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The Four Moments of Truth™ 
(4MOT™) Overview
Introduction
Your ability to translate learning to performance is directly related to how you prepare for training, 
engage in the experience and implement what you learned. A fundamental element of your success 
is the support you receive from your Next-Level Manager (NLM) before, during and after training. The 
4MOT™ is a simple, practical process that ensures engagement and alignment between you and your 
NLM at these critical moments in the learning cycle. Each moment in the 4MOT™ represents a vital 
stage in the training transfer process where both you and your NLM play a role in how effectively your 
training will impact your performance. The 4MOT™ Quick Reference Guide (QRG) provides a snapshot 
of the process and the expectations for your role for each moment of truth.

Quick Reference Guide
Milestone Expectations Schedule

MOT1
Same-Page 

Status

•	 Attend a pre-training preparation meeting with your NLM
•	 Discuss with your NLM the program overview, establish personal 

objectives for the training and gain alignment on expectations for 
your participation during the training (MOT2) and post-training 
deliverables (MOT3)

•	 Set aside 15 minutes for MOT1

One to two 
weeks prior  
to training

MOT2
Maximum 

Engagement

•	 Tactically engage in the training to maximize the experience and 
learning outcomes

•	 Practice intentional participation and engagement
•	 Refer to MOT1 learning and engagement goals 
•	 Complete the MOT2 learning summary to identify your key learnings 

and define how you plan to implement what you learned
•	 Set aside 10 minutes for MOT2

Training 
date and 

immediately 
post-training

MOT3
Perfect 
Practice

•	 Develop your Action Plans 
•	 Attend post-training one-on-one coaching discussion with your NLM
•	 Gain alignment on the goals and next steps you will implement to 

apply what you learned 
•	 Discuss your Action Plans 
•	 Set aside 20 minutes for MOT3

One to two 
weeks after 

training

MOT4
Performance 

Support

•	 Attend touchpoint meeting with your NLM to discuss initial results
•	 Share your progress to date and/or any emergent challenges 
•	 Negotiate any necessary adjustments to your Action Plans
•	 Document your progress and define the next steps 
•	 Set aside 20 minutes for MOT4

Three months 
after training
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Situational Coaching®

Program Overview
As the complementary offering to Situational Leadership®: Building Leaders, Situational 
Coaching® provides an interactive learning experience where participants learn how to identify the 
developmental needs that will impact performance, engage in ongoing coaching conversations that 
drive behavior change and receive feedback.

Situational Coaching® is a practice-driven workshop designed to increase managers’ ability to 
consistently apply Situational Leadership® behaviors to enhance the impact of their coaching 
discussions. The program is uniquely structured to provide an iterative progression of targeted 
and intentional opportunities for case study application, coaching skill practice and feedback. 
Participants also learn how to use a variety of coaching tools and resources, including an intuitive 
and repeatable discussion framework designed to structure and guide their effective application of 
all four steps of the Situational Leadership® Model during coaching conversations.

To support an immediate and successful transfer of skills back in the work environment, participants 
leave the Situational Coaching® program with actionable strategies they can implement to continue 
to build their skills over time. The tools and resources they receive provide the bridge to continued 
application, ongoing skill development and successful execution.

Objectives
Upon completion of this program, participants should be able to:

•	 Identify a specific task on which to focus based on direct observations and indirect behavioral 
indicators

•	 Assess coachee current Performance Readiness® for a specific task

•	 Demonstrate coaching behaviors that are aligned to the needs of the coachee based on their 
task-specific Performance Readiness®

•	 Use the OFTEN Discussion Framework to conduct effective in-the-moment and planned coaching 
conversations on a continual basis

•	 Implement a Situational Leadership® application plan to manage ongoing coachee 
performance needs
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DIRECTIONS

	� Review the program overview and learning objectives prior to meeting with your NLM.

	� Discuss what you hope to gain from the training with your NLM and identify developmental 
opportunities.

	� Agree upon two to three training-related objectives.

MOT1: Same-Page Status
Outline Training Expectations
(one to two weeks prior to training)

Objective 

1
Objective 

2
Objective 

3

Notes
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DIRECTIONS

	� Be sure to bring this MOT2 worksheet with you to the training so you can complete the 
learning summary below at the end of the program.

	� Actively participate in training. Engage to the best of your ability and take personal 
responsibility to make this training a positive investment.

	� At the end of training, complete the learning summary to document what you learned and 
how you plan to apply what you learned on the job.

	� Refer to this information to develop your Action Plans for the MOT3 discussion with your 
NLM.

	� Be prepared to share how your NLM can support your efforts and your progress.

MOT2: Maximum 
Engagement
During Training

Learning Summary
The three most important things I learned during the training are:

This is how I plan to apply what I learned:

START DOING STOP DOING CONTINUE DOING
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Action Plan

Goal

Assess
How will you assess your progress and measure the 
impact of your actions?

Next Steps
How will you keep your NLM informed of your 
progress?

Action Step 1� Date

Action Step 2� Date

Action Step 3� Date

Progress

Progress

Progress

DIRECTIONS

	� Refer to your MOT1 objectives, MOT2 learning summary and any relevant training materials 
from the training session to develop the goals and specific actions you will take to 
implement what you learned.

	� Be prepared to share the Action Plan you developed for each goal during your MOT3 
coaching discussion with your NLM.
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Action Plan

Goal

Assess
How will you assess your progress and measure the 
impact of your actions?

Next Steps
How will you keep your NLM informed of your 
progress?

Action Step 1� Date

Action Step 2� Date

Action Step 3� Date

Progress

Progress

Progress

DIRECTIONS

	� Refer to your MOT1 objectives, MOT2 learning summary and any relevant training materials 
from the training session to develop the goals and specific actions you will take to 
implement what you learned.

	� Be prepared to share the Action Plan you developed for each goal during your MOT3 
coaching discussion with your NLM.
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Action Plan

Goal

Assess
How will you assess your progress and measure the 
impact of your actions?

Next Steps
How will you keep your NLM informed of your 
progress?

Action Step 1� Date

Action Step 2� Date

Action Step 3� Date

Progress

Progress

Progress

DIRECTIONS

	� Refer to your MOT1 objectives, MOT2 learning summary and any relevant training materials 
from the training session to develop the goals and specific actions you will take to 
implement what you learned.

	� Be prepared to share the Action Plan you developed for each goal during your MOT3 
coaching discussion with your NLM.
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DIRECTIONS

	� Meet with your NLM and review:
	– The objectives developed in MOT1 as well as the goals and learning summary you 

completed in MOT2
	– The action steps you outlined in your Action Plans

	� Discuss how you plan to assess your progress and measure the impact of your actions.

	� Ask for feedback and make any necessary adjustments to refine your goals and/or action 
steps.

	� Align with your NLM regarding expectations for ongoing touchpoints.

MOT3: Perfect Practice
Post-Training Coaching
(one to two weeks after training)

Notes
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DIRECTIONS

	� Meet with your NLM to review your Action Plans and assess your progress against each of 
your goals.

	� Update the Action Plans, as necessary, and establish next steps to continue your 
development.

MOT4: Performance 
Support
Ongoing Coaching
(three months after training)

Notes
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