
Lessons Learned
Global management consulting companies hold ’lessons learned workshops’. At these sessions they look back
after completing an assignment and learn from the experience: what they should do differently next time.

Similarly to consulting, looking back and reviewing the process is also important at the conclusion of coaching.

The following questions must be answered:
– What was our target?
– What was the result?
– What helped and what set us back?
– What is the conclusion?
– What will we do differently next time?

Exercising candor in this stage is in the common interest of both the client and the coach. They should clarify
whether there were any sub-targets that were not reached and any potential reasons for this. It is also worth
clarifying if the coaching process was successful overall. This is a condition of long-term thinking. Furthermore, if
the coaching process was successful as a whole, the client may face another challenge when he or she is offered
a promotion. In such an event, the client should contact the coach to ensure that he or she is well-prepared for
the new challenges.

Lessons Learned is a very useful tool in the Evaluation phase of a coaching process.
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Case Study (Excerpt)

The coachee was a 47-year-old purchasing manager at a global automotive company with 130,000 employees. His role had expanded
significantly, requiring him to reorganize his team and processes for a European scope with a service focus. This transition introduced
challenges in task management, time management, stress management, work-life balance, and prioritization skills, which were
identified early on as critical roadblocks to his development.

When we began working with the coachee, we agreed on an initial three-session period to assess whether coaching could effectively
address his challenges or if he might need additional support from a psychologist or internal mentor.

At the outset, he faced significant roadblocks. He was overwhelmed by his workload and struggling to see a way forward, which left
him feeling desperate and uncertain.

To structure our work, we reviewed key coaching competencies and potential cases in which problems could not be solved through
coaching and applied a variety of tools throughout the process. These helped explore the "Situation," "Position," "Alternatives," and
"Routes," as well as identifying "Key Obstacles" and "Leverage" stages. During the „Evaluation” stage, we utilized the "Lessons
Learned" tool to reflect on his progress and outcomes.

This structured approach allowed us to break down his challenges, create clarity, and identify actionable steps. Despite the initial
severity of his situation, he began to experience tangible progress and regain confidence in managing his workload.
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Case Study (Excerpt)

Over three coaching sessions, we primarily focused on addressing these key areas:

• Task Management and Prioritization: Tools and frameworks to focus on high-impact tasks while delegating or eliminating less
critical activities.

• Time Management: Strategies like time blocking, scheduling, and goal setting to structure daily routines effectively.

• Stress Management: Techniques such as mindfulness, reframing, and structured breaks to alleviate stress.

• Work-Life Balance: Setting boundaries and dedicating protected personal time.

We dedicated the first session to identifying critical roadblocks, assessing potential risks, and defining a clear action plan. Subsequent
sessions focused on implementing and refining these strategies, with measurable progress achieved by the third session.

The Retrospective – Using the Lessons Learned tool

In the third session, we applied the Lessons Learned tool to reflect on progress, identify corrective actions, and celebrate successes.

1. What was our target?

• Overcome roadblocks in time management, stress management, work-life balance, and prioritization skills to improve efficiency
and reduce burnout.

• Develop sustainable habits to manage an expanded role effectively.
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Case Study (Excerpt)
2. What was the result?

• Time management: Significant improvement with the adoption of time-blocking techniques and a structured daily schedule.

• Task prioritization: Enhanced ability to focus on high-priority tasks and delegate effectively, though occasional perfectionism
remains a challenge.

• Stress management: Noticeable reduction in stress levels through mindfulness exercises and regular breaks.

• Work-life balance: Progress in setting boundaries and protecting personal time, with a better understanding of triggers for
imbalance.

3. What helped and what set us back?

What helped:

• Commitment to the action plan and consistent application of coaching tools.

• Role-playing exercises to handle stakeholder demands and delegation challenges.

• The coachee’s proactive attitude and openness to change.

What set us back:

• High-pressure periods occasionally disrupted established routines.

• Residual perfectionism, leading to difficulty fully delegating certain tasks.
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Case Study (Excerpt)

4. What is the conclusion?

The coaching sessions have been productive in addressing core challenges, laying a solid foundation for continued growth. Progress
was made in all target areas, though there is room for further improvement in handling high-pressure situations and overcoming
perfectionism.

5. What will we do differently next time?

• Focus more deeply on stress management techniques for peak workload periods.

• Address perfectionism through reframing strategies and building trust in team delegation.

• Develop quick reset routines for moments when progress is disrupted.

• Establish stronger accountability measures for maintaining work-life balance.

The use of the Lessons Learned tool provided a clear picture of progress and areas for further improvement. The coachee’s dedication
and commitment were instrumental to the successes achieved so far. By building on this momentum and addressing remaining
challenges, the coachee will be well-positioned to ex
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