help you increase the productivity of each person you
manage. This process involves interviewing, analyzing, and individually understanding a person’s strengths,
limitations, style, needs, and aspirations. The Four Keys Coaching Guide helps you turn the four keys with each

person you manage.

INTERVIEW INTRODUCTION

I have some specific questions to ask you so I can be more effective in supporting you and helping you achieve
your goals. I will ask the questions exactly as they are written. Although I won't interpret the questions, I will
repeat a question at any time, if that is helpful. This interview includes some questions that will help me learn
more about your strengths, what you enjoy most about your work, what motivates you, what goals youre focused

on, and your expectations of me.

Please be candid. Please be sure to answer what is right for you rather than what you think I might want to hear.

After the interview, we'll set a time to talk further about this.

If you are ready, we can get started.

(Interviewer note: Stop at each asterisk * and listen.)
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TALENT

KEY 1: TALENT

What are your strengths?
What do you do best?*

know you well would use to describe you?*

2 What are the positive words people who
(Only ask if the associate has taken
the Clifton StrengthsFinder) Would
you please share the Signature Themes

you received as a result of taking the Clifton
StrengthsFinder?*

(Only ask if the associate has taken the
Clifton StrengthsFinder) We want to
narrow our initial focus by concentrating
on developing two of your Signature Themes.
Of these five themes, which two do you feel best

describe you?*

ANALYSIS AND DISCUSSION: QUESTIONS FOR THE INTERVIEWER TO CONSIDER

How clear is this associate about his or her strengths?

What similarities are there between this associate’s perception of his or her strengths and what you see?

What could be done to further develop the two Signature Themes this associate chose to focus on? If this
associate has not taken the Clifton StrengthsFinder, consider other descriptors he or she used to describe his

or her strengths.
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EXECUTIVE LEADERSHIP NOW

TALENT

KEY 1: TALENT NOTES

What do you enjoy most in your

current role?*

What strengths do you use in your

current role?™

Do you have strengths that you think you

could use more often?*

Is there anything else you like to do that

we have not talked about?*

ANALYSIS AND DISCUSSION: QUESTIONS FOR THE INTERVIEWER TO CONSIDER

Have you seen this associate demonstrate these strengths in his or her current role?

If yes, are there more ways he or she could use these strengths?

If no, have you observed strengths this associate did not mention?

3
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SETTING EXPECTATIONS

KEY 2: SETTING EXPECTATIONS

What do you believe you get
paid to do?*

To help us know if you are hitting your targets, how

should we measure what you get paid to do?*

What do you want to accomplish in the

next month?*

What do you want to accomplish in the

next six months?*

ANALYSIS AND DISCUSSION: QUESTIONS FOR THE INTERVIEWER TO CONSIDER

How does this associate’s understanding of what he or she gets paid to do compare with what you think?

How clear is this associate about what he or she wants to accomplish in the next month and in the next six

months? How realistic are these goals?

How could you support this associate in reaching his or her goals?
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EXECUTIVE LEADERSHIP NOW

SETTING EXPECTATIONS

What do you think I expect of you
this year?™

How can we determine whether you are meeting

these expectations?*

What do you expect of me this year?*

ANALYSIS AND DISCUSSION: QUESTIONS FOR THE INTERVIEWER TO CONSIDER

Does this associate accurately understand what you expect? Explain.

Are this associate’s expectations of you clear and realistic? Explain.

How can you help this associate measure the outcomes of these expectations?

5
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MOTIVATING

KEY 3: MOTIVATING

What do you find most satistying about

your work?*

What about your work motivates you

the most?*

Tell me about the best recognition

you have ever received.* Why was it
the best?*

ANALYSIS AND DISCUSSION: QUESTIONS FOR THE INTERVIEWER TO CONSIDER

How can you link this associate’s motivators and satisfiers to recognition?

What strengths led to the achievement for which this associate received his or her best recognition ever?

What steps can you take to ensure that this associate receives recognition that honors his or her individual

needs and expresses appreciation for his or her unique strengths?
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EXECUTIVE LEADERSHIP NOW

MOTIVATING

When you achieve your goals, how

would you like to be recognized?*

When you are successful, whom do you
want to know it? Think about people in

and outside of work.*

ANALYSIS AND DISCUSSION: QUESTIONS FOR THE INTERVIEWER TO CONSIDER

How can you, as this associate’s manager, make sure the people he or she mentioned know when he or she

is successful?

What are some methods for communicating this associate’s successes to these significant people?

How can you learn more about the significant people this associate mentioned and the roles they play in

supporting his or her efforts?

7
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DEVELOPING

KEY 4: DEVELOPING

Is there a particular skill you would like
to acquire?* (If the associate’s answer is
yes, ask) What is the best way for you to

acquire it?*

(Only ask if the associate has taken
the Clifton StrengthsFinder) We have
already talked about two Signature

Themes you want to focus on. Are there other

Signature Themes you would like to build on?*

How often do you think you and I
should get together to discuss how
things are going?*

ANALYSIS AND DISCUSSION: QUESTIONS FOR THE INTERVIEWER TO CONSIDER

How does the skill (or how do the skills) mentioned relate to this associate’s strengths and/or

Signature Themes?

How can you help this associate create opportunities to acquire the skills he or she has identified?

Will you be able to meet with this associate as often as he or she would like? If not, how will you work with

this associate to determine a realistic schedule?
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DEVELOPING

KEY 4: DEVELOPING

Whom would you like to learn from and
what would you like to learn from him

or herr*

What is the best way for us to measure
your progress? How can we track your
development?*

In conclusion, is there anything else you would like

to add that would help me know you better?*

ANALYSIS AND DISCUSSION: QUESTIONS FOR THE INTERVIEWER TO CONSIDER

What can you do to help this associate learn from the people he or she mentioned?

How do/could you define this associate’s progress through clear numbers and measurement?

How can you help this associate feel continually successful without experiencing a promotion? How could

you create “levels” of achievement within his or her existing role?

What actions will you take to enhance this associate’s productivity and engagement?
y p y gag
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QUARTERLY FOLLOW-UP QUESTIONS

QUARTER 2

the next three months?

/‘ What is your main focus for

What strengths strategies
will you use?

What two things can I do to
help you?
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QUARTERLY FOLLOW-UP QUESTIONS

QUARTER 3

the next three months?

/‘ What is your main focus for

What strengths strategies
will you use?

What two things can I do to
help you?
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QUARTERLY FOLLOW-UP QUESTIONS

QUARTER 4

the next three months?

/‘ What is your main focus for

What strengths strategies
will you use?

What two things can I do to
help you?
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