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Session objectives

• Introduce employment coaching in SNAP E&T programs
• Share a case study of employment coaching: New Moms
• Discuss common implementation challenges and how to 

address them



Overview of employment coaching
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What children and families need to improve 
outcomes
• Supportive, responsive relationships
• Core (self-regulation) skills for planning, adapting, and 

achieving goals
• Reduce external sources of stress

Center on the Developing Child at Harvard University 2021
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What is self-regulation?

Sources: Anderson et al. 2017; Cavadel et al. 2017; 
Blair and Raver 2012; Murray et al. 2015

Self-regulation
a set of skills that allows us to intentionally control 

thoughts, emotions, and behaviors

cognitive skills

executive function

selective attention

metacognition

personality 
factorsemotional skills

motivation

grit

self-efficacy

emotional 
regulation

emotional 
understanding



Coaching is the application of self- 
regulation
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Build warm, 
responsive 

relationship

Teach/coach 
self- 

regulation 
skil ls

Create a 
supportive 

environment

Source: Office of Planning, Research, and Evaluation in the
Administration for Children and Families



What is coaching?
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Six elements of coaching
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• Structured process for goal pursuit
• Not directive
• Supportive, trusting relationships
• Builds self-regulation and other skills
• Activates motivation
• Accountability focuses on growth and learning

Adapted definition from the Evaluation of Employment Coaching for TANF and Related Populations

https://www.acf.hhs.gov/opre/project/evaluation-employment-coaching-tanf-and-related-populations-2016-2026


• Power over
• Power with
• Power to
• Power within

Coaching is about…
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Coaching and SNAP E&T

• Coaching shows promise in helping people with low 
incomes improve their economic mobility and well-
being

• Coaching should be connected to opportunities for 
career pathways and supports (e.g., cash, 
transportation, child care, etc.)

• Coaching is possible with no new money and no 
policy change

• Requires a change in culture (mindset) and practice
10



Case study: New Moms Executive Skills Coaching



We believe in the strength, 
skills, and potential of young 

families. 

Their goals are at the center of 
our work together.





Workforce 
Development 

Job Training at 
Bright Endeavors 

College Success

Career Pathways

Workforce Development Program Tracks



16-week Workforce Development 
Program Pathway



SNAP to Success 
(SNAP E&T)

• 16 flagged for 2024: can co-flag with non-
federal funding sources

• Participant expenses eligible for reimbursement 
after 60 hours of programming (week 3)

• Emphasis on/reimbursement for SNAP E&T 
components: 
o Basic education
o Vocational training
o Work experience
o Supervised job search
o Job readiness

+ Job retention & case management Coaching 
provided in conjunction with all above



Technical 

Skills 

Employability Skills 

Common Workforce Program 
Structures



Technical 

Skills 

Workplace Navigation 
Skills 

Executive Skills

New Moms’ Workforce 
Development Program 
Structure



2016-2017 Pilot

• Co-Design
• Funding & Expert 

support

2018-2020
Iterate

• Evaluate
• Improve
• Repeat!

2020-2021 Scale

• Get precise about 
strategies

• Codify across 
agency

Scaling Executive Skills at New Moms



Th e  Go a l is  Go a l Ac h ie ve m e n t



• Organization
• Time Management
• Planning/Prioritization

How We 
Organize

• Response Inhibition
• Flexibility
• Emotional Control
• Stress Tolerance
• Metacognition

How We 
React

• Task Initiation
• Sustained Attention
• Goal-directed Persistence
• Working Memory

How We Get 
Things Done



Exe c u t ive  Sk ills  re s u lt  in  Be h a vio rs

Our behaviors are normal in the 
context of our life experiences, 
institutional barriers we might 
face, and resources we have. 

Strengthening skills and 
mitigating unhelpful behaviors at 
any age means we can tackle 
more complex tasks & goals. 



Exe c u t ive  Sk ills  Re fle c t io n

• What are your top 3 strengths/bottom 3 
struggles.

• How do your ES strengths & struggles result in 
behaviors at work?

• How do your ES help or hinder your 
progression to your goals?



En viro n m e n t a l 
Mo d ific a t io n s

Reduce stress and friction points by 
modifying:

• Policies and procedures
• Written materials/documents
• Physical environment
• Technology
• Tasks themselves

…to decrease barriers to goal 
progression!



Examples of Executive Skills-based 
Environmental Modifications

How We 
Organize

Organization Establish & label a set place for 
an item

Time Management
Ask a coworker to help you 

estimate a reasonable amount 
of time for the task

Planning/Prioritization Use a backwards-mapping 
template



“If [obstacle], then I will [modification]”

Example: If I struggle to get started with the task, 
then I will put on my favorite song and begin the task 
as the song plays. 

Example: If I feel myself getting upset, then I will go 
into the hallway and take 3 deep breaths before 
responding.



Executive 
Skills Team 
Profiles



Create visual 
reminders



Reframe Narratives using Executive Skills Coaching Lens

She struggles with Response 
Inhibition. How might this hinder her 
goal progression?

She’s so dramatic!

He’s tunneling on his basic needs and 
his Goal-Directed Persistence is 
taxed.

He’s so difficult and 
stubborn.

She has trouble with Task Initiation 
when experiencing so many 
stressors.

She’s unmotivated.



Reframe with an Executive Skills Coaching Lens

Participant misses an 
interview appointment. 

Participant is impatient
on the phone with you.

Participant brings all 
documentation to a 
meeting in a folder.



Celebrate goal 
progression & goal 
achievement



It’s a “Parallel 
Process”:

All leaders, staff, 
AND participants



Participant Outcomes 

• Record enrollment & attendance
• Increased goal setting muscle & 

goal achievement
• Increased self-awareness and 

confidence
• Improved numeracy & literacy
• Increased job retention rates
• Increased program satisfaction



Bib lio g ra p h y/Ad d it io n a l Re s o u rc e s

• Ascend at Aspen Institute: 
https://ascend.aspeninstitute.org/

• EmPath: https://empathways.org/research-policy
• Harvard Center on the Developing Child: 

https://developingchild.harvard.edu/
• UCLA Center on Adolescent Development: 

https://developingadolescent.semel.ucla.edu/

https://ascend.aspeninstitute.org/
https://empathways.org/research-policy
https://developingchild.harvard.edu/
https://developingadolescent.semel.ucla.edu/


Common implementation challenges and how to 
address them



Challenge: Leaders are not focused or 
invested

36



Solution: Find your champions
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Solution: Communicate the “why” or purpose 
clearly and often
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Challenge: 
Competing priorities
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Solution: Build capacity of organizations and 
people to do without you
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Build capacity 
holistically

Leadership

Program
structure/
culture

Staffing/staff 
development

Direct 
practice
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Challenge: Pressure to meet SNAP E&T 
requirements
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Solution: Lead with motivation, make meaning 
of the requirements
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Challenge: Staff don’t know what to do
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Solution: Define and regularly communicate what 
you want people to do differently in their context
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Example: CASA 
Network Impact

Needs

Outcomes

Core components
of advocates, staff, and leaders

Foundation of race 
equity

46
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What program leaders need to do well

Core 
competencies and 
best practices



What program staff need to do well

Core
Components
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What the organization needs to do well 
(organizational assessment)
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Challenge: Staff resistance to change
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Solution: Use coaching to support behavioral 
change and growth
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Challenge: Program makes limited to no 
progress with implementation
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Solution: Structure the environment to support 
desired behaviors
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• Make it easy for people to do the right things and hard
for them to do the wrong things

• Make behavior automatic (e.g., habits and routines)
- Design the environment for the people and the system (organization)
- Change requires reengineering a series of connected behaviors

• Design and implement change at multiple levels in
your organization (systems change)



Systems support desired behaviors

Behaviors

Systems

54



Finally, learn and innovate to continuously 
improve
• Gather data early and often

about implementation progress
- Road tests (formative evaluation) can be used to 

refine the practice, improve implementation, or 
both

• Regularly assess
implementation quality

• Set outcome benchmarks and
track progress

• Revise when and where needed
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For more information…

Michelle Derr, Founder and CEO
mderr@adjacentpossible.co
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QR: https://adjacentpossible.co/

mailto:mderr@adjacentpossible.co
https://adjacentpossible.co/


Thank you!
Dr. Michelle Derr, Founder & CEO, The Adjacent Possible 

mderr@adjacentpossible.co
Dana Emanuel, Senior Director of Learning & Innovation, New Moms

demanuel2@newmoms.org

mailto:mderr@adjacentpossible.co
mailto:demanuel2@newmoms.org


We want to hear from you!

Provide feedback on this session by scanning the 
QR code and filling out the survey
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QR: https://www.surveymonkey.com/r/F6HFLHH

https://www.surveymonkey.com/r/F6HFLHH
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