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About This Book

The field of coaching is booming! While this is a great step forward, it also means that too
many people claiming to be "experts" are jumping on the coaching bandwagon. We, and
publisher Pfeiffer, think it's time to disseminate best practice so that it becomes the norm.
Based on our success with the highly acclaimed first edition of Coaching for Leadership, we
are certain that we are best qualified to perform this important task.

With almost 25,000 copies sold, Coaching for Leadership is easily the most successful lead-
ership coaching book in Pfeiffer history—as well as one of the top five general Pfeiffer
coaching titles of all time. It is an invaluable and timeless compilation of theory and
thoughts from some of the world's best thinkers and has become a key resource for indi-
viduals, leaders, practitioners, and teachers involved in the burgeoning field of executive
coaching. As Warren Bennis said, "It's the single best collection of writing and writers on
executive coaching. It's really become a ‘must have' for the library of all coaches.”

Due to the great success of the first edition of the book, Pfeiffer has commissioned us to
update and expand Coaching for Leadership. This new and revised book, Coaching for Lead-
ership: The Practice of Leadership Coaching from the World's Greatest Coaches, focuses
its messages on two key audiences. The first is the rapidly growing number of executives
who are reaching retirement and aspire to become executive coaches. The second new au-
dience is the corporate HR department, which is now faced with new challenges in un-
derstanding and managing a coaching intervention. It delivers the well-researched best
practices of the world's finest coaches and includes updated versions of some of the arti-
cles published in Coaching for Leadership as well as many entirely new articles.






About Pfeiffer

Pfeiffer serves the professional development and hands-on resource needs of training and
human resource practitioners and gives them products to do their jobs better. We deliver proven
ideas and solutions from experts in HR development and HR management, and we offer ef-
fective and customizable tools to improve workplace performance. From novice to seasoned
professional, Pfeiffer is the source you can trust to make yourself and your organization more
successful.

@'i) Essential Knowledge Pfeiffer produces insightful, practical, and comprehen-

sive materials on topics that matter the most to training and HR professionals. Our Es-
sential Knowledge resources translate the expertise of seasoned professionals into practical,
how-to guidance on critical workplace issues and problems. These resources are supported by
case studies, worksheets, and job aids and are frequently supplemented with CD-ROMs, web-
sites, and other means of making the content easier to read, understand, and use.

B'i) Essential Tools Pfeiffer's Essential Tools resources save time and expense by of-

fering proven, ready-to-use materials—including exercises, activities, games, instruments,
and assessments—for use during a training or team-learning event. These resources are fre-
quently offered in loose-leaf or CD-ROM format to facilitate copying and customization of the
material.

Pfeiffer also recognizes the remarkable power of new technologies in expanding the reach
and effectiveness of training. While e-hype has often created whizbang solutions in search
of a problem, we are dedicated to bringing convenience and enhancements to proven train-
ing solutions. All our e-tools comply with rigorous functionality standards. The most appro-
priate technology wrapped around essential content yields the perfect solution for today's
on-the-go trainers and human resource professionals.
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Foreword

You have in your hands a powerful tool. It is the collective thinking of the very best
thought leaders in executive coaching. You have the opportunity to be stimulated
by the innovators who have forged their way in coaching excellence with little guid-
ance. These creative thinkers have practiced and matured their own coaching art over
time and in this book share their best and most applicable experiences.

Reading this book will give you the chance to digest the thinking of academic
practitioners who have seen this field emerge and have studied its effect on leaders (as
well as those they lead) around the globe. You have here a window into lessons learned
from implementing corporate coaching initiatives from the very practitioners who
launched them and are now willing to share their stories. And, if you utilize this trea-
sure trove well, you have a chance to further build your own individual perspective
into this (not-so-new-anymore) field.

I personally know most of the authors in this book. I've read their previous works
and been an avid fan of many. (That’s what you get with age!) I know that they are
serious about their craft and passionate about their desire to show you their unique
lens on the world of coaching. Read carefully, ponder on what they suggest. But know
also that this story does not end here.

I've never defined myself as someone squarely in the midst of the leadership coach-
ing movement. And like many readers, I've marveled at the huge array of individuals
who have hung up the proverbial shingle and declared themselves to be. .. “a coach.”
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I've also marveled at the equally vast number of people who have spent countless hours
in intensive certification programs even though they have been coaching all of their
professional lives.

There is no doubt that executive coaching is indeed needed and a new develop-
ment approach. My practice has always centered on development. For me, it natu-
rally follows that those who lead others must themselves learn to coach. That is part
of development. Throughout my experience, I have found that all the best leader-
developers at one time had someone to show them their own special growth edge: they
can tell you their stories quite easily for such experience gets indelibly marked.

I've had the good fortune to be the recipient of executive coaching myself. I re-
member being skeptical, but my desire to become a better leader for my own organi-
zation overcame my initial reluctance. I am glad for that. In return I have also become
a better liver of my own life. I've gained on both counts and continue to learn each
time I allow myself to press that “pause button” and remain open to the question of
how to do something differently.

As we move into an era when talent in our organizations has more choice than
ever before, we will need leaders who can attract, engage, develop, and retain the best
of the best. This book will help you to coach others to do just that. Today’s leaders
simply need all the help they can get. Bravo to all who offer to develop that skill to
leaders, and to all who deploy those initiatives in organizations. Enjoy reading!

Beverly L. Kaye
April 2005



“This book is dedicated to our mentor, coach, and role model,
Dick Beckhard. Dick was a man who made the ideas in this book
come to life. We will always be grateful for all that he did for us,

for our field, and for the world.”



PREFACE TO THE SECOND EDITION

It 1s happening, Executive coaching is exploding. The hope expressed in the first edi-
tion of this book is being accomplished.

The Practice of Leadership Coaching is the name we have given to this second edition
of Coaching for Leadership: How the World’s Greatest Coaches Help Leaders Learn. It builds
on the success of the original work, acclaimed by many authorities as the definitive
text on executive coaching. The original work, written as our subject was dawning,
has to date inspired well in excess of twenty thousand English-speaking readers; it has
since become available in a further four languages.

When Matthew C. Davis, senior editor at Pfeiffer, commissioned this new work,
he most likely expected to receive lightly updated scripts culled to appeal to the im-
portant emerging audiences he had identified. We have surpassed this ambition. Read-
ers of the first edition will not be surprised at the approach we have taken in producing
this latest work. We remain committed to the research approach. So we went back
to our authors and asked how they would like to present their ideas, now that our sub-
ject has moved on. Once again, their response was amazing,

The book you now hold is more like a separate volume than a second edition. It ex-
pounds a well-accepted leadership practice, not a rapidly emerging bright idea. This book
contains fourteen brand new chapters; another ten chapters have been significantly re-
vised. We include new detailed case studies, which we know are highly valued by our
readers. We are deeply grateful to all our authors for sharing our motivation, and to the
leading companies who have been so generous in sharing their experiences.

xiii
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Preface to the Second Edition

Our audiences are expanding. This indicates an expansion of needs beyond a
mere growth in numbers. We hope in this edition to address those emerging needs.
We have expanded and updated our book to include two clearly important groups.
The first is the rapidly growing number of executives who are reaching retirement and
aspire to become executive coaches.

Within the next five years, it is likely that more than 30 percent of U.S. executives
will be retiring*. In Canada, where the retirement rate of executives is nearly 40 percent,
“executive failure” is estimated at a staggering 50 percent. In this context, the possibility
of growing the skills of developing leaders makes an attractive corporate investment. Per-
haps uniquely; executive coaching has the potential to satisfy this need to up-skill incum-
bent young leaders. The necessary supply of experienced leadership talent clearly exists,
albeit in retirement. A fantastic opportunity has opened up to those leaders who are
“officially” retired and are thinking about executive coaching as a “second career.” Our
authors have much to say to them.

The second emerging audience consists of people in Human Resouce depart-
ments who are now addressing the challenge of introducing and managing coaching
programs. We have included case studies to demonstrate what has worked in partic-
ular instances. We suggest that coaching is better seen as a change management
program than a training activity. We hope that the collective views throughout this
book give HR sponsors a sense for the coaching opportunity and an indication of
the different approach that it requires.

Our book delivers the well-researched best practices of the world’s finest coaches
to those entering and studying this exciting field. By “best practice” we do not
mean that we asked our authors to research different approaches and then select a
benchmark. As a matter of fact, we want to discourage our readers from simply
copying something that worked for someone else somewhere else. We share with our
audience—practitioners, leaders who are transitioning from line manager to execu-
tive coach, and HR sponsors—the distilled principles of best practice and an under-
standing of where and how to apply these principles.

We believe this book to be an invaluable contribution to the growing field of
coaching, and we are sure you will find the authors’ insights, practices, and experiences
useful as you navigate the global business environment.

Coaching is the better way.

What to Expect from The Practice of Leadership Coaching

Our book begins by explaining and defining its subject, coaching, and then leads into
the essential parts of the coaching process, the strategy of executive coaching as a

*DDI, Executive Resource White Paper, 2002.
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change activity, and finally case studies and core applications—in other words, how ex-
ecutive coaching works in the real world. Of course, you may read the chapters in
any order. Just pick a subject that you are interested in and find your author. Each ar-
ticle is valuable in its own right and can easily stand alone from the rest.

Book Outline

The articles in Part One, Foundations of Coaching, of The Practice of Leadershyp Coach-
ing build the foundation for our book. These chapters comprise the engine that dri-
ves subsequent chapters. In this section, the authors triangulate their topic against
coaching. Coaching is the backdrop for each discussion and the main mechanism for
change is management. Laurence S. Lyons leads the section with his chapter, “The
Accomplished Leader.” This chapter sets the stage for the rest of the book, giving in-
valuable insight into executive coaching and its value in organizations. In Chapter
Two, “Coaching and Consultation Revisited: Are They the Same?,” Edgar H. Schein
sets forth critical descriptions of coaching and consulting, comparing the two and defin-
ing their differences. Paul Hersey and Roger Chevalier reveal how Situational Lead-
ership® provides the necessary structure to guide executive coaches in working with
their clients in Chapter Three, “Situational Leadership and Executive Coaching.”
Marshall Goldsmith concludes this foundational section with the updated version of
his classic piece, “Coaching for Behavioral Change,” which describes his tried-and-
true process for behavioral change.

Part Two of our book, Building Blocks, is comprised of articles that discuss the
essential parts or key themes of the coaching process. This is the section that tells
you how to make executive coaching work and how to build it into your organization.
Leading this section is a chapter by Marshall Goldsmith entitled, “Iry Feedforward In-
stead of Feedback.” In it, Marshall discusses the fundamental problem of feedback,
which is that it focuses on the unchangeable past. He provides us with a definition and
plan for using feedforward, looking at the infinite variety of opportunities that can
happen in the future, as a supplement to feedback. In his chapter, “Making Coaching
Work: Ten Easy Steps,” Marc Effron reveals how leaders can use simple questioning
tools to help build effective, successful coaching programs within their organizations.
Richard J. Leider discusses the essential differences between the success and failure of
an organization. In his chapter, “Leading on Purpose: What Do You Care About?,”
he traces the reasons for how well the leaders engage their followers and provides a
process for connecting to employees. In their chapter, “Coaching for Effective Action:
A Core Leadership Process,” Victoria A. Guthrie and John R. Alexander describe
the coaching model used at the Center for Creative Leadership, which emphasizes
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personal development as a stimulant for taking effective action. Joe Folkman explains
the importance to the success of any leader of giving and receiving feedback in his
chapter, “Coaching Others to Accept Feedback.” In the last chapter of this section,
“Selling Up Is Leading Up,” John Baldoni and Marshall Goldsmith tout the impor-
tance of and tell us how to persuade our leaders—those who don’t have to listen, but
often should!

Part Three, Leading Change, imparts strategies developed to function in the con-
text of a changing global business environment, an environment in which boundaries
are always pushed. These strategies make use of executive coaching as a change ac-
tivity critical to the survival of leaders and organizations. Heading this section is
“Coaching at the Heart of Strategy,” by Laurence S. Lyons. This chapter sets the stage
for the rest of the section by defining what executive coaching is and what it can do
for an organization. In his chapter, “Crossing Over: Making the Transition from
Executive to Executive Coach,” Brian Tracy reveals how and why executives might
transition to becoming executive coaches. David Noer follows with his chapter, “Sur-
viving the Transition from Line Manager to Executive Coach,” which explains some
of the benefits and pitfalls of making such a career change. “Coaching Business Lead-
ers” by Richard Gauthier and David Giber attends to the fundamentals of setting
up and preparing a coaching plan with measurable objectives harnessed to the de-
velopment goals of the organization. In their chapter, “Coaching and Culture: The
Global Coach,” Michel Moral and Pamela Warnock advocate the significance of cul-
tural awareness as an essential component of executive coaching that can lead to suc-
cess or failure in the multicultural business context. Jim M. Kouzes and Barry Z. Posner
define leadership as a relationship in their chapter, “When Leaders Are Coaches.”
“Coaching the Coaches,” written by David Ulrich, illustrates an important philoso-
phy of coaching: “Coaching does not mean doing for others, but means helping oth-
ers to get things done.” The last chapter of this section is written by Marshall
Goldsmith and Kelly Goldsmith. The article entitled “Why Coaching Clients Give Up
and How Effective Goal Setting Can Make a Positive Difference” helps us understand
how coaches can keep their clients interested and involved in achieving the goals they
set for themselves.

Part Four, Applications, is the final section of this book. It is all about applying what
we know about executive coaching in the real world. In this section, we take a look at
some core applications and some valuable case studies. In his chapter, “Case Study:
Coaching for Change at Aventis,” Laurence S. Lyons discusses the nature of coaching,
before giving an in-depth account of how coaching worked at Aventis. In their chap-
ter, “The Experience of Siemens in Spain,” Marta H. Williams, Carlos J. Paulet, and
Rebeca Arroyo outline the leadership evolution at Siemens, with particular attention
paid to the innovative use of coaching and 360-degree feedback. Kevin D. Wilde de-
scribes the part coaching played in the merger of two well-known competitors in his
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chapter “The General Mills & Pillsbury Merger.” In “The Agilent Technologies Story:
Coaching Across the Enterprise,” Brian O. Underhill, Dianne Anderson, and Robert A.
Silva give an account of the development and implementation of Agilent’s APEX
(Accelerated Performance for Executives) executive coaching program. Marshall
Goldsmith supplies us with a futuristic look into the world of coaching in his chapter,
“e-Coaching: Using the New Technology to Develop Tomorrow’s Leaders.” In her clas-
sic piece, “Career Development: Anytime, Anyplace,” Beverly Kaye reveals that con-
temporary organizational practices rely heavily on managers’ abilities to get the most
from their employees, and to do so must devote time to employees’ critical develop-
mental needs. R. Roosevelt Thomas, Jr., explores how leaders and managers of an
increasingly diverse workforce may offer coaching to those whose attributes and be-
haviors differ from their own. He then addresses the impact of diversity on the coach-
ing process in his chapter, “Coaching in the Midst of Diversity.” In our book’s final
chapter, “Coaching Executives: Women Succeeding Globally,” Nancy J. Adler de-
fuses the myths about women in the global workforce by bringing a broader perspec-
tive to each executive’s unique position, organization, and industry.

We hope you enjoy this new volume. We hope you will gain more understanding
of coaching as it grows to meet with our changing times. We believe coaching can have
an incredibly dramatic impact on leaders and organizations, and it is our sincere wish
that you find within these pages a theory, method, and strategy to apply coaching within
your own organization, or with the executives of organizations that you coach.

Marshall Goldsmith Laurence S. Lyons
Rancho Santa Fe, California Reading, England
May 2005



PREFACE TO THE FIRST EDITION

Motivation: Toward a Better Way

xviii

Every so often—perhaps once in a lifetime—we have a chance to anticipate a radical
and pervasive change that is truly fundamental in nature. This book exists because we
are at this very moment at the pinnacle of such change in the world of work. With
the passage of every business day, yesterday’s “management” approach becomes
less relevant while we struggle to find a better way:.

Peter Drucker’s “knowledge worker” is replacing the factory worker at such a rate
as to become today’s stereotypical worker. The flatter, shamrock organization typified
by Charles Handy is evolving as modern networks are becoming as familiar as tradi-
tional pyramids. Whereas in the past we were taught how to work with managers, now
we must ask: How can we learn to work with peers?

Ideas stemming from Edgar Schein’s “process consulting” are escaping from the
closed professional consulting world to reach a much wider group of practitioners—
that growing number of people doing all sorts of work who now recognize themselves
as leaders. Business is going global. Work is more turbulent and stressful. The “job
for life” has disappeared, thus challenging each individual to take care of career and
personal development—paradoxically at a time when organizational memory, knowl-
edge, and learning are becoming more valuable and sought after. Consumers are press-
ing for products that deliver more value and continue to demand more service. Even
the “office” is redefining itself in new places, allowing us to work at all times of the day
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as technology offers to make our style of work more flexible. The “better way” must
somehow accommodate all these major shifts and offer some answers to the really hard
questions.

We were motivated to write this book because we could see that a number of in-
dividuals and organizations had found a better way. At a time when managers were
being urged to re-engineer the processes of their businesses, we noticed that some
organizations were making even greater strides by focusing on people. Their approach
1s coaching. It is far too easy to dismiss coaching as yet another technique in the
management toolbag. The editors see coaching quite differently. For us, a leadership
attitude is essential if individuals and organizations are to flourish in the new business
world: good coaching offers both dialogue and etiquette, which together provide the
structure and process in which leadership can work well. For us, coaching is the style
of choice that rehumanizes the modern worker.

The goal of the editors, then, was simply to bring together the thinking of the
world’s greatest coaches at a critical time when leaders and managers need to learn
about good coaching. This need has been met in this book with tested guidelines
that promote responsible and effective coaching. We feel we have a duty as a pro-
gressive group to articulate our experiences, ideas, theories, and practices into one
book that consolidates and positions the coaching subject into mainstream leadership
and management topics.

Our Audience

Naturally, there are many audiences for this book. Those who already recognize them-
selves as leaders will find valuable reference material to help develop and improve their
own leadership style. All those who see themselves as “managers” will find here a route
along which to explore and experiment in leadership activities. Our book is for those
who sponsor coaching, those who provide or receive coaching, the designers of coach-
ing programs, and anyone who will integrate coaching into his or her own personal
style whenever relating to others in the workplace.

Our Authors

We did not expect to write this book alone. At the outset it was clear that we needed
to consolidate the thoughts, experiences, and insights of the world’s greatest coaches
and thinkers on management and leadership. We feel that their generosity in con-
tributing chapters and their enthusiasm toward this ambitious project has validated
our own beliefs about the importance of coaching. We take this opportunity to thank
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our authors warmly, for their willingness to share, for their perseverance in keeping
to deadlines, for working with us on making changes to their chapters, and for their
unanimous encouragement and support. Their response has built this book into a
unique collection of chapters offering an entry point into our subject to readers from
all backgrounds.

We have read and edited all the chapters. In areas where we have found different
authors writing about the same idea, we have tried to adjust the language so that the
same word or expression in one place will refer to the same idea in another place, in
a uniform way throughout the book.

We have been editors, never censors. While we have diligently applied a unifor-
mity of language, we have deliberately avoided any insistence on a uniformity of ideas
beyond a commitment to coaching. Ours is an emerging subject in which specific sit-
uations can be as important as tested techniques in determining outcomes. Practice
concepts that today might appear to us as ambiguous, paradoxical, or even contra-
dictory will compete in the real world of experience; they will synthesize, and our col-
lective thinking will make progress into the future.

Our Subject

In order to describe our subject area, we make a few general comments. There 1s some-
thing fundamental about coaching that enables it to fit into organizations of all kinds.
Coaching is a behavioral approach of mutual benefit to individuals and the organi-
zations in which they work or network. It is not merely a technique or a one-time event;
it is a strategic process that adds value both to the people being coached and also to
the bottom line of the organization.

Coaching establishes and develops healthy working relationships by surfacing
issues (raw data gathering), addressing issues (through feedback), solving problems
(action planning), and following through (results)—and so offers a process in which
people develop and through which obstacles to obtaining business results are removed.
Coaching can also be looked at as a peer-to-peer language expressed in a dialogue of
learning.

Coaching is transformational. Through a behavioral change brought about in in-
dividuals, a leader may transform the organization and gain commitment. Coaching
can offer a new propellant to organizational change. In coaching, people are offered
the chance to align their own behavior with the values and vision of the organization.
By helping people understand how they are perceived when they are out of
alignment—and then putting these individuals back into alignment, one person at a
time—coaching can make real impact and build healthy organizations—top-down,
and from the grass roots up.
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As to a formal definition of “coaching,” how it relates to “leadership,” and ques-
tions such as the difference between coaching and “mentoring,” or whether the “sports
metaphor” is appropriate—here we have let our authors speak for themselves. Of
course, each of us has a personal view, and we take the opportunity to share this in
our own individual chapters, which open the book.

Our Hope

Our hope is that, through the reading of this book, the reader will gain an under-
standing of the importance of coaching as a preferred and tested route to achieve lead-
ership; the dramatic impact that can be achieved through coaching; why managers
need to develop into leaders; and how coaching fits in with other techniques and ap-
proaches (consulting, therapy, organizational development, and so forth).

You will gain a thorough grasp of how—and for whom—coaching should be ap-
plied in your own organization and in your career, and also how to perform in your
role as a coach, a person being coached, a sponsor, or as a buyer or supplier of a coach-
ing service. Last, you can return to this reference work when you need to see how
the world’s top forty-five leading professionals have successfully responded to diffi-
cult coaching problems and successfully applied their own ideas in diverse situations.

Ultimately it is you—our reader—who we hope will complete the quest of this
book by bringing good coaching practice into the world of work for the benefit of all.

May 2000
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PART ONE

FOUNDATIONS OF
COACHING




Personal success merely brings achievement. Helping others succeed confers genuine accomplishment.
Passion for “success through others™—the common aspiration of the consultant, counselor, and coach—

is a source of synergy and a hallmark of leadership.

Only an accomplished leader leaves a social legacy. Having “made hus mark™ on the organization,
he leaves behind talented people who will in turn make their mark into the future. For this to come about,
the accomplished leader will have made time to pass on learning to others.

Thus idea was taught by Dick Beckhard whose motio—we have a duly lo pass on our learning”—
was a deep source of msprration for this book. The practice of leadershup coaching has much to offer the
person being coached. Inescapably, it offers the coach an opportunity to become accomplished as a leader.
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CHAPTER ONE

THE ACCOMPLISHED LEADER

Laurence S. Lyons.

d leader becomes complete only after giving something back.

The Sheraton Hotel at Brussels airport is a short walk from the terminal build-
ing, making it a popular meeting place for the affluent traveler. Those adventurous
enough to explore beyond the spacious restaurant level will find a secluded café fre-
quented by the business jet-set. Chuck, a dapper fifty-something, confidently saunters
in, immediately searching out a quiet corner. The plush atmosphere evokes a feeling
of opulence and a sense of power. This is the life.

Chuck has arrived early, so finds time to reflect. Surely twenty-five years’ ex-
perience in the corporate world amply qualifies him for this imminent encounter.
Chuck has worked in small businesses and in huge corporations. He was once a line
manager responsible for a department of six-hundred people. He has done major
tours of duty in operations, finance, and customer service. In one posting, Chuck
served as a deputy regional manager. Chuck has experienced the thrills and
spills of mergers from both sides. Chuck has lived the corporate life, and Chuck
has survived.

Laurence S. Lyons Copyright © 2005. All Trademarks Acknowledged.
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In his time, Chuck has come across many difficult situations and plenty of
challenging people, each providing some new learning experience. An alumnus of
the “hard knocks” school of management, he has acquired a sharp taste for real-
ity. Chuck knows how much damage is done daily by organizational politics and
mindless rules. He has seen great ideas get quashed, and under-spent budgets
wastefully squandered at year-end. Chuck is mature now, and has learned how
to play the corporate game. Chuck understands—and often correctly predicts—
organizational outcomes that are completely counter-intuitive to the man in the
street. Chuck speaks the language of management. Chuck is able to think as a
leader. Chuck has much to offer; today he is ready to give something back, to pass
on his learning.

Remembering that this will be his very first face-to-face meeting in his new
role as an independent business coach, he opens his briefcase and again reads his
notes. . . .

Soon, Chuck is to meet Susan, a fast-track executive currently running the mar-
keting department at a blue chip. In her early thirties, Susan has ambitions to work in
public relations before moving to some more senior position, maybe one day to go onto
the board. In their phone conversation last week, Susan told Chuck that she does
not get on well with her boss and has recently been passed by for promotion. Susan
suspects she 1s hitting a “glass ceiling.” Susan directs the work of fourteen marketing
communications and program people, and seems to have only a vague idea about the
work or personality of her peers.

A careful observer sitting in the lobby might notice Chuck lightly biting his bot-
tom lip while contorting his eyebrows. He is now deep in thought: How do I start to make
sense of Susan’s story? What do I really know about marketing or glass ceilings? What should we
talk about? Where should I take this? What good can I do? And, more acutely: What damage
might I do? As Chuck ponders these grave matters, he realizes that deep down he 1s just
a tiny bit worried.

We’ll leave Chuck in suspended animation, anticipating Susan’s arrival at the
hotel. Painting by numbers won’t effectively guide their conversation because Chuck
does not know what gambit Susan might bring. Chuck’s strength lies in his ability
to be responsive to Susan, to follow the needs of his client. To help him in this,
Chuck needs general orientation, not specific advice. How should Chuck define
the area of his work? How should he deal with his own lack of familiarity with
some of Susan’s situations? How can Chuck play to his strengths? He does not re-
alize it yet, but Chuck is in great shape. What he badly needs right now is a good
theory.
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A Clear Focus on Coaching

Now would make an excellent time for Chuck to focus his thoughts on what he is meant
to be doing. In the conversation yet to take place, Chuck will follow Susan into
many and varied topics. As coach, Chuck will at times touch on career planning; he
may borrow techniques from personal counseling; he will sometimes process-
consult. He will always bring his own experience and knowledge into the room. Yet at
all times 1t 18 executive coaching that must remain at the forefront of his efforts. A com-
mitment to coaching places Chuck’s work squarely within a learning context. The client
1s always an executive, so Chuck works exclusively within an organizational setting,

Executive coaching is about helping clients gain benefit from learning in an
organizational setting. Ranging from the development of general personal skills, to
helping Susan figure her way out of a tight corner, all that Chuck does as coach is in
pursuit of that end. Chuck’s impact will be determined by his ability to transform
organizational situations into realistic learning challenges matching the immediate
needs of his client. Supremely importantly, How the client now thinks and How the client
mught think differently will be key components of that project.

Requisite Variety

Different people prefer different learning styles. This makes it extremely important for
Chuck to offer Susan a choice of learning approach. As manager, Chuck himself may
be able to get easily from 4 to € via B. As coach, his task is not to escort Susan to /s
intermediate comfort-point B; rather he should help Susan find her own path to C. Oy,
indeed, find an even better destination.

At work here 1s the systems concept of equifinality permitting a variety of per-
sonal styles, any of which may be applied to a given situation, to meet the same
learning or business objective. Such choice is vital to ensure that each and every step
in Susan’s learning program respects her personal values. It is only freedom of choice
that allows Susan to remain true to herself. She must never feel that her quest to be-
come a leader is forcing her to mimic a style that is distasteful to her, or make her
adopt noxious behavior that she would recoil from seeing in others. Her ability to
design her own authentic “Susan” style will bolster Susan’s feeling of comfort with
herself and with her coaching program. She may at times test an unfamiliar tactic;
while doing so she must never be asked to compromise her integrity of action.
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At the root of designing such a learning strategy lies the coach’s ability to
deeply understand “the organization,” how it works, and the different ways in which
a client may survive, win, and prosper within it. Fortunately, this is an area where
Chuck can claim to be something of an expert. Good coaches do more than point
out an executive’s faults. They best help their clients by encouraging them to play
to strengths. It is no different for Chuck, one of whose strengths is his expert un-
derstanding of organizational dynamics absorbed from his exposure to the corporate
world. This is a skill he must leverage when making the transition from manager to
executive coach.

Thinking Like a Theorist

An effective manager-turned-coach thinks like a theorist; acts like a researcher; never
gives advice.

Theory can be that dry stuff found in textbooks. Alternatively a good theory in-
spires and stimulates action. Theory is capable of doing many useful things. It helps
focus our attention on what is important when it encapsulates useful ways we have
found in which to view our world. Theory can help get us quickly to the point. The-
ory helps us discover hidden connections; it helps us remember what otherwise we
might forget. Theory may be the only thing we can cling to when we have little reli-
able data at hand. For coaches, who are behavioral practitioners in an imperfect world,
a good theory 1s simply shorthand for good practice.

Theory truly comes alive when it helps practitioners tackle practical problems. While
waiting for Susan in the freeze-frame action at the hotel, it is this more vibrant type of
theory that Chuck definitely needs. Chuck may believe he is simply looking for some
tested theory to help guide him along his new coaching path. Theories and models
abound; simply collecting them is largely a sterile activity. Chuck adds value only when
he helps his client. He will only start to do that and make real progress as a coach when
he comes to understand that in his new job he has become a theorist. A theorist is some-
one who admits to not knowing and who is prepared to begin by making an informed
guess as to cause and effect in a problem situation.

Learning by Theory

There are many parallels between Chuck’s work and that of a scientist. Both pick up the
theorist’s work and conduct experiments in the real world from which learning results.

As a coach, Chuck must be clear about his role and know the boundaries of his
work. He must be able to crystallize what he already knows and have the ability to
transfer his insight. His deliverable will always be a learning opportunity. Of course,
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this is far from saying that Chuck will always have the right answers. Chuck’s
perspective on a situation will never constitute more than a candidate hypothesis
which may have to share the stage with several competitors. As always, the client must
herself select between approaches and choose an appropriate way to learn. The best
Chuck can hope to do is question and inform Susan based on his experience.

Chuck is concerned that some of Susan’s presenting issues seem to be outside his
immediate experience. For one thing, he has never personally encountered a glass ceil-
ing. The good news for Chuck in his conversations with Susan is that although he may
come across subject matter with which he is totally unfamiliar, as a former manager
he is well qualified to analyze what counts—the patterns of situations and relation-
ships he is likely to find. Even better news for Chuck is that as he is now a coach not
a manager, his role is all about learning systems: this positively prohibits him from giv-
ing any content advice. Shifting a gear into the theoretical level is just what Chuck
needs to help keep him honest.

Chuck knows that very soon he will hear Susan’s story. He is preparing himself to
draw out and organize Susan’s ideas. He considers for a moment the far-ranging scope
that this conversation will likely have. During today’s little chat, Chuck must expect to
exert considerable influence over the lives of Susan, those close to her, and others in
and around the organization for which she works.

Chuck feels it important to shed any prejudices and false assumptions that may
be in play—in his own mind, as well as in Susan’s. He feels a deep sense of listener re-
sponsibility and realizes that he will need to discipline himself in the way he chooses
to receive Susan’s story. Chuck does not want to contaminate or judge that story. He
will succeed by assuming a research style, or, in more familiar management terms—
by conducting a friendly audit. Today, Chuck will say little, and instead concentrate
his efforts on building rapport while simply lstening to the music.

Susan’s Story

Susan has proven herself to be an exceptional marketing professional. Susan has the
experience of growing and leading an excellent team. She has reached a career stage
where the perceptions of her by peers in other functions have become critical to her
advancement in the company. To be credible at her present level, it is important for
Susan to express herself in terms of broader business ideas. To remain strong, Susan
must demonstrate that she can think strategically and orchestrate the political dimen-
sions of her role.

Susan’s regional boss wants to combine the marketing and public relations
departments locally, and can see economies in doing so. But Susan works in a matrix
organization in which her marketing boss wants to keep these functions separate.
His logic for this is that PR audiences and market sectors need very different handling,
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different skill sets, and different kinds of people to engage them. It also happens to
be the case that the alternative would mean a smaller marketing empire.

Susan remains loyal to both camps and therefore has pursued only timid poli-
cies that are controversial to neither manager. This has caused her some personal
frustration. For as long as this issue remains unresolved, it also harms the business.
While Susan treads water, the business remains sub-optimal: resources are duplicated,;
motivation stays low; productivity inevitably suffers. For as long as such ambiguity in
her position persists, Susan’s long-term future as a leader is at risk.

The political situation causing this stress 1s a form of organizational madness, even
though it is constructed solely out of rational positions taken by interested parties.
Susan needs to succeed in the face of and despite this madness. As is often the case,
many of the tools she needs are closer to hand than she realizes. Susan needs to be-
come more politically astute, to play to her strengths and capitalize on her proven
knowledge of marketing. She needs a coach to help her see how easily she could apply
her existing know-how to promote /erself in the company—in the same way her mar-
keting team promotes the company.

Systems Change Agent

At any time the coach may appear to be talking to one individual person but in real-
ity he i3 always—in some sense—in dialog with the entire client system. Shortly, Susan
will tell Chuck about her situation. We do not yet know what they will say. But we know
it 1s likely that, as a result, Susan will be doing some things differently tomorrow. Susan
may ask her bosses new questions; she may try out new responses in familiar situations;
she may even create totally new situations in which to initiate new dialog. Susan may
start to investigate the feasibility of integrating two departments by floating a few prob-
ing questions.

Today’s conversation is going to extend far beyond the hotel walls. Its ripples
will be felt by Susan’s bosses and others. With thoughtful preparation and presenta-
tion, Susan has an opportunity to impress her peers and inspire her direct reports along
the way, as she makes progress in learning how to address the structural dilemma
she faces.

Chuck will speak to Susan yet engage her whole organization. And Chuck will do
even more than that. He will influence Susan’s career beyond this corporation.
He will expand the skills Susan employs in her personal life too. Chuck has become
an agent of change in a set of complex systems, and he carries a heavy burden of
responsibility.
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Theoretical Foundations

Thinking in a Corporate Setting

The most basic concept in executive coaching is how a person thinks in a corporate
setting. It is the degree to which this concept is developed by the coach that makes
any coaching intervention impactful. A good theory distinguishes itself by offering
a working model that captures a sufficiently rich corporate description for the job
in hand.

Depending on circumstances, Chuck or Susan might use this model in different
ways. Chuck reflects on his own thought processes to better understand how he thinks
as a manager; in this case Chuck becomes the model’s subject. In another application,
Chuck employs this model with Susan as the subject, the aim here to unravel Susan’s
thinking towards the supposed glass ceiling. Then again, in their conversation the pair
considers how Susan’s work colleagues regard Susan, now placing her managers, di-
rect reports, peers, or customers under the lens at the center of the model. Chuck and
Susan have the option to collect feedback, to populate their current model with data, to
ignite a more public learning process. When a coach is present, some model for think-
ing i a corporate setting 1s at work whether we are aware of it or not.

No single discipline holds a monopoly on thinking about thinking. Sharing our
common interest in the topic of thinking, psychology and philosophy, each has some-
thing to offer for coaching theory. Both contribute insights to help us understand fow
the client thinks. These contributions only become valuable to executive coaching clients,
however, when they are set in a management context that directs practical action to-
wards business results. It is primarily the job of the coach to help the client translate
insight into action within their specific corporate setting.

We might observe that a certain executive thinks fast. Indeed, this may be very
important where the objectives of coaching are purely behavioral: there is a potential
danger that colleagues who think at only the normal rate may get left behind. This
situation 1s grist for the mill for the middle-manager behavioral coach who may sug-
gest trying out new techniques for “bringing the audience along.”

Thinking Deeply

At senior levels in the organization the application of coaching tends to shift focus into
the strategic and political arenas. Here, these same words how the client thinks should be
understood to extend their meaning to include whatever rational, social, attitudinal,
emotional, interest-centered, planning, goal-directed, or any other aspects of thinking
may be relevant so that useful coaching work can get done.
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Suppose Susan tells Chuck she has “engaged” participants in her new market-
ing project by writing them a memo. Chuck has seen this memo and agrees it contains
logical, impressive, compelling and elegant arguments, the correctness of which
seems indisputable. Susan is surprised that none of the recipients has taken any no-
tice whatsoever.

The problem here is that Susan thinks about engagement in purely rational terms.
Her thinking about engagement does not yet extend to recognize the importance of her
personal presence or the power of an appeal to her colleagues’ own interests. To
usefully engage she must articulate the link between her pet project and the greater
good of the business; rewards to shareholders, benefits to customers, contribution
towards a better life on the planet. For her, engagement means giving a rational expla-
nation: this is how Susan now thinks.

The challenge for Chuck is to explore how Susan might think differently. Mod-
eling Susan’s thinking, Chuck will extend the idea of thinking to include any important
attitudinal components in play. Susan lacks confidence in inspiring her peers. She har-
bors feelings of restraint when there is a need for her to stand up to her line
manager. Then again, Susan may have some genuine blind spot of which she is to-
tally unaware. She may have a phantom obstacle she needs to expunge: a glass ceil-
ing, perhaps.

Chuck finds it useful to say that all of this has to do with how Susan “thinks” in a
corporate setting. Insight into Susan’s thinking provides Chuck with an essential build-
ing block for designing her learning program.

Rich Description

Sometimes we use words such as think to include other factors that are more commonly
described by separate words. Another example is process, which may simply mean a
mechanistic repetitive set of actions. Equally, we may use the word to denote a com-
plete system that has knowledge of its purpose, the structure, and culture in which it
operates, and even has the ability to adapt itself to change. In one sense, a whole busi-
ness could be described simply as a process.

When theorists choose to extend the meaning of a word in this way, far beyond
the regular face-value dictionary definition, they are using rick description. Rich de-
scription can open new horizons to expand the extent of a coach’s impact. For the
client, too, it offers a useful choice about how to think in a given situation. If Susan
were to use a rich description of the word audiences in her conversations with her man-
agers, she would have at her disposal a vocabulary highly conducive to integrating the
work of marketing and PR in her region.



The Accomplished Leader 11

Acting Like a Researcher

As a coach, Chuck will spend a lot of time involved in research. A researcher is some-
one who, when presented with a tangle of information, will first sift out what is im-
portant and then go on to formulate new questions. These research questions seek to
uncover what might be important yet currently unknown. With its focus on learning
in an organizational setting, the research aspect of executive coaching will often
have as its objective the discovery of perspectives to assist the client’s personal devel-
opment. Susan benefits from finding out the extent to which her credibility as a leader
will improve were she to properly engage her peers and inspire her bosses.

Chuck needs to be more that just a regular researcher; he must be forensic and
meticulous when looking at evidence. In today’s conversations with Susan, all data
comes from a single source—Susan. Quality data will likely be scarce, especially as
Susan has some blind spots. While it may be safe for Chuck to assume Susan’s reporting
of her own experience is totally genuine, any data describing Susan’s environment—
including any perceptions held about her by work colleagues—will be largely unsub-
stantiated. In truth, from today’s exchange alone, Chuck may have little verifiable
information to work with.

Tentative Solutions

Given the high degree of risk in Chuck’s raw material—reliable information—we
might allow him to pause for a moment and rejoice that he has become a theorist.
With a paucity of data, any coach is in real danger of making a serious mistake through
incorrect inference. It is in such a situation that theory excels. Chuck’s insight into real-
world organizations contains exactly the theory he needs to help bridge gaps in data
and make his intervention more robust. Chuck brings to the conversation a large num-
ber of theories and research questions grounded in the experience of real organiza-
tional life. Chuck uses story-telling to bring prototype models into his conversation
with Susan.

Client Learning

The research that Chuck will engage in will always be of the pure kind. This again
keeps him at the theoretical end of his partnership with Susan, whose role is to do
all the hard work. It is Susan as client who will be interacting with her work system by
raising new questions with peers and bosses. After all, the learning must be experi-
enced by Susan, not Chuck.
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Reaching Out

Chuck may find he does not have access to Susan’s stakeholders. Susan will periodi-
cally return to future coaching sessions with stories that relate interactions with work
colleagues from which theories will get built and refined. This coaching approach can
be extremely effective in highly charged political situations; when the executive is new
in post and so is “unknown” to colleagues; and in other cases where supporting data
cannot reasonably be collected. This does not mean that involving more people in
data gathering is necessarily better. Triangulating data from multiple sources brings its
own problems.

Challenge vs. Validation

Like many amateur coaches, Chuck is in danger of becoming evangelical, insisting his
client changes for the better. Chuck zealously wants to make Susan a “better” executive,
and to do this he thinks he must ¢hallenge her to instantly address some perceived weak-
ness indicated by the feedback. It is possible he will feel the need to say: “Susan, 1
know you think you are an excellent listener. But I have here the feedback from twelve of your direct re-
ports who completely disagree with you. Now, should we get started on improving your listening skills?”
There are many useful techniques for achieving this, such as leaving pauses in the con-
versation to allow people the opportunity to seek clarification.

Chuck will not make such an elementary mistake. Chuck, who thinks like a the-
orist and acts like a researcher, asks: “Susan, they say you don’t listen; why might they think
this?” Susan responds that during the past six months, as well as running the market-
ing department in Europe, she has been representing the company in secret merger
discussions, reporting directly to the CFO. These talks take place frequently, involving
specialist consultants from the Big Five, together with teams of attorneys, accountants
and technical experts, all of whom take up residence across discreetly separated suites
at a top Beijing hotel. The consequential volume of travel and follow-up work placed
on Susan is monumental. Susan says that she is aware her team might feel alienated
but insists she is not allowed to tell them why.

Instead of immediately looking for compensating behavior, a researcher first ques-
tions source and context. An expert coach will validate raw data. Chuck will be inter-
ested to know what was happening when Susan’s feedback was being collected, and
whether anything unusual might have been going on at that time. A research approach
wins the day. Suggesting to Susan that she should fix her listening problem by taking
long breaths between sentences would not have been helpful.
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How Chuck Came on the Scene

oe is the management accountant responsible for, among other things, ap-

proving expenditure in Susan’s company. A few months ago, he made his first
serious mistake. Joe almost bounced Thelma'’s budget. Thelma is Vice President,
Human Resources. Thelma is a no-nonsense executive with attitude. Joe’s email
had asked Thelma to produce a return on investment justification for her coach-
ing program. Joe reasoned that management is responsible for investing share-
holders’ money, and shareholders are entitled to know what they should expect
in return. Where is the bottom-line benefit? Joe had questioned in his email. The
answer, that the bottom line will be there, was not the one he had expected, or in-
deed was prepared for.

Instead of replying with a curt email, Thelma sensibly invited Joe to her of-
fice. Joe was prompt. As Thelma was running behind schedule that day, her per-
sonal assistant told Joe he could wait in her office, which he did.

When she eventually arrived, Thelma offered her apologies, announcing with
a knowing smile that she was exactly ten minutes and twenty-two seconds late.
She had unexpectedly stopped off to fit a replacement watch battery. Joe sus-
pected that Thelma'’s accurate time-check was her way of making sure she was
getting good value for money from her recent purchase, a quality Joe highly ad-
mires in a budget holder. Little did he know that in a very short time he would
be back in his office wondering what had happened.

“You asked me to estimate the return on investment for our coaching pro-
gram, so let’s start there. As an investment the Rol from this program would sim-
ply be an increase in share price. In my experience, investors tend to like that.
So | guess that settles that question. Our investor relations people tell us that
share price is strongly related to analysts’ confidence in the quality of manage-
ment. Coaching is the method we're using here to grow our management qual-
ity and translate it into tangible business impact.

“As | remember, your standard accounting paperwork doesn’t ask for
the most fundamental measure of success that’s relevant here—the protection
and enhancement of share price. Until it does, how can | be expected to prop-
erly respond?”

Thelma beamed. Joe tried to say something, but was cut short.

“But that’s not the point. By asking for Rol, you're telling me you haven't yet
understood what we’re dealing with here, Joe. We're not justifying our Coaching
for Leadership program as an investment. Make no mistake, this program is an un-
avoidable expense; we won't safely achieve this year’s plan without it. That’s why
your request for a return on investment figure is technically meaningless.”

13
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During the short pause that followed, Joe scribbled something on his multi-
column legal pad. To Thelma, who admittedly was reading upside down, it
seemed to resemble a cartoon character, but she could not be totally certain
about that.

“Moreover, you should be aware that the relevant asset has already been ac-
quired. It’s in place right now. And this planned expenditure on it has already
been implicitly justified at corporate level by the main board. Frankly, further jus-
tification seems unnecessary.”

For some reason, at just that moment, Joe had unexpectedly become aware
of the existence of his Adam’s apple, but was unable to say why. He had so many
questions; he did not know which to ask first. He did not get the chance.

“You look confused, so let me explain. The asset in question is the senior man-
agement team, our regional board. Corporate expects us to carry out a program of
work, plus whatever unexpected change the world might throw at us—over the
coming year. Our success in this as a business is not negotiable. Indeed, as a board
we have a responsibility to do whatever is necessary to give ourselves the best chance
of achieving our objectives. The coaching program resources that responsibility.

“It strengthens our bottom line by squeezing out the risk of missing it.”

Joe repeated that last sentence to himself slowly inside his head. Thelma
paused to give Joe time to take this in, then smiled broadly, her face now full
of reasonableness. Conspiratorially, she continued:

“Look around. We have members who are new to the board, and with the
recent re-organization we have people on the board who will need to work to-
gether in totally new ways this year. We also have aggressive sales targets,
growth targets, and an extremely turbulent business environment which may
include making a local acquisition. We are running this coaching program to
make sure the people we have in place are given the best chance to be as ef-
fective as the business needs them to be in doing all this. It's simply the ‘soft’
part of our business plan that has already been agreed and signed-off. | am only
sorry we didn’t start all this earlier.

“Yes, it is true that there are some choices to be made. Of course we'll be pru-
dent. The key to getting all this right lies in the design of our HR program which
we’ve framed as a change initiative. We’ve put a lot of effort into that. Naturally
only suitably qualified coaches will get anywhere near our top talent. For high
potentials like Susan we’ve found an individual named Chuck who may fit the
bill perfectly. For the senior management team, we want a heavyweight coach
to work closely with the entire regional board. Given the strategic challenges
and degree of change we're facing this year, we’ve decided to get a very ex-
perienced coach at the top end of the range. Of course, I'll copy you on the fig-
ures as soon as | have them all.

“Joe, | appreciate your taking a personal interest in this. | know that direct
share price enhancement and bottom-line risk reduction may not be the typical
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benefits you normally recognize in our regional cost center budget. But our busi-
ness has to recognize exactly that. If we've learned anything from our experi-
ence of business process re-engineering it's that soft factors drive hard results. We
have a board who strongly believes in that maxim, and in response to that, we
in HR have built a robust plan to achieve those hard results today and protect
our talent well into the future.

“The senior management team is a corporate asset, even though you may not
see it as an accounting asset. Yet it still needs nourishment. This new approach
will make us a stronger company. That’s what this coaching program is really
all about. This is how modern companies look at senior coaching programs.

“Well, | guess that just about covers everything. It was so good for us to
talk today rather than to simply exchange paperwork. | am a great believer in
cross-functional co-operation like this. Joe, | want you to know how much | value
your support. Thank you so much for taking the time to see me today.”

As Joe was leaving, Thelma locked his gaze, smiled, and then lovingly looked
down at one of her personal assets—the diamond-studded Rolex Cellini Quartz
sparkling on her wrist. “Nobody will balk about paying a fair price for a re-
placement battery,” she said. Then, looking directly into Joe’s eyes with the
slightest hint of a wink: “But who’d want to propose owning an expensive watch
that can’t correctly tell the time?”

In an era when HR is striving to find ways to add strategic value to the busi-
ness, it is leaders such as Thelma who hold out a blazing beacon to lighten up
a path. And, as Joe will attest, its brilliant flame has the power to cauterize as it
goes along its way.

The Hybrid Coach

We have become familiar with the consultant as an external agent of change or as
someone responsible for helping managers develop the purely technical aspects of
their business, such as marketing or operations. More recently, working with
individuals and teams, the behavioral coach has emerged as a practitioner in the de-
velopment of the social fabric of the organization. Today’s executive coach is a hy-
brid of these prototypes and whose playground is the management of an entire
socio-technical business system. As such, he or she must be adept in engaging the mesh
of political-behavioral and strategic-philosophical components of the organization.

The modern corporation has awakened to realize that a business does not exist
in splendid isolation. Far beyond its functions of simple economic exchange, the
corporation is today regarded from those outside as having its place in society and
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its role in the world. Those managers who inspire co-workers by linking the immedi-
ate task at hand to their personal development and to the greater purpose of their
enterprise are among the new breed of corporate leaders. And those coaches able to
foster this sense of purposeful connectedness by inducing inspiration in the minds of lead-
ers are truly coaching for leadership.

Back at the hotel, Susan enters the lobby. Chuck has returned the notes to his
briefcase alongside his well-thumbed copy of Practice of Leadership Coaching. Chuck is
prepared. He will succeed today and into the future. With more experience, Chuck
will go on to coach more-senior individuals; to work across an entire management
team; and even to accept the hardest coaching contract of all: coaching clients across
organizational levels within the same team. In that very challenging context, he will
advance his capability. Chuck has the potential to one day be among those few able
to offer coaching as a highly effective results-oriented conflict dissolution alternative,
reaching way beyond brute confrontation and sub-optimal mediation.

Chuck is focused, oriented, and ready. That’s partly because Chuck is well-read
in the subject of coaching It helps a lot that Chuck brings a track record as a solid line
manager. These factors go a long way in explaining how Chuck will so easily suc-
ceed in his inaugural coaching assignment. Chuck will excel, to one day become a truly
great coach. For in the deep recesses of his heart and embedded within the very fab-
ric of his approach to life, he is a leader.

In a few weeks, Susan proclaims her first success as a coaching client; she is be-
ginning to make her mark in the organization. Only now is Chuck certain to have truly
given something back: he has started to pass on his learning. Susan’s breakthrough gives
him an especially deep sense of achievement. He also has the feeling that something
fundamental has changed. Then the awesome self-realization dawns: Chuck is an
accomplished leader.
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CHAPTER TWO

COACHING AND CONSULTATION
REVISITED

Are They the Same?
Edgar H. Schein

Before addressing the question in this title, it is important to note that coaching
in various forms reached epidemic proportions in the 1990s and continues to
flourish. I rarely run into a trainer or consultant nowadays who does not claim that
most of his or her business is coaching, most typically “executive coaching.” As this
trend continues, if coaching becomes a mainstream activity of all kinds of helpers,
it becomes all the more important to understand the socio-psychological dynamics of
this complex process. In my forty-five or so years of consulting with various kinds of
organizations, I have often found myself in a coaching role, sometimes with the ex-
plicit request to play that role, sometimes inadvertently or by default. I never thought
of coaching as such a discrete activity with such unique dynamics, but it is now time
to confront and describe those dynamics.

“Coaching” as an option arises under one of two conditions: (1) When a client
defines the situation as one in which he or she wants individual help to work on a per-
sonal issue, in which case the resulting process can be likened to counseling or ther-
apy, or (2) When a manager asks someone to take on a coaching role to work with
an individual to improve job performance or to overcome some developmental defi-
ciencies, in which case the resulting process can be likened to indoctrination or co-
ercive persuasion.! Both of these situations can also arise with groups or larger
organizational units, as when a process consultant helps a group to solve some prob-
lem defined by the group, or when a consultant is asked to “help” a group to learn
some new processes or adopt some new values that the larger organization has
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imposed. As a consultant I have found myself working simultaneously with several
members of the client system in an individual counseling role while, at the same time,
working with broader group and organizational issues that would not be described
as coaching per se but that involve elements of indoctrination along with elements of
education. From this point of view the consultant’s job is at times much broader
than the coach’s in that the client system is defined as more than the sum of the indi-
vidual coaching projects that members may engage in (Schein 1999b).2

Although coaching is often defined as working with an individual based on the
athletic analogy, one can imagine coaching a group, or an organizational unit, or per-
haps even a whole organization. In sports, the coach is usually in a direct supervisory
role, whereas in organizational coaching the coach is typically a staff member or
outsider. If the CEO 1is being coached on how to improve her relationship to the board
or on matters of company strategy, one could argue that any behavior change on
her part influences the entire organization. But if a middle manager is being coached
on how to make himself more effective and promotable, the connection to organiza-
tional effectiveness is more remote. What this suggests is that the degree of overlap be-
tween coaching and consulting depends on (1) who initiated the request for coaching,
(2) who is being coached, (3) in what role he is being coached, and (4) on what issues
he is being coached.

Before analyzing each of these issues, let us examine the interpersonal process
that 1s involved in what we call “coaching.” To begin, what is the essential difference be-
tween indoctrination, training, education, and coaching? All of these processes involve
an agent of the society, occupation, or organization trying to change (improve?) the
behavior of a target person. What is implied in coaching that is different from the other
three types of interaction is (1) that the coach does not necessarily have in mind a pre-
determined direction or outcome, (2) that the coach does not have arbitrary power
over the target person, and (3) that the target person volunteers and is motivated to
learn. If the organization “imposes” a coach and a predetermined direction of learn-
ing, then by definition we are dealing with indoctrination, not coaching. It is only
coaching if the coach asks the client in what areas he or she wants to improve and
works strictly to help the client to help him- or herself. In other words, coaching as it
1s broadly used nowadays is an intrinsically ambiguous process in terms of its goals.
An organization can ask a coach to help a manager perform better against certain
company standards, but in that process the coach may find that the person is a real
misfit and might work with the person to help him or her leave the organization (even
though the company has footed the bill). As we will see, this distinction between work-
ing for the organization and working for the individual mirrors closely the distinc-
tion I have made between expert consulting and process consulting, and the distinction
between indoctrination and therapy.

In my previous analyses of consulting I have emphasized the need to distin-
guish three fundamentally different roles that the consultant can play in any client
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relationship: (1) the provider of expert information, (2) the diagnostician and prescriber
of remedies, and (3) the process consultant whose focus is on helping the client to help
herself.® In all of these roles, and that would include coaching, the overarching goal is
to be helpful to the immediate client, and to be mindful of the impact of interven-
tions on the larger client system and the community.

I have argued that the consultant must move among these roles constantly, but she
must always begin in the process mode in order to find out in what way her expertise or
diagnostic insight and prescription might be helpful. To gain this insight she has to build
up enough of a “helping relationship” to stimulate the client to reveal what is really the
problem and what kind of help is really needed. And we know from both therapeutic
and consulting experience that clients are notoriously reluctant to reveal what is really
bothering them until they have a feeling that the consultant is really trying to help.

In the case of organizational consulting, a further complication is that the consul-
tant will never understand the culture of the client system well enough to make accurate
diagnoses or provide workable prescriptions.* In organizational consulting, therefore, the
consultant and client must become a team that jointly owns the consequences of all di-
agnostic and remedial interventions, even though it must remain clear that it is the client
who owns the problem and is ultimately responsible for the solution. The consultant en-
ters into what amounts to a therapeutic relationship with the client system to facilitate
in any way possible the improvement of the situation as the client defines it.

Clearly, coaching can then be thought of as one kind of intervention that may be
helpful to clients under certain circumstances. In that context I think of coaching as being
a set of behaviors on the part of the coach (consultant) that helps the client to develop a
new way of seeing, feeling about, and behaving in situations that are defined by the client
as problematic. And in that setting, the same issue surfaces of when the coach should be
an expert who simply shows the client how to do it, a diagnostician and prescriber who
figures out why the client is having a given problem and suggest remedies of various sorts,
or a process oriented “therapist” who helps the client to gain insight into his situation
and to figure out for himself how to improve his own behavior. The balance and timing
of these roles would, of course, depend on whether the coaching was requested by the
client or suggested by others in the organization, what organizational role the client is
in, and the nature of the problem that the client reveals.

Who Initiates the Coaching Relationship?

Initiated by the “Boss”

One major source of initiation is when someone higher in an organization “suggests”
that someone lower get some coaching to overcome some deficiency that is perceived
to limit the person’s effectiveness or career potential. A common version of this is to
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mandate that a person’s performance appraisal is to be done by the 360-degree
method, where feedback is collected from superiors, peers, and subordinates. It is then
assumed that an outside coach is needed to go over the data with the person being as-
sessed, because the discussion would be too threatening if conducted by the boss. If
the “problem” is primarily defined by the boss, the issue then arises of whether or not
the coach is expected to report back to the boss on progress or whether the coaching
remains an entirely private matter between coach and client.”

If the coach is expected to report back, we are dealing with a situation that may
be called “coaching,” but is really training or indoctrination. In that case, the “coach”
1s basically working for the boss, even though the coach may claim to be trying to help
the individual. In such a situation, the coach should probably function as expert, di-
agnostician, and prescriber, because the desired behavioral outcome is defined by some-
one other than the client being coached. The client’s basic choice is whether or not to
enter the relationship at all and whether or not to make an effort to learn the new
behavior and way of seeing things. If the new behavior and way of seeing things hap-
pens to fit the client’s own developmental potentials, the outcome could be beneficial
for both the organization and the individual. All too often, however, what the client
is expected to learn does not fit his or her personality, so either failure or short-run
adaptations without long-run changes are the result. From a consulting point of view
this whole scenario is risky, because there are too many ways it can fail—the boss
not seeing the initial situation accurately, the boss not communicating the need clearly
or the consultant not understanding what is really wanted, the individual not willing
or able to be “trained,” or the individual making a surface adaptation without any
real change.

However, there is an alternative way that the boss can initiate the process that is
more likely to be successful. The boss can outline to the coach (consultant) what the
problem is as she sees it, but not expect to have reports back and to license the coach
to be therapeutic if that seems appropriate. In other words, in this scenario, the boss
should be prepared for the coaching to result in an outcome that might not be orga-
nizationally expected but might be good for the individual client’s development. The
coaching may even lead the individual client to recognize a mismatch and subsequently
to leave the organization. If that is an acceptable outcome from the point of view of
the boss, then the coach can try to focus entirely on helping the individual to help
herself and to make truly developmental interventions. In that instance, the boss is
in effect playing a consulting role as well in trying to be helpful to the individual. As we
will see below, this issue interacts that of what the coaching is about. Does the boss
want to help the individual develop in a broad sense or does the boss want the
individual to learn a particular point of view or set of competencies that are organi-
zationally relevant, for example, learn how to use a new computerized budgeting
system.
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Initiated by the Individual

Any time a member of an organization goes to an outsider or staff insider for some
kind of help there is the potential in the relationship for coaching or individual
counseling/therapy. Helping the individual becomes the primary agenda. In that sit-
uation, the outcome is not prescribed by the organization in any way and the issues
may have very little to do with organizational problems. This kind of coaching/
consulting then merges with what any of us face when someone secks our help—do
we tell them what to do, do we privately diagnose the situation and come up with pre-
scriptions, or do we engage in a period of building the relationship in order to find out
how best to be helpful?® This issue occurs within the family all the time, between
friends, between parents and children, teachers and students and is, therefore, a generic
human process that needs to be learned by all of us. The ability to do this kind of
individual coaching/consulting should be part of any adult’s repertory of skills. The
basic principle that governs this process is to establish a relationship first through
process consultation and only when the client’s needs are clear shift to an expert or
diagnostic role.

Who Is Being Coached?

How the coaching/consulting relationship evolves will depend on the rank and
organizational position of the person being coached. Sociologically, the higher a
person’s status, the more sacred one is as a social object, and the more care one must
take in maintaining appearances. If coaching the CEO or a high-ranking executive,
the coach must be able to be in a peer or even superior relationship or the client may
simply not listen or may even be offended by the idea of engaging in the relation-
ship. Given the potential sensitivities of high-ranking executives, it becomes especially
important for the coaching to begin in the process mode to ensure that a helping
relationship is built before any guidance, advice, or prescriptions are offered.

If the coach is clearly superior in rank or status, a different dynamic will be ac-
tive—the client may actively seek and expect expert advice. The risk in giving it is that
it will not fit the personality or total situation of the client and will therefore be ignored
or unconsciously subverted. The subordinate cannot really say to the higher ranking
or higher status coach that she does not understand or agree with what is offered, or
that she has already tried that and it did not work, etc. So even though the temptation
to become the instant expert coach is tremendous in this situation, it must be sternly
resisted. The coach, to be effective, must engage in open-ended inquiry to establish an
equilibrated helping relationship before he or she can determine what kind of help
is needed.



22

Coaching for Leadership, Second Edition

If the coach 1s a status peer, there still remains the problem that the client may
feel “one down” for having a problem, for having been singled out for coaching. In
western cultures it is not OK to need help; it implies some lack, some inability to help
oneself to solve one’s own problems. Here too the helper coach must build the rela-
tionship first, especially if the coaching involves fairly face-threatening personal issues.

In What Role Is the Client Being Coached?

The key distinction here is whether the client is dealing with a problem that is personal
or is seeking help in his or her role as an executive. A personal issue might be how to
learn some new skills, such as becoming computer competent or developing a more
strategic outlook in order to be promotable to a higher level; an organizational issue
might be how to learn to manage the executive team better in order to improve the or-
ganization’s strategy process, how to learn to think more like a marketer, because the fu-
ture of the organization lies in better marketing, or how to learn the new computerized
budgeting and accounting system on which the future of the organization depends.

If the person is in an individual development role, the same ideas apply as those
mentioned above. A helping relationship must be built first, and then the coaching can
proceed as appropriate. If the person is in an organizational role, the issue is more
complex because the client is now the organization, not just the individual being
coached. Suppose, for example, that the CEO wants to be coached on how to get more
out of his team, how to get them to compete more for his job, and how to drive their
own subordinates harder. How does the coach/consultant decide whether this is an
appropriate goal given that it might hurt others lower down in the organization? How
does the coach/consultant deal with the situation if she feels that this would be the
wrong strategy for the organization to pursue? If the coach is outside the organiza-
tion, he can walk away from such conflicts, but if he is part of an internal staff or HR
organization he cannot. It is at points such as these that coaching and consulting
part ways. As a coach the person might have to go along with what the client wants
and become a trainer/indoctrinator; as a consultant, even as an internal consultant,
he must consider the needs of the larger client system and, if necessary, challenge
the CEO’s goals.

One might suppose that a similar issue can come up with personal coaching in
that the coach might disagree with the learning goals that the client articulates. The
goals can then be negotiated between client and coach. However, if those goals
have been set by others in the organization, then the coach is bound to them even if
the client 1s not. That is again the indoctrination or “coercive persuasion” scenario
in which many coaches de facto find themselves. As a consultant, the helper can “push
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back,” but as a coach the implication is that the organization decides what is needed
and the coach’s job is to help individuals get there.

What Is the Actual Goal of the Coaching?

Coaching as training or indoctrination covers everything from helping people to learn
a new computer system to helping people broaden their whole outlook on what the
company is doing. Our most familiar version is, of course, athletics, where the coach
helps a person to improve his golf or tennis stroke by observing, diagnosing, provid-
ing feedback, demonstrating, and setting training routines and targets. The goal is cho-
sen by the client, but the coach functions as an expert and trainer, often being quite
coercive in that process. Such coaching can also involve broader goals, as in the pre-
viously cited case of having a coach go over the results of a 360-degree feedback
process with the client who has been assessed. In a case that Flaherty cites throughout
his book, the goal is how to broaden an executive’s outlook so that he can become pro-
motable to a higher level in his company.”

My own assumption is that, for any of these goals, from the most concrete skill
development to the most abstract reshaping of basic mental models, one will not
succeed without establishing a felping relationshup first. This 1s relatively obvious in the
more abstract personal arenas, but it is often overlooked in skill development coach-
ing. I notice, especially in coaching people on the use of computers, that the coach
quickly falls into the expert or doctor mode and “instructs” without any sensitivity to
the problems the learner is experiencing. No such coach has ever asked me what my
problems were in dealing with the computer or what my learning style is. We jump
in with instructions and I find myself struggling, resisting, and not learning,

On the organizational side, this distinction has an important counterpart. Are we
talking about coaching on mission, strategy, and goals, or are we talking about coach-
ing on the means, measurement, and remedial processes the organization uses to ac-
complish its goals.? I think coaches are much more sensitive to the needs of the client
in the mission and goals area because those are more abstract. When it comes to coach-
ing on the means and processes, coaches quickly become “trainers” and forget to build
helping relationships. This tendency to become experts may account for the poor
implementation of many programs, such as new computer systems, re-engineering,
quality circles, total quality programs, and 360-degree feedback programs. If the learn-
ers are not involved in designing their own learning and if they do not have a rela-
tionship with the coach in which they are comfortable, they will not learn to the level
that the organization expects and needs. To avoid this, coaches must become skilled
process consultants as well.
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Conclusion

Coacling 15 a sub-set of consultation. If coaching is to be successful, the coach must be able,
like a consultant, to create a helping relationship with his or her client. To create such
a helping relationship, it is necessary to start in a process mode, which involves the
learner/ client, which identifies what the real problems are that need to be worked on,
and which builds a team in which both the coach and the client take responsibility for
outcomes. How the coaching relationship develops then varies according to who ini-
tiated the process, the status differential between coach and client, whether the client
1s working an individual or organization problem, and whether the content of the
coaching concerns organizational mission and goals or organizational process and
means. In each of these situations, the coach should have the ability to move easily be-
tween the roles of process consultant, content expert, and diagnostician/prescriber.
The ultimate skill of the coach, then, is to assess the moment-to-moment reality that
will enable him or her to be in the appropriate role.

Paradoxically, indoctrination and coercive persuasion do not work when the tar-
get person or group does not have a relationship with the coach, but can work very
well if such a relationship has been created by involving the learner at least in the
process of learning. Whether or not one wants to call this process “coaching” depends
on how broadly one defines coaching. What one calls it matters less, however, than
understanding the psychological and social dimensions of the different kinds of rela-
tionships that can exist between a coach and a client.
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CHAPTER THREE

SITUATIONAL LEADERSHIP
AND EXECUTIVE COACHING

Paul Hersey and Roger Chevalier

xecutive coaching requires exceptional leadership and questioning skills to be ef-

fective. At no point is leadership more important than in assisting clients in defin-
ing their performance issues and identifying the underlying causes.

In this chapter, we will show how Situational Leadership® provides the needed
structure to guide executive coaches in working with their clients. We will add an
Executive Coaching Guide® to further elaborate on the process. A model for gap and
cause analysis will then be added, followed by sample questions that can be used to
assist executive coaches as they guide their clients as they work together to improve
organizational performance.

Situational Leadership

26

Situational Leadership gives executive coaches the guidance they need as they work
with their clients. The underlying principle in Situational Leadership is that executive
coaches should adjust their leadership styles to their client’s readiness level (ability and
willingness) to perform a given task. Leadership is the amount of task behavior
(direction) and relationship behavior (support) given by a leader. (See Figure 3.1.)

To be effective, executive coaches must adjust the way in which they lead their
clients based on their level of readiness for each task that they are expected to
perform. Executive coaching is a unique application of the principles of Situational
Leadership that guides executive coaches as they work with their clients.
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FIGURE 3.1. SITUATIONAL LEADERSHIP.
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The lowest readiness level (R1) for an individual or group is described as not will-
ing and not able to do a given task. The appropriate leadership style (S1) is that of pro-
viding high amounts of task behavior (direction) and low amounts of relationship
behavior (support). The next readiness level (R2) is described as willing but not able.
The appropriate leadership style (S2) is that of high amounts of both task and rela-
tionship behavior.

The next readiness level (R3) is described as able but unwilling in that the individ-
ual lacks confidence or commitment. The appropriate leadership style (S3) is that of high
amounts of relationship behavior and low amounts of task behavior. The highest readi-
ness level for a group or individual to do a given task is willing and able (R4). The ap-
propriate leadership style is that of low amounts of both relationship and task behavior.

The Situational Leadership model provides a framework from which to diagnose
different situations and prescribes which leadership style will have the highest proba-
bility of success in a particular situation. Use of the model will make executive coaches
more effective in that it illustrates the connection between their choice of leadership
styles and the readiness of their clients. As such, Situational Leadership is a powerful
tool for executive coaches to use in working with their clients.
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The Executive Coaching Guide

The Executive Coaching Guide® is a performance aid that describes a process that is
used in formal interviewing, counseling, and coaching situations. The guide is divided
into two phases that focus on assessing the client’s readiness and then choosing an ap-
propriate leadership style. The first phase uses Situational Leadership Styles 4, 3, and
2 to prepare, open the lines of communication, and diagnose the client’s readiness
level for the tasks necessary to be successful.

When the executive coach is not working with the client, the client perceives a
Style 4. The client continues to perceive low amounts of direction and support as
the executive coach prepares for the coaching session by reviewing relevant materials,
such as records from their previous meeting and setting goals for the session.

At the beginning of the meeting, the executive coach moves to a Style 3, increasing
support by building rapport, by opening up the lines of communication, and by
reinforcing positive performance or potential. In this step the executive coach works
to assess how the client sees the overall situation by asking open-ended questions.

The executive coach then moves to Style 2 to focus the discussion with direct ques-
tions to gain further insight into the client’s current problem areas. For each task that
1s critical for the client’s success, the executive coach must assist the client in defining
performance gaps and identifying underlying causes. The executive coach must also
assess the client’s readiness (ability and willingness) level for dealing with each per-
formance issue so that the coach can choose the best style with which to intervene.

The assessment phase is described in Figure 3.2.

After assessing the client’s readiness for each issue, the executive coach selects the ap-
propriate leadership style based on the client’s readiness level for each performance
issue from the diagram in Figure 3.3. As is the case with the Situational Leadership Model,
the performance issue must be clearly defined before a readiness level can be determined.

FIGURE 3.2. ASSESSMENT PHASE.
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FIGURE 3.3. HIGH PROBABILITY INTERVENTION.
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Clients can be at several different task relevant readiness levels for the different is-
sues. Once the readiness level is decided, the corresponding high probability leader-
ship style is chosen to begin the intervention. After the initial intervention, if the client
responds appropriately, the executive coach then moves to the next style to further de-
velop the client. The selection of the high probability intervention style is shown in
the diagram that follows.

If the client is unable and unwilling or insecure (R1), initially use a Style 1 (Prescribe)
to inform, describe, instruct, and direct. If the client is unable but willing or confident
(R2), initially use a Style 2 (Develop) to explain, persuade, guide, and train. If the client
is able but unwilling or insecure, initially use a Style 3 (Reinforce) to encourage, support,
motivate, and empower. After making the initial intervention, move through the remaining
styles to Style 4 (Follow-Up) to monitor progress and prepare for the next session.

The Executive Coaching Guide in Figure 3.4 is a performance aid derived from
the Situational Leadership Model and describes the process used to develop people.
The executive coaching process follows a pattern that typically includes varying the
amount of direction and support given clients as the executive coach prepares, assesses,
diagnoses, prescribes, develops, reinforces, and follows up.

The assessment phase is critical to the coaching process in that the executive coach
must prepare, assess, and diagnose prior to making the actual intervention. In effect,
the executive coach must “earn the right” to intervene. All too often executive coaches
intervene without taking the time to truly assess the client’s readiness. While the ini-
tial intervention style is chosen based on the client’s readiness for a given task, the goal
1s to develop the client by using successive leadership styles as the executive coach
moves from prescribe to develop, to reinforce, and then to follow-up.
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FIGURE 3.4. EXECUTIVE COACHING GUIDE.
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Performance Gap and Cause Analysis

The key to the executive coaching process is in asking the right questions in the right
order to assist clients in identifying their overall situation, specific performance gaps,
and the underlying causes. The executive coaching process is an application of lead-
ership in which the consultant becomes a trusted resource for the client.

The starting point in assisting clients in analyzing performance shortfalls is called
gap analysis. The executive coach must lead the client in identifying an individual’s or
group’s present level of performance (where they are) and their desired level of per-
formance (where they’d like to be). The difference between where they are and where
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they want to be is the performance gap. Another useful step is to identify a reasonable
goal, something that can be accomplished in a short time that moves the organization
in the direction toward where it wants to be. This should be defined clearly with mea-
sures of quality, quantity, time, and cost delineated for the goal.

Once the performance gap has been defined, the next step is to identify the causes.
The Behavior Engineering Model (BEM), developed by Thomas Gilbert and presented
in his landmark book, Human Competence: Engineering Worthy Performance,’ provided a way
to systematically and systemically identify barriers to individual and organizational
performance. This model has been recently updated to better assist executive coaches
in assisting their clients in identifying causes for performance gaps.”

The updated model (Figure 3.5) focuses attention on the distinction between en-
vironmental and individual factors that impact performance. Environmental factors
are the starting point for analysis because they pose the greatest barriers to exemplary
performance. When the environmental supports are strong, individuals are better able
to do what is expected of them.

The support given by the work environment is divided into three factors that in-
fluence performance: information, resources, and incentives. Information includes
communicating clear expectations, providing the necessary guides to do the work, and
giving timely; behaviorally specific feedback. Resources include ensuring that the proper
materials, tools, time, and processes are present to accomplish the task. Incentives en-
sure that the appropriate financial and non-financial incentives are present to
encourage performance. These apply to the worker, the work, and the workplace.

What the individuals bring to the job include their motives, capacity, knowl-
edge, and skills. Individual motives should me aligned with the work environment so
that employees have a desire to work and excel. Capacity refers to whether the worker
1s able to learn and do what is necessary to be successful on the job. The final factor
refers to whether the individual has the necessary knowledge and skills to do a specific
task needed to accomplish a project or goal.

The model gives the structure needed to assess each of the six factors: imformation,
Tesources, incentives, moties, capacity, and knowledge and skills that affect individual and group
performance on the job. These factors should be reviewed in this order since the en-
vironmental factors are easier to improve and have a greater impact on individual and
group performance. It would also be difficult to assess whether the individual had
the right motives, capacity, and knowledge and skills to do the job if the environ-
mental factors of information, resources, and incentives are not sufficiently present.

Leading with Questions

The executive coach can lead the client with questions to identify the causes of per-
formance shortfalls. Thomas Gilbert published a collection of questions used to assess
the state of the six cells in his Behavior Engineering Model. He called these questions
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FIGURE 3.5. UPDATED BEHAVIOR ENGINEERING MODEL.
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The PROBE Model, a contraction of “PROfiling BEhavior.”? The PROBE model
consisted of forty-two questions to be used to assess the accomplishment of any job in
any work situation.

Following Gilbert’s lead, updated PROBE questions were developed to support
the Updated Behavior Engineering Model. In addition to the direct questions that
reflect the original PROBE questions, open-ended questions have been added to
start the discussion with the client. It is important to start the discussion with an open-
ended question so as to keep the client from getting defensive from a series of direct
questions.
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Updated PROBE Questions

A. Information
Open-ended, exploratory question: How are performance expectations communi-
cated to employees?
Direct, follow-up questions:
Have clear performance expectations been communicated to employees?

Do employees understand the various aspects of their roles and the priori-
ties for doing them?

Are there clear and relevant performance aids to guide the employees?

Are employees given sufficient, timely, behaviorally specific feedback re-
garding their performance?

Does the performance management system assist the supervisor in describ-
ing expectations for both activities and results for the employee?

B. Resources
Open-ended, exploratory question: What do your employees need in order to perform
successfully?
Durect, follow-up questions:
Do employees have the materials needed to do their jobs?
Do employees have the equipment to do their jobs?
Do employees have the time they need to do their jobs?

Are the processes and procedures defined in such a way as to enhance em-
ployee performance?

Is the work environment safe, clean, organized, and conducive to excellent
performance?

C. Incentives
Open-ended, exploratory question: How are employees rewarded for successful
performance?
Durect, follow-up questions:

1. Are there sufficient financial incentives present to encourage excellent per-
formance?

2. Are there sufficient non-financial incentives present to encourage excellent
performance?
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3. Do measurement and reporting systems track appropriate activities and
results?

4. Are jobs enriched to allow for fulfillment of higher level needs?

5. Are there opportunities for career development?

D. Motwes
Open-ended, exploratory question: How do your employees respond to the perfor-
mance incentives you have in place?
Durect, follow-up questions:

1. Are the motives of the employees aligned with the incentives in the
environment?

2. Do employees desire to do the job to the best of their abilities?

3. Are employees recruited and selected to match the realities of the work
environment?

4. Do employees view the work environment as positive?

5. Are there any rewards that reinforce poor performance or negative conse-
quences for good performance?

E. Capacity

Open-ended, exploratory question: How are employees selected for their jobs?
Diurect, follow-up questions:

1. Do the employees have the necessary strength to do the job?

2. Do the employees have the necessary dexterity to do the job?

3. Do employees have the ability to learn what is expected for them
to be successful on the job?

4. Are employees free from any emotional limitations that impede
performance?

5. Are employees recruited, selected, and matched to the realities of the
work situation?
E Knowledge and Skills

Open-ended, exploratory question: How do employees learn what they need to be
successful on the job?
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Direct, follow-up questions:
1. Do the employees have the necessary knowledge to be successful at their jobs?
2. Do the employees have the needed skills to be successful at their jobs?
3. Do the employees have the needed experience to be successful at their jobs?
4

. Do employees have a systematic training program to enhance their knowl-
edge and skills?

5. Do employees understand how their roles impact organizational
performance?

Summary

Situational Leadership is a powerful tool for guiding executive coaches in interacting
with their clients. The Executive Coaching Guide was derived from the Situational
Leadership Model and adds more structure to the leadership process. Since the key
interaction between executive coaches and their clients is to identify performance short-
falls and their causes, the Updated Behavior Engineering Model provides the basis for
identifying causes by using the Updated PROBE Questions. This group of perfor-
mance aids provides the needed structure for the executive coaching process.
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CHAPTER FOUR

COACHING FOR BEHAVIORAL CHANGE

Marshall Goldsmith

y mission is to help successful leaders achieve positive, long-term, measurable

change in behavior. The following process is being used by coaches around the
world for this same purpose. When the steps in the process are followed, leaders al-
most always achieve positive, measurable results in changed behavior—mnot as judged
by themselves, but as judged by pre-selected, key co-workers. This process has been
used with great success by both external coaches and internal coaches.!

Our “Pay for Results” Behavioral Coaching Approach

Our coaching network (Marshall Goldsmith Partners in collaboration with Hewitt
Associates) provides coaches for leaders around the world. All of the behavioral
coaches who work with us use the same general approach. We first get an agree-
ment with our coaching clients and their managers on two key variables: (1) what are
the key behaviors that will make the biggest positive change in increased leadership
effectiveness? and (2) who are the key stakeholders who can determine (six to eighteen
months later) whether this change has occurred?

We then get paid only after our coaching clients have achieved a positive change
in key leadership behaviors, as determined by key stakeholders.

Copyright © Marshall Goldsmith, 2005.
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I believe that many behavioral coaches are paid for the wrong reasons. Their in-
come is a largely a function of “How much do my clients like me?” and “How much
time did I spend in coaching?” Neither of these is a good metric for achieving a posi-
tive, long-term change in behavior. In terms of liking the coach, I have never seen a
study that showed that clients’ love of a coach was highly correlated with their change
in behavior. In terms of spending clients’ time, my clients are all executives whose de-
cisions often impact billions of dollars, and their time is more valuable than mine. I
try to spend as little of their tume as necessary to achieve the desired results. The last
thing they need is for me to waste their time!

Qualifying the Coaching Client

Knowing When Behavioral Coaching Won't Help

Since we use a “pay only for results” process in behavioral coaching, we have had to
learn to qualify our coaching clients. This means that we only work with clients we
believe will benefit from our coaching process.

Have you ever tried to change the behavior of a successful adult who had no in-
terest in changing? How much luck did you have? Probably none! We only work
with executives who are willing to make a sincere effort to change and who believe that
this change will help them become better leaders. We refuse to work with leaders who
do not demonstrate this sincere commitment to personal development.

Some large corporations “write people off.” Rather than just fire them, they
engage in a pseudo-behavioral coaching process that is more “seek and destroy”
than “help people get better.” We only work with leaders who are seen as potentially
having a great future in the corporation. We only work with people who will be given
a fair chance by their management. We refuse to work with leaders who have been
“written off.”

There are several different types of coaching. We only do behavioral coaching for
successful executives—not strategic coaching, life planning, or organizational change.
I have the highest respect for the coaches who do this kind of work. That is just not
what our network does. Therefore, we only focus on changing leadership behavior. If
our clients have other needs, we refer them to other coaches.

Finally, I would never choose to work with a client who has an integrity violation.
We believe that people with integrity violations should be fired, not coached.

When will our approach to behavioral coaching work? If the issue is behavioral,
the coaching client is given a fair chance, and he or she is motivated to improve, the
process described in this article will almost always work. If these conditions do not
exist, this process should not be used.
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Involving Key Stakeholders

In my work as a behavioral coach, I have gone through three distinct phases.

In phase one, I believed that my clients would become better because of me. 1
thought that the coach was the key variable in behavioral change. I was wrong. We
have recently completed research with over 86,000 respondents on changing leader-
ship behavior.? We have learned that the key variable for successful change is not the
coach, teacher, or advisor. The key variables that will determine long-term progress
are the people being coached and their co-workers.

In phase two, I spent most of my time focusing on my coaching clients. I slowly
learned that a motivated, hard-working client was more important than a brilliant
coach! I learned that the client’s ongoing efforts meant more than my clever ideas. My
results improved!

In phase three (where I am now), I spend most of my time, not with my coaching
clients, but with the key stakeholders around my clients. By my doing this, my clients’
results have dramatically improved.?

How do I involve key stakeholders? I ask #iem to help the person I am coaching in
four critically important ways:

* Letgo of the past. When we continually bring up the past, we demoralize people who
are trying to change. Whatever happened in the past happened. It cannot be
changed. By focusing on a future that can get better (as opposed to a past that
cannot), the key stakeholders can help my clients improve. (We call this process
Jeedforward, instead of feedback.)*

*  Be helpful and supportive, not cynical, sarcastic, or judgmental. As part of our coaching
process, my clients involve key co-workers and ask them for help. If my clients reach
out to key stakeholders and feel punished for trying to improve, they will gener-
ally quit trying. I don’t blame them! Why should any of us work hard to build
relationships with people who won’t give us a chance? If my clients’ co-workers
are helpful and supportive, they experience increased motivation and are much
more likely to improve.

o Tell the truth. I do not want to work with a client, have him or her get a glowing
report from key stakeholders, and later hear that one of the stakeholders said, “He
didn’t really get better; we just said that.” This is not fair to my client, to the com-
pany, or to me.

o Puck something to improve yourself- My clients are very open with key stakeholders about
what they are going to change. As part of our process, our clients ask for ongoing
suggestions. I also ask the stakeholders to pick something to improve and to ask my
client for suggestions. This makes the entire process “two-way” instead of “one-
way.” It helps the stakeholders act as “fellow travelers” who are trying to improve,
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not “judges” who are pointing their fingers at my client. It also greatly expands the
value gained by the corporation in the entire process.®

Steps in the Behavioral Coaching Process

The following steps outline our behavioral coaching process. Every coach in our net-
work has to agree to implement the following steps. If the coach follows these basic
steps, our clients almost always get better!

1.

Involve the leaders being coached in determining the destred behavior in their leadership roles. Lead-
ers cannot be expected to change behavior if they don’t have a clear understand-
ing of what desired behavior looks like. The people we coach (in agreement with
their managers) work with us to determine desired leadership behavior.

. Involve the leaders being coached in determining key stakeholders. Not only do clients need to

be clear on desired behaviors, they need to be clear (again, in agreement with their
managers) on key stakeholders. There are two major reasons why people deny the
validity of feedback: wrong items or wrong raters. By having our clients and their
managers agree on the desired behaviors and key stakeholders in advance, we help
ensure their “buy in” to the process.

. Collect feedback. In my coaching practice, I personally interview all key stakehold-

ers. The people I am coaching are all potential CEOs, and the company is mak-
ing a real investment in their development. However, at lower levels in the
organization (that are more price-sensitive), traditional 360-degree feedback can
work very well. In either case, feedback is critical. It is impossible to get evalu-
ated on changed behavior if there is not agreement on what behavior to change!

. Reach agreement on key behaviors for change. As I have become more experienced, my

approach has become simpler and more focused. I generally recommend picking
only one to two key areas for behavioral change with each client. This helps en-
sure maximum attention to the most important behavior. My clients and their man-
agers (unless my client is the CEO) agree on the desired behavior for change. This
ensures that I won’t spend a year working with my clients and have their managers
determine that we have worked on the wrong thing!

. Have the coaching clients respond to key stakeholders. The person being reviewed should

talk with each key stakeholder and collect additional “feedforward” suggestions
on how to improve the key areas targeted for improvement. In responding, the per-
son being coached should keep the conversation positive, simple, and focused.
When mistakes have been made in the past, it is generally a good idea to apolo-
gize and ask for help in changing the future. I suggest that my clients Zsten to stake-
holder suggestions and not judge the suggestions.



Coaching for Behavioral Change 1

6. Review what has been learned with clients and help them develop action plans. As was stated
earlier, my clients have to agree to the basic steps in our process. On the other hand,
outside of the basic steps, all of the other ideas that I share with my clients are sug-
gestions. I just ask them to listen to my ideas in the same way they are listening to
the ideas from their key stakeholders. I then ask them to come back with plans of
what they want to do. These plans need to come from them, not from me. After
reviewing their plans, I almost always encourage them to live up to their own com-
mitments. I am much more of a facilitator than a judge. I usually just help my
clients do what they know is the right thing to do.

7. Develop an ongoing follow-up process. Ongoing follow-up should be very efficient and
focused. Questions such as, “Based on my behavior last month, what ideas do you
have for me next month?” can keep a focus on the future. Within six months, con-
duct a two- to six-item mini-survey with key stakeholders. They should be asked
whether the person has become more or less effective in the areas targeted for
Improvement.

8. Review results and start again. If the person being coached has taken the process seri-
ously, stakeholders almost invariably report improvement. Build on that success
by repeating the process for the next twelve to eighteen months. This type of
follow-up will assure continued progress on initial goals and uncover additional areas
for improvement. Stakeholders will appreciate the follow-up. No one minds filling
out a focused, two-to-six-item questionnaire if they see positive results. The person
being coached will benefit from ongoing, targeted steps to improve performance.

The Value of Behavioral Coaching for Executives

While behavioral coaching is only one branch in the coaching field, it is the most widely
used type of coaching. Most requests for coaching involve behavioral change. While
this process can be very meaningful and valuable for top executives, it can be even
more useful for high-potential future leaders. These are the people who have great
careers in front of them. Increasing effectiveness in leading people can have an even
greater impact if it is a twenty-year process, instead of a one-year program.

People often ask, “Can executives really change their behavior?” The answer is
definitely yes. If they didn’t change, we would never be paid (and we almost always
get paid). At the top of major organizations even a small positive change in behavior
can have a big impact. From an organizational perspective, the fact that the executive
is trying to change anything (and is being a role model for personal development)
may be even more important than what the executive is trying to change. One key
message that I have given every CEO I coach is: “To help others develop, start with
yourself!”
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V. Govindarajan, B. Kaye, & A. Vicere (Eds.). Upper Saddle River, NJ: Prentice Hall, 2003.
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CHAPTER FIVE

TRY FEEDFORWARD INSTEAD
OF FEEDBACK

Marshall Goldsmith

roviding feedback has long been considered to be an essential skill for leaders.

As they strive to achieve the goals of the organization, employees need to know
how they are doing. They need to know whether their performance is in line with what
their leaders expect. They need to learn what they have done well and what they need
to change. Traditionally, this information has been communicated in the form
of “downward feedback” from leaders to their employees. Just as employees need
feedback from leaders, leaders can benefit from feedback from their employees.
Employees can provide useful input on the effectiveness of procedures and processes
and as well as input to managers on their leadership effectiveness. This “upward feed-
back” has become increasingly common with the advent of 360-degree multi-rater
assessments.

But there is a fundamental problem with all types of feedback: it focuses on a past,
on what has already occurred—not on the infinite variety of opportunities that
can happen in the future. As such, feedback can be limited and static, as opposed to
expansive and dynamic.

Over the past several years, I have observed more than ten thousand leaders as
they participated in a fascinating experiential exercise. In the exercise, participants are

Copyright © Marshall Goldsmith, 2005. Adopted from an article of the same name in Leader to Leader
by Marshall Goldsmith, Fall 2002. The term “feedforward” was coined in a discussion I had with Jon
Katzenbach, author of The Wisdom of Teams, Real Change Leaders, and Peak Performance.
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each asked to play two roles. In one role, they are asked provide feedforward—that is,
to give someone else suggestions for the future and help as much as they can. In the sec-
ond role, they are asked to accept feedforward—that is, to listen to the suggestions for
the future and learn as much as they can. The exercise typically lasts for ten to fifteen
minutes, and the average participant has six to seven dialogue sessions. During the
exercise participants are asked to:

* Pick one behavior that they would like to change. Change in this behavior should
make a significant, positive difference in their lives.

* Describe this behavior to randomly selected fellow participants. This is done in one-
on-one dialogues. It can be done quite simply, such as, “I want to be a better listener.”

» Ask for feedforward—for two suggestions for the future that might help them
achieve a positive change in their selected behavior. If participants have worked to-
gether in the past, they are not allowed to give ANY feedback about the past. They
are only allowed to give ideas for the future.

* Listen attentively to the suggestions and take notes. Participants are not allowed to
comment on the suggestions in any way. They are not allowed to critique the sug-
gestions or even to make positive judgmental statements, such as, “That’s a good idea.”

* Thank the other participants for their suggestions.

* Ask the other persons what they would like to change.

* Provide feedforward—two suggestions aimed at helping them change.

* Say, “You are welcome” when thanked for the suggestions. The entire process of
both giving and receiving feedforward usually takes about two minutes.

* Find another participant and keep repeating the process until the exercise is stopped.

When the exercise is finished, I ask participants to provide one word that best
describes their reaction to this experience. I ask them to complete the sentence, “This ex-
ercise was. . ..” The words provided are almost always extremely positive, such as “great,”
“energizing,” “useful,” or “helpful.” The most common word mentioned is “fun!”

What is the last word that most of us think about when we receive feedback,
coaching, and developmental ideas? Fun!

Ten Reasons to Try Feedforward

Participants are then asked why this exercise is seen as fun and helpful as opposed to
painful, embarrassing, or uncomfortable. Their answers provide a great explanation
of why feedforward can often be more useful than feedback.

1. We can change the future. We can’t change the past. Feedforward helps people envision
and focus on a positive future, not a failed past. Athletes are often trained using
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feedforward. Racecar drivers are taught to “Look at the road, not the wall.” Bas-
ketball players are taught to envision the ball going in the hoop and to imagine the
perfect shot. By giving people ideas on how they can be even more successful, we
can increase their chances of achieving this success in the future.

2. It can be more productive to help people be “right™ than prove they were “wrong.” Negative
feedback often becomes an exercise in “let me prove you were wrong.” This tends
to produce defensiveness on the part of the receiver and discomfort on the part
of the sender. Even constructively delivered feedback is often seen as negative, as
it necessarily involves a discussion of mistakes, shortfalls, and problems. Feedfor-
ward, on the other hand, is almost always seen as positive because it focuses on
solutions.

3. Feedforward is especially suited to successful people. Successful people like getting ideas
that are aimed at helping them achieve their goals. They tend to resist negative
judgment. We all tend to accept feedback that is consistent with the way we see
ourselves. We also tend to reject or deny feedback that is inconsistent with the way
we see ourselves. Successful people tend to have very positive self-images. I have
observed many successful executives respond to (and even enjoy) feedforward. I
am not sure that these same people would have had such a positive reaction to
feedback.

4. Feedforward can come from anyone who knows about the task. It does not require personal
experience with the individual. One very common positive reaction to the previously
described exercise is that participants are amazed by how much they can learn
from people they don’t know! For example, if you want to be a better listener, al-
most any fellow leader can give you ideas on how you can improve. They don’t
have to know you. Feedback requires knowing about the person. Feedforward just
requires having good ideas for achieving the task.

5. People do not take feedforward as personally as feedback. In theory, constructive feedback
is supposed to “focus on the performance, not the person.” In practice, almost
all feedback is taken personally (no matter how it is delivered). Successful people’s
sense of identity is highly connected with their work. The more successful people
are, the more this tends to be true. It is hard to give a dedicated professional feed-
back that 1s not taken personally. Feedforward cannot involve a personal critique,
since it 1s discussing something that has not yet happened!

6. Feedback can remforce personal stereotyping and negatwe self-fulfilling prophecies. Feedforward
can reinforce the possibility of change. Feedback can reinforce the feeling of fail-
ure. How many of us have been “helped” by a spouse, significant other, or friend
who seems to have a near-photographic memory of our previous “sins” that they
share with us in order to point out the history of our shortcomings. Negative feed-
back can be used to reinforce the message, “This is just the way you are.” Feed-
forward is based on the assumption that people can make positive changes in the
future.
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7. Face it! Most of us hate receiving negative feedback, and we don’t like to give it. I have reviewed
summary 360-degree feedback reports for over fifty companies. The items “pro-
vides developmental feedback in a timely manner” and “encourages and accepts con-
structive criticism” almost always score near the bottom on co-worker satisfaction with
leaders. Traditional training does not seem to make a great deal of difference. If lead-
ers got better at providing feedback every time the performance appraisal forms were
“mmproved,” most should be perfect by now! Leaders are not very good at giving or
receiving negative feedback. It is unlikely that this will change in the near future.

8. Feedforward can cover almost all of the same “material” as feedback. Imagine that you have
just made a terrible presentation in front of the executive committee. Your man-
ager is in the room. Rather than make you “relive” this humiliating experience,
your manager might help you prepare for future presentations by giving you sug-
gestions for the future. These suggestions can be very specific and still delivered in
a positive way. In this way your manager can cover the same points without feel-
ing embarrassed and without making you feel even more humiliated.

9. Feedforward tends to be much_faster and more efficient than feedback. An excellent technique
for giving ideas to successful people is to say, “Here are four ideas for the future.
Please accept these in the positive spirit that they are given. If you can only use two
of the ideas, you are still two ahead. Just ignore what doesn’t make sense for you.”
With this approach almost no time is wasted on judging the quality of the ideas
or proving that the ideas are “wrong.” This “debate” time is usually negative; it can
take up a lot of time, and it is often not very productive. By eliminating judgment
of the ideas, the process becomes much more positive for the sender, as well as
the receiver. Successful people tend to have a high need for self-determination
and will tend to accept ideas that they “buy” while rejecting ideas that feel “forced”
upon them.

10. Feedforward can be a useful tool to apply with managers, peers, and team members. Rightly or
wrongly, feedback 1s associated with judgment. This can lead to very negative
unintended consequences when applied to managers or peers. Feedforward does
not imply superiority of judgment. It is more focused on being a helpful “fellow
traveler” than an “expert.” As such, it can be easier to hear from a person who is
not in a position of power or authority. An excellent team-building exercise is to
have each team member ask, “How can I better help our team in the future?” and
listen to feedforward from fellow team members (in one-on-one dialogues).

Summary

In summary, the intent of this article is not to imply that leaders should never give feed-
back or that performance appraisals should be abandoned. The intent is to show how
feedforward can often be preferable to feedback in day-to-day interactions. Aside from
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its effectiveness and efficiency, feedforward can make life a lot more enjoyable. When
managers are asked, “How did you feel the last time you received feedback?” their most
common responses are very negative. When managers are asked how they felt after re-
ceiving feedforward, they reply that feedforward is not only useful, it is fun!

Quality communication—between and among people at all levels and every
department and division—is the glue that holds organizations together. By using
feedforward—and by encouraging others to use it—leaders can dramatically improve
the quality of communication in their organizations, ensuring that the right message
1s conveyed and that those who receive it are receptive to its content. The result is a
much more dynamic, much more open organization—one whose employees focus on
the promise of the future rather than dwelling on the mistakes of the past.
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MAKING COACHING WORK

Ten Easy Steps
Marc Effron

his year in executive coaching is shaping up to be a lot like last year. Companies

will waste millions of dollars on poorly planned, questionably effective, and largely
unaccountable coaching processes. High-potential leaders will lose the opportunity
to change a few critical behaviors and accelerate their careers. Line executives will roll
their eyes at another costly and highly touted human resource initiative that achieves
nothing. Human resource leaders will wonder how a process with such promise could
go so awry. Yes, it’s going to be another stellar year for executive coaching.

All sarcasm aside, the description above likely rings true to many leadership de-
velopment and human resource professionals. As someone who has managed coaching
processes within major corporations and who now coaches senior executives worldwide,
I've seen significant amounts of time, money, and political capital consumed in pur-
suit of coaching nirvana. The increased focus on coaching as a leadership development
tool has caused many firms to build their own coaching programs, often without the rig-
orous thought processes and clear action plans that could help ensure success.

There is a better way. By answering some fundamental questions before you start,
you will be able to design, manage, and attain significant results from the coaching
process in your organization. Answering these questions will ensure that you've thought
through the factors that drive the program’s success and the objections your senior

Copyright © Mark Effron, 2005. All Rights Reserved.
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executives may raise. The ten questions in this article address the areas where I most
frequently see coaching programs derail. If you can answer all ten, you're likely to re-
alize the benefits of a well-designed process. Anything less than eight is a red flag
that more thought is needed before moving forward.

Question 1: What Is the Company’s Strategy?

The purpose of executive coaching (and all leadership practices) should be to align
leaders’ behaviors with what’s required to realize the business strategy. Leaders who
are able to demonstrate behaviors that are supportive of that strategy should, on av-
erage, deliver superior results. This means that the behaviors you expect from your
leaders, which are those you coach them toward developing, should relate directly to
the business strategy. You may feel you've already identified these behaviors through
your leadership competency model. I'd challenge you to look again.

Most attempts at leadership competencies end up with a thoughtfully developed
but all too generic list of behaviors that could just as easily support your competitor’s
strategy. Coaching leaders in these areas may increase some baseline leadership ca-
pabilities, but it won’t create any competitive advantage. With my clients, I use a tool
called the Strategic Leadership Matrix (SLM) to help them develop leadership com-
petencies that support their specific business strategies and provide clear direction
for coaching. (See Figure 6.1.) The SLM begins with the fundamental and well-
validated concept that people perform best when their personal characteristics “fit”
with their environment.! The question is, what causes leaders to fit or not fit?

Through my research and consulting, I have found that two factors account for
most of that fit: the business strategy and the degree of change in the environment. In
other words, the more closely aligned your leaders’ personal characteristics and ca-
pabilities are with the business strategy and the amount of change in your business,
the more successful they are likely to be. The SLM allows you to analyze how closely
a leader “fits” with your business.

On the SLM, the two factors are placed into a two-by-two matrix.

The Strategy factor can be expressed as ranging from an aggressive Growth
Strategy (a company focused on revenue growth through marketing, sales, innovation,
new product development. Think Amazon.com) to a Return Strategy (a company seck-
ing to extract bottom-line earnings by being the lowest cost provider of goods or ser-
vices, focused on removing costs from the business and finding synergies. Think
Wal-Mart). Most strategies fit at some point along that strategy continuum, and most
leaders, due to their past experiences and their core personalities, will be most successful
at a select part of that continuum as well. In other words, they will “fit” with some
strategies and not fit with others.
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FIGURE 6.1. THE STRATEGIC LEADERSHIP MATRIX.

Return Strategy
A company
pursuing a Return
Strategy has a
dominant focus on
cost reduction,
process
improvement,
efficiencies—items
leading to carnings
growth. It will
compete on the
basis of its ability to
be more efficient
than its rivals.

Transformational Change

Transformational Change means that fundamental changes are occuring in the

industry or company (a major technology shift, large acquisition, financial crisis).

Transformational Change situations require great leadership.

Leaders will need:
Vision, decision making, financial
acumen, managing change, risk
management, cost control

Leaders will need:
Vision, speed, aggressiveness, risk
taking, managing change, driving

sales, innovation

Leaders will need:
Risk management, process
management, financial acumen, cost
control, rule orientation, task focus

Leaders will need:
Speed, aggressiveness, process
management, risk taking, planning,
task focus

Growth Strategy
A company
pursuing a Growth
Strategy has a
dominant focus on
sales, marketing,
product
development—items
leading to revenue
growth. At the
extreme, growing
the top line is more
important than
growing the bottom
line.

Transactional Change
Transactional Change is the underlying amount of change experienced in all
businesses. Incremental changes requires sound general management, but not
great leadership.
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The SLM also incorporates and applies the Change factor, which acknowledges
that some companies are going through Transformational Change (large mergers, in-
dustry consolidations, huge growth challenges), while others are simply experiencing
the typical ups and downs of any business, which dictate more gradual Transactional
Change. Some leaders are transformational leaders capable of leading through the up-
heaval in that environment and they will “fit” best at the top of the scale. Others are
better at managing day-to-day challenges and will be most successful at the Transac-
tional (or incremental) Change end of the scale.

Identifying the types of leaders you need is as simple as mapping on this graph
where your business is today and where it will be in three or four years. The implica-
tions for the types of leadership capabilities you will need in the future are spelled out
in the SLM. What does this have to do with coaching? Your challenge is to build the
leadership characteristics that will help you achieve your business strategy. Coaching
is a key component in making that happen.

Question 2: Does Your Senior Team Support Coaching?

Your CEO and senior team need to see coaching as a legitimate way to accelerate the
performance of high-potential leaders. Their support will help secure enough fund-
ing for coaching and, more importantly, will ensure that they support the efforts of
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those being coached. When I find senior executives who don’t support coaching, it’s
usually because they fail to see the return on investment. They may have seen prior
coaching programs not deliver the changes expected or they may simply be looking
for a solid metric to prove coaching’s effectiveness.

To convince them, your best approach is to create a coaching business plan (you can
use these ten questions as a template) and present it to them with a comprehensible way
to measure performance. In this plan, be clear about who will be coached and why
and how you will be able to measure their success (how we will know whether someone
has changed). If you haven’t used coaching in your organization before, suggest starting
with one high-potential individual to test the process. Ideally that individual would be
amember of senior management who would become an advocate of the process through
his or her experience. If, despite your best efforts, your senior team doesn’t support using
coaching to accelerate performance, you need to decide whether it’s worth the risk to
move ahead anyway or if it’s better to develop leaders in another way.

Question 3: Who Will Participate and Who Will Decide?

While every leader can benefit from coaching, most companies have a limited bud-
get for the process. The decision of who receives thos