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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.
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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.

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.

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.

Essential resources for training and HR professionals
w w w. p f e i f f e r . c o m
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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.”

x
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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

Foreword xi
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“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.”
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PREFACE TO THE SECOND EDITION

xiii

It is 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.
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xiv 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 Leadership 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, “Try 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

Preface to the Second Edition xv
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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

xvi Preface to the Second Edition
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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 Second Edition xvii
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PREFACE TO THE FIRST EDITION

xviii

Motivation: Toward a Better Way

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
is 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

Preface to the First Edition xix
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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 is 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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FOUNDATIONS OF
COACHING
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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 his 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.

This idea was taught by Dick Beckhard whose motto—“we have a duty to pass on our learning”—
was a deep source of inspiration for this book. The practice of leadership coaching has much to offer the
person being coached. Inescapably, it offers the coach an opportunity to become accomplished as a leader.

06_977632 pt01.qxd  9/1/05  6:52 PM  Page 2



3

CHAPTER ONE

THE ACCOMPLISHED LEADER

Laurence S. Lyons.

Aleader 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.

Y
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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 is 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 is 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.

4 Coaching for Leadership, Second Edition
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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 it is 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
is 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
might 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 A to C via B. As coach, his task is not to escort Susan to his
intermediate comfort-point B; rather he should help Susan find her own path to C. Or,
indeed, find an even better destination.

At work here is 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 is 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 listening 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 is 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 herself 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 is 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 is 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.

8 Coaching for Leadership, Second Edition
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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 in a corporate setting is 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 how
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 is 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 rich 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.
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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 challenge her to instantly address some perceived weak-
ness indicated by the feedback. It is possible he will feel the need to say: “Susan, I
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.

12 Coaching for Leadership, Second Edition
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How Chuck Came on the Scene

Joe 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 RoI from this program would sim-
ply be an increase in share price. In my experience, investors tend to like that.
So I 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 I 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 I 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 RoI, 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.”
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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. I 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 I have them all.

“Joe, I appreciate your taking a personal interest in this. I 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, I guess that just about covers everything. It was so good for us to
talk today rather than to simply exchange paperwork. I am a great believer in
cross-functional co-operation like this. Joe, I want you to know how much I 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.

◆ ◆ ◆

Laurence S. Lyons (www.lslyons.com) is an accomplished coach, consultant, pub-
lic speaker, and author. A former technical director at Digital Equipment Corpora-
tion, he has been described as a “leading authority on business transformation” by
Henley Management College, where he is a member of associate faculty and Found-
ing Research Director of the Future Work Forum.

Dr. Lyons is regarded as a pioneer in the field of executive coaching; he has
coached hundreds of senior and high-potential executives in organizations in the
United States and across Europe. Many of his personal coaching clients are to be found
in Who’s Who.

Dr. Lyons holds a Ph.D. and MSc from Brunel University and the CIM Diploma
in Marketing. He is an invited member of the Leader to Leader Institute Thought
Leaders Forum (formerly Drucker Foundation). Contact him at lslyons@lslyons.com.
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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.1 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 

CHAPTER TWO

COACHING AND CONSULTATION 
REVISITED

Are They the Same?

Edgar H. Schein

Y
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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 is 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 is 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
is 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.3 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.4 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

Coaching and Consultation Revisited: Are They the Same? 19

08_977632 ch02.qxd  9/1/05  6:53 PM  Page 19



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.5

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”
is 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 seeks 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?6 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.
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If the coach is 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 is 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.7

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 helping relationship first. This is 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.8 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

Coaching is 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
is 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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Executive 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

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.

CHAPTER THREE

SITUATIONAL LEADERSHIP 
AND EXECUTIVE COACHING

Paul Hersey and Roger Chevalier
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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
is 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.
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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
is 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.

Situational Leadership and Executive Coaching 29

Low Relationship
Low Task

S4: Follow-Up

1. Document session
 in client’s record.
2. Follow through on
 all commitments.
3. Monitor progress
 and prepare for
 next

High Relationship
Low Task

Selection of  Leader’s Style Matched to Client

1. Reinforce the
 process used the
 progress made.
2. Reinforce self-worth
 and self-esteem.
3. Encourage, support,
 motivate, and
 empower.

High Task
High Relationship

1. Discuss ways to
 improve performance.
2. Reach agreement on
 best course of  action.
3. Guide, persuade,
 explain, and train.

S3: Reinforce S2: Develop
High Task

Low Relationship

1. Present alternative
 courses of  action.
2. Identify the best
 course of  action.
3. Inform, describe,
 instruct, and direct.

Able and
Willing or Confident

Able but
Unwilling or Not Confident

Unable but
Willing or Confident

Unable and
Unwilling or Not Confident

R4 R3 R2 R1

S1: Prescribe

FIGURE 3.3. HIGH PROBABILITY INTERVENTION.

09_977632 ch03.qxd  9/1/05  7:04 PM  Page 29



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,1 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.2

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
is 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: information,
resources, incentives, motives, 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

Situational Leadership and Executive Coaching 31

09_977632 ch03.qxd  9/1/05  7:04 PM  Page 31



The PROBE Model, a contraction of “PROfiling BEhavior.”3 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.

32 Coaching for Leadership, Second Edition

FIGURE 3.5. UPDATED BEHAVIOR ENGINEERING MODEL.
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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?

Direct, 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?

Direct, 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. Motives

Open-ended, exploratory question: How do your employees respond to the perfor-
mance incentives you have in place?

Direct, 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?

Direct, 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?

F. 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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My 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—not 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.1

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.

CHAPTER FOUR

COACHING FOR BEHAVIORAL CHANGE

Marshall Goldsmith

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 time 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. I

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.2 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.3

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

• Let go 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 
feedforward, instead of feedback.)4

• 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.

• 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.

• Pick 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.5

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 desired 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.

2. 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.

3. 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!

4. 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!

5. 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 listen to stake-
holder suggestions and not judge the suggestions.
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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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Notes

1. For a study on the effectiveness of this process with internal coaches in GE Financial Ser-
vices, see “Leveraging HR: How to Develop Leaders in ‘Real Time,’” in Human Resources in
the 21st Century, M. Effron, R. Gandossy, & M. Goldsmith (Eds.). New York: John Wiley &
Sons, 2003.

2. “Leadership Is a Contact Sport,” H. Morgan & M. Goldsmith, in strategy+business, Fall 2004.
3. This process is explained in more detail in “Recruiting Supportive Coaches: A Key to

Achieving Positive Behavioral Change” in The Many Facets of Leadership, M. Goldsmith,
V. Govindarajan, B. Kaye, & A. Vicere (Eds.). Upper Saddle River, NJ: Prentice Hall, 2003.

4. “Try Feedforward, Instead of Feedback” originally published in Leader to Leader, Summer
2002.

5. For a great description of the impact of co-workers’ focusing on their own improvement,
read “Expanding the Value of Coaching: from the Leader to the Team to the Organiza-
tion” in The Art and Practice of Leadership Coaching, H. Morgan, P. Harkins, & M. Goldsmith
(Eds.). New York: John Wiley & Sons, 2004.
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Providing 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

CHAPTER FIVE

TRY FEEDFORWARD INSTEAD 
OF FEEDBACK

Marshall Goldsmith

Y

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 is not taken personally. Feedforward cannot involve a personal critique,
since it is discussing something that has not yet happened!

6. Feedback can reinforce personal stereotyping and negative 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
“improved,” 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 is 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
is 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.

◆ ◆ ◆

Marshall Goldsmith has recently been named by the American Management 
Association as one of fifty great thinkers and leaders who have impacted the field of
management over the past eighty years. He has been described in The Wall Street
Journal as one of the top ten executive educators; the Economist as one of the most 
credible thought leaders in the new era of business; Forbes as one of five most-respected
executive coaches; and Fast Company as America’s preeminent executive coach.

Dr. Goldsmith has a Ph.D. from UCLA and is an adjunct professor at Dartmouth’s
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marshall@marshallgoldsmith.com.
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This 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

CHAPTER SIX

MAKING COACHING WORK

Ten Easy Steps

Marc Effron
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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.1 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 seek-
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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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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FIGURE 6.1. THE STRATEGIC LEADERSHIP MATRIX.

Leaders will need:
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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.

Transformational Change

Transactional Change is the underlying amount of  change experienced in all
businesses. Incremental changes requires sound general management, but not

great leadership.

Transactional Change
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leading to revenue
growth. At the
extreme, growing
the top line is more
important than
growing the bottom
line.

Return Strategy
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leading to earnings
growth. It will
compete on the
basis of  its ability to
be more efficient
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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
a member 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 those few dollars is a critical one.
Many of my clients reserve coaching for high-potential employees, those who have
been specifically identified as the top 10 percent of all leaders through their perfor-
mance management or succession planning process. Using only high-potentials helps
ensure that there is a consistent criteria for selection, rather than individual managers
nominating their favorite direct reports to participate. If you don’t specifically identify
a high-potential group in one of these processes, you should identify a few criteria that
you can use to screen potential participants. A few suggestions would include:

• Those at a director level or above. (More junior employees can probably benefit
from less personalized development activities.)

• Those with meaningful potential to advance. (Does this person have the potential
to move up two levels in the organization, or one level if he or she is a VP or above?)

• Those who want to change. (It’s interesting how many people are assigned coaches
without ever being asked whether they want to change. If they are not genuinely
interested in changing their behaviors, why would you invest in their development?)

Question 4: What Coaching Methodology Will You Use?

This question is rarely considered when starting a coaching process, because many
human resource professionals aren’t aware of their choices. But this is a key question
since there are two fundamental approaches to coaching, psychological and behavioral,
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and our experience (and some great research2) shows that one is meaningfully more 
effective than the other.

The psychological approach seeks to understand the “why’s” of behavior, looking
for personality type or personal experience issues that cause an individual to act in a spe-
cific way. While it doesn’t qualify as therapy, it usually includes some use of psychologi-
cal assessments, ranging from the relatively straightforward (FIRO-B, Myers-Briggs) to
the more complex (16PF, California Psychological Inventory). These tools are used to
help the coachee better understand why he or she behaves as the basis for helping him
or her change. The psychological approach often places the coach at the center of the
coaching relationship as the person who is primarily responsible for change.

The behavioral approach believes that how we behave is largely a consequence
of our interactions with friends, family, and co-workers over time. The behaviors we
engage in are the ones that have been either rewarded in these interactions or at least
not significantly dissuaded. Some of these behaviors may be beneficial early in a leader’s
career, but become derailing behaviors as he or she advances (for example, personal at-
tention to detail, which is great for project managers, not as great for CEOs).

Behavioral coaches investigate which behaviors should change by interviewing
the people with whom the coachee frequently works. Behavioral coaches believe that
new behaviors will develop through the same process as the leader’s current behav-
iors. The leader will try a new behavior, receive reinforcement if it’s done right, try it
again, get reinforcement, ad infinitum until the new behavior replaces the old one.

Behavioral coaches don’t deny that we are all born with certain natural attributes
or that we might have had some tough experiences that shaped how we interact with
others. They simply believe that you can only change your behavior by changing your
behavior, not by trying to understand “why.” As Marshall Goldsmith, well-known
executive coach, says, “When you’re over fifty, blaming Mom and Dad is weak.”3

Behavioral coaches put the coachee at the center of the relationship, since the coachee
is the only one who can change his or her behaviors. The coach is seen as the process
facilitator, not as the person responsible for changing behaviors.

While behavioral coaching may seem counterintuitive, the research cited earlier
involving more than 80,000 people clearly shows that the behavioral approach (at least
using the methodology created by Marshall Goldsmith and that I use with my clients),
delivers measurable results. There is no similarly comprehensive research that proves
psychological coaching actually changes behavior.

Question 5: Are You Interested in Feedback or Coaching?

A number of very well-respected, highly successful organizations provide services that
you may think of as coaching. Some of these organizations provide week-long offsite
sessions during which leaders engage in various exercises within a small team and take
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assessment tests, receiving feedback from their teammates and a counselor about their
behaviors during these sessions. These sessions may include 360-degree feedback from
their actual direct reports as well. Others offer traditional assessment centers with 
“in-box” exercises and other tools that are observed by a counselor and on which the
leader is provided feedback at day’s end. Some of these sessions are followed by for-
mal coaching, but many are not. The primary value of these exercises is feedback.
They provide the participants with a thorough understanding of their behaviors, albeit
in an artificial setting. In many cases, the burden of applying these lessons is left to the
participant.

Coaching involves gathering information about an individual’s behaviors (I find
that interviews are much more helpful than surveys) and setting specific, measurable,
behavioral goals for change. Over six to eighteen months, a coach should work with
the individual on a regular basis to help him or her identify opportunities to practice
those new behaviors and receive feedback on whether change has occurred. The
process should end with a final assessment (quantitative, as described in Question 6) of
whether the change goals have been achieved.

Both feedback and coaching offer benefits, but be sure you understand exactly
what results you’re expecting before you launch the program.

Question 6: What Is Your Success Measure?

This one’s easy. The only success measure for coaching is whether the coachee has
positively changed his or her behavior. If there are clear goals for change, it’s easy to
measure whether someone has improved over time. The same individuals who pro-
vided the coach with input at the start of the process on the coachee’s behavior should
provide input at the end of the process. The “mini-survey” process developed by 
Marshall Goldsmith is taken on a quarterly basis. This process uses a +3 to –3 scale
to both track improvement and also to provide assessors a chance to reflect on how
the coachee’s behaviors have changed. Without this periodic opportunity for them to
consider this, they may not realize that the coachee is making progress.

Question 7: How Long Is the Coaching Process?

A coaching process must have both defined goals and a defined time period. The ideal
time period allows enough time for behaviors both to change and to be reinforced.
While change often comes rapidly when high-potential leaders are coached, it’s too
easy to slip back into the original behaviors if the new behaviors aren’t reinforced over
time. Twelve months is usually enough time to ensure both change and reinforcement.
If any assignment stretches more than eighteen months, you should question why
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change hasn’t occurred. In these cases, either the goal is too aggressive, the coach isn’t
facilitating the process properly, or the coachee isn’t making the effort to change.

Question 8: Who Will Your Coaching Provider Be and Why?

Answering Questions 1 through 7 will help narrow down the choice of coaching providers,
but a number of key questions remain. Think not only about the first assignment but the
possible assignments that follow. What are your needs for the following?

• Global reach: If you might need coaches in more than one region of the world, do
you want to be able to use the same firm? If so, does the firm have offices in the 
locations you need or will there be travel involved?

• Performance guarantees: Some coaches offer a “don’t pay until change occurs” promise.
Clients are billed at the end of a coaching assignment and only if the client 
measures positive change in the coachee’s behaviors. What level of performance
guarantee would you like the coach or coaching firm to provide? How will you know
whether the firm is successful?

• Dedicated coaches or networked: Some coaching firms have full-time coaches who are
employees of the company. Others use an independent network of coaches they
use as needed. There are advantages and disadvantages to each arrangement. If
you can only select from a small, dedicated network, you may not find the level of
experience or specialty you’d like. If you use a network, it may be more challeng-
ing to receive consistent quality across multiple assignments.

• Cost: You need to feel comfortable that you are receiving value for your investment
in coaching. Coaching providers are available from $5,000 to $175,000 per assign-
ment, and, as with anything else, you get what you pay for. Your mid-level managers
don’t necessarily need a coach with the same experience that your CEO does, so it’s
OK to pay $20,000 at one level and $80,000 or more for a senior executive coach.
Whether the coach offers a performance guarantee should factor into this decision
as well, since guaranteed results should be worth more than “hoped for” results.

Question 9: How Personally Involved Will You 
Be in the Coaching Process?

While the details of the coaching conversations should be considered confidential, that
doesn’t mean that you should be removed from the process. You should require a 
summary of the assessment report at the start of the assignment and ask for at least
quarterly updates from the coach. Updates should tell you whether the coachee is 
advancing toward his or her goals and any other facts that would be helpful to you.
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Anything the coach finds that is unethical or illegal during this process should be men-
tioned to you immediately.

Question 10: How Will You Use the Findings from 
Coaching to Benefit the Organization?

Larger-scale coaching projects give you the opportunity to use the coaching feedback
to improve the overall process of developing leaders. Look at the feedback to see whether
key themes emerge across participants. Do the coachees have any negative behaviors
in common? If so, how can you screen for those behaviors during recruiting or develop
courses or other interventions that will address them before they become issues? Which
behaviors do coachees find most difficult to change? It could be that cultural or other
organizational issues are making it more difficult to change certain behaviors. How can
you help everyone in the organization by addressing these shared issues?

While few practices can deliver the return on investment possible with coaching,
the potential benefits can only be realized through a well-planned and well-executed
process. Human resource and leadership development leaders need to consider the
choices available to them and which fit best with their organization and their goals.
Answering these ten questions before your next foray into coaching will provide you
with a markedly better chance at success.

Notes

1. Edwards, J.R. (1991). Person-job fit: A conceptual integration, literature review, and method-
ological critique. International Review of Industrial and Organizational Psychology, 6, pp. 283–357.

2. Goldsmith, M., & Morgan, H. Leadership is a contact sport: The “follow-up” factor in lead-
ership development. Strategy+Business, September 2004.

3. Goldsmith, M. Conversation: Behave yourself. Harvard Business Review, October 2002.

◆ ◆ ◆

Marc Effron is global practice leader for Hewitt Associates’ Leadership Consulting
Practice. He coaches senior executives at Global 500 companies, including the world’s
largest banks and multi-industry corporations. Effron uses the Goldsmith behavioral
coaching methodology exclusively.

Effron co-authored Leading the Way, co-edited Human Resources in the 21st Century, and
has written articles in The Change Champions Field Guide, Leading Organizational Learning,
and The Practice of Leadership Coaching (2005). He is a frequent speaker to business groups
and conferences throughout the world. He is widely quoted on leadership issues, in-
cluding in recent articles in the New York Times, Asian Wall Street Journal, Business Week, The
Economist, and HR Executive. Contact: marc@effrons.com.
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It’s no revelation that many leaders today are overwhelmed with busyness. They are
being challenged from every direction. So why do some leaders prosper whereas

others do not?
We can speculate at length why some falter or fail due to external reasons—failure

to execute or failure to innovate. Yet another essential difference between success and
failure today can be traced to internal reasons—to how well leaders engage the hearts
and souls of their followers. One sure test of leadership today is whether a leader has
engaged followers. Engaged people are simply more productive.

What Does It Take to Engage People Today?

What does it take to engage people today? What does it take to inspire people to rally
around a common purpose? First, it takes purpose-driven leadership. One big dif-
ference between the success and the failure of leaders can be traced to their purpose—
how effectively they connect people to a larger mission. Purpose usually accompanies
greatness in anything, and it is largely responsible for the engagement found in high-
performing teams and organizations.

So a primary role of leaders today is to answer the question many of their fol-
lowers are asking: “Why should I care?” Leaders must first look in the mirror and an-
swer this question for themselves. They must be clear that leadership is earned from

CHAPTER SEVEN

LEADING ON PURPOSE

What Do You Care About?

Richard J. Leider
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the inside out. Honest engagement comes through asking oneself (and answering) the
tough purpose questions first.

During my thirty-plus years as an executive coach, I have been continually im-
pressed with the courage that effective leaders have for holding up the mirror to look
inside themselves. They understand that the soft aspects of leading are as important
as the hard ones.

Leading on Purpose

Back in the good old days of predictable work values and patterns, a leader could say,
“This engagement stuff ’s not for me. I’m going to keep on doing what’s always
worked.” This choice no longer exists for most leaders, as they are caught in a strug-
gle to engage talented workers. Leaders who have enjoyed years of predictable growth
are now struggling to engage true talent. The old social contract is broken, forever. No
leader today can promise employment or security in exchange for engagement.

Leaders today are going to have to be discoverers. The discoverers who created this
nation had no maps, no guides. It was just their vision and courage. Some made it, but
many did not. If the futurists are right, this means that for the foreseeable future we’ll be
continually discovering, too. We’ll have to take on greater leadership risks without maps.
We’ll have to learn to engage talent as we lead them into new territories toward greater purposes.

Effective leaders today have a strong sense of their essence. They have true 
purpose; they know what they care about. Robert K. Greenleaf, in his book Servant
Leadership,1 urged leaders to go “beyond conscious rationality” and to go into the “un-
charted and unknown” to lead from within. Our purpose is our mission or the reason
we were born; it is the central quality or essence that comes out in our leadership and
it is always larger than we are. It inspires us, of course, but it is also the quality that
serves and leads others.

Greenleaf said, “Serving and leading are still mostly intuition-based concepts.”
He believed that self-insight is “the most dependable part of the true servant.” By find-
ing and fulfilling the purpose deep within us, we can meet Greenleaf ’s criteria for 
servant-leaders: “Those served grow as persons.” To lead on purpose, we must be will-
ing to look inside—to understand our underlying substance and to lead from it.

Why Should I Follow You?

Today’s talent doesn’t blindly follow. They are educated, street smart, globally wise,
and aware of their options. Their engagement on the job is dependent on the trust
they have in their leaders. They are hungry for purposeful leadership—leaders who
care. They know their leaders do not have all the answers, so they want an essential
conversation to help create their futures together.
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Let’s assume for a few minutes that you have been asked to interview your new leader.
What would you want to know about him or her as a leader? Assume you know the basics
of the person’s résumé: work history, age, family, and so forth. What would you ask?

Purposeful leadership demands essential conversations. Conversation relies on trust.
In his book Principle-Centered Leadership,2 Stephen Covey notes that our heritage was gov-
erned by the “character ethic,” which valued principles such as keeping promises, being
honest, and exercising courage. Character is the “why” of “Why should I follow you?”
Far too many leaders today have emphasized the “personality ethic” by focusing on
projecting a certain image and using the right phrases. In doing so, they have mistak-
enly focused too much on the form and not enough on the essence of leadership. They
have lost their character, and they have lost people’s full engagement.

Character comes from the inside out. It can be summed up in the words of an
Anglican bishop found inscribed on his tomb in Westminster Abbey:

“When I was young and free and my imagination had no limits, I dreamed of
changing the world. As I grew older and wiser, I discovered the world would not
change, so I shortened my sights somewhat and decided to change only my country.
But, it too seemed immovable. As I grew into my twilight years, in one last desper-
ate attempt, I settled for changing only family, those closest to me, but alas, they
would have none of it. And now as I lie on my deathbed, I suddenly realize, if I
had only changed myself first, then by example I would have changed my family.
From their inspiration and encouragement I would then have been able to better
my country and, who knows, I may have even changed the world.”

Who You Are Comes Before What You Do

Form does not create trust. The response of others to one’s form depends on the 
degree to which one’s essence is also present.

Essence lies beneath the surface, at a leader’s core. Essence is our underlying sub-
stance: our purpose, values, and courage. When we discover our essence and learn to lead
with it, then leading becomes a courageous discovery process into purposeful futures.

A key to courageous leadership is to address the question of “who we are” before
the question of “what we do.” When we focus on the who question before the what
question, we discover our purpose as leaders.

The Power of Purpose

An essential question for leaders to ask themselves today is: “What do I care about?”
Care creates conditions of engagement. When we lead from what we care about, trust
is built. When we integrate who we are with what we do, our followers sense and are
inspired by the power of our purpose.
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The Power of Purpose Quiz above is a first step to help us discern what we care
about. In filling out the questionnaire, it is important to dig below the surface and to
look deeply into the mirror.

Talented people instinctively seek a work environment where they know that they
will have a full voice in matters of consequence. They seek a workplace where they
don’t feel constricted, where they don’t have to check themselves at the door. Such a
work environment lets them breathe life into their gifts and passions. If they don’t find
an environment that feeds their hearts and souls, all they’re left with are paychecks,
and that’s not enough for most people today.

We may think that leading on purpose is an unaffordable luxury in a tough busi-
ness environment. But “caring” is a thriving skill. Talented performers care about their
customers, colleagues, and the organization’s thriving. They yearn to use their core
strengths on things they truly care about. Put purpose-workers up against people who
simply work for status and a paycheck, and who do you think will win?

Leading on Purpose 61

FIGURE 7.1. THE LEADERSHIP MIRROR.

When was the last time you stepped back and looked into the mirror? When was
the last time you challenged your old answers and ways of doing things and looked
for the underlying substance of your leadership?

Answer the following questions and score yourself on a scale from 1 to 7. A “1”
implies a definite “no” to the question. A “2” or “3” implies an infrequent articula-
tion or use, “4” implies sometimes, a “5” or “6” implies a frequent articulation or
use, and “7” implies a definite “yes.” Put your answers in the boxes provided.

1. Do I have clear values as a leader? □

2. Do my followers recognize my values through key actions that 
I demonstrate? □

3. Am I clear on my leadership strengths? □

4. Am I engaged in self-development efforts that focus on my strengths? □

5. Do I have a clear sense of my purpose as a leader? □

6. Do I leave my leadership legacy daily? □

7. Do I have a clear point of view about what it means to lead? □

8. Do those around me understand my point of view about leadership? □

9. Do I have a vision for what I’d like to accomplish as a leader? □

10. Do my followers know my vision because I communicate it to them? □

11. Do I take time for leadership reflection? □

12. Do I have a personal “board of directors” with whom to share reflections? □

13. Do I have written personal leadership goals? □

14. Do I take action on my leadership goals? □
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When leaders lead on purpose, they aren’t motivated exclusively by external 
benefits like money or a job title. They are motivated from within—and stand a far
better chance of being effective in their leading and successful in their careers.

Notes

1. Greenleaf, R. K. Servant leadership: A journey into the nature of legitimate power and greatness. New
York: Paulist Press, 1977.

2. Covey, S. Principle-centered leadership. New York: Summit Books, 1990.

◆ ◆ ◆

Richard Leider is a pioneer in executive coaching. His specialization is helping exec-
utives discover the power of purpose. Forbes and other media have repeatedly cited him
as one of the top coaches in the world. Founder and chairman of The Inventure Group,
he is a best-selling author and speaker to thousands of people worldwide each year. His
clients include many of the world’s leading organizations. He is the author of seven books,
including three best-sellers. His work has been translated into fifteen languages. Repacking
Your Bags, The Power of Purpose, and Whistle While You Work are considered classics in the ca-
reer development field. His newest book, Claiming Your Place at the Fire, has been touted as
“the defining” book on the new retirement. Along with his professional pursuits, Leider
leads yearly Inventure Expedition walking safaris in East Africa. Believing passionately
that each of us is born with a purpose, he is dedicated to coaching executives and their
teams to discover the power of purpose. Contact: www.inventuregroup.com.
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FIGURE 7.2. SCORING AND INTERPRETATION.
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As the demand for executive coaching increases, an accompanying proliferation
of different philosophies, styles, and coaching specializations has occurred.

Coaching now focuses on a range of client needs, such as transition and career issues,
health and fitness, entrepreneurship, small business, family-owned business, financial
coaching, and, of course, executive and corporate coaching. The challenge for pro-
fessionals is to carefully match the appropriate philosophy or style to the specific needs
of the individual being coached, to spend sufficient up-front time articulating the pur-
pose and outcomes of the coaching process, and to align the organization’s needs and
expectations with the readiness of the coachee.

Over the past fifteen years, one approach at the Center for Creative Leadership
(CCL) that we’ve found to be consistently effective is the coaching model that empha-
sizes personal development as a stimulant for taking effective action. This technique has
allowed us to offer a sustained, focused coaching experience to a relatively large, diverse
pool of managers and executives as part of an extended leadership development process.

This model is a specialized form of coaching that emphasizes learning, per-
sonal development, and effective action in a specific leadership situation. It was con-
ceived in the late 1980s as a way to enhance and reinforce leadership development
for executives and managers. The idea was to move beyond a one-time training
event and create a process that would enhance an individual’s ability to take effective 
actions in his or her real-life leadership situation—learning on the job as he or she 
interacted with employees and worked through challenges.

CHAPTER EIGHT

COACHING FOR EFFECTIVE ACTION

A Core Leadership Process

Victoria A. Guthrie and John R. Alexander
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Role of Coaching for Effective Action

Jim had just accepted a new assignment within his company. He felt well-prepared for
his new post because, as a supervisor for the preceding seven years, he had been
“steeped in the authoritarian style of the organization.” The entire group he worked
with had spent their careers in this environment, so it felt easy for Jim to pick up the
ball and run with it.

However, things changed as he moved into his new job, and he quickly got the
message, “We do things differently here now.” He spent the next three years working
an average of seventy to ninety hours per week; he gave up nine of the twelve weeks
of vacation he had earned. The workforce was very young; he saw them as inexperi-
enced, but willing to try anything and work hard.

For Jim, the definition of success on the job had changed. His previously effective
leadership style and processes were failing him, but he didn’t know what to change
or how to change. Jim wanted insight into how he might become more effective in his
new environment.

We knew from our research and experience with executives like Jim that leader-
ship development takes place over time and requires ongoing assessment, challenge,
and support. Our clients, from corporate executives to entrepreneurs, told us they
needed more real-time, real-world leadership development to enable them to manage
the complexity and turbulence of today’s work environments.

One client articulated the needs of many: “We want development experiences
that go beyond awareness and move to action, that go beyond teaching heads to mov-
ing feet.”

To meet this need, we designed multi-session programs, typically taking place over a
six-month period, which addressed specific, individual leadership challenges. Within that
framework, we believed the ongoing support of a coach would be vital during, between,
and following the developmental experience. Thus, the Process Advisor (PA) framework
was created, which, in turn, became the precursor to our current coaching model.

The term Process Advisor was carefully chosen as we began to define the coach-
ing intent. Process, defined as a natural phenomenon marked by gradual changes that
lead toward a particular result, was at the core of our development technique that 
emphasizes future action.

Just as important, we wanted the role to be a blend of advocate, partisan, and ad-
herent. We found that “advisor” was the best word to combine the support, assistance,
fidelity, loyalty, and help in keeping something going. Thus, the PA would be a key
learning partner who would help individuals determine the best course of action in
their current work situations. The linking of a process over time with learning and 
taking action served as the prototype of our contemporary coaching model and our
current cadre of coaches.
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Seven Key Competencies of the Coaching for Effective 
Action Relationship

Coaching, by any name, is complex; however, we identified seven key competencies
that guide the coaching for effective action relationship. Both the effective action coach
and the person being coached must:

1. Deal effectively with interpersonal relationships;
2. Think and behave in terms of systems;
3. Approach decision making from the standpoint of tradeoffs;
4. Think and act with flexibility;
5. Maintain emotional balance by coping with disequilibrium;
6. Clarify and maintain the sense of purpose; and
7. Be able to learn how to learn.

In this coaching model, successful coaches come from a variety of backgrounds,
such as clinical psychology, organizational change, career development and counsel-
ing, and management or leadership development; but all have a thorough under-
standing of human development and adult learning processes, and all have the ability
to surface and work through challenges and issues.

Typically, the coaching recipients are experiencing some form of personal or
professional turbulence, such as downsizing, new management, culture or job change,
or health, family, or psychological problems; and they are seeking ways to adapt or cope.
In this context, the coaches are process experts who are able to aid coachees in taking
the actions or making the personal changes necessary to be more effective leaders. As
one coaching recipient explained, “The coach helped me visualize needed changes and
showed me how to focus on the where and how of accomplishing my goal.”

Although personal styles may vary, coaches for effective action are carefully trained
to work within the focused objectives of the program and the coaching recipient’s spe-
cific challenges. Yet, like any coach, they must remain flexible to deal with the dynamics
that evolve as new information is introduced. An effective action coach provides the
coaching recipient the discipline and support for the implementation of change but
recognizes the impact of specific work and personal situations on the development
process.

Successful and beneficial coaches for effective action also possess motivation to
teach others, keen observation skills, the ability to understand the advisee, ways to sense
personal issues underlying the situation, and a strong desire to help others grow and
change.

As with any form of coaching, the most effective coaches view coaching for ef-
fective action as an integral part of their work, not as a sideline role. They work with
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two to three coachees from several programs for a six-month period. Their work is
done through a set number of phone conversations, face-to-face meetings, and e-mail
exchanges.

During this defined period of time, the coaches provide the opportunity for the
coachees to develop their leadership skills and move from “management-by-objectives”
thinking to process management thinking.

In the coaching sessions, the coach’s major job is to focus the coaching recipient
on effective action by asking two key questions:

1. “What does the situation call for from me as an individual, as a team or group
leader, and as a contributing member of an organization?”

2. “What is the ideal or purpose I am striving for?”

By clarifying the situation, current needs, and larger goals, the coachee is able to
focus on finding new solutions. The effective action coach helps the individual clar-
ify strengths and potential blocks, provides perspective, gives feedback, and inquires
and offers support. The coachee determines his or her action plans and develop-
mental needs and evaluates his or her progress and learning.

For example, one coachee had just made a change from a secure job at a local 
college to a risk-taking entrepreneurial position. Her coach helped her learn that her
creativity and global perspective often kept her from examining the small details that
were critical to the success of her new business. As a result, she developed a process
for addressing the specific needs of the business, even as she worked to expand her
leadership and decision-making skills.

“My coach constantly pushed me to the edge of my comfort zone,” she reported.
“I was cognizant of a gain in confidence, listening skills, and open and honest feed-
back. I am learning to listen to suggestions for changes in my new entrepreneurial work
with increased confidence and receptiveness.”

Over time, we have found that, regardless of the specific work environment or
challenges, the individual outcomes often include:

• Greater Self-Empowerment. Following the takeover of the company by new manage-
ment, one executive reported that he “fell from grace and no longer felt like an ex-
emplary leader.” [The program and my coach] “helped me figure out a way to adapt
my leadership style to changing situations. . . . It helped me get through the anger,
the disappointment, and the doubts and empowered me once again to be myself.”

• An Expanded View of Leadership. “Getting the job done is no longer enough,” explained
one manager. “I learned how and why to change my personal habits to become a
more sensitive leader. Leadership has a new meaning to me now; I certainly see
things through a different lens.”
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• Greater Focus on Systems-Level Interventions. Coaching recipients often gain a greater ap-
preciation of forces affecting organizations and their own relevance to the organi-
zations. Kay’s organization was in a period of radical change, and she was perceived
as being unable to implement the new strategy. With her effective action coach, she
developed a plan to develop new skills and behaviors that helped her initiate the
changes needed in her department.

• Improved Understanding of Diverse People and Viewpoints. Coaching recipients typically
gain greater awareness of how differences add strength to teams and organizations.
“I learned to reflect with others from diverse backgrounds, new ways of looking
at things, and new ways of working with others,” noted one coaching recipient.

• Greater Flexibility. Coaching recipients learn to visualize individual and organiza-
tional possibilities and how to engage others in developing a shared vision. One ex-
ecutive, who attributed his success to “brute force,” learned that much of leadership
is about developing a personal leadership plan that includes letting others lead,
building consensus, connecting with others, and sharing ideals and vision.

• Commitment to Continuous Learning. Many coaching recipients see the coaching for
effective action process and the use of an effective action coach as just the begin-
ning. In the words of one manager, “My learnings have just begun. I am continu-
ing to learn and grow both as a person and as a professional.”

Jim, our overworked, ineffective manager, worked with a coach for effective action
through one of our organization’s multi-session programs. Jim’s coach helped him see
his strengths as well as his weaknesses. He recognized his tendency to become reac-
tionary and learned how it was affecting the team he managed. With his coach, he has
developed a process to recognize and control this behavior. Jim’s colleagues and sub-
ordinates further encouraged this change, commenting that he was becoming more
effective. Jim committed to further growth and learning. He found a mentor in the or-
ganization and discovered a role in which he can be an agent for positive change.

Coaching for Effective Action and Coaching Situations

Over the years that we have been working with this coaching model, the roles coaches for
effective action play reflect many, but not all, of the roles typical in a coaching situation.

Coaches for effective action provide process expertise, reflective thinking, feed-
back, dialogue, accounting, positive reinforcement, counseling, historical reference,
and continuity. Effective action coaches do not offer content expertise or focus on spe-
cific management skills, nor do they serve as consultants to the business. Coaching for
effective action is different from executive coaching, which usually entails one-on-one
interaction at senior levels and typically carries a greater sense of urgency for the or-
ganization’s strategic success.
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Coaching for effective action, because of its focus and its combination of face-to-
face dialogue and email and telephone work, is a development method that is avail-
able to a larger number of people concurrently. As a consequence, we’ve found it to
be an efficient and effective way to extend the benefits of a training and develop-
ment program.

Coaching for effective action is a developmental relationship process between the
coach and recipient in which all information is confidential and remains solely within
the relationship. With that in mind, coaches report that coaching for effective action
seems less intense than executive coaching. This response may be because it operates
within a specified time frame and given structural framework. This framework includes
a clearly articulated intent with specific goals of the developmental relationship, a
set of competencies to use as reference points, and a focus on the demands of the 
individual’s situation. This dynamic creates an interaction in which the individual
selects the situations or issues he or she wishes to work on and, with the guidance of
the coach, develops an ongoing action plan.

Coaches themselves stress the assessment, challenge, and support responsibility of
coaching for effective action, which expands a typical coaching role. They empha-
size the following:

• Coaches for effective action do not need to know all the answers. The foundation of
the relationship lies in the coach’s ability to understand fully what the situation calls
for from the individual, not in competing with the individual for the right answers.

• Coaches for effective action need to remain nonjudgmental. They must establish
trust and a strong sense of confidentiality.

• Coaches for effective action need to blend candor with belief in the individual. Less
successful coaches tend to be those who flinch or hedge when giving feedback.

• Coaches for effective action must respect and work with the changes the individual
decides to make.

• The ongoing relationship and counseling aspect can result in both personal and
professional or work-related impact.

• The coach brings reality (feedback); hope (what’s possible); and a learning process
(structure, steps, stress management), and a safety or holding pattern to the 
relationship.

The Future of Coaching for Effective Action

Our experience has taught us much of what works and what doesn’t work in coach-
ing for development. We know that, to be effective, any model and the coaching for
effective action process must:
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• Establish a clear development goal;
• Establish key competencies and guiding questions;
• Train, coach, and develop skilled effective action coaches;
• Set specific guidelines on time, frequency of contact, and modes of interaction be-

tween advisor and advisee;
• Set specific objectives and expectations for both parties;
• Establish regular contact between process advisor and organizational sponsor;
• Establish a learning community to expand the advisors’ knowledge; and
• Build in design evaluation and quality checks to ensure a successful process.

At our organization, we continue to explore and evaluate new ways that our
coaching model and effective action process may be used in our programs. For ex-
ample, the effective action process is an integral part of most customized programs at
CCL, and we are continually working with human resource departments to incorpo-
rate coaching for effective action into their internal development systems. We are also
using technology, such as Internet meetings and online support, to add depth and flex-
ibility to the process. Coaching for Development Surround enables participants to elec-
tronically meet and begin working with their coaches prior to attending a program. In
addition, we have seen effective results partnering our coaches with executive coaches
retained or provided by the client organization. We are experimenting with action-
learning coaching processes that include multi-level internal coaching in which senior-
level leaders are the coaches for the middle managers. Executive team and project
team coaching are also increasingly popular methods. In the latter settings, coaches
work with intact teams engaged in action learning projects and help the teams give
feedback to each other on what and how they are learning. To maximize the impact
of our work, we are disseminating our findings and knowledge through coaching 
programs and publications.

In addition to its ability to enhance individual growth and development, coach-
ing has become a mainstay for business performance and organizational success.
Professional coaching is now used to support and enhance numerous organizational
needs, including leadership development and succession planning. For these reasons,
the model of coaching for development that emphasizes effective action remains part
of the Center’s core work. It is a dynamic model informed by our coaching for effec-
tive action process and thus enables us to offer a number of approaches, from execu-
tive coaching to internal coaching.

The effective action coaches enable leaders and managers to balance between be-
havioral change to be more effective and continually assessing what the leadership
challenge or business situation requires of them. This dynamic process represents our
continuing contribution to today’s leaders, who are increasingly expected to perform
well on the job, in the moment, and to learn and grow while doing so.
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Victoria A. Guthrie is a senior fellow and director of innovative program initiatives
at the Center for Creative Leadership. Her responsibilities include bringing fresh ini-
tiatives to the Center’s established programs, as well as generative ideas for future pro-
gram development. Prior to this position, Guthrie headed up the Organizational
Leadership Group, which included programs that enabled participants to act on and
apply their individual developmental learning in the context of their organizational
situations.

She is co-designer of three of the Center’s programs: LeaderLab, Leading 
Transitions, and Leading Creatively. In addition to her leadership role at CCL, she
holds teaching roles in all three programs and also designs and conducts client-specific
programs for international organizations worldwide.

Guthrie is author of Coaching for Action: A Report on Long-Term Advising in a Program
Context and co-author of Training for Action: A New Approach to Executive Development, “The
Lessons of Life at Work: Continuous Personal Development” (Career Planning and Adult
Development Journal), and two chapters in the Center for Creative Leadership’s Hand-
book of Leadership Development: “Developing Leaders with a Feedback Intensive Program”
and “The Ability and Willingness to Learn.” Contact: guthrie@leaders.ccl.org.

John R. Alexander is president of the Center for Creative Leadership, an interna-
tional, nonprofit educational institution devoted to behavioral science research and
leadership education. Founded in Greensboro, North Carolina, in 1970 by the Smith
Richardson Foundation, the Center is today one of the largest institutions in the world
focusing on leadership.

Alexander came to the Center in 1990 after an eighteen-year award-winning
career as a journalist and newspaper editor. He has received numerous state and na-
tional awards for his writing, including the Scripps-Howard Walker Stone Award for
editorial writing and first place in editorial writing from the North Carolina Press
Association. In 1979, Alexander was a finalist for the Pulitzer Prize in editorial writ-
ing. He most recently co-authored “Leading Across Cultures: Five Vital Capabilities,”
a chapter in the Peter Drucker Foundation’s The Organization of the Future. Contact:
www.ccl.org.
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Possibly the most valuable gift we can receive from another person is honest feed-
back. Receiving developmental feedback can lead to life-enhancing improvements.

And although negative feedback is frequently unappreciated, those who receive it must
occasionally be reminded that receiving no feedback at all could be much worse.

Feedback establishes a connection between what we think and what we are seen to
do, a measure of the gap between our intentions and how others perceive our 
actions. In the absence of good feedback, we can never know how our behavior may af-
fect others. We are left on our own to figure out what others think and feel about us.

Many coaching relationships begin by helping those being coached to accept feed-
back. This article will present four steps that will help you coach others to accept 
feedback and transform it into positive change.

Step One: Hearing the Feedback

For many people, it is difficult to tell the difference between feedback and noise.
One of the most intriguing characteristics of the human body is its ability to filter
what we hear. We teach ourselves to pay attention to some noises and to ignore oth-
ers. As you read this, stop a few times and notice the noises occurring around you.

Today’s organizations are full of noise. Voice mail, email, announcements,
memos, interruptions, meetings, discussions, and other messages abound in most 
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offices. With such a high volume of noise from incoming information, it becomes
impossible to pay attention to every message. To cope, we develop fairly sophisticated
mental filters that help us pay attention to some and ignore others.

Coaches play a critical role in helping others hear feedback when it has been ig-
nored in the past. Many who need this coaching were originally hired into impor-
tant positions because of their clear points of view and strong opinions. As they
progressed in their positions, they became confident and tough-minded; they made
difficult decisions and moved their organizations forward on issues for which there
might not have been 100 percent agreement. These managers needed to develop thick
skins, and so they ignored some feedback to accomplish more effectively the jobs they
were hired to do.

Often, the peers and direct reports of this group observe that these managers “just
don’t get it.” Within the above scenario, such observations are often correct. Many
people teach themselves to ignore the feedback they are given. Similarly, one of my
children is often easily distracted by the events going on around him. Occasionally I
must place my hands gently on both sides of his face, point his eyes directly at mine,
and then talk to him before I am sure he is paying attention and listening effectively.
Sometimes coaches must do the same thing, figuratively, for others to genuinely hear
their feedback.

Step Two: Accepting the Feedback

We are unwilling to change what we do not believe needs to be changed. Beyond 
simply coaching people to hear or to become aware of feedback, coaches must
help others to accept the feedback provided. If the feedback is not accepted, no change
will occur.

It is frequently said of alcoholics that although they are given plenty of feedback,
and often demonstrate awareness of the feedback, many initially deny it: “I’m not
an alcoholic! I can stop whenever I choose!” When people are in a state of denial,
no change or improvement can be made until they can “own” the problem. Part of
the acceptance process involves admitting that the feedback received is accurate.

Acceptance means more than a passive acknowledgment of feedback. It means
embracing it and believing that the perceptions of others are valid. It is possible to
hear, and even believe, feedback from others while continuing to think, “Who cares?”
“What do they know?” or “This doesn’t really matter.” Someone may admit, “I un-
derstand that those with whom I work think I’m indecisive,” while saying to himself,
“If those people only understood the complexity I have to deal with, they might un-
derstand that I just take the time to analyze a problem thoroughly before making my
decisions.” Acceptance means believing that we do, in fact, “have a problem.”
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Acceptance also means that we understand the feedback and are clear about what
the behavior looks like, when the behavior occurs and does not occur, and how the 
behavior impacts others. Someone who has not fully accepted feedback might say, “I
understand that my direct reports would like to be better informed.” But someone who
is accepting the same feedback would understand, “When I don’t keep my direct 
reports well-informed, they do not spend their time productively and they feel dis-
empowered.” Acceptance means understanding how the behavior impacts our per-
sonal effectiveness: “My job would be a lot easier, and this project would run more
smoothly if people were kept well-informed.”

Step Three: Prioritizing

A key to coaching people toward successful change is to focus their efforts on only a
few critical behaviors. Trying to change too much inevitably results in changing noth-
ing at all. The 80/20 rule of individual performance helps capture the philosophy of
prioritization: 80 percent of our performance comes directly from only 20 percent
of our behaviors.

This concept can be used to demonstrate that a few critical behaviors account for
the bulk of our performance. The central idea is to focus our efforts on the critical 
behaviors that leverage that performance.

Those who provide feedback do not typically prioritize it usefully for us. They tell
us what may be bothering them and what they observe, and they tend to do it in the
order in which these things come into their minds. As a result, when we receive highly
negative feedback, we sometimes feel overwhelmed because it indicates problems in every
aspect of our behavior. But in reality, poor performance that creates a “halo effect” from
just a few critical areas can drag down overall perception. When others are extremely
frustrated with us about some aspect of our performance, it is difficult for them to 
acknowledge that this one behavior is bad while all the other behaviors are good. In-
stead, they tend to form general impressions and adjust their perceptions about other
behaviors to fit those impressions. Thus, poor performance in one critical behavior tends
to produce a “negative halo” when providing feedback.

For successful change to occur, we must analyze the feedback we receive and de-
termine those key drivers of our performance. Coaches can identify these critical
behaviors and help create dramatic change. Expending great effort to change a be-
havior that will have little impact on the perceptions of others will not lead to benefit.
But if we can change a few critical behaviors that leverage our performance, then our
focused efforts will help to create a “positive halo effect.” Just a few noticeable changes
can cause others to change their general impressions.

Here is how to determine the key drivers of performance.
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Clarify the Key Objectives or Expectations of the Job

It is impossible to improve performance without establishing clear and specific per-
formance objectives. For many, merely carrying out this activity will help leverage 
performance. Often, poor performance is the result of unclear expectations (“I didn’t
know I was expected to do that!”) or competing expectations (“I can’t manage all the
details of this project if I have to take on three projects at the same time!”).

Determine Whether Making a Change in a Particular Behavior 
Would Significantly Improve Overall Performance

For many behaviors, it is not clear how a change would improve performance. In
one instance, a manager had received strong feedback about his cynicism. Although
the cynicism bothered some people, it was unclear whether changing this behavior
would have a substantial impact on the bottom-line performance of the group. So
rather than trying to change the behavior, he decided to keep his cynicism private. He
determined that involving others in decisions and keeping them informed would have
a greater impact on the group’s performance.

Find Out Which Behavior the Person Desires to Change the Most

Behaviors for which people have passion, commitment, and a desire to change have a
significantly higher probability of being changed. All too often, people try to change
behaviors for which their desire to change is low. The inevitable result is that nothing
changes. Review the feedback and determine what is easy to change. Finding a “quick
win” can provide both momentum for the person making the change and optimism
for those who provide feedback and can demonstrate that the person is serious about
change. Some behaviors are more difficult to change than others.

Step Four: Making Change Happen

When left alone, many of us approach personal change with great enthusiasm but lit-
tle planning. Although enthusiasm is important, perhaps even critical, enthusiasm alone
is rarely enough. When quizzed about how we plan to carry out a change, we gener-
ally answer, “I’ll just do it.”

Identifying a goof “change lever” can help. When moving a large rock, the more
effectively positioned the levers are, the higher the probability that the rock will
be moved. Some change approaches work better for some people than for others. The
key to increasing the probability that change will happen is to increase the number
of levers used and the effort applied to each.
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Some Levers of Change

Making the Change Goal Specific. Usually, when we begin a change effort, we start
with a general goal. We say we are going to “become a better communicator,” “be
more sensitive to others,” “exert more leadership,” “better motivate our direct reports,”
or (my personal favorite) “become a better person.” Although these are all desirable
goals, they lack specificity. The problem with general goals is that it is difficult to tell
whether we are succeeding or failing, or to know what actions we should take next. To
make effective changes, our goals must be specific and must indicate explicit,
measurable behaviors. When our goals are specific, it is easier for us and for others
to determine whether we are succeeding or failing.

Creating a Clear Vision. I recently took my five-year-old son skiing for the first time.
As we began our ski day, I helped him put on his skis and explained to him the 
basics. The first thing you must learn is the “snowplow,” for which you make an 
upside-down “V” with the skis, which helps you to slow down and to turn.

As I explained the concept to my son, I could see a blank look on his face. On the
way to the ski resort that morning, we had seen a snowplow, but it had been pushing
a single blade, pointed sideways, along the road. My explanation was not working.

As we got to the top of the hill to begin our first run, I heard a ski instructor ask
his student to “make a piece of pizza.” The student quickly positioned her skis in ex-
actly the same manner I had tried to explain to my son. I thought to myself, “Now, if
there is one thing that my five-year-old is clear about, it is the shape of a piece of
pizza.” Then I asked my son if he could make a piece of pizza with his skis. The light
visibly went on in his eyes.

He replied, “Sure, Dad. Do you want me to make a big piece or a small piece?”
Once my son had a clear vision in his mind, it was much easier to learn this new 
behavior.

Often, we begin our change efforts with only a very vague vision of our ultimate
goal. A clear vision:

• Has a destination. A vision should describe a place we want to go, not a place we want
to avoid. We should be clear not only about what the vision is, but also about
what it is not. It is just as important to describe where we are not going as where
we want to go.

• Is visual. We must be able to picture a vision in our minds. The picture often starts
out as a distant object that is not totally clear. Later, as we get closer, the vision
becomes more clear.

• Is simple. Complex visions are difficult to clarify and often lead people in multiple
directions. Simple visions are the most focused and the most compelling.

• Is challenging, but realistic. The vision needs to be attainable.
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• Is consistent with our personalities. Visions that do not connect with us, that require us
to be something other than ourselves, do not have the energy to carry us forward.

Obtaining Support from Others. Persuading other people to support your change
effort is potentially one of the most powerful change levers (although many powerful
people tend to want to “go it alone”). Enlisting help from others keeps us honest,
because others are watching. Others can often help us avoid the traps that lead to prob-
lems. For people who have difficulty controlling their anger, several easily observable
behaviors often precede its eruption. These behaviors are often discernible to others,
but not to the person with the problem. Having another person help us recognize such
patterns of behavior can provide a wonderful monitoring device. Eventually, we learn
to monitor ourselves.

But enlisting others to help us make changes is often difficult. Some people be-
lieve that asking for help diminishes their positions or reputations. One person com-
mented to me, “It’s like admitting you have a problem.” We sometimes deceive
ourselves into believing that other people don’t know we have problems. Although a
few people might be surprised, most people already know the problems exist. Asking
for help allows others to see us as authentic or teachable. As you begin your coach-
ing effort, take the time to identify people whom you can count on for support.

Both hearing and accepting feedback are critical skills that help us to improve our
effectiveness. A coach’s role in helping others to “get it” is absolutely critical in bring-
ing about such change. Once people can understand and accept the feedback they re-
ceive, they should prioritize the issues they plan to change. Although it is difficult to
change many things at one time, those who are motivated can create dramatic impact
by changing one or two critical behaviors that leverage their performance.

Remember that a change in one critical behavior can generate significantly greater
performance than can trying to change five things at once. Coaching people to use 
different approaches or “levers,” such as setting specific goals, clarifying vision, and
enlisting the support of others, helps improve the probability of a change occurring.

◆ ◆ ◆

Joe Folkman is president of Zenger-Folkman, an organization that helps companies
and individuals deliver extraordinary results through leadership development,
assessment, and research. His book, Turning Feedback into Change®: 31 Principles for
Managing Personal Development Through Feedback, suggests how to use feedback in intelli-
gent ways to bring about genuine and positive change in personal behavior. Folkman
and his co-author, Jack Zenger, have written two books on leadership: The Extraordi-
nary Leader and The Handbook for Leaders. Folkman is also the author of two books on
employee surveys: Making Feedback Work: Turning Feedback from Employee Surveys into Change
and Employee Surveys That Make a Difference.
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While almost everyone agrees that coaching is a key component of leadership,
we often think of applying coaching only with direct reports. However, in some

cases we may need to coach our upper management! When this need arises, one key
variable usually changes. We have the power to make ultimate decisions with our di-
rect reports; we don’t have the power to make ultimate decisions for higher manage-
ment. When we don’t have the power to make a decision, we need to learn how to sell
to the people who do.

Jack Smith was a rising executive within General Motors when he had the op-
portunity to visit Japan and tour some Toyota facilities. To his surprise, Smith dis-
covered that the Japanese automaker needed only half the number of workers to
produce its vehicles. In other words, Toyota was twice as efficient in manpower as
General Motors. Armed with his findings, Smith made a presentation to GM’s ex-
ecutive committee. The committee members disregarded the information, and Smith
was shocked by their arrogance. Unfortunately, such hubris would not last for long;
General Motors was in the midst of a tailspin that would see it hemorrhage market
share and incur huge losses. Ironically, Smith had the last laugh; as CEO he shep-
herded a turnaround that has seen General Motors regain share and sales.1

CHAPTER TEN

SELLING UP IS LEADING UP

Coaching Your Manager Can Be Just as Important
as Coaching Your Direct Reports

John Baldoni and Marshall Goldsmith
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Failure to Persuade

What happened to Smith has happened to many managers in their careers; their
attempts at upward coaching fall on deaf ears. Given the hidebound, top-down cul-
ture of General Motors at the time he made his report, likely nothing could have
compelled the board to listen to coaching from an underling. Nonetheless, Smith failed
to persuade the committee, and his company eventually paid the price. Put another
way, Smith could not sell his message. He is not alone. For example, investigations
into what went wrong prior to 9/11 reveal a trail of missed opportunities. Field agents
in the FBI had identified men of Middle Eastern origin taking flying lessons in so-
phisticated simulators; their reports were passed up the system, but their bosses
took no notice. In testimony to a specially formed investigative committee, Richard
Clarke, former anti-terrorist czar for both the Clinton and Bush administrations,
itemized his failures to persuade his higher-ups to take action against Al Queda. Sadly
for our nation, the field agents and Mr. Clarke were not more effective coaches and
salespeople.

One of the most salient characteristics of leadership is the ability to persuade oth-
ers to follow. Without followers, there can be no leaders. Yet, more and more, espe-
cially in large organizations in both the private and public sectors, there is a compelling
need to lead up. Michael Useem, author of Leading Up, writes, “Leadership is a matter
of bringing more to the office than we were given, of adding greater value to the com-
pany or country that it would achieved without us.”2 Leading up is bringing the
leadership point of view to those around you. Leading up is based on one’s own sense
of personal leadership. That is, it is a commitment buttressed by character, values, and
beliefs that is directed toward doing what is good for the organization in order to get
things done the right way.

Critical to leading others is the ability to persuade or sell your ideas. To many pro-
fessionals, the concept of salesmanship is abhorrent. Better to ask them to run down
the hallway in their underwear than ask them to sell anything! This is a huge mistake
that, as we have seen in recent years, has costly consequences. A review of summary
360-degree-feedback results from many different companies shows that an inability to
influence up is common among managers in all kinds of organizations. In fact, such
an inability was partially accountable for the two NASA shuttle disasters, which oc-
curred decades apart. When managers cannot get their ideas heard by senior leaders,
the organization as a whole suffers. Salesmanship is the ability to illuminate your point
of view so that others want to get behind it. When the idea or message is rooted within
an organization’s vision, mission, and values, it needs to be heeded. In other words,
selling up is a key component of coaching up.
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Taking Stock

Before attempting to sell up, take stock of your idea and how it will benefit your 
organization. Consider four questions:

1. Is this idea good for the company?
2. Is this idea good for employees?
3. Is this idea good for customers?
4. Is this idea good for the boss?

If the answers are yes, proceed. If the answers are no, find ways to turn them into
yes or find a way to structure your argument to address the shortcomings. Perhaps you
are pushing for a process improvement that will shrink headcount. It is good for the
bottom line, but perhaps bad for the boss’s ego. Point out how the reduction will make
your boss look more statesmanlike, ready to tackle greater challenges, and eventually
manage more people.

After you have taken stock of your idea, stand back and look at the organization
as a whole. It is your responsibility to present the idea in a compelling manner; it is not
the leader’s responsibility to buy it. Frame your arguments in a way that focuses on im-
provements to the whole organization, not just to your department or your bottom line.

Action Steps

Here are some action steps you can take to become a more effective salesperson and
upward coach.

1. Identify the Outcome

Know to what end you are working. This may sound obvious, but it is common for
people to have little understanding of how their roles affect the big picture or the 
organization as a whole. It is up to the project leader to communicate the objectives
of the project or program and how it will affect the organization. Definition of out-
come begins with strategic intent, and the project leader must iterate it in documents
and in formal and informal conversations with the team and others in the organiza-
tion. We see good examples of this with successful professional sports teams, such as
the New York Yankees, the Los Angeles Lakers, and the Detroit Red Wings.
Winning games is not the goal; winning the championship is the goal. Veteran play-
ers reinforce the organizational mantra and guide new players in winning the ring.
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2. Enlist the Support of Senior Leaders

In almost every organization, support from the top is essential to launching any proj-
ect. After all, it is the senior leaders who are responsible for allocating resources,
such as monetary expenditures, equipment, and employee time. Permission, however,
is different from support. Permission is the OK; support implies participation. The
team behind Toyota’s new brand, Scion, a line of vehicles targeted at the Millennial 
Generation, went straight to the top with its pitch. Rather than charts and graphs, the
pitch to chairman Hiroshi Okuda was a music video. While Okuda did not pretend
to understand the music, he did know that the idea was sound: you market vehicles to
kids differently than to septuagenarians, and he gave the go-ahead.3

When a senior leader, often referred to as a “champion,” believes in a project, she
will actively campaign for it. She will enlist the support of senior colleagues as well
as communicate the project’s virtues throughout the organization. The champion’s 
active participation gives the project an importance that it would otherwise not receive
and, as a result, gains needed support.

3. Identify the Nay-Sayers

It is important to know who may be out to kill your idea. Machiavelli warned his read-
ers centuries ago about those in the shadows who could sabotage another’s fortune.
Despite our progress in science and technology since Renaissance Florence, we have
not progressed much in human terms; every good manager must realize that there
are some above and below him in rank who will reject any of his good ideas. The rea-
sons for this are as complex as the human condition: jealousy, greed, avarice, or sim-
ple disagreements. The point is not to dwell on the human psyche, but to understand
that opposition exists and to prepare to overcome it. Project leaders need to know who
may oppose them and why. A plan that is well communicated and supported by senior
management can negate nay-sayers, but it is still important to find ways to work with
the opposition. One way is to enlist their support. If that fails, keep them away from the
project, especially if they have any say about funding for it.

4. Build a Support Group of Peers

Ultimately, a project succeeds because of the efforts of those who work for the project
leader. Their commitment is essential, which is why it is crucial that the leader build
support for the ideas behind the project. Communication is essential in setting expec-
tations, delegating assignments, offering recognition, and fostering two-way bonding. If
the project leader allows team members to contribute ideas, it ceases to be “my project”
and morphs into “our project,” in which all team members have a stake. A sterling
example of this is the implementation of the process-based quality initiative Six Sigma.
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The foundation of the initiative relies on implementation by the organization’s em-
ployees. This grassroots support drives the Six Sigma initiative and ensures that it is
adopted within every level of the organization.

5. Tear Down the Barricades

For all the talk about the horizontal flattening of organizational hierarchies, there re-
main many silos wherein functions do not speak to functions. Project leaders need to
scale those walls in person. It is not enough to send a memo. Sometimes a meeting will
do, but often you will need to be creative. Invite people to come to your energy room,
the cavern of ideas, where they can see and experience for themselves what you and the
team are trying to do. If you are really daring, you might even get together after work
for a beer or pizza, or even go bowling together. Nothing breaks down barriers better
than bowling a few frames, especially if no one is good at it. Soon laughter will ensue,
and conversation about the project can occur, and meeting times will be established.

6. Create Excitement About What You’re Trying to Do

Bringing excitement to an idea helps to create allies and generates the momentum that
will sway fence-sitters. One way to generate excitement is to create a communications
vehicle for reporting results, such as a website; a series of emails; or an announcement
bulletin posted in heavy traffic areas such as lobbies, copy rooms, and lunchrooms. For
really big news, video broadcasts and banners work well. The campaign achieves
two things: it recognizes the team’s achievements and it lets others in the company par-
take in the excitement.

We see this kind of excitement generated at technology and software companies.
Engineers and marketers alike want to get on board with projects that have the most
chances of success. Pretty soon, the enthusiasm for the project gains momentum, and
people come forward to contribute ideas and suggestions and even offer help in the
form of network assistance. All of us want to be associated with winners, and the more
the leader can foster a winning spirit, the more chance the project has to succeed.

Are You Listening?

These action steps are directed upward, but it is also useful to address the role of the
leader at the top. In short, listen up! The most successful leaders are those who rely on
the ideas of others; they mix and mingle with their people to find out what’s going on
as well as to listen to other ideas. Consider the example of Howard Schultz of
Starbucks; when he tours his stores, he makes it a point to listen to the ideas of the
people running the coffee shops. One idea that resulted was Starbuck’s branded music,
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an idea that a store manager suggested. In this regard, Shultz is following the lead of
another retailing pioneer, Ray Kroc, who encouraged his McDonald’s franchisees to
come up with new product ideas. As a leader, not everything you hear will be music
or the next Big Mac, but there might be some small germ of an idea that will one day
take wings and soar, if you only listen.

As you sell up, it is important that the compromises you make do not come at the
expense of integrity. We have seen how corrupt cultures distort people, but the reverse
is also true. Few people at WorldCom set out to be corrupt, but when things got sloppy
and no one spoke up, eventually one person crossed the line, then another, and finally
many more. So speak up for your values as well as the ethics of all.

Moving Forward

Become a great coach for upper management in the same way that you want to be-
come a great coach with your own team. Understand that selling up is ultimately about
moving forward. Don’t try to fight past battles by trumping an old adversary. Look for
ways to collaborate with people. Create win-win propositions that take the organiza-
tion forward. People at the top of the organization want to stay at the top, so look
for ways that your ideas will help them. Coach up in a way that not only benefits them,
but also benefits the whole organization. “Leading up is a call to building on the best
in everybody’s nature,” writes Michael Useem. “Leading up requires great courage
and determination . . . but we all carry a responsibility to do what we can when it
will make a difference.”4

And finally, remember Jack Smith. He didn’t get the committee to buy his ideas
the first time, but his career was not over. Smith was a team player. Sometimes you can
make important allies if you accept a defeat with dignity. Therefore, if your ideas
are not accepted the first time, you may try again or you may move on, but always look
for ways to support the team. In the process, you will keep your skills tuned and ready
for the next time you’re ready to sell an idea.

Selling up through the organization is essential to getting things done. Whether
you are arguing for the merits of a new computer system or illustrating the benefits of
an organizational transformation, your ability to make your voice heard as well as
listened to is vital to organizational health. Rallying others to your cause is how you
translate words into action and transform selling into meaningful coaching. And that’s
how things get done.5
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Observing the Coaching Scene

Imagine them, perched at the corner of a highly polished mahogany table in some el-
egant boardroom. They appear to be business colleagues, come together to clinch a deal.
The observer may suppose them to be friends—or perhaps adversaries—working
through some evidently complex problem. They take turns at drawing on a whiteboard,
one passionately elaborating on a point, the other deep in thought. A fresh pattern of
thought sparks insight; highly animated, they evaluate every possible angle, moving 
toward a considered plan of action.

To the casual observer, the practice of executive coaching may appear to involve
little more than holding an animated conversation. But behind the immediate “here-
and-now” setting in which such an exchange takes place, many worlds are to be found.
One describes the executive’s career that stretches beyond today, well into the past
and future. Any modern career is set within a world of work in which the ground rules
are in a state of flux. Central to this, we find the immediate present, the world of today,
populated by colleagues in various teams, managers, direct reports, associates,
suppliers, and customers. The specific configuration of relationships can include gov-
ernment, trade unions, banks, shareholders, stock markets, and so forth. Permeating
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this is the competitive or purposeful world of the organization in which the execu-
tive works. And then again, there is a world beyond the boundary—one all too often
neglected in management books—desperately needing to be acknowledged, although
not explored, during the coaching process. This is the non-business, non-work, social,
personal, family world. We must accept that there is life beyond work.

In order to be fully effective, a coaching dialogue must be able to integrate these
worlds. Good coaching has the capacity to help an executive or team develop com-
petencies and business effectiveness within any or all of the domains.

To complicate this picture, membership in the work teams to which the executive
belongs (for example, project team, task force, or committee) is often fluid; people come
and go. Team, personal, and organizational objectives also change over time. In ad-
dition, the organization itself is often in a state of reformulating its own identity,
mission, and structure.

Yet this apparently simple coaching dialogue does take place. Our research shows
that it is consistently successful when performed well. Amazingly, a seemingly simple
“coaching conversation” accommodates turbulence and uncertainty, yet repeatedly
succeeds in producing outstanding results. For the practitioner who has a limited
perception of coaching as simply a collegial conversation, coaching will undoubtedly
fail to deliver durable success. But coaching will be successful both in a strategic sense
and over time when acted out as a structured dialogue of emerging purpose.

Dialogue

Good coaching is difficult to do. Perhaps the greatest challenge is to engage the ex-
ecutive in a dialogue of emerging purpose. The disarmingly simple question, “What
should we talk about?” can be hard to answer well. Thus, the coach often works with
the executive as a kind of scout, together selecting an appropriate path. Coaching is
potentially both high-impact and high-risk. Dire consequences can result from setting
off in the wrong direction—disappointing to both the executive and the business. In
contrast, identifying the right path will reap high reward.

Dialogue is at the heart of coaching. In an interview, we find two people. One is
typically a senior executive of a large corporation, responsible for a significant part of
the business, the other an executive coach—neither an employee of nor a technical
consultant to that corporation. The executive has million-dollar spending authority.
The coach has no corporate authority whatever. But through dialogue alone, the ex-
ternal coach exercises considerable influence. With neither formal authority nor di-
rect accountability, the coach’s greatest ambition is to profoundly affect the way that
the executive thinks and behaves.

Rapport is vital to make sure that the dialogue gets off the ground. The “chem-
istry” of the pair must quickly establish trust and credibility; the executive must have
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confidence that the coach is not simply wasting time. Good listening skills on the
part of the coach, together with the ability to deliver honest feedback, are crucial to
keeping the dialogue grounded in reality—not in fabricated supposition or unsup-
ported beliefs. Between them, coach and executive need to agree on how to separate
transient, situational factors from those that are innate and require attention. This sift-
ing can often require delicate judgment when the setting is a turbulent corporate en-
vironment. Every effort made in teasing out fact from raw data is well rewarded;
carefully validated data is a key determinant of the quality of the outcome of the
coaching venture.

The directional or strategic power of any coaching dialogue lies primarily in the
nature of its questions. Questions may be asked to surface submerged issues or may
be asked to help the executive to reconsider some position or proposed course of ac-
tion. The executive’s attitudes or opinions may become either reinforced or challenged;
the person’s current path will be either confirmed or probed. Even when the dialogue
confirms the validity of a person’s existing game plan, it adds value—boosting the 
executive’s confidence while keeping business risks in check.

Coaching re-engages with reality when good questioning is followed by inspired
analysis, detailed action planning, and follow-through back in the work environ-
ment. Working together with the executive, the coach crystallizes their conversation
in an action plan. The endpoint of a coaching interview invariably involves the ex-
ecutive planning to try out some new behavior. Most importantly, the full value of any
coaching activity can only be realized when a new behavior is actually performed in
the real world. At this stage—after the coaching interview has ended—the coach en-
courages the executive to follow up and execute the plan. In a sense, the coach now
acts as both a memory and a conscience. Thus, coaching is best seen as an ongoing
process or durable system, not just a single interview event.

A good coach need not be an expert in the executive’s job type or industry. A good
coach does not even have to possess as wide a range of social skills as the executive.
With a sound appreciation of business and interpersonal dynamics, a good coach is
simply a process person who can establish rapport; is informed about the executive’s
immediate environment; is honest and courageous in providing feedback; is a good lis-
tener; asks good questions; is visionary and analytical; and is a good planner who seeks
follow-up and closure.

The sheer power unleashed in the coaching process must surely obligate the ex-
ecutive and coach to consider several serious questions, such as: What constitutes suc-
cess in this dialogue? Who, specifically, is my client? How should confidential issues be
treated? Which topics fall outside the purview of coaching, and how are those affect-
ing work performance recognized? In the face of these ethical conundrums, the coach
must strive to align dialogue in a direction punctuated by validated objectives.
The coach must be brave enough to urge the executive to move forward—often by
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confronting some taboo topic, hitherto deliberately ignored. The dialogue will always
help the executive pursue selected objectives—yet not be overly directed by the coach.
After all, coaching is concerned with facilitation, not giving advice. Although the ne-
cessity remains for the executive to persevere along the most successful route that
can currently be identified, there is no promise that the path will be simple to find or
easy to travel.

This brings us to two crucial insights into good coaching. First, it is necessary to
look behind a dialogue to realize that it will not simply “happen” without background.
The most robust coaching relies on broadly informed dialogue. Quite a lot of work
may have to be undertaken in the collection, validation, and analysis of information
before real coaching can begin. The kind of information that is assimilated includes
current facts about the markets, technology, or political environment in which the
executive is working. Impressions held by colleagues, associates, and direct reports pro-
vide vital indications about the executive’s personal interaction. Sometimes the only
possible way forward is to begin with an executive’s own anecdotal information, but
coaching in a vacuum is a dangerous game.

The second insight to be gained takes us far beyond the one-to-one interview.
By incorporating the ethos of the organization within the coaching dialogue, it be-
comes possible to relate an individual’s behavior to purposeful organizational change.
When the whole organization is engaged, coaching becomes strategic. Moreover,
within a modern learning organization, team coaching and the development of strate-
gic thinking may become one and the same thing.

For the coach, strategy need not reside in quarterly profit targets alone. Those
committed to strategic coaching will enrich the meaning of strategy to at once 
embrace individual, team, and corporate actors. Strategic executive coaching is an in-
clusive, practical approach, incorporating the idea of a dashboard or balanced score-
card, and it is well-adapted to a complex world in which even the ground rules are in
a state of change.

Transforming People

For the sponsor, a coaching initiative might be viewed as a self-contained project, rather
than as part of an integrated corporate strategy. However, whenever coaching 
succeeds in aligning the needs of the business with the developmental needs of its 
people, it cannot help but be strategic in nature.

Many organizations face a situation in which an entire block of talent shifts when
issues of succession and development emerge. Typically, this occurs during mergers,
downsizing, or block retirement. The creation of a career path to retain top talent and
a drive to expand into global markets are also examples of situations demanding a
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strategic coaching response. Whatever the cause, a gap opens up that has to be filled
for the organization to remain strategically healthy. So at one leading automobile man-
ufacturer, fast-track engineers are today being coached to become tomorrow’s senior
leaders. Elsewhere, a Fortune 500 IT innovator has implemented coaching within a
program that has integrated five separate operating countries into a cohesive and highly
successful business region.

For the person being coached, the experience is invariably strategic. Coaching of-
fers the executive a golden opportunity to step back and reflect on personal develop-
ment. By expressly allocating precious work time, the coaching interview momentarily
suspends the immediate pressures of the day and encourages the individual to think
about “just me.” From this viewpoint, the coaching intervention is able to break the
pedestrian logic of mere reaction and repetition. For once, the executive has time to
look dispassionately and proactively at more broad-brush issues in a far wider context.
The individual may well start to consider the interface between work and life. Work is
within life; work is a part of life. In order that executives may learn and develop at
work, they must first understand where they are in their careers and in their lives.
Often, reflection on one’s purpose will validate or challenge one’s current position.
Such consideration may encourage an individual to move forward or to move on to
something new. To the extent that coaching sensitizes people to reflect and act in a
more purposeful way, it is again strategic in nature, helping to align the organization
with the people who are in it.

In times of major organizational change, coaching often provides the neces-
sary impetus for building and motivating teams. Team coaching helps establish and
then build a collection of individuals into a fully functioning business network. The
resulting team unites people across functions and divisions, often including members
outside the formal organization. Time and again, we have seen a team-coaching
process motivate people to coalesce. Provided that the group contains that critical
mass of people needed for the business to move forward, a nascent transition team
starts to emerge. Many team members will have recently taken part in individual
coaching sessions, and so will be ready to think strategically at the moment the team
starts to form. When a foundation of trust has been established, the conditions for
cohesion are in place, and the team spontaneously ignites in a dialogue of business
improvement. Such teams are enthusiastic; such teams have solutions that will work;
such teams are unstoppable. A well-designed team-coaching process brings together
the right people and raises the broadest challenge, in an environment in which fail-
ure is not an option.

Coaching also plays a special role at the most senior level in an organization (that
is, with the board of directors or senior management team). At this level, issues are
often motivational rather than technical. Technically, the coach will play a unique role
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as interpreter by insisting that jargon be transformed into business concepts that are
commonly understood. Motivationally, members may differ significantly in their 
beliefs about the purpose of the business and may hold conflicting expectations about
what success means and how to measure it. Then again, business owners may hold
wildly different views about asset valuation and a preferred exit or merger strategy. Lo-
cated at an intermediate level in large companies, divisional and regional boards often
grapple with a particularly perplexing question: How can we find ways to add value
from our unique vantage point in the overall structure? In all these cases, coaching of-
fers yet another framework for dialogue. Coaching provides a climate within which
vital, although seemingly intransigent, issues may be brought to the surface, confronted,
and then dealt with. Coaching offers the senior team a practical tool to break any log-
jams that are in the way of progress.

In all of these cases—for individuals, teams, and boards—coaching offers a struc-
tured dialogue of emerging purpose, directed toward success. As Figure 11.1 shows,
with the right conditions in place, coaching is organizational transformation; coach-
ing is team development; coaching is strategy in motion.

FIGURE 11.1. THE STRATEGIC COACHING MODEL.
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Strategic Coaching gets people, teams, and organizations from where they are today
to where they want to be tomorrow. The leader is committed to ensuring the existence 
and maintenance of the coaching process and its alignment with business results.
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Leadership

In an era in which leadership is replacing management and learning is replacing in-
struction, coaching is surfacing as the accessible face of strategy. Business strategy no
longer commands an exclusive domain secreted within the impersonal body of an 
abstract “organization.” Today, as demands on everyone’s time intensify, strategy is
manifest in the flesh and blood of each executive. Coaching is not simply a passing
fad; it offers a pragmatic supporting context in which modern strategy flourishes. In
today’s turbulent world, strategy has developed into something that emerges, always
tracking a moving target. And the preferred vehicle—responsive enough to reduce the
risk in successfully traveling toward that ever-changing destination—is to be found in
the dialogue of coaching.

Any dialogue that brings an executive closer to goal achievement in the real world
truly succeeds at a strategic level. Achievement-oriented dialogue reaches outside the
immediate interview to make real things happen. Coaching has the power to let strat-
egy come alive and, therefore, to work in practice. Executive coaching has become
current simply because it has become relevant. Coaching facilitates success and is con-
gruent with the way we want to work and the way we have to work. It is relevant to
the modern world of business because it is holistic and adaptive. Coaching is also a
method that respects people as individuals, not merely as cogs in the business machine.
Rooted in conversation, coaching is evolving as a natural vehicle of leadership.

A Radically Different World of Work

As knowledge work relentlessly replaces manual work, we are witness to the dawn of
perhaps the most meritocratic workplace environment in history. Management is no
longer perceived in terms of maintaining the business machine, but is seen as the 
motivator and leader of men and women. Our understanding of the essence of man-
agement is reeling from radical change.

The management metaphor has, until now, been extremely useful in helping ex-
ecutives become more systematic and better organized in order to plan, motivate, and
control. But the word “management” has come to represent an attitudinal straight-
jacket that can stifle, and often excuse the need for, that kind of truly innovative think-
ing that has become a prerequisite for success. As markets become more efficient
and intensively competitive, ideas of coercion and control—together with a reliance
on rigid rules—hinder, rather than help, businesses succeed.

Noticeably, the adjectives used to describe management work have already started
to change. Terms once borrowed from engineering and finance are being replaced
with descriptions from the social and humanist vocabulary. Thus, the “efficient 
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company” has become a “learning organization.” Language is not the only thing
changing. The perspective is shifting steadily and surely from labor to knowledge; from
management to leadership; from product to consumers and service; from routine
operation to inspired creativity; and from task repetition to marketing innovation. As
technology and automation shift the boredom of work from people to machines, the
human world of work that remains challenges our intellects, not our muscles.

Fast-paced competition means that businesses can no longer afford to reward the
routine repetition embedded in the all-too-rigid “management” model. A new culture,
one that prizes sensible action and appropriate adaptability, is challenging as well as
complementing written strategic plans. These vast tomes were invariably out-of-date
on the day they were published and contained too many untested or generalized as-
sumptions to be workable in practice. Long delays in the planning cycle allowed the
organization to meander aimlessly while waiting for the control loop to close. It is
not easy to enter into dialogue with a written plan. These days, competitive advantage
is not to be found in written plans alone. Corporate success is now intimately related
to the ways in which individual executives think, act, and interact on a daily basis.
To win and receive reward, executives must now do the right thing, not simply the
written thing. It is not enough to take problems to others and await a response. The
competition simply will not stand back and wait. Today’s successful executives do
not “need the meetings,” instead they “meet the needs.”

The change in the nature of work is not only radical, it is also deeply pervasive,
as leaders continue to shift operations into the global arena. Worldwide, a realization
that a key source of competitive advantage is to be found rooted in the social fabric of
the company is opening up new vistas of opportunity. Whereas the technical business
process was only recently seen as the dominant lever of change, we have come to rec-
ognize the human “etiquette” of the organization as a potent value driver. If we get
the formula right, the currently emerging leadership culture offers leaders a genuine
opportunity to make the world a better place.

Coaching offers us a unique response to help address that challenge at every level.

The Learning Executive

A complete overhaul is taking place in the way we see the relationship between edu-
cation and work. In the traditional model, predicated on executing a single profes-
sional function over an entire lifetime, learning was confined to a single burst of
training followed by years of practice. This sequence has now become less relevant for
many. Today, “Education for Life” is rapidly replacing “A Job for Life” as the domi-
nant career model. No longer does a specific job last for a lifetime; several jobs frag-
ment a career, while learning has become continuous, rather than a one-time affair.

19_977632 ch11.qxd  9/1/05  7:15 PM  Page 94



Coaching at the Heart of Strategy 95

Executive skills must match the situation. Modern business is too dynamic to allow
executives to succeed with the old rigid and simplistic assumptions. On a personal level,
all executives face a recurring challenge in pragmatically responding to revolutionary
trends and pressures in the world of work. A fresh dexterity is now demanded. Sim-
ply “painting by the numbers” no longer works in a world that demands so much more
than a single prescribed answer. So today’s successful executives must embrace self-
development and learning. At a time when organizations can no longer guarantee work
for life, individuals have taken on “Learning for Life” as the paradigm model.

Fortunately, such an approach also helps to meet pressing organizational needs.
Everywhere we find cycles becoming shorter, with businesses in a never-ending race
to find a quicker way to reach a globally expanding market. The trend is also for work
to make increasing demands on employees’ time. In such a frenetic climate, executives
cannot undertake learning as a separate activity. To keep technical knowledge up-to-
date, an executive may have no alternative but to spend time off-site, but leadership
skills are best learned in the workplace and on the job. Learning must be applied im-
mediately, responding to issues of the moment. This “just-in-time” teaching of skills
is another form of executive coaching.

Executives need knowledge and skills to cope with situations as they come up.
Often the circumstances are ambiguous. An executive may need to deal with a trou-
blesome colleague; start a new assignment; present a difficult business argument; be-
come more “visible”; or communicate more effectively with direct reports. The coach
fits into the new learning model perfectly by allowing the executive to learn, modify,
and apply a suitable approach in a particular business situation. Coaching allows ex-
ecutives to learn while at work, while keeping up the pace.

Striving for Success

Executives are invariably concerned with issues of corporate, team, and individual
success. Because they face new rules of competition and new definitions of success,
modern executives must find ways to align and balance these components. They must
choose activities that truly add value over efforts that merely appear effective. This
may seem little more than common sense, yet it reflects a genuine attitudinal shift in
the workplace. It is another important area in which a coach can challenge and vali-
date the client’s perspective. This can also engender a sense of empowerment in that
the executive wants to “do the right thing.”

Within the broad category of “knowledge work,” mundane and passive stew-
ardship continues to lose ground to creativity and innovation. In addition, the basis
of reward is shifting from an emphasis on effort to a focus on results. Arriving at
the office well before the official start time and regularly working late into the night
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and on weekends are no longer automatically seen as characteristics of an effective
executive.

Technology has allowed working styles to be more open and flexible while, at the
same time, allowing work and life to impinge on each other, making both more stressful.
Coaches can help executives to negotiate this delicate interface without being intrusive.
Once again, the coach needs an ethical position and rules of engagement or terms of ref-
erence within which to operate. As we embrace information technology, giving ourselves
more freedom in choice of lifestyle, we usually prefer—and even insist—that the value of
our work contribution be measured in terms of outcomes or results. For knowledge work-
ers in particular, the time of day or the geographic location of their efforts has become
irrelevant. Outcome, not input, now attracts reward.

In yesterday’s business world, the “numbers” and the routine mechanics of op-
erations lulled organizations and their executives into believing that they were fulfill-
ing a purpose simply by repeating traditional formulas. Certainly, repetition worked
well in the factory model, but repetition is no longer a guarantee for success in a ser-
vice and knowledge economy. A new style of leadership is called for. This shift from
management to leadership is primarily one of outlook and attitude. Leadership moves
us from rigidity to flexibility; leadership allows us to adapt in a more uncertain envi-
ronment; leadership urges people to take responsibility, to take the initiative, to do the
right thing, and thereby to excel.

It is not surprising to find that dynamic leadership is overthrowing the familiar
and traditional “social norms” established in the era of stable hierarchical manage-
ment. The successful executive today must follow this trend in order to achieve desired
outcomes in a business world that is becoming more volatile.

Leadership has become crucial in creating value and achieving competitive ad-
vantage in the modern work organization. Leadership is not exclusive to a few “top
executives”; it is class-free and pervasive. A leader treats people as responsible adults
and encourages all to act in the interest of mutual success. A leader promotes a sense
of individual worth and community and diligently directs activity toward the business
ambitions of the organization. The “culture” and leadership style of an organiza-
tion are not a consequence of doing work in a certain way. Instead, they are a healthy
context within which excellent work is done. Managers motivate, whereas leaders in-
spire. Inspired companies are winners. Corporations need far fewer managers and far
more leaders, and coaching offers a direct and practical way to instill this new culture
into corporate life.

Coaching provides a route to leadership. Coaching can unlock the latent leader-
ship potential in managers and reinforce leadership where it already exists. A culture
of coaching can nurture leadership. And when coaching aligns the development of
the individual, the team, and the organization toward a mutual definition of success,
then coaching becomes leadership. Leadership through coaching offers a strategic and
practical direction for all.
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Coaching in Practice

It can be as lonely at the periphery of a modern networked organization as it is at the
top of a traditional pyramid. Problems can come from talking too freely inside an
organization, however flat or virtual it may be. Work colleagues become tomorrow’s
interested parties. Truly innovative concepts can sound like crazy ideas in the early
stages, and few executives want to take the risk of appearing foolish. Even private 
discussions can contain political topics that, when touched on, even tentatively, can 
establish a position from which it is difficult to reverse. Leaders need a safe and sup-
portive theater or laboratory in which to rehearse and refine their ideas. Coaching
meets this need.

Coaches present executives with an opportunity to engage in a dialogue of devel-
opment. Where there is no coach, the chance for this reflective dialogue may be missed.
When executives have no one to talk to, there is no tested or evolved dialogue, there is
no attitude formation, and so an important part of executive thinking—thinking
through—is missing. In all these ways, coaching is supportive of executive and orga-
nizational learning. Coaching provides a platform for practical action directed toward
intelligent and strategic intent.

Every organization is different; each has its unique definition of success. In what-
ever way the dimensions of success are articulated by each board, team, or individual
executive, coaches are charged with finding a developmental path to progress. In striv-
ing for success, leaders must find ways to advance the business, while respecting core
organizational values and fundamental beliefs. These must be understood by coaches
at a visceral level. To deliver quality, a coach must see far beyond the superficial
level, at which all corporate value statements look similar, and discover in detail the
actual values in play. Then again, as the world progresses to continuously repaint an
ever-emerging strategic organizational context, these values are destined to develop
and change over time.

External and Internal Agents

Most leaders acknowledge that, in order to remain healthy, an organization must reach
out to its stakeholders and into the environment. Indeed, a modern organization will
actively extend its social fabric through dialogue with coaches, consultants, and oth-
ers. Yet, it is a source of astonishment to many that an organization’s maintenance
functions require any interaction from outside.

The traditional or legal definition of a corporation can fool us into believing that it
will remain forever self-sufficient. The need for external nurturing agents may seem to fly
in the face of this belief. However, the “outside” or external aspect of the organization
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has been long recognized in “systems theory” as extremely important. In today’s orga-
nizations, interaction with the environment is being rediscovered as a vital activity re-
quired to reduce business risk. Here again, the coaching opportunity supports another
crucial facet of leadership: the need to be in touch with the reality beyond the formal
boundary of the organization.

Yet, an organization that regards executive coaching as a service provided entirely
by external suppliers can never attain a true climate of leadership. Modern corpora-
tions must be capable of maintaining cohesion in the newly evolving, flatter, and
networked workplaces. Today’s leaders do not seek to set themselves apart, but instead
are determined to replicate their best leadership behaviors in those around them.
They are also open to absorbing, as well as propagating, such exemplary behaviors.
Thus, internal coaching—or internalized coaching—is vital to working in the mod-
ern, cross-functional network in which all participants find it natural to coach.

However flat an organization may be, executives will always need to interact with
their direct reports. Here again, coaching provides the executive with a foundation
for dialogue that is well-suited to leading “free agents,” who are less likely to respect
positional power as a legitimate motivator.

The term “mentoring” is widely used to describe an activity closely related to
coaching. A mentor is likely to have had a successful personal track record in a role
similar to that of the client. Thus, the nature of this relationship may tend to con-
tain relatively more content than process. Reputation and trust toward the mentor are
powerful determinants in making the chemistry work. A senior mentor can be a great
asset who is likely to be able to tap into an otherwise inaccessible range of useful busi-
ness contacts.

When working in the same organization, a mentor requires no learning curve to
absorb culture. Steps should be taken—and periodic checks should be made—to en-
sure that the internal mentor does not inadvertently become a compromised interested
party in the day-to-day operations of the person being mentored. There is only one
other essential qualification: a good mentor simply needs to be a good coach.

The coaching approach is also spilling into all kinds of work relationships. For ex-
ample, some organizations have instituted an informal “buddy” system, which can be
little more than sharing contact information at training events. Some larger divisions
of Fortune 500 companies are now putting coaches on the payroll as full-time em-
ployees. It is not uncommon for senior executives to take their coaches with them when
switching companies. This becomes part of the hiring negotiation process, along with
share options and other benefits. The sheer pervasiveness of the coaching relationship
in organizations today—whether inside, outside, or between organizations—confirms
that coaching is seen as an effective style of working with the blurring boundaries in
and around organizations.
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A Blueprint for Success

Coaching has been able to draw practitioners from many established fields, includ-
ing consultancy and counseling. An important challenge facing them all is to link per-
sonal development of individual clients to attainment of solid business results. Only
when this can be achieved consistently can a coaching program hope to fully justify
the investment that it demands.

The formula for success in achieving this will display a number of characteristics.
Coaches must address issues that are individual, team, and organization-wide; they
must act in a way congruent with the organization’s style of leadership; they must pro-
mote and facilitate positive organizational development; they must be practical; and
they must help in the achievement of business results.

In combining these elements, the Strategic Coaching Model (see Figure 11.1) pro-
vides a modern blueprint for business success. Couched in a culture of modern lead-
ership and based on the powerful dynamics of human interaction, the model simply
asserts that coaching is at its best when located at the heart of strategy.

◆ ◆ ◆

Laurence S. Lyons (www.lslyons.com) is an accomplished coach, consultant, pub-
lic speaker, and author. A former technical director at Digital Equipment Corpora-
tion, he has been described as a “leading authority on business transformation” by 
Henley Management College, where he is a member of the associate faculty and
Founding Research Director of the Future Work Forum.

Dr. Lyons is regarded as a pioneer in the field of executive coaching; he has
coached hundreds of senior and high-potential executives in organizations in the
United States and across Europe. Many of his personal coaching clients are to be found
in Who’s Who.

Dr. Lyons holds a Ph.D. and MSc from Brunel University and the CIM (Diploma
in Marketing). He is an invited member of the Leader to Leader Institute Thought
Leaders Forum (formerly the Drucker Foundation). Contact him at lslyons@lslyons.com.
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What is the highest paid work in America? Thinking!

The value and importance of any decision can be measured by the likely conse-
quences of that decision. The highest paid work in America is thinking because of
the enormous possible consequences of thinking well or thinking poorly. Your abil-
ity to think effectively, and to help other people think effectively about their lives
and work, are more important than any other contribution you can make.

The market demand for personal coaches at all levels, and in all areas of activ-
ity, is growing rapidly today. The reason for this is simple: coaching works!

We know that, in sports, all top athletes have coaches, sometimes several. In
many cases, average players become stars as the result of the right coaching, from
the right person, at the right time, with the right focus. This should be your goal
as well.

Creating a Second Career

The official retirement age in America today is about sixty-five. Set in Germany by
Otto Von Bismarck in 1870, this age was picked up in the Social Security debates of
1934-1935 by Franklin D. Roosevelt and Congress. Today, however, it has no rela-
tionship to reality.

CHAPTER TWELVE

CROSSING OVER

Making the Transition from 
Executive to Executive Coach

Brian Tracy
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The average white-collar worker or executive at the age of sixty-five is as sharp
and as alert as a fifty-year-old in 1950. Today, we find a direct relationship between
how busy and active you keep yourself, how involved you are in the lives and work of
other people, and the quality of your life. The busier and more active you are, the
healthier you will be, the more energy you will have, the stronger will be your immune
system, and the longer you will live.

What this means is that the true retirement age today is really closer to seventy-
five than to sixty-five. So if you make the transition into executive coaching, you can
create a second career for yourself that will keep you in the game and performing at your
best for many years.

Start with Yourself

The market for coaching has increased by 500 percent in the past few years. Thou-
sands of people have hung out their shingles as “Personal Coaches” or “Executive
Coaches.” Virtually anyone can get into coaching at some level. All that is really re-
quired is desire, experience, and ability, which everyone claims to have.

For you personally to make the transition to executive coaching, you should obey
one of Murphy’s Laws: Whatever you want to do, you have to do something else first.

The first thing is to ask yourself the question, “Why?” Why do you want to be
an executive coach? What is your aim? What is your mission? What is your purpose?
What are your goals? Why would you choose to be an executive coach rather than to
do something else with your time and your life?

Probably the best answer to this question is that you want to help other people
realize their full potential by learning and practicing some of the things that have
helped you to realize more of your potential throughout your career. Coaching is
very much a “helping profession.” Only those individuals who genuinely care about
helping other people are capable of becoming excellent coaches.

Prepare for Competition

The first thing you will discover when you decide to become a coach is that there is an
enormous amount of competition out there. Many people think that coaching is both
highly paid and fairly easy. This conclusion is both true and false. Some coaches do an
extraordinary job with their clients and charge substantial fees, but the 80/20 rule ap-
plies. Fully 80 percent of coaches struggle to make ends meet.

For you to truly excel in coaching, which is your goal, you must approach this new
occupation as if you were starting a new business. The more time you spend in think-
ing about the how, when, where, and why of coaching before you begin, the more ef-
fective you will be in the long run.
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Imagine No Limitations

Start with your ideal vision of your career as a professional executive coach. Imagine
waving a magic wand and creating the perfect job for yourself. What would it look like?

During this visioning exercise, imagine that you have no limitations on what you
could be, have, or do as a coach. Imagine that you can learn everything you need to
learn, overcome every obstacle that will appear in your way, and achieve any goal that
you set for yourself. Imagine that you have unlimited potential.

The greater clarity you have with regard to your ideal future vision as a coach, the
easier it will be for you to plan, prepare, and implement your plans. Remember the
Six P Formula for Success: Proper Prior Planning Prevents Poor Performance.

Decide on Your Mission, Purpose, and Goals

Once you have a clear vision of your ideal future as a coach, you can define your
mission. Your mission is what you want to accomplish for your individual clients. It can
be as simple as, “My mission is to help my clients to achieve the very most of health, happiness,
and high income in their lives and careers.”

Once you have determined your vision and your mission, you must determine
your purpose, the “reasons why” you want to be a coach. For instance, “My purpose is
to utilize my talents, skills, and experiences to help other people to be more effective
than they ever could be without my help.”

Finally, once you have established your vision, purpose, and mission, you must set
clear, specific, written goals for your coaching business. You must determine how much
you want to earn, how many hours you want to work, how many clients you will serve
at a single time, and how you will measure success in each area.

Identify Your Special Talents and Skills

Begin with yourself. Identify the most important things that you have learned in your
career that would be helpful to other people. You must be absolutely clear about what
you are going to bring to your coaching clients based on your own knowledge and 
experience.

Even more important, you must be sure that coaching is the right choice of oc-
cupation for your future career. Have you been a coach or mentor to other people in
the past? Do you have a successful track record of guiding and influencing others to
be more effective in their work and personal lives? Most of all, do you enjoy the process
of working with executives on a one-to-one basis to help them improve the quality of
their lives and work? Last, are you good at it? This is very important.
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Market Yourself Strategically

There are four key principles in strategic marketing that will apply in creating your
new coaching career. The more accurately you think through each of these principles,
the more effective you will be and the faster you will get the results you desire.

1. Specialize in a Particular Area. Principle number one is specialization. This is the
starting point of your success. You must decide where and how you are going to spe-
cialize in bringing your unique talents and abilities to the coaching market.

You can specialize by the level of executive that you are most qualified to coach,
at least at the beginning. Some coaches work with individual salespeople. Others work
with sales managers. Some coaches work with mid-level executives; others work only
with “C” level executives in Fortune 1000 corporations.

You may decide to specialize in a particular industry in which you have consid-
erable experience. This is always a good idea, because you will have both confidence
and credentials in this industry, which will make it easier for you to get started and to
get results.

You may decide to specialize in a geographical area. You may decide to special-
ize with a particular level of manager or executive who has a particular problem or
need that you feel you are uniquely qualified to satisfy.

Practice idealization when you think about specializing. Imagine your ideal coach-
ing client, the client you would most enjoy coaching and who would most benefit from
your special talents. If you could write out a description of your perfect coaching client,
what would he or she look like?

2. Set Yourself Apart. The second part of strategic marketing is differentiation. This is
your area of “competitive advantage,” and it is perhaps the most important factor in
determining how successful you will be as a coach.

In what way can you differentiate yourself from any other coach who is also in-
terested in working with your ideal client? What is your personal “area of excellence”?
What is it that you have done in the past that makes you superior in your ability to coach
the kind of people you want to coach?

Especially, what is your “unique selling proposition?” If a decision maker were to
ask you why he or she should retain your services rather than the services of someone
else, what would your answer be, in fewer than fifteen words?

The development of competitive advantage, differentiating yourself from your
competitors so that you are seen to be the superior choice, is the very essence of suc-
cessful marketing. The greater clarity you have in this area, the easier it will be for you
to select the ideal coaching situations for yourself.
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3. Find Your Market Niche. The third key to strategic marketing is segmentation. Once
you have determined your areas of specialization and differentiation, you then ask:
“Who and where are the prospective coaching clients who can most benefit, the soon-
est, from the special qualities and abilities that I bring to the coaching relationship?”

Imagine that you were going to write an advertisement for your services. Instead
of talking about yourself and your background, your advertisement would be like a
“help wanted” ad, in which you describe the ideal coaching client you would like to
attract. How would you describe him or her, in terms of age, occupation, income, work
situation, location, and size of business? When you write an advertisement describing
your perfect customer, you will be defining the exact market segment on which you should
concentrate.

4. Focus Your Efforts. The fourth marketing principle is that of concentration. In this
final phase, you concentrate all your time, resources, and energies on seeking out
and persuading exactly those prospective clients you can help the most with what you
bring to the table. You can even develop a quick checklist of qualifications that you re-
view with a prospective client. If the prospective client does not fulfill the description
of the person that you are most ideally suited to help, you will be able to determine
that this person may not be the right client for you.

The Marketing Mix

In addition to the four keys to marketing strategy, there are five “Ps” that you must de-
fine clearly on paper before you launch your coaching career. These are your product,
price, promotion, place, and positioning.

1. Determine Your Value Offering. Your product is a clear description of your coach-
ing process. You lay out a map or blueprint that describes how you will work with a par-
ticular client over a specific period of time. This map will explain what you will do
in your initial meetings, how you will establish goals for the coaching process, how you
will create benchmarks and systems of accountability for your client, and the clear,
specific results that your coaching process will achieve over time.

The number one reason that people do not hire coaches is because they are vague
or unclear about exactly the process that will take place once they do. Your clarity with
regard to the exact product and the process you offer will help you tremendously in
this regard.

2. Decide How Much to Charge. The second aspect of marketing is your pricing
structure. A good rule of thumb is for you to set your annual income goal at about 
double what you are currently earning. This is because 50 percent of your revenues will
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be consumed in support activities and expenses that are currently being paid by your
company. In other words, to realize your current income, you will have to charge twice
as much as you are currently earning, at least in the beginning.

Once you have determined how much you want to earn, you must then deter-
mine how much you can charge per hour as an executive coach. This will depend on
your current level in your industry, the industry norms for coaching in the areas in
which you wish to specialize, and your competition. This number is a moving target.
You must be prepared to adjust your hourly rate up or down depending on external
circumstances.

If you only wish to work part-time, you must decide how many hours per week,
per month, and per year you intend to invest in coaching, and then decide how much
you will have to charge per hour in order to achieve your financial goals. Some coaches
charge $25 per hour; some charge $250 per hour. Top coaches charge $2,500 per hour
and are fully booked. Your pricing strategy is a fundamental and essential part of your
business planning.

3. Determine How to Market Your Services. The third part of marketing is your
promotional activities. Exactly how are you going to market and sell your services against
competition? You will require business cards, brochures, letterhead, envelopes, and
other sales materials that tell what you do.

How will you make yourself known to your prospective clients? Will you be able
to promote yourself via word-of-mouth, the very best and least expensive method? Or
will you have to advertise and promote your services in a variety of other ways?

The very best way to promote yourself is to piggyback on your existing con-
tacts, both within your company and within your industry. Go from the known to
the unknown. Start where you are already comfortable and familiar with the envi-
ronment. Your ability to sell your services is going to be the determining factor of how
many of your services you actually sell.

4. Decide Where You Are Going to Work. The fourth P refers to place. Where are
you going to work? Will you conduct your consulting services in the offices and places
of business of your clients? Will you consult by telephone? Will you use email or other
forms of correspondence? What geographical area will you work in? Do you want to
conduct live coaching within driving distance of your home, or are you prepared to
travel to work with clients farther away?

5. Determine the Words That Describe You. The fifth P stands for positioning. Your
positioning in the hearts and minds of your clients and prospective clients can be as
important as anything else you do. Here is the rule: Everything counts! Everything that
you do either helps or hurts. Everything adds up or takes away. Everything about your
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appearance, sales, marketing, promotional materials, and reputation contributes to the
words that people use to describe you when you are not there.

The best companies are those that give a lot of thought to how their activities affect
the impressions that their customers have of them. The very best coaches do the same.

Again, imagine that you have a magic wand and that you could wave it to create any
impression or reputation that you want about yourself. If you could write down a de-
scription of how you want other people to think about you and talk about you, what words
would you use? Whatever answers you come up with, you must then be sure that every-
thing you do helps to create this positioning statement among your clients and would-be clients.

Three Key Areas of Coaching Expertise

As an executive coach, there are three key areas in which you must excel in your work
with your clients. They are goal setting in the three key areas of life, setting priorities in
every area, and personality development issues. It is to improve in each of these areas
that a person hires a coach in the first place. The better you are in these areas, the
more effective you will be, and the more clients you will attract.

1. Goal Setting. The three key areas of goal setting are career goals, family goals, and
personal goals.

Career Goals. In helping your clients set career goals, you help them develop clarity five
and ten years into the future. You help them think through and define how much they
want to earn and what skills they will have to acquire or develop to achieve that level
of income. You help them develop strategies to become better known in their indus-
tries and to develop contacts who can help them. Your central focus in working on ca-
reer goals revolves around income improvement and promotion.

Family Goals. In helping a client deal with family goals, clarity is essential. You help your
clients define their ideal lifestyles. If they had no limitations, what improvements would
they like to make in their relationships with their spouses or children and the ways 
that they spend leisure time, both together and alone? In this area, the critical concept 
is that of balance between career and family.

Personal Goals. The third area of goal setting has to do with personal goals, especially
with regard to health, fitness, longevity, and retirement. Your clients need to develop
clarity regarding their financial goals. How much do they want to earn? How much
do they want to save? What kind of an estate do they want to accumulate over time?

Other areas of personal goal setting have to do with learning and personal de-
velopment. They may include involvement with church activities or political parties.
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They may include creative goals and personal fulfillment goals. The more you can help
a client in this area, the better will be his or her overall quality of life.

2. Setting Priorities. The second area of coaching has to do with setting priorities.
Once you have helped the client develop clarity with regard to career, family, and per-
sonal goals, you help him or her to set priorities in every area of life.

There are many books and articles on the subjects of time and personal man-
agement, and you should be thoroughly familiar with the various strategies and tech-
niques that a person can use to take control of his or her time and life.

3. Personality Development. The third area of coaching that is most in demand
has to do with personality issues. Many people are being held back because they lack
certain personal skills that render them less effective than they could be. They may
sometimes come across as abrupt, arrogant, impatient, rude, and demanding. Your
job is to help them identify the areas in which they feel improvement could help them
and then give them guidance and encouragement to modify their behaviors in these
areas. Sometimes this form of coaching can be the most helpful of all.

Physician, Heal Thyself!

If a person wishes to become a psychiatrist or psychotherapist, the first thing he
or she is required to do, after completing training, is to go through a process of
psychotherapy. It is only by experiencing the process of counseling as a patient
that a psychotherapist can understand what is necessary to genuinely help some-
one else.

In the same sense, one of the best ways for you to become an excellent executive
coach is to think through and write out your answers to the various questions and con-
cerns presented in this article. By thinking through these questions and issues for your-
self, you will become vastly more competent in helping your clients to think through
these issues for themselves.

By taking the time to determine your areas of specialization, differentiation,
segmentation, and concentration, you will be able to advise your clients how to best
use these thinking tools to be more effective in their work.

By thinking through the issues of product, price, promotion, place, and posi-
tioning, you can help your clients to be vastly more effective in their work, to be paid
more, and to be promoted faster.

Perhaps most important of all, by thinking through the key issues in this article,
you can decide whether executive coaching is the right field for you and, if so, deter-
mine how you can become a great executive coach.
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◆ ◆ ◆

Brian Tracy is one of the foremost authorities on personal effectiveness in the United
States and throughout the world. He works intensively each year with entrepreneurs
and executives in large and small companies, showing them how to identify clear
priorities in every area of their lives. His clients learn practical strategies and tech-
niques to double and triple their key results while gaining more time for their fami-
lies and personal lives.

Tracy is the author of thirty-six books, including TurboCoach and Turbostrategy, and
more than three hundred audiovideo learning programs, many of which have been
published in twenty-two languages.

His Focal Point Advanced Coaching & Mentoring Program, which he gives per-
sonally in San Diego four times each year, is perhaps the finest personal coaching pro-
gram in the world. Contact: www.briantracy.com; briantracy@briantracy.com.
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Wally’s Wake-Up Call

Wally was an outstanding general manager who bombed as an executive coach. As
a line manager, he was focused, decisive, disciplined, and able to give direction and
purpose to a large, complex organization. As a coach, he was judgmental, controlling,
and more concerned with his needs than with those of his client. Unfortunately, I saw
it coming and wasn’t able to stop it. When Wally, a former client, retired early and de-
cided to become a coach, he asked to buy me lunch and “pick my brain.” He didn’t
really want to hear what I had to say, so his brain-pickings were slim, and despite
the good food, I left with a bad taste in my mouth. A year later we had lunch again.
This time I picked up the tab, and Wally was much more receptive to the outcomes
of his cerebral mining. It had been a difficult year, in which he had learned the dif-
ference between what had made him successful as a line manager and what is neces-
sary to be an effective coach.

Wally’s wake-up call was not unique. With the increasing acceptance and use of
executive coaching, there are many former line managers struggling to become
coaches. Understanding the differences between the skills of management and coach-
ing is a key success factor for those managers who have decided to become execu-
tive coaches. For those who agree that the acquisition pain is worth the gain, here are
some practical tips to facilitate that transition and to avoid the big three derailment
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SURVIVING THE TRANSITION FROM LINE
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factors for executive coaches: confusion, collusion, and lack of clarity as to who is
the client; solutions looking for problems; and the creation of a dependency relation-
ship—all of which are discussed later in this article and in more detail in the article
“The Three Derailment Factors,” published in Coaching for Leadership.1

Differences Between Line Management and Coaching Skills

For many, the transition from line management to coaching is a painful experience.
Some managers have become very effective coaches, while others move into other en-
deavors. The following perspectives contrast managerial and coaching skills and sum-
marize developmental challenges.

• The approach is opposite. Successful line managers get things done using the traditional
skills of controlling, evaluating, directing, and planning. These traditional “ings”
have their roots in turn-of-the-century scientific management and are found in the
curriculum of most of today’s business schools. Managers using these skills are task
driven. To succeed, managers often take personal responsibility to make things hap-
pen. On the other hand, successful coaches engage in helping relationships. Help-
ing relationships are the opposite of controlling relationships. The core helping
skills are empowering, listening, facilitating, and supporting. The payoff is enabling
the person being coached to take action. The very skills that make line managers suc-
cessful—controlling, evaluating, and directing, although effective in the manager-
ial world, are trouble when applied to a coaching relationship because they will
make the person being coached defensive and angry. See Figure 13.1. for a sum-
mary of the differences.

• Helping skills are not the currency of the realm in the managerial world. In today’s lean,
mean, downsized environment, managers are rewarded for doing more with
less, doing things quickly, and, in many cases, viewing people as costs to be min-
imized as opposed to assets to be developed. Coaching requires patience, time,
process skills, and person-centered relationships. As a result of this mismatch,

FIGURE 13.1. CHANGING LINE MANAGEMENT 
“INGS” TO COACHING “INGS.”

From To
Controlling Helping
Evaluating Empowering
Directing Supporting
Planning Listening
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effective coaching skills are often negatively reinforced in organizational 
environments.

• Developing authentic, relevant coaching skills requires both courage and hard work. Most line
managers already have good business and system skills. The two skill sets that typ-
ically require development are intra-personal insight and interpersonal competence.
Intra-personal insight requires self-awareness and an understanding of the effects
our drives and motivations have on others. For example, many managers have high
control needs. In order to be effective coaches, these managers must be self-aware
and manage themselves to ensure that their own control needs do not get in the
way of a client-centered coaching relationship. Intra-personal insight requires the
courage to look in the mirror, see ourselves, and adjust our behavior to help our
clients, not ourselves. Interpersonal competence involves listening, attending, and
communication skills centered on others. Developing intra-personal insight and in-
terpersonal competence is a good news and bad news proposition. The good news is
that most successful managers are smart enough to learn these skills. The bad news
is that it is an against-the-grain experience, that is, it is as much an emotional jour-
ney as it is a cognitive one.

Ten Tips for Line Managers When Engaging in a Coaching
Relationship

The following tips are the result of my experiences with a number of people who made
the transition from line management to executive coaching. They offer a practical
checklist of some of the major do’s and don’ts in a coaching relationship.

1. Start with the person being coached. Gain a solid understanding of where he or
she is emotionally. Avoid the following:
• Assuming he or she is feeling the way you want him or her to feel.
• Making speeches.
• Starting with logic, policy, or data.
• Moving the focus from the person being coached to “the organization,” or

“strategy,” or “the market,” or your own ideas, perspective, or feelings.
2. Use feeling probes, such as the following:

• “There is a lot of change going on. How are you feeling about things?”
• “I’m wondering how you’re handling all this change on a personal level. How

is it affecting you?”
• Tip 1: Don’t be reluctant to begin with some disclosure of your own, such as,

“I don’t know about you, but I’m a bit confused.”
• Tip 2: Don’t worry about coming off as clumsy or intrusive; the people you are

coaching are dying to externalize their feelings. They will be flattered!
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3. Demonstrate understanding and active listening by naming the feeling or para-
phrasing:
• “Sounds like you are anxious about your job.”
• “Let me see if I understand. You’re OK with the decision, but are upset with

the timing and anxious about the increased workload.”
• “You’re feeling uncertain about where you’d fit in.”
• “What I’m hearing is that you aren’t sure you’d want to relocate even if there

were a good job at the other end.”
4. Avoid prescribing. The name of the game is helping the people you coach exter-

nalize their feelings and not assuming responsibility for “fixing” their problems.
Don’t say the following:
• “What you need to do is. . . .”
• “You shouldn’t feel that way. It’s better to feel. . . .”
• “Unless you change your attitude, you’re not going to get anywhere. Here is the

first thing you should work on. . . .”
• “OK, you’ve given me a lot to do. Let me work on some of those issues and I’ll

get back to you.”
5. Help frame the issues, but leave the person you are coaching in control. Here are

some examples:
• “Sounds like you’ve got to decide whether to stick around and see what hap-

pens or look outside.”
• “It appears that you’re stuck between your anger at the organization and

your excitement over your new job. You need to find a way to get through
that.”

• “You’ve really got to make a choice of holding on to the past or letting go and
moving on.”

6. Help is defined by the helpee, not the helper. This is a major issue for line man-
agers conditioned to direct and problem solve. Don’t let your need to solve the per-
son you are coaching’s problem eclipse the problem.

7. Monitor the airtime. The person being coached should talk more than the
coach.

8. Silence is awkward, but it often leads to a deeper level of interaction. Don’t be
afraid of it. Many managers are compelled to initiate structure and talk. Effective
coaches are able to harness the power of silence.

9. Don’t wallow in feelings. When the time is right, move from the heart to the
head:
• “The context for this discussion is the merger. Here are the milestones your di-

vision agreed to meet.”
• “This might help give you some perspective. The organizational game plan 

is. . . .”
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10. Helping involves multiple body parts: the heart (feelings), the head (concepts and
thoughts), and the feet (action). Effective coaches use all three.
• Most managers have been conditioned into a head-and-foot orientation. Work-

ing with feelings is usually an against-the-grain activity.
• Heart work is very powerful, particularly if the person you are coaching is going

through a major transition. Many line managers are uncomfortable dealing
with feelings and emotions and thus miss the opportunity to authentically con-
nect with the person being coached.

Beware the Big Three

The big three derailment factors in executive coaching are alive and well. During
the past few years, I have noticed that managers making the transition to coaching are
particularly susceptible. What follows is a brief description of each factor and some
suggestions for line managers.

Factor One: Confusion, Collusion, and Lack of Clarity as to Who Is the Client

When the client is anyone other than the person receiving the coaching, there is
danger of derailment. This is particularly true when the boss wants you to “fix” some-
one or the management committee wants you to “help” a top executive. Coaching is
a very personal relationship and it needs to be completely confidential and totally vol-
untary. As former line managers network in order to build their coaching practices,
they are frequently hired by their friends to help someone else. Although these con-
tacts can serve to open doors, contracting should be done directly with the person
receiving the coaching, and that person should be given free choice with regard to pro-
ceeding. Extra efforts should be made to assure the client of confidentiality, and the
board or the client’s boss should never be given any information without the client’s
explicit permission. However, even with the best of intentions, there is always the pos-
sibility that the client will retain a coach who is referred by an executive in order to
please the boss or because he or she is afraid to say no. This is definitely not a good
way to begin an authentic coaching relationship.

Factor Two: Solutions Looking for Problems—Coaches Enamored of a 
Single Model or Approach

All coaching clients are not the same. They often have very different needs, and a
cookie-cutter approach will not work. Two of my recent clients will serve as examples.
The first is a high-potential executive with a very real chance of becoming the CEO
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of a regional financial services company. He is great technically, but has a blind spot
in regard to his people skills. Unless he makes some changes, he won’t get the top
job. We are currently working on increasing his awareness of the impact he has on
others and skill building. The second client was hired into a senior position from out-
side her company. She is having a very difficult time accepting and adjusting to the or-
ganizational culture. We are working on value clarification, behavioral rehearsal, and
testing the limits of her ability to make changes.

The way I work with these two clients is driven by their needs, not a single model,
diagnostic approach, or assessment process. Many new coaches have a tendency to
look for a universal tool that they can apply to all clients. Once they find one—an in-
strument, an analytical process, or a structured intervention—they try to force fit it to
all situations. Former line managers tend to apply processes and techniques that worked
within the culture of their past organization, regardless of whether they fit the client’s
organizational environment. New coaches need to develop a wide repertoire of ap-
proaches, treat each situation as unique, and above all, listen to and respect the per-
spectives and ideas of their clients.

Factor Three: Creation of a Dependency Relationship

When done well, coaching is very powerful. It is, however, a temporary and artifi-
cial process. Coaches are not employees or bosses and they lose their value if they
behave as such. The goal of coaches should be to empower clients to solo, to take
action without them. Too often, clients and coaches collude to create a mutual de-
pendency relationship; coaches need the revenue or the illusion of control, and
clients need a crutch. This kind of dependency relationship perverts the coaching
role, diminishes both the coach and the client, and trivializes the coaching process.
Former line managers with histories of long-term employment relationships in bu-
reaucratic organizations have a tendency to prolong coaching relationships. This
is particularly true if they are perceived by the clients as strong and take a pater-
nalistic approach. It is very important that the coach and the client agree on an exit
strategy at the beginning of the coaching relationship. It is even more important that
they adhere to it.

A Powerful Gift

For those line managers willing to make the necessary adjustments to their skills and
orientation, coaching is a wonderful career capstone. Helping people grow and de-
velop is affirming and gratifying. When managers combine their business experience
with a coaching orientation, they bring a best-of-both-worlds skill set to the coaching
relationship. This equips them to offer a powerful gift to their clients and themselves.
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In our work we are sometimes asked to comment on the difference between coach-
ing senior-level leaders and coaching individuals at other levels. In answering, we

find ourselves talking about impact and consequence, both of which seem more far-
reaching when coaching leaders. Simply put, the stakes are often higher. In Leadership Is
an Art, Max DePree writes, “The first responsibility of a leader is to define reality. The
last is to say thank you.” In between the first and last responsibilities, DePree 
describes the leader as “steward of relationships, of assets and legacy, of momentum and
effectiveness, of civility and values.”1 The process of effective leadership is complex
and the consequences, both good and bad, affect many people inside and outside the
organization. Coaching senior-level leaders, especially those in business, also has far-
reaching consequences, especially when it involves developing or refining the skills and
competencies required to deliver on the stewardship responsibilities of leadership.

Leadership matters. It follows then that the practice of coaching leaders matters too,
and we should make every effort to maximize our opportunities for success. For us, the
keys to ensuring a successful development challenge lie in the set up, the preparation, and
the preliminary work that set the foundation for success. Granted, it’s not the glitzy part
of the coaching engagement, but attending to the fundamentals is essential for a sub-
stantive developmental experience that will make a difference. Beyond the basics, as busi-
ness coaches, we need to be concerned about aligning the development plan for the leader
with measurable objectives based on the goals of the organization. Our goal is to 
help participants develop a full understanding of where they are currently (in terms of

CHAPTER FOURTEEN

COACHING BUSINESS LEADERS

Richard Gauthier and David Giber
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competence, behavior, effectiveness, support from their stakeholders, and approach)
versus where they need to be to hit the goals. Often, we find that their stated priorities
and “agenda” are out of synch with how they actually spend their time and attention,
which limits their effectiveness. The development plan is based not only on behavioral
feedback but also on a synthesis of information on what the participants need to 
accomplish strategically—where and how they will move their organization forward into
the future.

Mary Beth O’Neil points out that “the essence of coaching is helping leaders
get unstuck from their dilemmas and assisting them in transferring their learning into
results for the organization.”2 In the coaching process we practice and teach, we some-
times find that novice coaches see their role as helping leaders find solutions to the
shortcomings they exhibit or the issues they confront. In our teaching, we emphasize
that “the solution” is the easy part; the coaching challenge is to help leaders under-
stand what the problem is and how it is impacting their organization and to develop
the capacity to move toward a solution and the capability to encourage and coach
other leaders to do the same. We’ve found that effective coaching creates leaders
who often turn out to be effective coaches.

The Coaching Process

The coaching process we use is fairly standard. It generally consists of five phases: con-
tracting, assessment, goal setting, development planning, and evaluation. Although all
five steps are important, we try to guard against moving too quickly through the
“set-up,” the preliminary assessment and planning phase that identifies the issues and
sets the foundation for the success or failure of the engagement. In fact, the set-up may
occupy the first two to three months of meetings. The questioning abilities (along with
the patience) of the coach are key. The success or failure of the entire engagement is
often dependent on the coach’s willingness to gather the pieces of an emerging puz-
zle, help assemble a clear picture of the goals and challenges at hand, and partner with
the client to lay a firm foundation for success. We’d like to share the process and
tools we use with senior-level business leaders to assemble those pieces (the data), put
them together (the goal), and build that foundation (the development plan) for success.

Our preparation begins before we contract with the client. We have indicators
that help us determine whether or not the engagement has a chance for success. We
won’t, for example, coach someone whose manager we are already coaching. If two
people we are coaching within an organization have a reporting or interdependent re-
lationship, too often what should be an act of coaching becomes an act of mediation.
Besides, coaching is about advocacy, and a coach should never have to choose between
two client positions on an issue.
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We also won’t coach clients who are reluctant to be coached but begrudgingly
agree because their leader wants them “fixed.” If a client doesn’t recognize the issue,
acknowledge the problem, and bring a sense of urgency to change, things are not re-
ally going to change. Coaching is often a little about repair and a lot about develop-
ment. Fixing the leader’s reluctant employee is almost always about temporary repair,
seldom about meaningful development, and the improvement is generally not sus-
tained. Under the “fix my employee” category, we’re more interested in coaching
the frustrated manager than the employee.

Finally, if the client to be coached has already been written off by determined key
powerbrokers in the organization or is targeted for termination, we aren’t inclined to
contribute. If, however, we receive a request to coach a leader, and all indicators point
to developmental possibilities, we have an engagement and create a contract.

The Coaching Assessment

With senior leaders, we use a multi-part approach to assessment that allows us to de-
velop a full sense of the person, the job challenge, and how he or she is perceived in
the organization. The approach includes 360-degree feedback and/or interviews, a
personality assessment, and having the client prepare an autobiography and a lead-
ership assessment.

We first gather available data. Most helpful would be a 360-degree feedback doc-
ument. If one is not available, we set one up. It is important to gain up-front commit-
ment to the follow through on the 360-degree process, that is, some level of sharing data
with those who have provided feedback. We often spend a full session understanding
and interpreting the 360-degree results with our clients, sometimes connecting them to
a personality assessment.

Among the best-validated personality assessments, the Hogan Personality Inven-
tory is a favorite of ours because it tends to reveal the clients’ self-perceptions while giv-
ing us insight into who they are and what they care about and value. One of our clients,
for example, scored very, very low on the “sociability” part of the assessment and wanted
to address the issue of his painful shyness. The impulse fix would be to develop “win
friends and influence people” strategies that had him extend himself by walking around,
reaching out to his people, glad-handing, small talking, and being as personable as pos-
sible. But the Hogan indicated that he didn’t have it in him. We concluded that the lack
of authenticity in the glad-handing approach would label him a phony beyond repair
and that the developmental effort would fail. Instead, we and the client created a strat-
egy that accounted for who he genuinely was (painfully shy) and, although it took longer,
we built a support structure for him consisting of a few trusted, influential colleagues
who cleared the way and helped establish his credentials. With that support, he hesi-
tantly moved out of his comfort zone, extended himself as far as he could, was finally
accepted, and ultimately proved to be an effective leader of his division.
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Other instruments, of course, are available (Myers-Briggs, NEO PI-R, and oth-
ers), and if our clients have recent samples, we include them in the initial assess-
ment. We have found that the ideal situation is to combine a 360-degree evaluation
with a personality assessment that covers the core aspects of personality that have im-
pact on interpersonal and work effectiveness.

Next, we commit to interviewing managers, senior executives, direct reports, peers,
and anyone else designated by the client. We prefer to conduct up-front interviews with
the participant’s direct manager, that person’s manager, and often, the HR partner to
validate the critical goals and strategies the person is responsible for. Meanwhile, the
client commits to returning to some of those who offered 360-degree feedback and
follows up with conversations designed to gain useful, specific information behind the
numerical data. (See Marshall Goldsmith’s article in this book, Chapter Four, “Coach-
ing for Behavioral Change,” for details on how to make the most of this follow-up
process). Now, before turning our clients loose on those who provided feedback through
the 360-degree assessment, we role play the follow-up interviews to prepare the client
to listen carefully, probe in a positive way, and gather specific, actionable information,
all while being open and avoiding any sign of defensiveness. We offer a precaution
here. One-on-one role playing with a senior-level leader can be awkward, and we’re
often tempted to avoid it. No matter how sophisticated the client, those kinds of in-
terviews can be difficult. They require non-defensive, open listening, asking open and
closed questions, knowing the difference and when to use which, probing for specifics
and examples, and using a body language and tone of voice that are reassuring and
non-threatening. And, of course, practicing the hardest task of all: learning, in the face
of criticism, to just say, “Thank you.” All of this takes practice, and the client should
not be practicing during those important information-gathering sessions. Coach and
role play the client through the process before he or she goes out. Awkward as the role
play is, the coach, the client, and those being interviewed will appreciate the effort.

Between sessions, we ask our clients to write and send us a one- to two-page au-
tobiography. We offer no guidance beyond those stark requirements because we are
interested in the choices the clients make when they have to sum up their lives in a few
pages. The sorting process they go through, the incidents they cite, the people they ref-
erence, and the situations they describe are all very telling and helpful in under-
standing their value bases and shaping influences. It is also sometimes striking who or
what they leave out of their narratives.

In our next session, we explain how we interpret what we read in the autobiog-
raphy, and we reveal the insights we’ve gained and the assumptions we’ve made as we
read the text and the subtext. This usually leads to a rich discussion and better un-
derstanding between the coach and the client. One manager’s memorable autobiog-
raphy began with a story of when he woke up on the ground outside his childhood
home after one of his brothers had pushed him out of the second-story window and
knocked him out. The more revealing parts of the story were not only that the client
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then proceeded to go back in the house and resume fighting with his brother but
that their parents did not react with major consequences. Not surprisingly, as a man-
ager, this client would often “test how much people could take.” His tolerance for con-
flict led him into arguments that could be emotionally damaging to others, but for him
were simply “good debates.” For a person such as this, who was motivated to change
his impact on others, the first step is to help him clarify the origins of his style as a
leader and its powerful connection to his life experience. The second is to work
with him to share with others his desire to change and his willingness to have them sig-
nal him if he is too persistent in an argument or not listening. Third is the need to an-
chor this change in two reinforcing systems: personal and business. In this case, the
client’s ability to deal with conflict was directly tied to whether the organization would
promote him to a higher, more visible level of responsibility. We also urged to him to
share his feedback and coaching commitments with his family, which became a fur-
ther source of positive reinforcement as he changed.

At this session clients also share what they learned during the follow-up discus-
sions with those who offered 360-degree feedback. Together we listen for and identify
emerging themes. We then share the information gleaned from our interviews with
the client’s manager, direct reports, peers, and others. We seldom present this infor-
mation in a written report. The temptation to review the text with an eye toward iden-
tifying the person interviewed is near irresistible. The client is encouraged to jot down
themes as we read our notes. We stop at the end of each interview and ask the client
what he or she heard and noted. For us as coaches, it’s not enough to simply feed back
the information. Rather, it’s very important to understand how the client is process-
ing and understanding the information. If the client hears something that we don’t,
or we pick up on something the client missed, it’s up for discussion.

On the table at this point, we will have identified a number of potential devel-
opmental opportunities through the 360-degree data, follow-up discussions, person-
ality assessments, biographical perspective, interview information, and theme
identification. Now it’s time to use the information to determine our focus for the rest
of the engagement. We brainstorm a list of developmental possibilities, most of which
should come from the client, not the coach. Once the list is complete and every 
conceivable possibility explored, we set a framework for deciding which one or two
(seldom more than two) to concentrate on.

Setting a Development Framework

At this point, as business coaches, we must be concerned with aligning the development
plan for the leader with measurable objectives based on the goals of the organization.
We often find that our clients are inclined to want to respond primarily to the data and
address the issues that surface in the feedback process. We had a client, for example,
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whose feedback indicated that she should delegate more, provide more timely and in-
cisive feedback, and consider with better foresight the global implications of her deci-
sions. All were worthy developmental opportunities for any emerging leader, but only
one was relevant when we considered that her organizational goals were to build a new
service organization with inexperienced people, focused primarily on a defined, indus-
try-specific regional customer base. Now, as a leader, the data indicated that delegation
and global scope were shortcomings, both interesting and challenging to pursue. Un-
fortunately, they were not terribly relevant to the capabilities she needed to work on
to serve her business goals and, eventually her career aspiration to be senior vice pres-
ident of new product and service development. We chose to focus on listening better
and providing more timely, incisive, and positive corrective feedback and on develop-
ing as a directive and developmental leader—leaving improving delegation and global
perspective for another time and place.

So in choosing development opportunities, we often suggest to our business lead-
ers that they do more than simply respond to feedback. We encourage them to take
a broader perspective consisting of four parts: (1) the feedback they have received on
the specific competencies measured in the 360-degree instrument; (2) their personal
career objectives; (3) the organization’s goals; and (4) the goals they have set for their
own groups. We ask, based on the information we have, which of the improvement
opportunities identified will address the broadest range of objectives, have the great-
est impact on the business, and take the client the furthest in his or her career goals.
Clients choose and settle on the work to be done, having discussed their choices with
their managers and/or mentors.

This is also a point of reflection for the coach. While the importance of under-
standing the business context and challenges of the client seem obvious, the specifics
of how this is done are critical to the long-term effectiveness of the coaching and
whether the change transfers and takes hold on the job. The effective business coach
should have a grounded understanding of these mastery challenges for developing
leaders and the key dilemmas that leaders must respond to with increasing versatil-
ity, depth, and impact. The coach must decide and be honest with himself or herself
and the client about which of these areas he or she has some level of expertise and ex-
perience in and can provide help with. While the general business experience of many
coaches may be wide, in order to create lasting change, the coach must understand the
specific leadership challenge of the client and have a sense of how the challenge
may play out in the culture and organization.

The starting point for the coach who is developing his or her knowledge of or-
ganizational dynamics and the business environment is to examine and learn about
the key leadership transitions in level and responsibility that most leaders experience.
These transitions usually demand new behaviors and approaches where coaching can
make a critical difference. It is during such transitions that the application of behaviors
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that may have worked in the past do not work under the new demands of the organi-
zation. At these “stepping up” points, where leaders are most prone to fail, they can also
be most open to learn. Fundamentally, many of these transitions involve major changes
in the person’s understanding of what the job is and what is required to succeed. Using
the process we have outlined to help the clients reexamine their perspectives on how their
jobs may be changing is critical. As coaches, our job is to continually challenge and ex-
pand the leader’s definition of his or her role and help rethink it.

Once the client settles on one or two developmental opportunities and we’ve de-
cided we can coach and contribute, we test the client’s choice against an adapted
cost/benefit analysis. We ask, “What’s it going to cost you, your people, and the 
organization if you don’t develop in this area?” After that list is generated, we ask:
“How will your getting better at this competency benefit you, your people, and the or-
ganization?” This simple cost/benefit inquiry tends to validate the choice and moti-
vate the client. We are now ready for the final phase of preparation: goal setting.

Setting Change Goals

We use a tool called a “Blueprint for Development” that describes the developmen-
tal opportunity, the current state, the future state, and the plan for action. The key here
is to capture the plan simply enough so that the client can review the action plan daily
in a thirty-second review. We have our clients start by describing the issue in a phrase:
“Need to provide more incisive and timely feedback” or “Need to be more authentic
and comfortable when interacting with top-level senior executives in the organization.”
The client then briefly describes the current state: “When I provide feedback, I tend
to hedge and ramble for fear that. . . .” The next step is to describe the future state,
what it would look like when the client is offering incisive, timely, positive feedback
to his or her reports, manager, and peers. “I shall be perceived as forthright, insight-
ful, and substantive when I offer. . . .” The current and future states frame the action
plan, which the development blueprint and the coaching support.

The specific action plan is an outline of commitments, activities, learnings, resources,
timelines, and measures that form the blueprint for the remainder of the coaching en-
gagement. We usually dedicate an entire meeting to developing the action plan and, be-
fore that meeting, we encourage our clients to once more hold brief discussions with
trusted colleagues. In those discussions they share their developmental objectives, ask for
suggestions and ideas to include in the action plan, request ongoing feedback during the
development period, and invite themselves back in three months for more feedback. The
action plan must be aligned with the leadership agenda of the client, that is, the short-
and long-term plan that drives their priorities, attention, and use of time. We urge lead-
ers to review how they spend their time and whether it needs be shifted if they are to 
accomplish their developmental plans and increase their impact in the business. In 
most organizations, the client’s manager should clearly understand the action plan. The
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reason is simple: not connecting to the boss and the organization may put the coach-
ing process at risk of not gaining needed resources and support.

The client is also encouraged to use the Internet to read timely articles and iden-
tify other resources to gather ideas for the action plan. Meanwhile, we, too, draw on
our resources, networks, experiences, and colleagues to prepare for the meeting. In our
work as business coaches, we are often specific and intentional about the use of as-
signments and tools. The style of coaching may at times be more directive or consul-
tative as we prepare clients to try new approaches to critical conversations, meetings,
decision making, or problem solving that will fuel their thinking and accelerate their
behavioral change.

The action plan starts with the following question: “What am I going to do to close
the gap between my current state and my future state?” We brainstorm as many “What’s”
as we can and then prioritize by criteria, favoring those that will move us furthest and
fastest toward the desired future state. We focus on the top three “What’s” and ask the
next question: “How we are going to accomplish each ‘What?’” Here is an illustration:

Let us picture a leader who is moving to a more complex, strategic, senior-level
role. Her feedback indicates that she is viewed as a focused and an outstanding role
model but does not spend enough time coaching her staff and is not delegating ef-
fectively. An analysis of how she spends time reveals that she spends too much time
diving into the details of the work and not enough on the larger strategy. We now have
three “what’s.” A critical how will be deciding on actions that will change her approach
to increased delegation.

The “How” section of the action plan is where you and the client will succeed
or fail. The “What’s” are easy; it’s the “How” to do the “What’s” that not only defines
the real work to be done but determines whether or not the plan will succeed. We
need two or three specific “How’s” for every “What” in the plan. In this example,
how will the leader share a new approach to mutually determining roles and respon-
sibilities with her staff ? Or how will she spend less time on project tasks and more time
analyzing customers and competition, which will force her to delegate? Then we need
to discuss the “Who.”

Who needs to know the plan? Whose support is required to accomplish the
“How’s”? What do we need from them and how will we get it? Once all of that is es-
tablished, we must consider by “when” this all has to happen. After identifying what,
how, and who, we focus on setting up a time line with milestones to mark our progress,
thus solidifying a deadline for each action item.

The final item in the action plan is a measuring and/or monitoring process. We
discuss various measures we could use to monitor our progress and determine whether
or not we’re on track and moving toward our goal. This is a critical piece that com-
pletes the cycle back to the business context that we established during the prepara-
tion phase. What are the measurable impacts of the behavioral changes the client is
attempting? How will the team and organization benefit? How will the client’s boss,

Coaching Business Leaders 123

22_977632 ch14.qxd  9/1/05  7:18 PM  Page 123



direct reports, peers, or others in his or her support network be kept informed and stay
invested in the client’s progress?

The fact is that people do what the organization measures, and if the client and
the organization value this effort, our leader’s progress must be systemically measured
and, if successful, acknowledged and rewarded. Whenever possible, the develop-
ment plan must be tied to the organization’s evaluation process. It should be part of
the cycle of expectation and goal setting and have a direct impact on compensation,
bonuses, and promotion.

Now, with the set-up complete, let the coaching/client journey begin. With solid
data, follow-up feedback information, personality assessments, internal support, focused
and purposeful developmental objectives, a cost/benefit justification, a gap analysis, and
a detailed action plan—complete with milestones, measures, and rewards—chances are
in six months to a year we’re going to arrive at the desired future state.

And that’s really what coaching is all about: helping transport someone from where
he or she is to where he or she needs to be. The verb “coach” derives from the old Eng-
lish noun describing the vehicle for transporting royalty, moving from one place to an-
other via the coach. When we consider our business royalty, the esteemed business
leader with the keys to the kingdom and stewardship in his or her hands, we realize
that, when it comes to coaching, the truth of the phrase “the more things change the
more they remain the same.” And as with most successful journeys, the key is care-
ful, detailed preparation—having the patience and taking the time to build the foun-
dation and chart the course that will assure the client a successful journey.

Notes

1. DePree, M. Leadership is an art. New York: Dell, 1998, p. 11.
2. O’Neill, M. B. Executive coaching with backbone and heart. San Francisco: Jossey-Bass,

2000, p. xiii.
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ership, marketing, and communications. Currently a Principal Consultant at Linkage,
Inc., Gauthier addresses a wide spectrum of customer challenges in leadership, cus-
tomer satisfaction and retention, change management, management development,
alignment, and total quality. His extensive experience and versatility enables him to
apply his coaching expertise to senior- and middle-level leaders and teams across many
different functions and industries. Gauthier is also on the faculty of Linkage’s Mas-
ter Level Executive Coaching Certification Program.
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Prior to joining Linkage, he worked at ODI as a vice president and worldwide
leader of ODI’s Voice of the Customer practice. As practice leader for customer focus,
he worked with clients to develop customer-focus strategies and standards, achieve
breakthroughs in customer service, and enhance profitability through customer loy-
alty and retention. Gauthier has also held senior positions in corporate communica-
tions and public relations at Digital Equipment Corporation, the Gillette Company,
and Wang Laboratories. He has published articles in a variety of publications and has
been a guest speaker at Boston College, Boston University, and MIT’s Sloan School
of Management. Contact: rgauthier@Linkage-inc.com.
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programs, and research at Linkage, Inc., with more than twenty years of experience
in organizational development, human resource management, leadership develop-
ment, and executive coaching. Nationally known as a leader in his field, Giber has
helped create award-winning leadership development systems for top organizations in
many industries. He has consulted with leaders from a wide variety of international
corporations, universities, and other organizations on such issues as succession plan-
ning, management development, action learning, executive coaching, workforce as-
sessment, and developing performance and selection systems. He helps leaders achieve
professional and personal success by focusing on the “hard” business skills they need
as well as on personal development and leadership qualities. Giber synthesized the
components of the coaching system described in this article into Linkage’s unique,
high-impact approach.

He has served in director-level positions in human resource management and
leadership development for leading companies in the high-tech, financial services,
and travel industries. He is an industrial/organizational psychologist and is an editor
of two top-selling books in the field, The Leadership Development Handbook and Best 
Practices in Organization and Human Resources Handbook and the forthcoming Best Practices
in Global Workforce Management. Contact: DGiber@linkageinc.com.
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An absolute change in the business environment is upon us. In the bright new world
of “GloCos,” a term coined by Goldman Sachs in 2003 to describe the world’s

Top 25 Global Companies,1 the needs of both organizations and management have
changed irrevocably. The global manager is now a standard by which most executives
will be measured. The corresponding term global coach comes to mind immediately,
once it is clear that cultural competency will be a prerequisite for managers in the fu-
ture. Companies and management in this new global workplace also will increasingly
use innovative technology and new business structures, such as virtual teams, to 
accomplish in minutes work that was previously done over many weeks and many 
frequent flyer miles.

Consequently, coaches and the coaching industry must rise to the challenge.
In order to provide continued excellence in coaching, we must integrate real 
knowledge of cultural differences and corresponding innovative organizational 
structures as they influence both the global workplace and managers in a multicul-
tural work environment. Awareness of cultural differences can be the key that leads
to success or failure in the multicultural business context, and mastering culturally 
relevant coaching skills may be an essential component to executive coaching in the
future.

CHAPTER FIFTEEN

COACHING AND CULTURE

Toward the Global Coach

Michel Moral and Pamela Warnock
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A New Playing Field

Natalija, a bright Czechoslovakian global manager, has identified a promising 
employee on her Chinese team in the Hong Kong office. She contacts the employee
directly and offers him a managerial position on her staff. The employee’s shocked si-
lence is palpable to Natalija over the phone. She has made him uncomfortable but she
doesn’t know why.

Natalija was not aware that, even though she is an upper-level executive, in a 
Chinese context, she may not be seen as having the right to pull this employee out of
his team and promote him. For the Chinese, a collectivistic2 culture, group affiliation is
considered much more important than individual recognition, as opposed to a more
individualistically-oriented cultural background typical of most Northern European and
North American business people.

Natalija is also having some difficulties with her team in Tokyo. She eventually
comes to the conclusion that the German coach who had been very helpful in a team-
building exercise in the Johannesburg office of her multinational might be just the per-
son to help one of the key specialists on the Japanese team. A few weeks later,
she receives a call from the upper manager of the Japanese team, who appears to be
quite offended. The German coach has refused to disclose what was being said dur-
ing the coaching sessions. Natalija soon learns that the concept of “confidentiality”
is interpreted quite differently in Japan.

Natalija also is very uncomfortable with a team she cannot drive and control
like a “squad.” She feels that mainly providing business direction is not “real” man-
agement. Natalija comes from a culture in which a high rank implies full power over
lower-level employees and where instructions have to be followed—no questions asked.

Business has changed. With innovation in telecommunications, corporate teams are
now dispersed on a global scale and will be increasingly so in the future. On-site teams, for
which a face-to-face direct relationship on a daily basis is possible between managers and
subordinates, are increasingly being replaced by remote teams, of which employees work
from home, from locations close to their residences, or from another country.

The widening variety of geographical locations for employees in global compa-
nies has led to increased contact between individuals of diverse backgrounds and cul-
tural beliefs. These cultural differences introduce an additional level of complexity
in the arena of management in the global marketplace. Issues related to the use of
power, the importance of hierarchy, performance and outcome evaluations, gender
and ethnicity, and even such seemingly innocuous issues as the use of humor in the
workplace, may present significant challenges.

Coaching and Culture 127

23_977632 ch15.qxd  9/1/05  6:49 PM  Page 127



In addition, the new crop of international executives coming from emerging 
markets, such as Central Europe and China, will soon add their belief systems and
practices to the “mix” of global business. Currently, the typical international man-
ager’s behavior is based on a North American model, and he or she is seen as an as-
sertive person who thinks inductively,3 communicates and deals with conflict directly, and
works hard toward attaining short-term objectives and keeping timeframes. With the
arrival of Asian colleagues, for example, the executive marketplace may be obliged to
expand its array of desirable behaviors to include such things as long-term vision, dis-
cretion, subtlety, and respect for historical resources.

New Business Environment

Helen, a U.S. citizen, is a large-accounts executive for an American telephone com-
pany. Among her clients is a national bank that has just merged with a huge European
financial institution. Consequently, Helen is now responsible for managing sales teams
in France, Germany, Italy, and the UK. However, she is not comfortable dealing
with her European colleagues, who have what seem to Helen to be endless business
lunches, during which wine and beer are consumed. Her customer is also now con-
sidering a relocation of back-office support services to a location in Bombay. After
an initial visit to discuss bidding with local telecommunication companies, Helen is
somewhat shocked to discover that quite different negotiation practices are com-
monplace in India. Helen’s personal coach back in New York is also at a loss as to how
to support and empower her. The coach is embarrassed and feels inadequate.

In addition to experiencing culture shock,4 Helen is discovering the effects of global
business transformation. This transformation involves fundamental changes in the
way business is done on a global scale and is being driven by leading corporations aim-
ing for dominant worldwide status.

For example, GloCos are moving vigorously toward new “vertical” organizational
layouts, which are far from the classical pyramid shaped “by country” management sys-
tem of the past. This shift prioritizes the functional needs of the company over geogra-
phy. Additionally, trends toward externalization and delocalization in global business have
created a breakthrough toward improving expense to revenue ratios (ERR). Other multina-
tional companies will now be forced to follow the above-mentioned GloCos and their
modified business practices in the new global marketplace, if they are to survive.

The matrix management model, as defined by Frederick Taylor in 1911, was a land-
mark concept, but impossible to implement until powerful information technology sys-
tems became available to handle increased volumes and complexity of data. Viewed in
terms of a multidimensional matrix model, the relative importance of product categories,
marketing channels, customer segments, and geography can now be reexamined and
prioritized in terms of the company’s priorities worldwide. Gone are the days when a

128 Coaching for Leadership, Second Edition

23_977632 ch15.qxd  9/1/05  6:49 PM  Page 128



multinational company had local management deciding on local branch strategies. Even
distribution channels are most often designated within the larger matrix organization
and are no longer country specific. Lines of communication are based on need and
expediency, as opposed to an imposed hierarchy. This organizational model can be im-
mediately reactive and extremely efficient.

Lowering product costs via manufacturing, marketing, and distribution savings,
together with a shift toward minimizing infrastructure expenses, have been areas of
business concern in recent decades as well. Executives now focus on the expense to 
revenue ratio (ERR), which indicates how they compare to their competitors in terms
of efficiency. A low ERR demonstrates that superfluous expenditures have been elimi-
nated, usually through a combination of improved technologies together with reor-
ganization strategies, such as vertical structures, delocalization, and externalization.

Vertical structures lead to savings by eliminating layers of management and hi-
erarchy and by centralizing administrative and financial tasks that were previously
replicated in each country where the global company has branches. Vertical structures
also allow for the implementation of standard operating procedures, resulting in tighter over-
all control in international business. Change and unexpected events at any of the global
company’s locations can subsequently be addressed quickly by virtual teams.

Delocalization and externalization became popular in the 1980s, when business
focus was on production cost hunting. Large plants were often relocated to areas of the world
where labor costs were significantly lower than in economically prosperous countries.
In increasing efforts to cut infrastructure expenses, all back office activities are now exposed
to possible relocation to countries where high skills are available at lower cost or to being
outsourced. It is important to understand that delocalization of back office services has
become possible only because of the implementation of vertical structures—itself a con-
sequence of improved information management.

Thus, we see clear trends of global companies moving toward a model of lean,
adaptive, and efficient international operations in which business and functional unit
executives are increasingly required to manage diverse and semi-autonomous teams
from afar.

The Global Executive

In tandem with the need to integrate organizational change in order to remain viable
in the global marketplace, businesses now need a new kind of manager. This new breed
of executive will be someone who is able to master an innovative array of business con-
cerns and methods, such as virtual teams, remote operations, complex changing envi-
ronments, decision process uncertainties, and, of course, cultural differences.
Consultants and publications have already identified these people as global managers or
global executives and have defined their skills, qualities, and strengths as well as possible
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weaknesses. An interesting characteristic of current global managers is that they usually 
employ the “manager as coach” model themselves and are therefore familiar
with coaching techniques. Today’s global managers are accustomed to leadership in its
myriad forms worldwide and most often bring practical personal experience to their
own management repertoires.

In the new business environment, efficiency prevails, and the ability to react
quickly to change is the top criteria of global companies. Of course, such innovations
are oriented toward streamlining tasks rather than managing people. Ongoing needs
for flexibility and human interaction, however, can be addressed by the use of equally
innovative organizational tools such as virtual teams, which in turn imply profound
changes in management. For example, reportees are far away and dispersed, and it
is not possible to exert as much control as if everyone were housed together in the same
building. Consequently, when using virtual teams, it becomes helpful, even necessary,
to empower intermediate levels of management and to strongly encourage initiative.
By taking the initiative, however, employees are encouraged to take more risk. It is cru-
cial, therefore, to establish an environment in which employees are allowed to make
mistakes and to reinforce an overall blame-free atmosphere of corporate culture.

Classic management techniques, such as directing or delegating, will not work par-
ticularly well, and facilitation is preferable when working with teams and individual em-
ployees in this model. The paradox is that, despite a strong task orientation, new global
organizations need to focus much more attention on their people, whose subsequent
involvement, dedication, and commitment to the team will bring about the most
positive business outcome. The new global executive has to be not only a business spe-
cialist but also a human specialist.

Cultural Competency

Olivier is an experienced Swiss manager who works for a petroleum company. He re-
ceives a new assignment: reorganizing operations in Southern Africa. In Botswana,
the general manager of the subsidiary just retired, and he must promote one of the
existing intermediate managers. Olivier favors a competent Korean expatriate, but a
local person argues that he deserves the job, being the son of a tribal king. Olivier is
now faced with managing a difference in cultural beliefs where ascription5—promotion
according to status—is valued, as opposed to achievement. As with Helen, Olivier ex-
periences culture shock.

Skill at dealing with cultural differences cannot be underestimated. It can be cru-
cial to success or failure for the global manager. Some hierarchically oriented cultures,
who may be accustomed to a more autocratic management style, would be especially
uncomfortable working in the changing workplace described in the previous section.
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French executives, for example, may particularly dislike the idea of interdependence
and the sharing of management prerogatives. Hierarchically oriented cultures, such as
France and many Asian countries, prefer a social structure that includes stratification
and the existence of “respected superiors,” while egalitarian cultures, such as the United
States and most Northern European countries, favor social differentiation based on
professional achievement.6

For the global executive, there are three types of relationships in the workplace
that are likely to be affected by cultural differences: the executive (1) as a member of
a multicultural management team; (2) as the leader of a multicultural team; and (3) as
an individual relating with others—peers, upper management, or customers.

Regarding teams, cohesion in multicultural teams can often be very high and pro-
vides its own source of satisfaction and motivation for team members.7 However, it
appears that either team cohesion is almost immediate, and trust is evident right from
the start, or it will not happen at all. Therefore, global managers need to be aware and
well-versed at encouraging the swift trust phenomena, or risk failure. This apparent
paradox may be due to the fact that team members are encouraged to contribute as
individuals and think for themselves. Also, cultural differences may afford some pro-
tection against the pressures of autocratic or normative management.

Issues related to individual relationships in the global workplace stem from the
varying perspectives regarding ways of being, thinking, and behaving. An inductive
American will not easily accept the deductive approach of a French person, consid-
ering this as a lack of pragmatism.8 A very particularistic9 African, whose culture easily
tolerates exceptions to rules, will be hurt by the universalism of a Swiss, who most likely
prefers the same standards and procedures applied to everybody. A German person
will always start and end a meeting on time, and this may possibly upset the polychronic
employee who expects that the company bus will leave only when it is full.10 Ultimately,
an experience in expatriation that goes poorly may result in the previously mentioned
culture shock, which can be understood as a transitory form of depression.11 Interest-
ingly, ending an expatriation and returning to one’s country of origin often induces
the same effect and has been called reverse culture shock.

New Challenges for Executive Coaches

Werner is currently coaching the general manager of an airline company operating
in the Middle East and Eastern Europe. The manager is an Egyptian citizen who
has lived in California and Malaysia in the past, but who is currently based in Stuttgart.
Werner sometimes has difficulties understanding his client, who can be very factual
and rational, but may suddenly switch to long digressions on the political dynamics of
the airline industry.
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The question for executive coaches is the following: How shall we adapt to the
changing environment? Do we, for example, continue using our current coaching rules
and tools, possibly adapting some of them, or do we need to invent new concepts to
cope with cultural differences and the new global marketplace? Are the precepts behind
much of coaching theory culturally neutral or even applicable in a multicultural envi-
ronment? How do I coach someone whose background is very different from my own?

While cultural differences in business have been addressed by such authors as 
Hofstede,12 Trompenaars,13 Lewis,14 Marx,15 and Brake, Walker, and Walker,16 the
domain of intercultural coaching remains largely unexplored.17 There are two rea-
sons for this. First, most multinational companies, until very recently, have continued
on in the “country-specific” mode of operations. They have been slow to incorporate
the lessons learned by the GloCos and are now scrambling to catch up. Second, al-
though the number of managers capable of dealing with multiple cultures is increas-
ing, the coaches actually able to provide quality services oriented to the multicultural
business environment are still very uncommon. This is not because of a lack of coach-
ing expertise, but due to the fact that relatively few professional coaches have had con-
crete experience themselves in international operations. It is only now, with the arrival
on the coaching scene of a certain number of former global executives who acquired
international experience by having worked themselves in differing multicultural set-
tings for years, that this need will start to be addressed.

In regard to coaching techniques, we can identify a number of challenges. First,
tools developed and appropriate for one culture, especially psychometric tests, might
need to be reconsidered for another culture. For instance, an introverted Italian employee,
as measured using the Myers-Briggs Type Indicator, might end up actually appearing
more extraverted “in person” than an extraverted Finn or Japanese person. Additionally,
a significant number of the tools currently used in coaching were developed based on
management techniques that are dated or inappropriate and therefore unhelpful in
a multicultural environment.

Second, if we assume the coachee is in an executive position in a modern global
corporation, the notion of hierarchy may be significantly changed. The global exec-
utive now relates to a cloud of superiors, subordinates, peers, customers, and ser-
vice providers, some of whom may not even be employees of the same company.
Written procedures may exist, and everyone’s role may be described in a job defini-
tion, but a significant part of decision-making processes relies on individual relation-
ships and mutual trust. The new companies are made up of a fine-tuned camaraderie,
where everyone has an area of expertise but serves a common vision. Cohesion is more
important than discipline, and action is the primary source of job satisfaction.

Expectations are also key in the interactions between the coach and the coachee.
In addition to the emotions generated by the interaction between two personalities
in coaching, there is another emotional interaction that is caused by the coming to-
gether of two cultures. Most coaches have a good understanding of the psychological
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theories that attempt to explain human behavior, but relatively few coaches are aware
that the meeting of two cultures triggers something else, which we can describe as
an encounter between two different visions of life. Our response to these differences
is not normally one of which we are conscious; it is not at the level of emotions, but
rather is expressed through cognitive processes, such as prototyping, categorizing, and 
ultimately idealizing or pejorating.18

Toward a Global Coach

The average modern global executive is usually more familiar with cultural differences
than today’s average coach, he or she spends his or her whole life in international meet-
ings and has no problem flying on the same day from Kuwait to Bolivia to mediate a
business squall. Traveling is easier for the international manager than for the coach,
and conference calls with peers, subordinates, and bosses who are physically located
in different countries have become the accepted method of communication in the in-
ternational workplace. Dealing with cultural differences becomes a normal aspect of
day-to-day business interactions.

However, although most coaches have a limited familiarity with cultural differ-
ences at this time, many may have a better understanding soon. Becoming well-versed
in cultural differences via training and self-education is quite possible, and it is anal-
ogous to the therapist who has no personal experience of divorce, but is trained well
enough to help the patient who is recently separated. In addition to her knowledge
of human nature, acquired training, and personal self-exploration, today’s coach should
consider cross-cultural training. A special responsibility also rests with coaching 
supervisors who may misinterpret the actions of a global coach, based on limited knowl-
edge about cross-cultural differences and a lack of experience in multicultural busi-
ness settings.

As mentioned above, cultural differences have been studied in depth for many
decades now. A vast array of multicultural learning tools and resources has subse-
quently been developed and can lead the interested coach from a general awareness
of culture to the acquisition of a deeply integrated knowledge of cultural differ-
ences. It is now clear that a combination of didactic and experiential training meth-
ods provides the best path toward understanding and eventual cultural competency.19

Training on virtual teaming is less common. Current management classes usually
focus on directing a team or facilitating projects. The problems of business at a distance
are just now coming to the forefront, together with other concerns regarding the use of
modern technology. Specialists agree that maintaining human relationships has be-
come increasingly important, not less so, with the use of technology. Despite break-
throughs in terms of usability and reliability, technology cannot replace the need for
person-to-person contact and that most subtle and rich information source, nonver-
bal communication, which is lost over a long-distance phone line.
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“If you don’t know where you’re going, it is difficult to say if you are lost.” This ancient 
Chinese proverb tells us that what we do should be tied to a deeper understanding of
what we intend to accomplish. It does not mean that there is only one understanding
or one truth, but rather like having a good map in hand when we arrive in a new city;
it helps to know which way to turn next. The global coach has to understand that in-
teractions between people are also interactions between cultures.
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Leadership is a relationship. Sometimes the relationship is one-to-many, and some-
times it is one-to-one. Regardless of whether the relationship is with one or with

one thousand, leadership is a relationship between those who aspire to lead and those
who choose to follow. Success in leadership, success in business, and success in life have
been, are now, and will always be functions of how well we work and play together.
Leaders are wholly dependent on their capacity to build and sustain relationships.

Evidence abounds for this point of view. For instance, in examining the critical
variables for success in the top three jobs in large organizations, Jodi Taylor and her
colleagues at the Center for Creative Leadership (CCL) found that the number one
success factor is “relationships with subordinates.”1 Claudio Fernandez-Aråoz, a part-
ner and a member of global search firm Egon Zehnder International’s Executive
Committee, is very direct about the importance of relationship skills. After studying
success and failure in the executive ranks around the world, he concludes that 
“Serious weaknesses in the domain of emotional intelligence predict failure at se-
nior levels with amazing accuracy.”2 We were intrigued to find that even in this
nanosecond world of e-everything, personal opinion is consistent with the facts. In an
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online survey, respondents were asked to indicate, among other things, “Which is more
essential to business success five years from now—skills in using the Internet or so-
cial skills?”3 Seventy-two percent selected social skills compared to 28 percent for 
Internet skills. Internet literati completing a poll online realize that it’s not the web
of technology that matters the most, it’s the web of people.

Similar results were found in a study by Public Allies, a non-profit group dedicated
to creating young leaders who can strengthen their communities. Public Allies sought
the opinions of eighteen- to thirty-year-olds on the subject of leadership.4 Among the
items was a question about the qualities that were important in a good leader. Topping
the eighteen-to-thirty-year-olds’ list was: “Being able to see a situation from someone
else’s point of view.” In second place was: “Getting along well with other people.”

These days we’re constantly being asked to learn new skills, take more risks, try
out unfamiliar behaviors, and, like all humans, we fail a few times before we suc-
ceed. These requests can cause us great distress and create extreme discomfort. We’re
not likely to embrace the challenges unless we trust the person guiding and coaching
us. So forever erase from your minds the image of the coach as that stern-faced, chair-
throwing, dirt-kicking, ass-chewing tough guy who yells orders to the players. Maybe
it makes good sports theater, but it definitely does not produce outstanding business
performance. What you’ll get instead is a demoralized group of disengaged constituents
who’d rather quit than excel.

Success in the one-to-one leadership context is dependent on the ability of the
leader to build a lasting relationship in which the talent sees the coach as a partner and
a role model. In other words, you can’t order others to perform at their best or im-
prove what they do because of a position you hold. You can only get extraordinary
things done because you have a heart.

Yes, heart. It turns out that the best leaders are caring leaders. We discovered this
while researching for our book, Encouraging the Heart, and we’d like to apply some of
those lessons to the role of leader as coach. Here are three essentials that contribute
greatly to establishing and sustaining a successful coaching relationship:5

1. Set clear standards;
2. Expect the best; and
3. Set the example.

Set Clear Standards

Tony Codianni of Toshiba America explains it this way: “I have a need to be personal
with my folks. To me there’s no difference between work and personal life. Encouraging
comes from the heart. It’s heart-to-heart, not brain-to-heart. It has to be genuine.”
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Codianni is one of those people who loves people. He loves buying them presents;
he loves inviting them out on his boat; he loves to cook for them. Codianni has nine-
teen first cousins, and he’s taken them all to Italy. Ask anyone who works with him,
and they’ll all tell you they love to be around him. He makes them feel good.

But don’t ever mistake Codianni’s love of people for a willingness to forget about
standards. Exemplary leadership is soft and demanding, caring and conscientious.
As Codianni puts it, “I always tell trainers in my group that they have to master the
program first, and then they’re free to change it.” To Codianni, having a clear set of
expectations about what people will achieve is part and parcel of being caring.

The first prerequisite for encouraging the hearts of our talent is to set clear 
standards. By standards we mean both goals and values, because they both have to do
with what’s expected of us. Values serve as the enduring principles that enable us to
maintain our bearings wherever we are throughout our lives. Goals are those shorter-
term ambitions that provide us with the metrics for measuring progress.

Human beings just don’t put their hearts into something if they don’t believe in
it. We won’t commit with energy and intensity to something that’s not a fit for us
personally. It’s like wearing a pair of slacks that are too tight. It’s uncomfortable, we
look awkward, we feel embarrassed, and we can’t move around easily.

We know from the research we’ve been doing since the late 1970s that values make
a difference in the way people behave inside organizations and how they feel about
themselves, their colleagues, and their leaders. But when we take an even deeper look
at the congruence between personal and organizational values, we find something
quite provocative.6 We find that it’s the clarity of personal values that drives an indi-
vidual’s commitment to an organization. Shared values do make a difference, but it’s
personal values that determine the fit between an individual and organization.

Exemplary leader-coaches also make sure that work is not pointless ambling,
but purposeful action. Goal setting affirms the person, and, whether we realize it or
not, contributes to what people think about themselves. As University of Chicago Pro-
fessor Mihaly Csikszentmihalyi points out: “It is the goals that we pursue that will shape
and determine the kind of self that we are to become. Without a consistent set of goals,
it is difficult to develop a coherent self. . . . The goals one endorses also determine one’s
self-esteem.”7

People need to know whether they’re making progress or marking time. Goals
help to serve that function, but goals are not enough. It’s not enough to know that
we want to make it to the summit. We also need to know whether we’re still climbing
or whether we’re sliding downhill. Therefore, effective leader-coaches also provide
constructive, timely, and accurate feedback. Encouragement is a form of feedback.
It is positive information that tells us that we’re making progress, that we’re on the right
track, and that we’re living up to the standards.

The wonderful thing about encouragement is that it’s more personal than other
forms of feedback. Encouragement requires us to get close to other people, to show
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that we care about other people, and to demonstrate that we’re really interested in
other people. When leaders provide a clear set of standards and provide positive feed-
back on how we’re meeting those standards, they encourage people to reach inside
and put forth even more effort to get extraordinary things done.

Expect the Best

Successful leaders have high expectations, both of themselves and of their constituents.
The belief that “I know you can do it” is a potent performance enhancer. It definitely
is not some tasty pabulum that leaders dispense to help us keep a positive outlook on
life. When someone else believes in us, we’re much more likely to believe in ourselves.
While high and low expectations influence other people’s performance, only high
expectations have a positive impact on both another’s actions and feelings . And, most
significantly, only high expectations can improve performance.

Nancy Tivol, executive director of Sunnyvale Community Services (SCS) in 
California, is a wonderful example of this principle in action. She believes strongly
in her own ability and in those of every staff member and volunteer. When Tivol first
arrived at SCS, volunteers were, in her opinion, underused. Many board members
and paid staff felt that volunteers didn’t have the skills to handle interactions with
clients, donors, and corporate contacts. Tivol believed they did. Today, SCS has vol-
unteers doing things previously done only by staff members. Indeed, more than seven
hundred volunteers run the front office, the agency’s three food programs, the 
Community Christmas Center, the agency’s computer operations, and the Volunteer
Language Bank—all under one director of volunteers. Most of the lead volunteers are
over sixty-five years of age, and volunteer hours have increased from 6,000 to 20,000
annually, which enabled paid staff to be reduced through attrition from twelve to eight
full-time equivalents.

Not only that, but SCS became the country’s only emergency assistance agency
that has not turned eligible clients away because available funds have been depleted.
Under Tivol’s leadership, SCS has increased its funding for the emergency assis-
tance program for low-income families during a recession and a period in which many
agencies experienced significant funding cutbacks!

Previous administrators, as well as paid staff, had made certain assumptions about
volunteers. They assumed volunteers would be neither motivated enough nor skilled
or experienced enough to take on the responsibility that the agency would require. As
a result, volunteers were mostly employed at jobs that demanded little of them and
they were given only minimal responsibilities. The bottom line was that they weren’t
given the opportunity to explore or demonstrate their own capacities beyond the per-
formance of the most menial tasks. Their beliefs held the volunteers back; Tivol’s
beliefs encouraged the same group of people to excel. She placed volunteers in 
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responsible positions, gave them the training and direction they required, and en-
couraged them to do their best. And they did just that!

What was the motivation that drove the volunteers? Why did the SCS picture
change so radically under Tivol? The key was her high expectations of the volunteers,
and her expectations literally breathed new life into the people around her. She proph-
esied their success.

This demonstration of belief in another’s abilities comes not only in organiza-
tional settings. It can show up anywhere. A moving and powerful instance came to
us from Idaho businessman Don Bennett. Bennett was the first amputee to climb to
the summit of Mt. Rainier. That’s 14,410 feet on one leg and two crutches!

During a difficult portion of the climb, Bennett and his team had to cross an ice
field. To get across the ice, the climbers had to put crampons on their boots to prevent
slipping and to dig into the ice for leverage and stability. Unfortunately, with two
crutches, and only one boot with a crampon, Bennett got stuck in the ice. He deter-
mined that the only way to get across the ice field was to fall face forward onto the ice,
pull himself as far forward as he could, stand up, and then fall forward again. He
was going to get across the ice field by falling down.

On that particular climb, his teenage daughter, Kathy, was with him, and she
saw what was happening to her dad. While the team leader cut holes in the ice 
so Bennett could hop onto clear snow and traverse the ice field, Bennett’s daugh-
ter stayed by his side through the entire four-hour struggle. As Bennett hopped, she
shouted in his ear: “You can do it, Dad. You’re the best dad in the world. You can do
it, Dad!”

After Bennett told us this story, he added: “There was no way that I was not going
to make it across that ice field with my daughter shouting that in my ear. You want
to know what leadership is? What she did is leadership.” Kathy’s belief in her father
and her verbal encouragement touched a place deep within Bennett, strengthening
his resolve and commitment.

It’s no wonder, then, that when people tell us about leaders who really make a dif-
ference in their lives, they frequently tell us about people who have believed in them
and encouraged them to reach beyond their own self-doubts, to more fully realize their
own greatest strengths. They talk about leaders who treat them in ways that buoy their
self-confidence, making it possible for them to achieve more than they themselves
initially believe is possible.

The thoughts and beliefs we hold in our minds are intangible. They can’t be
weighed and measured like raw materials or finished products. But seen or not, mea-
surable or not, they have an enormous impact on the people around us. Exemplary
leaders know this and know how to purposefully hold in their minds high expectations
for themselves and for other people.
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Set the Example

In research with Christy Tonge, we found that the factor most related to coaching ef-
fectiveness is “investing in the relationship.” (There’s that leadership-is-a-relationship
finding again!) And, of all the items used to measure coaching behavior, the one
most linked to success was “this person embodies character qualities and values that I
admire.”

In our continuing research on the qualities that people look for and admire in their
leaders, time and time again we find that, more than anything else, people want lead-
ers who are credible. Credibility is the foundation of leadership.8

People want to believe in their leaders. They want to believe that their leaders’
words can be trusted and that their leaders will do what they say. Personal leadership
credibility, we’ve found, makes a huge difference in performance and in commitment
to organizations. A group’s loyalty, commitment, energy, profitability, and productivity,
among other outcomes, are directly linked to the credibility of the leader. Our findings
are so consistent over such a long period of time that we’ve come to refer to this as
the first law of leadership: if you don’t believe in the messenger, you won’t believe the message.

So exactly what is credibility? What is it behaviorally? How do you know it when
you see it? When we ask people these questions, their most frequent response is: “They
do what they say they will do.”9

When it comes to deciding whether a leader is believable, people first listen to the
words and then watch the actions. They listen to the talk and watch the walk. Then
they measure the congruence. A judgment of “credible” is handed down when the
two are consistent. If people don’t see consistency, they conclude that the leader is,
at best, not really serious about the words and, at worst, is an outright hypocrite. Con-
stituents are moved by deeds. Actions are the evidence of a leader’s credibility. This
observation leads to a straightforward prescription for sustaining credibility over time:
DWYSYWD—Do What You Say You Will Do.

Over and over again, it’s the same story. Wherever you find a strong culture
built around strong values—whether the values are about superior quality, innovation,
customer service, distinctiveness in design, respect for others, or just plain fun—you’ll
also find endless examples of leaders who personally live the values.

Personal involvement is what setting the example is all about. Terri Sarhatt, cus-
tomer services manager of the Applied Biosystems Division of Perkin-Elmer, learned
how important that is even in situations in which the rewards are tangible. Sarhatt
was looking for a way to increase the amount of supportive communication she had
with employees at the company, and as luck would have it, her decision to become more
personally involved coincided with the annual distribution of stock options. At Applied
Biosystems, as in many high-tech companies, people often receive stock options when
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they’ve had a good year, and because Applied Biosystems has been growing at around
20 percent for the last few years, it’s been a regular occurrence.

In years past, Sarhatt would receive the options from her manager. She would
then present options to her direct supervisors and request they do the same with their
direct reports. In 1998, she decided to use a different tactic. She wanted to thank
folks directly, so she asked her direct supervisors if they’d mind her meeting with each
of their employees who were going to receive stock options. Her direct reports thought
it was a terrific idea.

“I personally thanked them for the specific projects and the work they had done,”
said Sarhatt. “The employees were surprised that I would actually take the time out of
my busy schedule to sit down with each of them separately, have a cup of coffee, and dis-
cuss their accomplishments. One of my supervisors informed me later that her employee
appreciated the time I spent with her more than she appreciated the actual stock options!”
As we have found so often in our research, the gift of personal time mattered most.

Sarhatt also told us that it’s “the ‘little’ things that make such a BIG difference!”
And that’s the point. It doesn’t take a grand plan to begin to set the example for 
encouraging the hearts of others. It doesn’t take a huge budget, it doesn’t take psy-
chotherapy, and it doesn’t take the boss’s permission. What’s most critical in all these
examples is that the leaders took the initiative. Being a good role model is no excep-
tion. It has to become a conscious priority.

It’s About Caring

Along the journey to developing yourself as an exemplary leader-coach, there is a fun-
damental question that you must confront: How much do you really care about the
people you lead?

Now our hunch is that you care a lot. You probably wouldn’t be reading this book
and this chapter if you didn’t. But this question must be confronted daily, because when
you care deeply, the methods that we’ve described will present themselves as genuine
expressions of your caring. When you care little, they’ll be perceived as nothing more
than gimmicks, and you’ll be thought of as a phony.

One of the oldest observations about human behavior is that we tend to mirror
those around us. If we’re around someone who’s sad, for example, we pick it up. Even
if we enter the room full of vim and vigor, we find that our energy starts to leak out
when we’re in the presence of negative emotions. Put yourself in the position of a per-
son being coached. Imagine spending your days with a down-in-the-mouth, negative,
and pessimistic leader. What a depressing thought.
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But what happens to you when you enter a room full of upbeat, supportive, ap-
preciative, and enthusiastic people? You tend to be uplifted yourself, don’t you? We
much prefer to be around positive people. And, by the way, researchers have also found
that positive, hopeful, and optimistic people get more done in their lives and feel both
personally and professionally more successful than do their more negative counter-
parts.

As the leader, you set the tone. When it comes to your role as leader-coach, the
talent in your organization will grow and thrive only when you establish a clear set
of high standards, display a strong belief that those standards can be achieved, and
then demonstrate by your own actions that you practice what you preach.

When you integrate these three essentials into your daily practice, you will loudly
and clearly communicate the message that “I care about you. I care about your future.
I care about your growth. I’m here to create a climate in which you blossom and flour-
ish.” Not only will others find great joy and success in this caring climate, so, too,
will you.
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The word “coach” is both a noun and a verb. As a noun it stipulates a person who
instructs or informs others; as a verb it means the act of teaching or training some-

one to do something. Coaches (the people) in sports, drama, and music coach (the ac-
tion) participants to greater performance by defining what should be done, observing
what is done, and offering feedback on what will be done. In business settings, coaches
play similar roles. They help aspiring managers learn what should be done by offering
pointers, learn what is done by observation, and improve what will be done by pro-
viding feedback. Management coaching may occur at many levels of a company, from
CEO to line supervisor. Each coach has a unique style and approach, but coaches may
learn and adapt techniques that help them be better at what they do. This chapter pre-
sents elements of a coaching philosophy and steps in a coaching process that have been
used in multiple settings to help aspiring managers manage better.

Philosophy

Coaching does not mean doing for others, but means helping others to get things
done. Coaches help athletes play the game better, even if they do not personally
play the game. Player coaches generally do not perform as well as sideline coaches.
Management coaches may not be the best managers, but they must be observers of
good management and motivators for good communication. In an early coaching 
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assignment, I observed a leader in team meetings. I paid attention to a few things, such
as how did he interact with people before the meeting? Was his style formal or infor-
mal? Did people approach him or not? How did he manage the meeting? Did he
follow an agenda? How did he make decisions? How did he treat others during the
meeting? How did he follow up after the meeting? Did he follow up on actions taken
with regard to decisions made during the meeting? The ability to make these subtle
observations comes from having “your head on a swivel” and examining the nu-
ances of behaviors and their consequences. With this data, I then engaged him in a
conversation on what he did and what he could do to reach his goals.

Coaches earn their credibility by having a history of success. Coaching is both a
learned art from experience and a disciplined science from education. Becoming a le-
gitimate coach is a Catch-22: those you coach must have confidence in you, yet you
don’t earn confidence until you have coached others. Early coaching experiences may
begin with friends and allies who trust you and whom you can help and counsel.
Like sports coaches who learn from being assistant coaches at high school or college
levels before becoming head coaches in the pros, management coaches master their
craft from working in the managerial trenches. My early coaching was often with those
whom I had known in other settings. For instance, I might have met and developed a
relationship with an executive in a development course. Over time, as I matured as a
coach from successes and failures, I was more likely to be invited to coach those whom
I did not know beforehand.

Coaching is ultimately a relationship. Sometimes the smartest and most techni-
cally proficient people are not the best coaches. Coaching requires sharing informa-
tion and ideas in ways that change the behavior of others. Coaches are not measured
by what they know, but how what they know changes what others know and do. Trans-
fer of knowledge flows from relationships of trust. Coaches must be credible and
trusted by those whom they coach. In most of my coaching relationships, we start by
getting to know each other. This requires listening and learning to like the person I am
coaching and sharing with him or her some of who I am. Building a personal bond
and professional affection founds the coaching process. Many of my coaching as-
signments begin with a conversation about personal issues, such as hobbies, families,
and personal goals. Once the manager knows I care about him or her personally, we
can commence the more rigorous process of managerial coaching. Until a relation-
ship of trust is forged, coaching is more rhetoric than results.

Coaches may be from inside or outside the company, each with pros and cons.
Those from inside know the subtleties of the company, the network of relationships
within the company, and the likely impact of their counsel. Those from outside the com-
pany often have credibility based on external validity, bring innovative ideas to
the coaching experience, and may be candid when insiders might temper their remarks.
For internal coaches to be credible, they must develop an independent streak; for 
external coaches to succeed, they must discern organizational nuances. Most of my
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coaching has been from the outside as an external consultant. However, in many cases,
I have partnered with an internal coach, such as an HR professional. The HR person’s
role is to help the business leader in more day-to-day routine transactions, while I do
episodic coaching around events or in predictable timeframes, typically every six to
twelve weeks.

Giving honest feedback, both positive and negative, can be personally risky at
times. As the givers of feedback, coaches may not always be popular with their
coachees, who have often deluded themselves into thinking that there are no behav-
iors they need to change.

Constructive feedback concentrates on the behaviors, not the person; it focuses
on the future more than on the past; and it helps the person self-discover. I recall hav-
ing collected 360-degree feedback results from a leader whose data indicated signifi-
cant concerns. I set the stage for sharing this data by reminding him that without
struggles, we do not make progress and that honest looks in the mirror lead to im-
provements. Then we examined the data together and non-defensively worked to
figure out why it was given as it was, what it meant in terms of his behaviors, and how
he could productively respond. In reviewing feedback, the saying, “We judge ourselves
by our intent and others judge us by our behavior” has come in useful. The philoso-
phy of this quote has helped me coach a manager to see that her intent may be to clar-
ify and focus attention, but her abrupt and direct questioning of employees may
communicate a lack of sensitivity and concern. Coaches must bring unfavorable views
to the surface and deal with negative data in helpful ways.

Coaches ask questions that require self-reflection, because learning is more pow-
erful when the learner learns by choice rather than by edict. Coaches who pose in-
sightful and timely questions help managers see the impact of their behavior on others
and help managers improve their behavior. Some of my favorite questions are: “What
do you want?” which helps clients focus on goals and purposes; “What are the op-
tions?” which generates out-of-the-box alternatives; “What are the first steps?” which
turns ideas into practices; “How would you know?” which defines measurable 
outcomes; and “What decision can you make now to move forward?” which focuses
attention. These questions help the coach engage the client in reflection, so that the
client owns the result and the process of achieving the result, and these maxims form
a coaching philosophy that enables a coach to be the person who helps a manager
make positive changes in both attitudes and behavior.

Coaching Process

A process for coaching may take many forms, which define the actions of being a coach.
In my coaching, I have adapted the following steps, depending on the situation, but
these steps offer a template for thinking about how to engage the client in changing 
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behavior. I also like pictures or images that capture the message I am trying to com-
municate. Figure 17.1 is the summary of this coaching process. At first blush, this is a
complex figure, but each step enables me to draw and build this figure and coach a client
through a self-improvement process.

Step 1: Clarify Your Business or Organization Strategy

Every manager works for an organization. Organizations exist to accomplish goals
through strategies they craft and deploy. Coaching in the context of strategy assures that
the manager has a clear sense of what he or she is trying to accomplish and sets the
criteria for being a successful manager. A strategy is a succinct statement of what 
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Stakeholder
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Stakeholder
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FIGURE 17.1. A COACHING PLAYBOOK.
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the manager hopes to accomplish and how resources will be applied to that purpose.
Questions to clarify strategy include the following:

• What is your business trying to accomplish?
• Who are your primary customers? Why do they buy from you versus a competitor?
• What are your top two or three priorities right now?

Step 2: Describe Your Personal Style

Every manager has a style or way of getting things done. This style is based on dozens
of choices about how the manager makes decisions, processes information, treats peo-
ple, and prefers working. The combination of these decisions forms an identity for the
manager that can often be captured in the image others have of the manager. Some-
times these images are crafted and positive; at other times, they are created by a se-
quence of actions. Sometimes these images help accomplish business goals; sometimes
they do not. Each style has its positives and its negatives and may be modified by iden-
tifying and changing behaviors that led to the style. Questions to address managerial
style include the following:

• What is your managerial identity? How are your known by others? How would you
like to be known by others?

• What are you managerial strengths and weaknesses?
• How do you generally treat others, make decisions, handle conflict, manage 

information?

In the middle circle of Figure 17.1, you can write the strategy and style for the
manager. This is at the heart of the coaching process.

Step 3: Define Stakeholders

Every manager gets work done through, with, and by others. These others may be
considered stakeholders for the manager. The stakeholders often include those who
might be above the manager (such as the boss, the boss’s boss, and the board of
directors), those peers of the manager (such as managers in other units who partici-
pate in the manager’s success), subordinates of the manager (including employees or
those who report directly or indirectly to the manager), and those outside the bound-
aries of the company (for instance, customers, suppliers, and investors). These stake-
holders may be identified by asking the manager whom he or she must interact with
to accomplish the work. The list may be stable over time or vary depending on as-
signment. Questions to help define stakeholders include the following:
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• Who must you interact with to reach your strategy?
• Who is affected by the work that you do?
• Who would you turn to in order to define your managerial style?

The stakeholders may be identified in each of the satellite circles in Figure 17.1.

Step 4: Specify Goals for Each Stakeholder

Stakeholders have an interest in and impact on a manager’s success. To reach a busi-
ness strategy, each stakeholder must provide something. For example, direct reports must
become a cohesive team and employees overall must demonstrate commitment. For
managers to deliver on their strategies, they should discuss and clarify with each stake-
holder his or her goals. Questions to specify stakeholder goals include the following:

• In the next period of time (three, six, twelve, or twenty-four months), what do you
want to accomplish with each stakeholder?

• What does each stakeholder contribute to your reaching your strategy?

These goals for the stakeholders may be included in the satellite circles in Figure 17.1.

Step 5: Prioritize Each Stakeholder and Goal

Not all things worth doing are worth doing well. Some things are more important than
others, and some stakeholders and their goals are more central to managerial suc-
cess than others. Managers who try to relate equally all the time to all stakeholders
end up serving none. Managers must prioritize stakeholders based on how central they
are to achieving the business strategy. Strategies are time-bound, and the key stake-
holders for the next three months may be different than the stakeholders for the suc-
ceeding three months. For example, in an organizational transformation, it might be
critical in the next three months to get your direct reports on board with your agenda
before going to the broader employee population in the subsequent three months.
Questions to prioritize stakeholders and goals include the following:

• How important is each stakeholder for reaching your goal?
• Rate each stakeholder from 0 to 10 for the next period of time.
• Divide 100 points across the stakeholders to prioritize their impact on your 

strategies.
• Rank the stakeholders (from high to low) in terms of impact on your strategies.

These ratings may be placed on each satellite circle in Figure 17.1.
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Step 6: Allocate Time

Managers’ most valuable asset is their time. Where managers spend time communi-
cates what matters most and sends signals to others about what they should do.
Coaches can help leaders focus their managers on what they can and should do with
each stakeholder. When leaders are aware of how they have spent their time and
thoughtful about where they should spend time, they make informed decisions. In-
volving other organization leaders in this coaching process can be helpful. In one case,
a leader prioritized engaging employees in his vision for the next six months (about
one hundred work days). He concluded that he should spend about fifteen days on this
agenda. We invited the head of human resources into the meeting and told him that
the leader could invest fifteen days on communicating his vision in the next six months.
We invited the human resources professional to conceive how to spend this resource
in the most effective way. I have done similar work with heads of marketing and
sales when the leader wanted to spend time with customer; with heads of finance when
the leader wanted to connect better with the investment community; and so forth.
Spending time thoughtfully turns ideas into actions. Questions to help leaders allocate
time include the following:

• How much time in days do you think you should spend with each stakeholder, given
the priorities you have set?

• What specific behaviors and actions can you take with each stakeholder to 
accomplish your goals?

• How would these actions show up in your calendar? Remember that your calen-
dar should probably be 30 to 40 percent unscheduled, as events arise that merit at-
tention, but the other 60 to 70 percent can be structured to ensure that you 
accomplish what matters most.

• How will you track your return on time invested?

In Figure 17.1, you can begin to put time in days for each satellite circle.

Step 7: Determine Success

Strategies and goals turn into success when they are measured. These measures may
be outcomes (what results) or behaviors (how things happen), but what they are should
be specified. Coaches help determine measures of success that managers can track on
their own. Questions to help determine successful measures include the following:

• How will you know you have succeeded in your overall strategy and in your goals
with each stakeholder?

• How will you monitor your progress?

Coaching the Coaches 151
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Conclusion

To coach means to have a philosophy that is based on the maxims and beliefs of being
a coach. It means to help managers turn their aspirations into action by engaging them
in a disciplined process of change. Being a master coach means developing both a phi-
losophy and a process that is uniquely tailored to you as a coach and to the person you
are coaching. This is the coach to coachee relationship.

◆ ◆ ◆

David Ulrich is currently president of the Canada Montreal Mission for the Church
of Jesus Christ of Latter-day Saints, where he works with missionaries and members
throughout Quebec and Ottawa to establish the church. He will do this assignment
while on a three-year sabbatical (until July 2005) as a professor of business from the
University of Michigan. Professionally, he studies how organizations build capabilities
of speed, learning, collaboration, accountability, talent, and leadership through lever-
aging human resources. He has helped generate multiple award-winning databases that
assess alignment between strategies, human resource practices, and HR competencies.

Ulrich has published more than one hundred articles and book chapters and
twelve books, including Human Resources Business Process Outsourcing and 100 Things You
Need to Know to Manage People Effectively and to Design Better People Practices. Contact:
www.rbl.net; dou@umich.edu.
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Areview of research on goal setting has helped us better understand two key areas
of concern for leadership coaches: (1) why people give up on goals and (2) how ef-

fective goal setting can help ensure long-term goal achievement. An understanding of
the dynamics of goal setting and goal achievement may help coaches understand
why their clients sometimes lose motivation and how they, as advisors in goal setting, can
increase the odds that their clients will “stick with the plan” and reach desired targets.

Why do people so frequently give up in their quests for personal improvement?
Most of us understand that “New Year’s resolutions” seldom last through January—
much less for the entire year! What goes wrong?

Six of the most important reasons that people give up on goals are listed below.
Following each reason is a discussion of implications for leadership coaches and ideas
for “preventative medicine” in planning—so that clients will ultimately be more likely
to achieve their change objectives.

Ownership1

I wasn’t sure that this coaching idea would work in the first place. I tried it out—it 
didn’t do that much good. As I guessed, this was kind of a waste of time!

CHAPTER EIGHTEEN

WHY COACHING CLIENTS GIVE UP AND
HOW EFFECTIVE GOAL SETTING CAN
MAKE A POSITIVE DIFFERENCE

Marshall Goldsmith and Kelly Goldsmith

Copyright © Marshall Goldsmith, 2005.
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One of the biggest mistakes in all of leadership development is the rollout of pro-
grams and initiatives with the promise that “this will make you better.” A classic ex-
ample is the performance appraisal process. Many companies change their
performance appraisal forms on a regular basis. How much good does this usually do?
None! These appraisal form changes just confuse leaders and are seen as annual ex-
ercises in futility. What companies don’t want to face is the real problem—it is seldom
the form—the real problem is the managers who lack either the courage or the disci-
pline to make the appraisal process work. The problem with the “this will make you
better” approach is that the emphasis is on the “this” and not the “you.” Coaching
clients need to understand that ultimately only you can make you better.

Successful people tend to have a high need for self-determination. In other words,
the more that leaders commit to coaching and behavior change because they believe
in the process, the more the process is likely to work. The more they feel that the process
is being imposed on them or that they are just casually “trying it out”—the less likely
the coaching process is to work.

Coaches and companies that have the greatest success in helping leaders achieve
long-term change have learned a great lesson—don’t work with leaders who don’t “buy
in” to the process.2 As coaches, we need to have the courage to test our clients’ com-
mitment to change. If clients are just “playing a game” with no clear commitment, we
need to be willing to stop the process—for the good of the company and for the
good of the coaching profession.

In goal setting, coaches need to ensure that the change objectives come from “in-
side” the person being coached and are not just externally imposed with no clear 
internal commitment. Coaches need to let clients know that they are ultimately re-
sponsible for their own lives. As coaches, we need to make it clear that we are there to
help our clients do the work—not to do the work for our clients.

Time

I had no idea that this process would take so long. I am not sure that it is worth it!

Goal setters have a natural tendency to underestimate the time needed to reach
targets. Everything seems to take longer than we think that it should! When the time
elapsed in working toward our goal starts exceeding expectations, we are tempted to
just give up on the goal. Busy, impatient leaders can be even more time-sensitive
than the general population.

While the “optimism bias” about time is true of goal setters in general, it may
be even more of a factor for leaders who are trying to change the perceptions of
co-workers. In general, our behavior changes long before the perception of this change
by our co-workers.3 We all tend to see people in a manner that is consistent with our
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previous stereotypes and we “look” for behavior that proves our stereotypes are cor-
rect. Co-workers are no different from anyone else. Recent research shows that the
long-term follow-up and involvement of co-workers tends to be highly correlated with
changed perceptions of leaders.4 This is not something that is accomplished overnight.
Harried executives often want to “check the box” and assume that once they under-
stand what to do—and communicate this understanding to others—their problems
are solved. If only the real world were that simple.

In setting goals with leaders, it is important to be realistic about the time needed
for them to produce a positive, long-term change in behavior. Habits that have taken
forty-eight years to develop will not go away in a week. Let them know that others’
perceptions may seem “unfair” and that as they change behavior, others may not fully
recognize this change for months. In this way, when they face time challenges, they
will not feel that there is something “wrong” with them or with their co-workers. They
will realize that this is a normal part of the change process. Ultimately, as the research
shows, perceptions will begin to change, and co-workers will begin to appreciate
changed behavior.

Difficulty

This is a lot harder than I thought it would be. It sounded so simple when we were
starting out!

The optimism bias of goal setters applies to difficulty as well as time. Not only does
everything take longer than we think it will, but it requires more hard work! Leaders
often confuse two terms that appear to be synonymous—but are actually quite 
different—simple and easy. We want to believe that once we understand a simple con-
cept, it will be easy to execute a plan and achieve results. If this were true, everyone
who understood that they should eat a healthy diet and exercise regularly would be in
shape. Diet books are almost always at the top of the bestseller lists. Our challenge for
getting in shape—as it is for changing leadership behavior—is not understanding, it is doing!

Long-term change in leadership effectiveness requires real effort. For example,
it can be challenging for busy, opinionated leaders to have the discipline to stop,
breathe, and listen patiently while others say things that they may not want to hear.
While the leader may understand the need to change—and even have a great desire
to change—it is still hard to have the discipline to change.

In setting goals, it is important that leaders realize that real change will take real
work. Making clients feel good in the short-term with statements like “This will be
easy” and “This will be no problem for you” can backfire in the long-term when
they realize that change is not easy and that they will invariably face some problems
in their journeys toward improvement. Letting leaders clearly understand the price for
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success in the beginning of the change process will help prevent disappointment that
can occur when challenges arise later in the change process.

Distractions

I would really like to work toward my goal, but my company is facing a unique challenge
right now. It might be better if I just stopped and did this at a time when things aren’t
so crazy.

Goal setters have a tendency to underestimate the distractions and competing
goals that will invariably appear throughout the year. One good counsel that a coach
can give an executive is, “I am not sure what crisis will appear, but I am almost posi-
tive that some crisis will appear!”

In some cases, the distraction or crisis may result from a problem; in other cases,
it may result from an opportunity. For example, mad cow disease was an unexpected
problem that produced a crisis for executives in the meat packing industry. It is hard to
focus on long-term leadership development when the company is going through an im-
mediate financial crisis! On the positive side, “Cabbage Patch Kids®” became a craze
and started selling far more than anyone imagined. It is hard to focus on long-term lead-
ership development when your toy company has a “once-in-lifetime” short-term profit
opportunity!

In planning for the future, coaches need to help executives assume that unexpected
distractions and competing goals will occur. Build in time in change projections to “ex-
pect the unexpected.” By planning for distractions in advance, leaders can set realis-
tic expectations for change and be less likely to give up on the change process when
either special problems or special opportunities emerge.

Rewards

Why am I working so hard at becoming a more effective leader? After all of my effort, we
still didn’t make any more money this year!

Goal setters tend to become disappointed when the achievement of one goal 
doesn’t immediately translate into the achievement of other goals. For example, a 
dieter who loses weight may give up on his weight loss effort when women don’t im-
mediately begin to notice him.

Hewitt Associates has done some fascinating research that documents the positive,
long-term relationship between investment in leadership development and long-term
financial success.5 Its research shows that companies that invest in developing leaders
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tend to have greater long-term profits. There is no research that shows investment in
developing leaders produces greater short-term profits.

Increasing leadership effectiveness is only one factor in an organization’s overall
success. For example, a company may have the wrong strategy or be selling the wrong
product. If someone is going down the wrong road, increasing people management
skills will only help him or her get there faster!

Leaders need to personally “buy in” to the value of a long-term investment in
their own development. If coaching clients think that improving leadership skills will
always lead to short-term profits, promotions, or recognition, they may be disappointed
and may give up when these benefits don’t immediately happen. If coaching clients
see the change process as a long-term investment in their own development—and
something that will help them become more effective in the long run—they will be
much more likely to “pay the price” needed to achieve success.

Maintenance

I think that I did actually get better when I had a coach, but I have let it slide since then.
What am I supposed to do—work on this stuff the rest of my life?

Once a goal setter has put in all of the effort needed to achieve a goal, it can be
tough to face the reality of maintaining changed behavior. One of the first reactions of
many dieters upon reaching their weight goal is to think, “This is great! Now I can start
eating again. Let’s celebrate with some pizza and beer!” Of course, this mind-set leads
to future weight gain and the “yo-yo” effect that is unfortunately so common for dieters.

Coaching clients need to clearly understand that leadership is a process—not a state.
Leaders can never “get there.” Leaders are always “getting there.” The only way that
exercising helps people stay in shape is when they face the reality that “I have to work
on this stuff for the rest of my life!” Leaders need to accept that leadership develop-
ment is an ongoing process that never stops. Leadership involves relationships—and
relationships change and people change. Maintaining any positive relationship requires
ongoing effort over a long period of time. It doesn’t occur because someone “got
better” and stayed in this state of “betterness” forever.

In Summary

Coaches can either help leaders set goals that increase their probability of long-term
change or help leaders set goals that may feel good in the short-term but lead to dis-
illusionment and “giving up” in the long-term.
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The typical advertisement or “infomercial” designed to help people “get in shape”
provides a great example of what not to do in goal setting. The message is almost al-
ways the same: “For an ‘incredibly small’ amount of money, you can buy a ‘revolu-
tionary’ product that is ‘unbelievably easy’ and ‘fun to use.’ This product will produce
‘amazing results’ ‘in almost no time’ and you will ‘have the body that you always
wanted.’” Most infomercials imply that you will not have to continue exercising and
dieting for years, that you will continue to look young, and that you will have frequent,
wonderful sex for the rest of your life.

In reality there is no “easy answer”—real change requires real effort. The “quick
fix” is seldom a “meaningful fix.” Distractions and competing responses are going to
happen, and the higher level the executive, the more likely that they will happen.
Improving leadership skills—like getting in shape—won’t solve all of life’s problems.
And finally, great leadership is something that leaders need to commit to for the rest
of their careers—at least if they really want to be great!

All of these messages may sound “tough,” but at least they are real. Successful
people are not afraid of challenging goals. In fact, clear, specific goals that produce a
lot of challenge tend to produce the best results!

Coaches who have the courage to tell the truth “up front” and challenge leaders
in goal setting can go beyond being “highly paid friends.” Honest, challenging coaches
can help leaders make a real difference—both in their organizations and in the lives
of the people they lead.

Notes

1. For a greater elaboration on this theme, read “It’s Not About the Coach” by M. Goldsmith
in Fast Company, October 2004.

2. For an excellent example, read “Leveraging HR: How to Develop Leaders in ‘Real Time’”
by Linda Sharkey (of GE Financial Services). In M. Effron, R. Gandossy, & M. Goldsmith
(Eds.), Human Resources in the 21st Century. New York: John Wiley & Sons, 2003.

3. For a dialogue on this, see “Behave Yourself: A Conversation with Executive Coach 
Marshall Goldsmith” in the Harvard Business Review, October 1, 2002.

4. “Leadership Is a Contact Sport” by M. Goldsmith & H. Morgan. strategy+business, Fall 2004.
5. This research is summarized in Leading the Way, by R. Gandossy and M. Effron. New York:

John Wiley & Sons, 2003.
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Executive coaching has emerged as the modern way of revitalizing people in 
organizations around the world. This new and pervasive activity is frequently re-

garded as a tool to assist personal development. In fact, it has far more to offer in terms
of business impact. This chapter illustrates how executive coaching may be incor-
porated as the central component in a change management program, to dramatic ef-
fect. Two global programs based on this design approach within the pharmaceutical
giant Aventis exemplify best practice.

Executive Coaching

In its basic form, executive coaching involves a series of development conversations
between two people, a coach and a client. The coach will assume that the client is 
vocationally competent. Executive coaching is certainly not training; its techniques
cannot help a bad accountant become better at accounting. With its focus fixed firmly
on behavioral development, executive coaching is, in essence, a modern form of process
consulting, acted out in the workplace.

Today’s external coaching practitioners are drawn from a rainbow of specialist
disciplines. We can find the behavioral psychologist, career counselor, and business

CHAPTER NINETEEN

CASE STUDY

Coaching for Change at Aventis

Laurence S. Lyons
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consultant all freshly re-branded as executive coach. Looking outside the management
arena, popular comparisons with the more familiar sports coach abound, and carry vary-
ing degrees of validity. Then again, a new breed of life coach has emerged to further
blur the broader definition.

Better Business People

Variety in both style and approach is a healthy sign in any personal development in-
teraction, as the world is full of people with differing needs. While each facet of coach-
ing practice may indeed have something useful to offer, there is only one type sure to
gain approval in the boardroom. Quite clearly, in the organizational setting execu-
tive coaching exists solely to produce better business people. The ultimate value of ex-
ecutive coaching lies in its ability to help better business people go on to produce better
business results.

One individual will become a better business person by expanding his repertoire
of interpersonal skills. Another will sharpen her strategic thinking. Yet others will want
to learn how to become better team players or hone political savvy. Executive coach-
ing offers individuals a custom-built learning mechanism to grow their own healthy
business behavior in whatever way is meaningful to them within their organization.

Headlines of an action plan, agreed between a coach and a client, will call out
specific areas for personal change. A global or local change management agenda
can be immensely helpful when building such a plan. This remains true even when
the coach uses a purely non-directive approach, always insisting that the decision to se-
lect personal development areas remains squarely with the client.

Business people strive to get good value. Coaching offers most value when its di-
alogue is “leading somewhere,” provided that the destination represents a good place
to be and the journey is worth the effort. When coach and client together contract to
prioritize development areas—in the light of an organizational change agenda—then
coaching will extend its impact to become a powerful tool of strategic intervention.

The Management of Change

Change management initiatives emerge from an organizational will or ambition to 
become something different. Post-merger integration, product improvement, channel
innovation, industry change, or new customer demands are typical events that will
have set the stage for these major change initiatives. Their large-scale delivery pro-
grams require careful design, and are best orchestrated as the co-development of the
organization together with its populace.
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Change involves risk. Risk is simply the probability of program failure. It is im-
portant to remember that any vision of a future “changed” organization must be
founded on certain beliefs, so we are always dealing with a transformation that must
necessarily contain untested assumptions. Risk ideally vanishes once a change pro-
gram has achieved total success; in the meantime it is practically safe to assume that
change management is risk management. Management of risk is the key to success in
any change program. Risk will be well-managed when the program properly en-
gages both the process and social dimensions within the organization.

One ever-present assumption is that the organization itself has the skill and ca-
pacity for transformation, especially if it is to continue “business as normal” while
doing so. Of course, corporate visionaries can never be fully informed by the personal
reality of those who are to experience the change: this is because their new experience
has yet to happen. To be effective, change architects must find ways to continually keep
a two-way dialogue flowing between vision in the boardroom and reality as experienced
by individuals on the ground. The efficiency of this conduit is a good proxy for mea-
suring execution risk in any change program.

Achilles’ Heel

Those involved in the design and implementation of change programs have long felt
that something important is missing in the management toolbox—an effective method
for putting strategy into practice.

The crucial moment comes at the point of implementation. Once corporate di-
rection has been established and hearts and minds won over, a well-designed change pro-
gram will call into play dedicated components for anchoring the vision and remodeling
behavior throughout the organization. So, at least, goes the theory. In practice, how-
ever, this critical stage of change management, where personal drive needs to pick up
the baton from corporate intellect, has long been recognized as the weakest link in the
whole change management chain. Until now.

A Marriage Made in Heaven

When combined, change management and executive coaching offer the organizational
designer a marriage made in heaven. The “top-down” voice of the organization from
the former system provides broad direction to the latter. In return, we have at our dis-
posal a behavioral mechanism for locally validating and instilling change in each team,
group, and individual. The difference that can be made in the attitudes of those indi-
viduals who are being asked to change can be remarkable once this connection is made.
Change is no longer perceived only as an externally imposed command. An integrated

Case Study 165

28_977632 ch19.qxd  9/1/05  7:14 PM  Page 165



approach allows for a “win-win” combination in which individuals can graft their 
personal development onto the corporate agenda. The new connection makes change
relevant and desirable to all.

Integrated change management and executive coaching designs can provide the
foundations of a cascading values-based change system, as depicted in Figure 19.1.
This integrated model has now been used successfully in several organizations. Exhibit
19.1 briefly describes one recent intervention in Aventis that is based on this design
philosophy.

Proper application of tools taken from the newly enhanced leadership toolbox
makes it possible to construct a system of symbiotic organizational and personal
change. Executive coaching can make the designer’s dream come true: practical in-
terventions now continuously link corporate intent all the way through to individual
behavioral change, effectively, rapidly, and with much reduced execution risk.

Risky Business

This is not to say good program design will always eliminate risk in a change program.
Instead, an integrated system shifts the locus of risk from local execution back toward
original corporate intent and the environment. This has to be good news. In the ex-
treme, if a change program has to fail, it is better it should do so because the corpo-
rate ambition was unattainable, rather than that the execution was inadequate.

Our over-pinning guidelines for program success are clear, if all too infrequently
stated. We want good initiatives to materialize. We want locally unworkable issues to
surface quickly and signal we have found a problem that needs to be addressed. We
are prepared to learn and adjust while in transition. The world may not turn out as
we expected. Our failure to sensibly orchestrate our own resources is the outcome to
avoid at all costs. Environmental risk may be unavoidable; business risk may be coun-
tenanced; execution risk is unacceptable.

The benefits of an integrated system can be summarized by simple rules of risk
reduction. Integrated design reduces execution risk; feedback dialogue reduces business risk.
Programs that consciously set out to satisfy these rules by flexibly linking the necessary
social building blocks are poised to succeed.

Agent of Change

Organizations engage outside suppliers for their ability to do essential things that oth-
erwise would not be possible. From their wide experience in other organizations, ex-
ternal consultants may bring with them knowledge of tried and tested techniques.
Often an organization is perfectly capable with its own resources to perform certain
tasks, yet brings in external suppliers purely to reduce or help manage risk.
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In change management work, the general skill the coach-consultant must bring to
the table is an ability to orchestrate feedback. Such orchestration ensures that feed-
back surfaces in whatever forum needs its particular message. This is a very wide re-
quirement, as recipients of feedback may include individual executives, a local sponsor,
or the main board.

In order to orchestrate feedback, new communications channels may need to be
opened up within the organization. This can be a sensitive activity. It is an area 
demanding strong role clarity whenever external agents are engaged in a change pro-
gram, and is best carried out in partnership with the design team or sponsor.

The desired endpoint is not simply to deliver feedback, as this is but one step in a
broader process of fostering a wider dialogue. The goal is to create a process through
which people in organizations can find pathways for change.

Where this dialogue may lead is purely a matter for the client organization to de-
termine. It is always the client who knows his or her business. It is the client who must
own any business decisions. The main job for the agent of change is to ensure that
channels are open so that meaningful dialogues can take place.

Feedback

Coaching is founded in feedback. The collective experience of managers, direct re-
ports, peers, and customers all provide raw feedback that must first be validated in a
personal coaching session before incorporating into each client’s action plan.

Validation takes on special meaning when used in a coaching context. It is a process
through which raw data gets transformed into the self-insight on which a personal
action plan will rest. There are many ways in which feedback might be inadequate,
contaminated, or biased. The need to validate arises because feedback is a product
of many factors, which include the general organizational climate; specific local, team,
or personal issues that were prevalent when the feedback was collected; the time
that the client has been in post; and events that may have occurred after feedback was 
collected.

As an example, many senior executives today take on a number of roles, so it is
not uncommon for their teams to report feelings of alienation. In this case, the exec-
utive is less likely to be a poor communicator than a person who has insufficient hours
in a day. Validation has to tease out the underlying cause. The validation process al-
lows a client to address genuine skill development areas instead of trying to fix current
gripes and merely tinker with apparent symptoms.

While validation tests the feedback, challenge tests the client’s own beliefs and as-
sumptions. A good coach will always point out to the client those clear instances where
overwhelming feedback is at variance with his or her personal view of reality. With-
out relaxing the pressure to challenge the client, a good coach will ensure that each in-
dividual’s feedback gets validated at an early stage in their coaching relationship.
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Validating, challenging, and selecting personal development areas are part and parcel
of the art of coaching.

The popularity of personal feedback in coaching goes hand in hand with our
growing awareness of the importance of feedback in organizations. This, too, is a good
thing. Feedback is an essential component that change designers tend to forget. Often
feedback is the only factor that will make a change design come alive in practice. Sea-
soned change practitioners notice it is invariably the dotted feedback lines of execu-
tion plans that turn out to be most important when sleeves get rolled up at
implementation time. In the same way that coaches use feedback to benefit individual
executives in developing behaviors, change agents should use feedback to squeeze out
risk from organizational change programs. An easy way for consultants to achieve this
is to simply treat the collective “organization” as another coaching client.

Providing feedback in an organizational setting, however flat, always involves per-
sonal risk when top-level intentions give rise to unforeseen obstacles elsewhere. It may
be difficult for an individual to speak up, and for as long as this persists, the organization
is really shouldering a hidden risk. Any gap between the sponsor’s current expectation
of program outcome and what may be believed to be workable locally represents a key
source of execution risk. Fortunately, such risk is manageable. Execution risk can be han-
dled through program feedback contained in a dialogue orchestrated by the coach.

Orchestrating Feedback

A fundamental role of an external agent, whether coach or consultant, is to orches-
trate dialogue. For this to happen smoothly, rules of best practice have to be in place.
Before opening up any new dialogue, the consultant will want to ensure that it is based
on validated feedback that has been grounded in reality. In addition to this technical
need, social rules of etiquette must create a context within which good practice can occur
and where people feel comfortable to exchange candid views. Etiquette covers 
matters such as the treatment of confidential personal information and the use of
consolidated data for program feedback.

An individual’s action plan may follow one of two basic paths. The normal route
is for the corporate values, ambition, and consolidated feedback to become manifest
in a plan to develop personal behaviors. Another possible outcome, which is not much
discussed in standard coaching texts, occurs when an individual believes the corporate
ambition may not be workable.

A coach may observe a recurrent issue is being voiced by several executives in the
same program and come to believe that there may indeed be a serious obstacle in
the way of the change program objectives. This places the coach in a unique posi-
tion. The coach is the only person in the system having this collective knowledge. The
coach (or coaching team in larger programs) has clear sight of consolidated program
feedback, which is also a proxy for the cultural climate in which the program is set. Until
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this vital information, presently known only to the coach, finds its way to the design
team for validation—and possibly to senior management to trigger a program 
adjustment—the business is carrying a dangerous risk.

Exhibit 1: Aventis Industrial Operations

Coaching for Change Case Study

Aventis—the major global pharmaceutical company renowned for its prescription drugs
and human vaccines—reported core business sales of $17.6 billion in 2002. Industrial
Operations is responsible for 50 manufacturing sites around the world, employing some
19,000 people—over a quarter of the company’s worldwide workforce. This case study
demonstrates how executive coaching can be a driving force within a change man-
agement intervention, powerfully stimulating both individual and organizational change.

There are two distinct “clients”—one group and one team. Each is a quite sepa-
rate global function supported by members of the same human resources organization.
Leverage of the excellent relationship enjoyed by HR in each management function was
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to become extremely valuable in projecting a sense of credibility and program value in
the minds of each client, inspiring confidence, commitment, and support.

The Finance Controlling Group holds total responsibility for manufacturing 
accounting through a group of worldwide site controllers. Those taking part in this
program come from across Europe, the USA, Latin America, and Asia Pacific. All site
controllers perform broadly similar jobs, each holding a supremely pivotal role in an
increasingly empowered and complex organizational structure. Aventis views the lead-
ership development of site controllers as a critical success factor for its business.

Process Development Management Team is responsible for an organization of
around 600 employees working in four locations across Germany, France, and the USA.
The key role of Process Development is to create robust manufacturing processes tak-
ing new chemical formulations from research and development laboratories through
to full-scale global production. In a recent reorganization, a top layer of management
had effectively been removed, so it became important that the two sub-functions—
Chemistry and Biotechnology—work together effectively with minimal top manage-
ment involvement.

From the outset, HR intended to create more business value than would be achieved
from simply providing personal coaching. As these two independent programs ran in
parallel, the design team seized every opportunity to cross-fertilize knowledge and
best practices in areas of change management and coaching effectiveness. This achieved
economy of scale and cost-effective service from the external coaches and consultants.

Working in partnership with the external providers, HR’s first action was to as-
semble a design team that included functional sponsors. The purpose of the first de-
sign workshop was to share opportunities and challenges being presented by the
business context, and also to assess the full potential of available tools and approaches.

In reality, the ideas of linking coaching to organizational change were devel-
oped through this consultation process into a credible implementation plan, which
was large scale in scope and change management in nature. As a large-scale endeavor
it required comprehensive planning, adequate financial investment, and demonstra-
ble results. As a change intervention, significant importance had to be attached to po-
sitioning the programs in the minds of the clients, and in ensuring that the specific
business process and contexts were well understood at an early stage of design.

The Aventis board has already signed-off an inventory of company-wide leader-
ship competencies. Much prior work had been done to ensure that the inventory was
grounded in agreed corporate values and informed by the strategic challenges facing
the company. These competencies are expressed in an Internet-powered 360-degree
feedback questionnaire that is being used for coaching senior managers throughout
the business. By adding a customized subset to the inventory and using feedback
from the questionnaire as the basis of individual coaching dialogues, value-based ex-
ecutive coaching was incorporated as a key change component into both programs.
Given the global reach of the intervention, data entry, reporting, and personal coach-
ing were made available in a variety of local languages.

The site controllers’ program was based on a new role specification that had been
developed in a recent conference. This put significantly more emphasis on strategic
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support, leadership, and the need to challenge, benchmark, and network. Some nine-
teen role-specific competencies were compared to those on the standard corporate
inventory, which was then extended as necessary.

With its primary focus on interpersonal behavior and the improvement of team-
working, the process development program used a standard competence inventory
together with the Myers-Briggs Type Indicator. To consolidate learning and behav-
ior, a team workshop was incorporated at the end of this program.

Design work continued until the team was confident that individual coaching
would relate clearly to the business organizational development objectives. Once
this point was reached, HR formally made proposals for senior management approval,
including the negotiation of costs and the implementation timetable.

The Site Controllers group launched its program as part of a worldwide confer-
ence. The process development team utilized a regular management meeting to in-
troduce its program. Customized assessment tools were used in both cases, as were
face-to-face and telephone coaching. Importantly, each program incorporated follow-
up coaching and a specifically designed questionnaire to assess results and impact.

Implementation went to plan. One difficulty did occur when some feedback reports
were delayed due to late submission. But this was easily resolved through prompt ac-
tion of the service providers. This demonstrates the importance of service in the supply
of assessment tools; we were fortunate to have had a flexible and responsive supplier.

Participant confidentiality was maintained at all times, while the structure of the
exercise ensured that valuable aggregated information could be obtained to support
the business objectives.

As always with qualitative endeavors, it is hard to measure success. We do know
that the programs provided clear evidence of both intent to improve personal per-
formance and the increasing use of personal development plans. At a business level,
the process development management team has certainly functioned more effec-
tively. The site controllers are today recognized as providing a new and higher level
of support—in line with expectations in their role specification.

Bertrand Cordier, Head of Industrial Operations Controlling reflects, “This 
program was definitely a vital component in changing the culture, values, focus and
behaviors of the Controlling organization.”

Describing the program as an “interesting and rewarding experience,” Dr. Manfred
Worm, Aventis Vice President, Process Development Chemistry, said that the program
“provided us with a unique insight into our working preferences and the ways in which
others perceive us. It has provided awareness of how we can communicate with others
in a manner that they would feel most comfortable.”

The HR team and senior management firmly believe in the value of the design
team workshops and the investment in the “contracting” stage. Had these been omit-
ted, the personal assessments would probably have gone ahead but with far less en-
thusiasm on the part of the participants and definitely less impact on the organizational
change objectives. Indeed, the full potential of the exercises would never have been
achieved if not for the partnership relationship with the coaching consultants and the
integrated systems approach.
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Summary

At first sight it might seem that executive coaching and large-scale organizational
change programs are worlds apart. On closer inspection we find more than a good
fit—each has something important to offer the other. By linking organizational de-
velopment to personal change, integrated programs become increasingly attractive to
the very people involved in change. With thoughtful design it becomes easy to create
and manage the social paths so vital to the healthy development of an organization and
the people within it.

Real-life executive coaching and organization programs are, of course, far more
complex than a single chapter could hope to cover. The underlying concept of risk has
been introduced in this chapter as a method of unifying some key ideas. The inten-
tion has been only to provide a glimpse of what may be achieved with the leadership
tools that change architects now have at their disposal. Rather than being worlds apart,
we may, indeed, have found opportunities to build a better world.
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Siemens has been in Spain for more than one hundred years, officially launched in
1895 when the first Siemens & Halske agency opened in Madrid, responsible

for both Spain and Portugal. Currently Siemens concentrates its activities on pro-
duction, technical services, and the sale of products and systems in the areas of in-
formation and communications, transportation, power, medical, lighting, and
automation and control. In 1997, Siemens, S.A., brought back a former employee,
Eduardo Montes, to become CEO and president of the company. Montes found a
company with a strong need to modernize. Siemens in Spain needed to change its cul-
ture to match the needs of the 21st century. Many areas needed to be reinforced. Sur-
veys showed that employees were requesting a new type of leadership at every level.

The following case study broadly outlines almost five years of leadership evolu-
tion at Siemens led by the CEO, Eduardo Montes, and the director of human re-
sources, Antonio Oliva. Particularly interesting is their innovative use of coaching and
360-degree feedback to relate the HR development program to company strategy. It
is another example of the highest form of leadership intervention, which links per-
sonal development to corporate goals.

Upon arrival to his new role, CEO Montes was determined to instigate change
from within. He did not intend to remove competent executives already in place, many
of whom had been in the company for thirty-five years. Instead, Montes’ style of ap-
proach is and was simple: retain the executives and enhance their leadership abilities.

CHAPTER TWENTY

THE EXPERIENCE OF SIEMENS IN SPAIN

Marta H. Williams, Carlos J. Paulet, and Rebeca Arroyo
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The company had a long-established leadership culture, although not necessar-
ily one that Montes considered efficient for the pace of the 21st century. The result-
ing project, which began in 1999 and is still ongoing, includes:

• Building and adaptation of a leadership model linked to corporate headquarters
• Information gathering from past and present leadership definitions and goals
• Creation of a 360-degree feedback instrument in accord with the leadership model
• Multi-round application of the instrument to 418 executives, based on confiden-

tiality and anonymity
• Coaching one-on-one as part of a Leadership Acceleration Program
• Careful alignment of external coaches with the company goals
• Long-term training in coaching skills for executives
• Measurement and analysis at each stage of the process, including:

• Multiple rounds of feedback
• Impact studies
• Evolutionary leadership studies by divisions, levels, and areas
• Cultural DNA analysis
• Benchmarking of 360-degree results with the EFQM (European Forum for

Quality Management) model
• Integration of the results of evolutionary leadership with results of employee

satisfaction surveys

Description of the Project

Building the 360-Degree Feedback Inventory and the Leadership Model

The human resources implementation team at Siemens decided, before contacting
any providers, that it wanted a truly eclectic inventory to measure leadership skills and
development. After a year-long search for a consulting firm to accompany the team
on the project, members selected The Washington Quality Group (WQG) as partners.
WQG began by helping HR collect various survey results, critical success factors, lead-
ership descriptions, information from HR in Germany, and future needs. The collec-
tion soon included over three hundred possible items for a 360-degree feedback
survey. With the aid of employees at multiple levels, these were reduced and con-
solidated to sixty-seven. As the process advanced, items were added, changed, or
removed, based on the changing goals and priorities of the company each year. In the
second round, sixty-one items were used and in the third round forty-six. These were
still comparable to items in the first inventory for the great majority. The first-round
360-degree feedback instrument included three questions for verbatim comments,
and later rounds also included three questions pertaining to follow-up and the per-
ception of change.
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This inventory was organized according to the categories of the Siemens Lead-
ership Model. After consideration, Spain wisely decided to use the Leadership Frame-
work designed in Germany, built around the seven values expounded by Siemens AG.
This framework changed and developed over the following years, and the Spanish 
Inventory continued to follow the lead of the head office in Germany. The Siemens
Leadership Framework at the time of writing is shown in Figure 20.1.

The First Round 1998–2001

In the first round, only the top three levels of executives participated in the process.
The levels were comprised of the executive committee, the CEO, and the directors
of each division that makes up Siemens in Spain; the first-line managers who report
directly to the members of the executive committee; and the second-line executives
within each division who report to the first line. After some three years, the feedback
instrument had been cascaded through three complete management levels to com-
plete the first round. A total of 417 executives received almost 6,000 evaluations from
raters, as shown in Figure 20.2.
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WE EMBRACE CORPORATE RESPONSIBILITY - to advance society

Our ideas, technologies and activities help create a better world. We are
committed to universal values, good corporate citizenship and a healthy
environment. Integrity guides our conduct toward our employees, business
partners and shareholders.

Responsibility

WE EMPOWER OUR PEOPLE - to achieve world-class performance

Our employees are the key to our success. We work together as a global network
of  knowledge and learning. Our corporate culture is defined by diversity, by open
dialogue and mutual respect, and by clear goals and decisive leadership.People

WE ENHANCE COMPANY VALUE - to open up new opportunities

We generate profitable growth to ensure sustainable success. We leverage our
balanced business portfolio, our business excellence and synergies across all
segments and regions. This makes us a premium investment for our
shareholders.

Value

WE PUSH INNOVATION - to shape the future

Innovation is our lifeblood, around the globe and around the clock. We turn our
peopleís imagination and best practices into successful technologies and
products. Creativity and experience keep us at the cutting edge.Innovation

WE STRENGTHEN OUR CUSTOMERS - to keep them competitive

Our success depends on the success of  our customers. We provide our customers
with our comprehensive experience and solutions so they can achieve their
objectives fast and effectively.Customer

FIGURE 20.1. SIEMENS LEADERSHIP FRAMEWORK.
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Eduardo Montes was clear from the beginning which leadership qualities he was
striving to develop in his executive team. He emphasized that the role of directors had
changed greatly in the past few years and identified three key qualities that he was
looking for in his leaders:

1. Clear ideas—not necessarily many ideas, but very clear ones;
2. Effective communication skills; and
3. Role model (practice what he/she preaches).

All 417 first-round participants went through a two-day seminar. Montes was pre-
sent to open each one, which spoke volumes. This was not simply another training
program; the CEO was spending his time taking a personal role in its delivery. In his
opening remarks, it was clear to all in attendance that Montes considered this pro-
gram to be vital to the future of the company. In communicating this clear message,
and by spending his time with participants, Montes demonstrated the three key lead-
ership qualities his program was promoting.

Participants went through the process in groups of twenty-five, organized by di-
visions. During the seminar they received information about Situational Leadership
and the importance of their credibility as leaders. Participants received their first-round
feedback report during a one-on-one session of ninety minutes. This involved ana-
lyzing their feedback with a professional coach. As a group, they put together a Group
Action Plan, which they presented at the end of the seminar to their division head. On
an individual level, during a lengthy session with his or her coach, each person de-
veloped his or her personal action plan, concentrating on one or two areas of personal
growth. Each individual was expected, on returning to the office, to present his or her
action plan to stakeholders: bosses, peers, and direct reports were asked for sugges-
tions on how the program participant could improve his or her leadership. The first round,
which began at the end of 1999 and ended at the beginning of 2001, took a year and
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half to complete. Later rounds took considerably less time, as the seminars were 
reduced to one day. Also, the feedback process evolved from paper inventories to on-
line evaluation tools, greatly reducing the time necessary to receive data and print
feedback reports.

First-Round Results

The scale chosen by Siemens was a Likert Scale, 1 to 5, measuring satisfaction, 5 being
“Very Satisfied” and 1 being “Very Dissatisfied.” The results of the first round were pre-
sented as mean averages. The information was viewed “horizontally,” or line by line,
and also “vertically,” or division by division. Base line results horizontally showed a typ-
ical “leadership reflection,” wherein the line for each group had the same movement
as the other lines, or the same “pattern.” The executive committee was perceived as
having higher leadership skills than the first or second line. In some instances, 
second-line results were higher than first-line results. This was probably due to the fact
that the second line had evaluated the first-line directors almost a year previously. The
time span between the measurement of the perception of the executive committee
and the second line was almost 1.5 years. Thus, the second-line members were familiar
with the system, had rated their own bosses and watched them learn and grow, and
were already benefiting from better models of leadership from above, which in itself af-
fected their learning curve positively. By the time second-line members were evaluated
by their direct reports, they had actually been well into the process for a long time.

The data resulting from the first round gave some interesting food for thought.
Considering that the “culture” in Siemens could be that Siemens does in their day-to-
day existence, we see that there are stronger areas and weaker areas, and those
areas are the same for all the executives, regardless of their levels in the hierarchy.
They are all seen as rating higher in customers, corporate responsibility, and company
value, and somewhat lower in people and innovation. The four subcategories of peo-
ple (drive, focus, impact, and guide) are the areas most needing to be strengthened.

The “pattern” for each executive level is similar in shape, consonant with a “lead-
ership reflection” in which leadership behaviors and attitudes trickle down from the
top level. In other words, employees tend to follow the lead of their bosses. Their scores
are consistently slightly lower than those of their bosses. They are strong in those lead-
ership skills in which their bosses are strong; they are rated poorly in those areas in
which their bosses are rated poorly; they always have slightly lower ratings.

One clear indicator was emerging: change, if there was to be any, had to come
first from the top at Siemens in Spain.

Second-Round Results, 2000–2003

In the second round, once again all participants from the three top levels, in groups
of twenty-five, met for a workshop, this time one day, and another lengthy session
of coaching. A key aspect of this workshop was to focus on innovation. By now, 
Eduardo Montes wanted to be sure his directors were innovative enough to carry his
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plans forward. As a result he requested a study to decipher what innovation “is and
is not” in the Siemens culture. The study began on the results of the four items directly
mentioning innovation and creativity in the inventory, in an effort to define these con-
cepts more clearly and to see what actions could be taken to accelerate it. The re-
sults of this study are presented at the end of this chapter, in a study of how innovation
and creativity can be impacted through leadership behaviors and understood more
clearly through evolutionary feedback data.

Evolutionary Feedback

The coaches for the second round, Siemens directors, were specially prepared to
give “evolutionary feedback,” with information from both the first and second rounds.
Coaches also put emphasis on understanding and changing the perceptions of others,
as well as changing behaviors. As in the previous round, participants were once again
asked to hold post-feedback review meetings with their stakeholder groups to ex-
plain their action plans and ask for suggestions.

Second-round data showed improvement for all three executive levels in all five
areas of the Siemens leadership model. Nevertheless, while all levels had shown im-
provement, the culture pattern had not changed significantly. Customers, company
value, and corporate responsibility were still the stronger areas, while innovation and
people continued to be the areas in need of strengthening, especially in impact and
guide. (See Figure 20.3.)

Figure 20.4 shows the mean evolution for the aggregate of all executives at the
three levels. The mean average has improved from the first to second round. But even
more gratifying is the shift to the right of perceptions, indicating a higher degree of
satisfaction in the perceptions of the various rater groups. Not surprisingly, the results
of the employee satisfaction surveys for these same periods supported the perceived
improvement in leadership skills.

To fully comprehend any improvement in leadership skills, it is helpful to look care-
fully at the perceptions of each rater group (boss, peers, direct reports, and others) to
establish from where the perception of improvement is coming.

The dotted line from left to right in Figure 20.4 signifies no change from first
round to second round of feedback, shown as 0.00. Positive change is reflected above
the dotted line, while negative change falls below the dotted line when contrasting the
results from the two rounds of feedback. In this instance, the perceptions of all four
rater groups—self, direct reports, peers, and boss—show positive evolution in varying
degrees. Peers are the group whose satisfaction has increased the most, while “self”
the least. This is quite normal between first and second rounds, as some executives
were surprised to find that their self-perceptions were higher than the perceptions of
other rater groups evaluating them in the first round. Thus, in the second round they
are a bit less “confident” in their self-perceptions.
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Perceptions

One important objective of 360-degree feedback is to help executives align their
self-perceptions more realistically with the perceptions of others. Leadership has to do
with the perception of others, and often has little in common with a self-evaluation of
leadership skills. The perceptions by rater groups may not be “true” in the strict sense
of the word (indeed, sometimes these perceptions vary between groups), but they can
be thought to be more “realistic” than the self-perceptions. These perceptions are 
certainly “true” for the evaluators.

Women Executives

An interesting discovery at this point was to find that the self-perceptions among
women executives, on average, was substantially lower than the self-perceptions of
male executives. This was borne out in studies in other companies as well. Women ex-
ecutives seem to be more critical in their self-perceptions than men. Yet, at the same
time, women are perceived by rater groups as better leaders than men.

Third-Round Results

The third round began with the executive committee in October of 2003, and at
this time the first line has just received feedback, while the second line has not yet done
so. Thus, there are no final results in hand at the time of writing. The results to date
are again positive. The executive committee, once again led by Montes, entered into
a phase of face-to-face feedback. (This is recommended only for companies that are
well-advanced in this type of program.) Each member gave a short report on his or
her strengths, areas for improvement, and action plan to the other members. He 
or she would then receive helpful suggestions and feedback, always within pre-
established limits of respect, generosity, and a true desire to help one another. Each
one also studied the evolution of his or her own division and compared it to his or her
individual evolution in leadership skills.

It was not surprising to discover that the members of the executive committee
who worked hardest on improving their own leadership skills were the leaders of the
divisions that had also improved the most. Some of the members are also working
with an external coach, with the goal of understanding more profoundly the rela-
tionship between individual development and divisional evolution.

A New Style

At the time of this writing, the first line of each division is receiving third-round feed-
back. In a different style than in rounds one and two, in the third round we are fo-
cusing specifically on individual growth and development. There are no seminars or
workshops, and instead each individual has a personal coach with whom he or she will
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be meeting or speaking on a regular basis. The coach’s role in the leadership process
is to act as a catalyst in order to ensure action planning and, most importantly, follow-
up on behaviors to improve.

In six months, there will be an impact study, halfway between round three and
round four, so that each executive can have a preview of progress in specific areas of
his or her action plan. This will help coach and coachee to adapt the action plan prior
to round four. A select group of twenty-three external coaches is working with the first-
line directors, using a coaching workbook and manual. There is also an intensive prepa-
ration session to understand goals and priorities. The workbook includes specific
instruction for the six-month process up to the impact study, as well as recommen-
dations, actions to take, and other valuable resources. A Siemens Coaching Manual, or-
ganized item by item, with suggestions, articles, and books to read, now resides on
the Siemens intranet for use by participants and coaches as a developmental guide.

Corporate Study on Innovation

Innovation was identified as a key area for improvement in first and second feedback
rounds. Eduardo Montes had placed heavy emphasis on understanding innovation in
Siemens as early as the beginning of the second round. His intention was to help each
director build a “framework of reference” in which employees would be more self-
motivated and more willing to innovate and take risks.

The study was built around Montes’ belief that innovation—at least in Siemens—
is not merely casual discovery. It is based on technology, on what the market requires,
and on financial feasibility. It is not enough to be creative; creativity must be translated
into knowledge, and knowledge into fuel for the GDP (Gross Domestic Product). A
study was done on the four items referring to “creativity” and “innovation” in all three
rounds of feedback. Results showed that innovation had improved in each round
but was still capable of being improved.

In order to further understand the status of innovation in Siemens in Spain, an
analysis was needed to see which rater groups felt innovation was improving and
which ones did not. The evolution graph on the right in Figure 20.5 shows that peers
and direct bosses are of the opinion that innovation is going down, while direct re-
ports and self-perceptions believe that it is improving.

We asked specialists in statistics to perform a series of factorial and correlation
analyses on the Siemens data from the first, second, and third rounds, using the four
items that speak directly to innovation and creativity. Although there are related be-
haviors not found in the Siemens inventory, we began to see the behaviors that could
be emphasized in coaching sessions that might improve innovation (see Figure 20.6).

A factorial analysis found that three of the four items referring to innovation fell to-
gether in one of six factors (Factor 1). When investigating these behaviors, it is possible
to extrapolate that in the culture of Siemens Spain, innovation is perceived by employ-
ees as achieved through continuous improvement, not by casual discovery. The combi-
nation of a constant search for maximizing results added to the careful assigning of
responsibilities to employees is what creates innovation “Siemens Style” (see Figure 20.7).
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On the other hand, the one item that directly refers to creativity fell in Factor 6,
rather than Factor 1. The “companion behaviors” in Factor 6 also come from the peo-
ple category, but in this case exclusively from people, with no reference to results.
Here, for creativity, the emphasis seems to be on flexibility and agility, not on process
(see Figure 20.7).

Third-round coaches are placing emphasis on all companion behaviors of Siemens
style innovation, rather than on the four items that more obviously refer to innovation
in general. The belief, or hope, is that it may be easier to leverage innovation in this
way. If innovation at Siemens is indeed the result of a constant search for maximiz-
ing results by carefully assigning responsibilities to employees, coaches may be able
to help by promoting companion behaviors. Round-four results will shed more light
on this tactic to “provoke” more innovation in the culture.
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38. Concentrates on results and steady improvement Results0,746

40. Considers growth a prime objective Results0,672

39. Maximizes productivity and profitability in his/her area Results0,667

8. Sets high standards for him/herself  and for others, establishing
 demanding yet attainable objectives

People0,646

42. Questions existing processes in a positive manner and improves upon them Results0,643

5. Develops and puts into practice ideas to find new alternatives I+C0,624

Factor 1

Factor 6

10. Prepares for possible changes and is proactive People0,529

24. Attracts and develops the best collaborators People0,528

41. Benchmarks with the most successful partners and competitors in the market Results0,526

14. Establishes with collaborators functions, responsibilities and objectives
 according to the general objectives of  the company People0,504

6. Implements innovations before the competition I+C0,491

7. Takes calculated risks and takes responsibility for the results I+C0,478

26. Takes into consideration the knowledge and skills of  each employee
 before assigning tasks People0,471

11. Makes decisions effectively and takes responsibility for the consequences People0,449

21. Has a positive influence in intercultural environments People0,590

13. Creates and communicates a clear and motivating vision of  the future People0,396

4. Values and stimulates creativity and innovation I+C0,626

12. Shows flexibility and manages with agility changes in priorities and 
 strategies People0,694

FIGURE 20.7. INNOVATION FACTORS.
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ROI—Can It Be Shown in Leadership Development?

Although it is difficult for a leadership acceleration process to full take credit for a clear
upward trend in economic results at Siemens in Spain, Montes himself says publicly
that leadership development has been a strong contributing force. It is perhaps hard
to find a better or more credible testimonial. Figure 20.8 shows the financial growth
of Siemens and the number of employees since the project began at the end of 1999.

There are other positive indicators of success. In the past five years, Siemens Spain
has twice won an award as the best managed branch of Siemens worldwide. The lead-
ership process pioneered at Siemens in Spain has also been named a “best practice”
for Siemens worldwide.

Key Learnings

Managing a project of this magnitude is difficult, if only for the large numbers in-
volved. It is important that client and provider work as partners, learning from each
other and developing a relationship built on trust, loyalty, and sharing. Experience has
shown that the total confidentiality of the 360-degree feedback and a quality coach-
ing process allow leadership behaviors to be identified and modified.
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The coaching process must be aligned, coach-by-coach, with the strategic goals
and priorities of the company. Siemens HR and WQG spent many hours teaching
the WQG coaches what Siemens hoped to gain from the coaching process, using 
specific behaviors and descriptions of the ideal profile of a Siemens leader. Coach-
ing was carefully monitored, and the twenty-three coaches used a specifically designed
workbook in all coaching sessions to assure that the basics were similar in each case.
In the continuing spirit of learning, an impact study will be performed after six months.

We have learned that a well-designed 360-degree feedback instrument is incred-
ibly versatile and useful. It does many more things than measure perceptions of be-
haviors. If it is carefully implemented in the right atmosphere, it can turn into an
instrument for the future which can help define and give life to the strategy, objectives
and priorities of the company—with maximum speed and efficiency. In this chapter
we focused on repeated 360-degree feedback  rounds or measurement with a carefully
designed instrument. Once we have validated to make sure we are measuring truths
and not lies, this instrument can be projected into the future of the company with force.
For example, we applied statistical measurements to the data from the first round, and
it showed us a series of very useful figures about drivers, factors, and accompanying
behaviors that can help to reach goals. When plotted on graphs it gave us very useful
information about the company culture—something never measurable until now—
and a highway map for training, showing what groups needed help in which areas.

Once we have reached a critical mass of data, if we run a co-relational analysis,
we can study the relationship between different items representing behaviors. This
in turn allows us to “provoke” certain areas, such as we did with Innovation and
Creativity in Siemens, in order to try to maximize the amount of innovation going on
in the company now and in the future.

Perhaps the mega driver concept has proven to be the most useful in our coach-
ing work. If we know that by raising certain behaviors, those in turn will raise the per-
ception of other behaviors that are correlated to them, a coach can help his/her
coachee to raise the perceptions in respect to multiple behaviors, not just those cho-
sen in their Action Plan, with the same amount of effort. By the study of mega drivers
we found that we actually could maximize speed and efficiency of coaching, hence
our “leadership accelerator” theory. We feel we can safely assure that working on
one or two mega drivers inside the action plan will create a positive impact on the over-
all perception of an executive as a leader in an efficient way, and in a shorter time span.
As a result, we now ask our coaches to include at least one mega driver in all action
plans for coachees.

By analyzing fields, such as creativity or teamwork, that need to be more efficient
if the company strategy is to be realized, we find that drivers can also be useful. The
driver theory is capable, given a large enough mass of data, of indicating what be-
haviors will hasten executives to “live” the strategy with success, and reach strategic
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goals in the most efficient way and time. Thus we have the basis of a shortcut to strate-
gic goals, a way to accelerate the right behaviors to provoke the desired end situation.

The most exciting part is that it seems to be working! We now know which exec-
utive behaviors will accelerate innovation in Siemens, and our measurements show
that the results are on the right track.

The leadership for the process must come from the highest levels of the company
and be carefully aligned to strategic results, goals, and priorities. If possible, behaviors
must be modeled by the CEO and the executive committee. Too often consultants are
told, “Please fix those executives in the second room to the right!” The learning 
lesson in this case was supported by the CEO, who gave the best reply from the be-
ginning: “Let’s start with me!”

◆ ◆ ◆

Marta H. Williams, a native of Washington, D.C., moved to Spain after finishing
university studies in the United States. She founded The Washington Quality Group
in 1992 with partners John Byrne and Carlos E. Marin, in order to help Spanish ex-
ecutives develop their leadership skills. She founded The Institute of Coaching in 2001,
the same year she was given Honourable Mention by the Spanish Federation of
Women Entrepreneurs as Business Woman of the Year.

A journalist prior to becoming a consultant, Williams represented ABC News and
U.S. News & World Report as their Spanish correspondent for many years. She was a
member of the founding editorial team of EL PAÍS, Spain’s most important newspa-
per. Other interests have long included volunteer work, where she was a founding mem-
ber of the Mayor’s Hotline for Madrid’s mayor, the Parents’ Association for Children
with Congenital Heart Disease, and Parents of Dyslexic Children. She is also a found-
ing member of two women’s groups, The Charter 100 of Madrid and the International
Woman’s Forum of Spain.

Williams is a professor at the executive master level for human resources in San
Pablo CEU University and the University of Alcala de Henares. She is often an in-
vited guest on television and radio programs that deal with corporate leadership and
executive women in Spain. Contact: www.wqg.es; marta.williams@wqg.es.

Carlos J. Paulet has had an outstanding professional career as an executive devel-
opment consultant and facilitator. Operating out of Europe since 2000, he is an ex-
perienced executive coach, specializing in multi-rater feedback, who has worked with
top-level executives in different parts of the world. He is a professor in the master’s
programs of San Pablo CEU Business School and has received honors for his partic-
ipation as a guest lecturer at other institutions in Spain and Peru.
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Prior to his career in executive development, Paulet was the director of operations
and flight service for the American Airlines Latin American Region. With American
Airlines he had the opportunity to lead and provide customer service training to a team
of 583 professionals distributed throughout Miami, Bogotá, Lima, Montevideo, Sao
Paulo, Santiago, and Buenos Aires. Born in Peru and raised in the Dominican 
Republic, Brazil, and the United States, Paulet is natively proficient in English,
Spanish, and Portuguese. Contact: www.wqg.es; cpaulet@wqg.es.

Rebeca Arroyo is director of leadership and development for Siemens in Spain. She
studied psychology at the University Comillas of Madrid and has a master’s in human
resources at the Escuela de Organización Industrial. Since 1999 she has developed
and coordinated some of Siemens most important programs. Apart from the leader-
ship process, she has also headed up the Siemens Management Learning 
program, as well as the High Potentials program in Spain. Contact: www.siemens.es;
rebeca.arroyo@siemenss.com.
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Mergers and acquisitions are risky business. There are some theories, but sorry
few successful models for addressing the daunting post-closing challenges—

melding organizations with different operating styles and processes, calming the pri-
mal fears of employees, getting through the messiness and disruption of the transition
and onto the real business of the new company. A less than fully successful organi-
zational integration carries huge downsides, not the least of which is failure of the
deal to generate the promised returns to shareholders.

When General Mills (GM) set out to acquire Pillsbury in 2001, the HR team de-
voted significant energy and resources to developing a coaching strategy and imple-
menting it throughout the new company. Although there may be bigger business deals
than GM acquiring Pillsbury, this merger strategy merits attention, as it has helped
GM achieve two important goals. The first is retention. Rather than lose its best peo-
ple, as is typical of many companies during mergers, GM has held onto the top four
hundred value creators throughout the process. The second is high employee satis-
faction, especially from employees of the acquired company, Pillsbury.

A Little History

General Mills, the maker of Wheaties and other leading food products, is a one-
hundred-year-old company with a long-standing commitment to its employees, the
consumers who buy its products, and the communities in which it is located.

CHAPTER TWENTY-ONE

THE GENERAL MILLS & 
PILLSBURY MERGER

Kevin D. Wilde

Y
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In October 2001, General Mills acquired long-time, cross-town rival Pillsbury, a
move expected to nearly double its annual revenues to make it one of the largest food
companies in the world. The acquisition doubled General Mills’ revenues in the high-
growth international arena, provided it with an operating platform in twenty more
countries (including thirty non-U.S. operating plants), and positioned it for significantly
rapid growth through Pillsbury’s dough business. With more than one hundred well-
known consumer brands and an entrée into nearly every culture on earth, the new
company would become a market leader.

The successful integration of an acquisition is one of the rarer corporate phe-
nomena. The issues facing the new General Mills were especially significant, given the
dramatic changes in organizational size and composition associated with the acquisi-
tion. More than 16,000 Pillsbury employees would augment General Mills’ workforce
of about 10,500. This included an international workforce that grew from fewer than
1,000 to 7,500 employees, nearly all of them Pillsbury foreign nationals. General Mills’
top management knew it had no small challenge on its hands to integrate the two
organizations into one productive, highly committed workforce that could deliver on
the promise of greater shareholder value.

Six Critical Coaching Spots

GM top management developed a coaching strategy that was focused on how to most
effectively build and reinforce a high level of commitment among all the new com-
pany’s employees. This transition strategy entailed six critical coaching spots:

Early Encounters

Day 1: Strategy and Customer Focus

Structure and Staffing

Performance Management Process (PMP)

Individual Development Plan (IDP)

Climate Tracking

Case Study

Early Encounters

The intention to merge the two companies was announced in July 2000, and due to a
prolonged government review, the Early Encounters period was extended from the ex-
pected ninety days to seventeen months. Many companies fail because they lose sight
of the strategy of the merger and they focus so much on their internal restructuring that
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they forget about the customer. Realizing this, Pillsbury and General Mills took great
pains to coach their leaders to frequently communicate to employees the strategy and
purpose of the merger and to stay focused on the overall objective of both companies,
to serve customers well.

The goals of Early Encounters were to coach leaders to communicate frequently
to employees about the objectives of the acquisition and to address any fundamen-
tal concerns or anxieties that the acquisition was bound to create among employees
from both organizations.

Leaders were aware that if employees were not supported through these early,
anxious stages of the transition and their concerns were not addressed quickly, they
would be distracted and less likely to focus on the goals of the new company. Cham-
pioning the process, the vice chairman formed fourteen standing committees, which
blended groups of Pillsbury and General Mills functional and business leaders. In ad-
dition, team members met frequently during the seventeen-month period to discuss
and plan for Day 1 (the day the merger was finalized), and they shared information
gathered from these meetings with their departments. During this time, it was not un-
common for leaders to take their teams out for social functions to get to know each
other on a personal level, to talk about where the business was headed, and to discuss
how they might support the success of the company. Leaders focused on being visi-
ble and available (to ease employee anxiety) and continually restating the acquisition’s
goals and purpose (to maintain teamwork, clarity, and focus).

During this period, the joint HR function of Pillsbury and General Mills met weekly
to guide the planning process leading into Day 1. Although cultural differences were
uncovered, for the most part the two companies were quite similar, both in regard
to their business models and their customer-centered approaches. HR people took part
in both formal training and one-on-one coaching to ensure that they were sensitized
to the cultural differences between the companies, that they were respectful of both
sides, and that they were focused on retention of employees, especially the four hun-
dred value creators identified as critical to the success of the new company. During
this time, HR focused on building relationships between teams and departments across
company lines and getting people excited about their futures at the new General Mills.

Day 1: Strategy and Customer Focus

Within a week of Day 1—the day the merger was finalized—ceremonies were held,
executives met with their new leadership teams, and announcements were made on
the structure and staffing of the new company. All employees were informed which
teams they would be on, who their bosses would be, and how their units would run.
In essence, everyone knew the answer to the question: Do I have a job? For anyone
who was not chosen to be part of the ongoing team, there were placement services,
and leaders were coached to treat every employee with respect and support. Lead-
ers were also coached on how to conduct business during those first days and weeks.
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Structure and Staffing

The bulk of businesses and processes were merged during October and November
2001. During this time, HR and leadership addressed the implementation of the new
organizational structure. Challenges during this time were many. These included
staffing the new structure with existing talent from both organizations, supporting
employees in the transition to new jobs, retaining critical value-added employees,
assisting displaced employees, and consolidating human resource management poli-
cies and programs.

The Performance Management Process (PMP)

PMP was developed to translate the business objectives of the new organization into
clear criteria for individual on-the-job performance, to appraise actual performance
relative to expectations, and to link results to salary and incentive rewards.

PMP was seen as an effective mechanism for supporting the achievement of the
company’s business goals in several ways:

• To synchronize individual efforts with business needs;
• To energize people to perform their best;
• To create a performance culture in which employees are rewarded for achieving 

results; and
• To develop employees’ skills and capabilities and thus grow in their capacity to 

provide value for the business.

PMP Design. PMP was to be a simple, focused, positive process built on the follow-
ing principles:

• Individual objectives should be aligned with company and business unit objectives;
• Individuals’ performance expectations increase every year along with business 

demands;
• Performance feedback is a continuous process (not just an annual event);
• The performance appraisal encompasses both what is accomplished and how the

results are achieved;
• An individual’s performance during the past year affects that person’s base and

incentive compensation; and
• Employees and their managers are both accountable for the Performance Man-

agement Process.

Before the acquisition, General Mills and Pillsbury had different performance man-
agement systems, and the intention was to select the best elements from each sys-
tem that would support the objectives of the integration. But this intention was also
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tempered by other realities. Managers and employees alike were already being asked
to absorb significant changes. There was also a very limited amount of time to design
and implement the new system in the midst of other pressing priorities of the inte-
gration. Thus, a pragmatic approach was adopted: Keep it simple, focus on the most
critical needs, preserve what is familiar—if it will work—to avoid unnecessary confusion,
and save the bells and whistles for later. To further ensure that a pragmatic design
would emerge, the human resources function partnered with line managers, who would
ultimately implement and maintain the process with their employees.

An integral part of the PMP framework, the Individual Development Plan, would
come to be implemented later in the transition. Since so many employees were 
dealing with a new job, new co-workers, a new supervisor, and new systems, it was
critical that supervisors and employees discuss job expectations and work expediency.
This transition period was the most vulnerable in terms of a performance dip. If indi-
vidual efforts were not immediately synchronized, the organizational acceleration
needed to recoup the expected post-closing performance slippage and to convert new
opportunities and capabilities into performance that exceeded pre-acquisition levels
might not have been developed. Because it could quickly focus people on those 
activities necessary to drive the business forward, PMP was the ideal process, with its
direct link to compensation, for addressing the question employees were certain to
have: Can I win at this new job?

PMP Launch. PMP was launched in January 2002 with several tools and processes,
a launch “model” that would prove useful for later transition initiatives as well:

• Line briefings were held to introduce PMP and the benefits it would have for all par-
ticipants and the new company as whole. Earlier communications with employ-
ees had already positioned PMP as one of the key initiatives for the transition.

• HR managers were trained in PMP first; they in turn led the training for all partici-
pants, beginning at the top of the organization and then cascading down to lower
levels, with managers co-leading the sessions.

• Instructions, guidelines, tips, forms, and supporting materials were provided to
managers and employees in a printed workbook and on the company intranet.

• The briefings, training, and materials all reinforced the messages of the acquisition
and the role that PMP was to play in creating the kind of organization the new com-
pany needed.

Under the shortened initial PMP cycle, managers and employees met to discuss
performance objectives and behavioral expectations during January and February of
2002. Managers were encouraged to provide ongoing performance feedback over the
next several months. Formal performance appraisals were then conducted during May
and June 2002, and the ratings were a key factor in determining merit increases and
annual incentive awards in July 2002.

It was our intention to implement the PMP within the international units as well,
nearly all of which had been acquired with Pillsbury and were mostly staffed with local
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nationals. However, the objective of “one company, one culture” had to accommo-
date very real differences between countries in customs, statutory requirements, so-
cial and business cultures, and so forth. Where requested by the local units, Corporate
provided translations of PMP materials, but the international units were accorded
the latitude to adapt PMP to meet their local requirements and needs.

Interim Results at the End of Fiscal Year 2002

By the summer of 2002, the books were closed on fiscal year 2002 and the first seven
months of the transition. On the operational side, plant consolidations were well un-
derway, the headquarters facility expansion was proceeding swiftly, and the integra-
tion of key business systems were on target or completed. Organizationally, the key
functions had been consolidated—sales, marketing, headquarters supply chain man-
agement, client invoicing, and support services—and the U.S. workforce was on a sin-
gle payroll, compensation structure, and benefits package. The first cycle of PMP, albeit
abbreviated, had been completed, and performance ratings had been used to set in-
centives for 2002 performance. By quickly addressing employee needs, any significant
voluntary turnover was avoided, and in fact, overall organizational turnover was run-
ning below the 2001 levels of either heritage company. Having met or exceeded most
of the objectives set out for the first seven months after closing, the integration process
was determined by those involved to be a success.

Unfortunately, the same could not be said for the overall performance of the busi-
ness. Fiscal year 2002 results were disappointing on several measures: annual growth
in unit volume and operating profit were below target; earnings per share had de-
clined significantly; and total shareholder return, although ahead of the S&P 500 index,
lagged the average for the S&P Food Products group. While results were respectable,
they were not comparable to the levels of performance the pre-acquisition General
Mills had been able to achieve. Although we had anticipated a dip in performance im-
mediately following the closing, the actual dip was deeper than we expected.

Nonetheless, top management was convinced that the organization was well po-
sitioned to deliver strong performance in fiscal year 2003. The most disruptive part of
the transition was over, key organizational and cultural building blocks had been set
in place, and the organization was beginning to function smoothly.

Individual Development Plan (IDP)

The IDP process was designed to be fully integrated into the PMP cycle, but rather
than implementing it as part of the initial PMP rollout, we delayed it until early in fis-
cal year 2003, the second cycle of PMP. We positioned it to create additional retention
power as employees gained a concrete vision of how they could achieve their pro-
fessional goals and aspirations within the new company. This delay also made it pos-
sible to introduce new processes at a pace the organization could more easily
accommodate, allowing managers and employees to focus in 2002 on the objective-
setting and performance appraisal elements from the first PMP cycle. It allowed more

The General Mills & Pillsbury Merger 193

30_977632 ch21.qxd  9/1/05  6:57 PM  Page 193



time to train the workforce in the principles and techniques of IDP and have them put
what they learned into practice with one cycle of PMP under their belts.

IDP Design. Prior to the acquisition, each company had a process that planned for
employee professional growth and career development. At Pillsbury, this discussion
had taken place as part of the annual performance appraisal session, and the devel-
opment plan was embedded in the appraisal form. At General Mills, the performance
appraisal and development discussions were conducted in separate meetings, with
separate forms. Because the transition strategy emphasized professional growth and
advancement as levers for building employee commitment to the new company, the
design team believed it necessary to integrate the development planning process into
the overall PMP cycle, but to give it a high profile and keep it separate from the per-
formance appraisal meeting. The appraisal meeting is very evaluative in tone, with
clear financial implications for salary and incentive payout, and while it surfaces top-
ics relevant to professional growth, the pressure and “noise” of this meeting can be
too distracting for a quality, two-way conversation about career to occur. A meeting
devoted exclusively to the development plan would better assure that it received the
time and thoughtful effort required to do it well.

Prior to the acquisition, General Mills had made some refinements to its own
development planning process for employees; as a result, the modified process had
been working effectively and had features that would serve the post-acquisition or-
ganization well. Thus, it became the model for the new IDP.

One principle that pervades the new IDP process is that of employee ownership.
The employee is expected to proactively direct professional growth toward achiev-
ing personal aspirations by taking the following steps:

1. Review the most recent performance appraisal and any other performance feed-
back from others.

2. Review performance objectives for the coming year and competencies for the job.
3. Draft the development plan.
4. Schedule the IDP meeting with the manager.
5. Set the agenda and conduct the IDP meeting with the manager.
6. Revise the development plan as necessary to reflect the IDP discussion, schedule

the agreed-on action steps, and execute the actions with the appropriate assis-
tance from the manager.

The manager is jointly accountable for the outcomes of the IDP by providing
the employee with input, feedback, and suggestions during the IDP meeting and by
placing the employee’s needs and desires in the context of the business’s needs and
objectives so that development plans are realistic, achievable, and in the best interests
of both the individual and the company. The manager is also accountable for facili-
tating the developmental steps and opportunities identified in the plan, particularly
those related to roles, assignments, mentoring relationships, and other steps that might
entail additional resources or commitments from the company.
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To have the IDP process deliver as much value as possible and yet be simple and
straightforward, the design team built the IDP form and meeting around the follow-
ing areas of employee concern:

• Professional Goals and Motivations—What will energize me to grow professionally?
What/where do I desire to do/go with my professional life?

• Talents and Strengths—What are my abilities and competencies? Where can I bring
them to bear on this year’s objectives? Are there any that are underutilized and
could be better applied?

• Development Opportunities—Where do I need to improve to achieve this year’s
objectives? What will I need to develop in order to be successful in the future?

• IDP Objectives—What one strength will I leverage and what one to two develop-
ment needs will I address this year?

• Action Steps—What action steps will I take to achieve these IDP objectives?

The new IDP handbook walks the employee through these four areas and 
provides guidelines and tips on how to prepare for the session. It also contains specific
examples of developmental action steps in three categories—on-the-job assignments,
relationships (with bosses, peers, and mentors), and formal learning (courses or 
self-study)—and guidance on what types of developmental needs these steps may be
most suited to address. Likewise, managers are given information about how to 
fulfill their role in the process and how best to support the employee. Both parties
are asked to consider the overall process and the four topics from two perspectives:
(1) what is required to improve current performance and (2) what will prepare the em-
ployee to achieve personal career aspirations. Both parties are also encouraged to con-
sider actions that not only interest the employee but also deliver the greatest value
to the company, as these actions are likely to have the greatest success for all.

IDP Launch. Beginning in June 2002, the IDP process was launched. The process used
training and communications strategies and a set of tools similar to those that had made
the PMP launch successful. IDP discussions between employees and managers began
in August 2002. For this first annual cycle, with the objective to create for the employee
a vision of a future with the company, employees were told to place the heaviest em-
phasis on articulating and documenting their professional goals and aspirations:

• What means most to me in my work and life?
• If I see myself changing roles in the future, what would my new role look like?
• What competencies is General Mills likely to need most?
• How could my own aspirations and goals be best used to deliver results for the 

company?

Intertwining the employee’s aspirations with the company’s direction and future
needs reinforces identification with the new company and creates a deeper personal
investment in its longer-term viability and success. Future cycles of the IDP would

The General Mills & Pillsbury Merger 195

30_977632 ch21.qxd  9/1/05  6:57 PM  Page 195



address more fully the strengths, development opportunities, objectives, and actions
necessary to flesh out the IDP and build on the solid groundwork laid in the early 
cycles of PMP and IDP.

At the launch, it was announced that specific questions about the IDP
process would be added to the climate survey to be conducted in the autumn of 2002
and that the results would be analyzed for each organizational unit. Not only would
this help assess the effectiveness of the IDP launch and first-cycle meetings—and iden-
tify areas where follow-up efforts, reinforcement, or change might be needed—it
would also give managers the extra incentives of top-level scrutiny and comparison
with peers to assure that the rollout was thorough and effective in their own part of
the organization.

Climate Tracking

Employee perceptions were selected as the key metrics for evaluating the impact of
the integration initiatives. The all-employee General Mills Climate Survey, typically 
conducted every two years, would continue to be used as the main feedback vehicle
to assess:

• Perceptions about the new company, its systems, processes, culture, and work
environment, and the employees’ level of commitment;

• How perceptions had changed from prior General Mills surveys;
• How responses compared with norms for other companies; and
• Perceptions held about specific integration efforts to assess their effectiveness and

help identify the need for any additional targeted actions.

In alternate years or at critical junctures during the transition, the company plans
to conduct “pulse” surveys with a sample of employees. Those consist of about a dozen
questions tailored to specific transition issues and initiatives. The results will enable the
transition team to assess the progress of specific initiatives and actions, pinpoint any
problem areas, and fine-tune its efforts in the next stage of the transition.

In addition, the team planned to track other relevant organizational metrics, such
as overall turnover and the retention of critical value-added employees. The ultimate
measure of the success of the integration would be the business performance of the
new company.

The 2002 Climate Survey results indicated that the integration had indeed pro-
duced a new organization that matched or outpaced the pre-acquisition General Mills
on several important dimensions.

Business results had been disappointing for fiscal year 2002, which included the
first seven months of the acquisition, with a bigger than expected post-closing drop
in key performance metrics. But fiscal year 2003, the first full fiscal year after the ac-
quisition, was a different story, as synergies were realized, the newly merged organi-
zation hit its stride, and performance rebounded strongly.
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The Lessons Learned and the Challenges Ahead

Looking back over the first two years of the acquisition, the integration strategy was,
for the most part, sound. It addressed many areas that were key to building the kind
of organization the new company needed. Achieving most of the integration mile-
stones, the company has realized the cost synergies and productivity gains envisioned
in the acquisition. The perceptions of the workforce indicate a culture, a performance
orientation, and a level of commitment in line with our objectives for the new orga-
nization. Most importantly, this has all manifested in strong business performance in
fiscal year 2003 that is expected to continue.

The work of the transition has not stopped. There remain many opportunities to
leverage the gains made in the first two years of the integration. One major area of
effort is to realize the ultimate goal of a fully committed workforce. Although nearly two-
thirds of the employees (63 percent) indicated in the 2002 Climate Survey that they
were highly committed to the company, 11 percent were uncommitted, and another
26 percent were undecided. The survey results have been recast in order to better 
understand the differences in perceptions between the highly committed employees
and the remaining third of the workforce. One early finding is that 65 percent of the
variance in perceptions between the two groups lies in three areas: leadership, devel-
opment, and empowerment. With this deeper understanding of what drives high lev-
els of commitment, General Mills is structuring future initiatives and taking targeted
actions to develop higher commitment levels among more employees.

The organization continues to reinforce the Performance Management Process
and the Individual Development Plan process. For example, successive cycles of the
IDP will place greater emphasis on identifying strengths, development needs, and
action steps in order to bring the individual development plans to fruition. In response
to formal and informal feedback from managers and employees, we continue to add
tools and enhancements that make the new processes even more effective.

A major new initiative that General Mills is currently launching is a leadership
development program for all executives and managers, beginning at the top of the or-
ganization. The program will reinforce the role of leaders in creating and sustaining
the desired culture and performance orientation. General Mills is employing the same
communication and launch strategies, tools, and measurement devices that have served
the earlier integration initiatives so well.

The experience of the past two years at General Mills has proven that human re-
sources systems can be key drivers of success in the integration of a merger or large ac-
quisition. These are powerful tools for addressing critical employee concerns, creating
a cohesive culture, and developing employee commitment—all necessary conditions
for imparting momentum and direction to an organization undergoing significant
disruption and for building a solid foundation for sustained superior performance.
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◆ ◆ ◆

Kevin D. Wilde joined General Mills in 1998 and has led corporate efforts in lead-
ership development, executive assessment, succession planning, and organizational de-
velopment. He helped to realign the General Mills Institute, which is the company’s
training and development center, and produced a series of organizational effective-
ness initiatives. Before joining General Mills, Wilde spent seventeen years at General
Electric in a variety of human resources positions, including manager at Crotonville,
GE’s management training center in New York. He helped renovate the center’s 
manager development course and helped develop an accelerated Crotonville-in-
Europe strategy.

Wilde’s earlier assignments at GE spanned a wide range of human resources
duties, including recruitment, compensation, labor relations, training, and human re-
sources generalist. He was heavily involved in business globalization efforts, pioneered
the use of leadership 360-degree survey feedback, and developed and presented train-
ing programs around the world.
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As the popularity of leadership coaching programs rapidly grows, corporations are
increasingly challenged to provide consistent quality when rolling them out across

organizational and international boundaries. HR sponsors struggle to manage dis-
parate coaching approaches, questionable coach credentials, variations in pricing, and
a lack of measurable results.

Recently, many brand-name organizations have responded by designing corporate-
endorsed approaches that link program activities to leadership competencies and re-
quire measurable results, while delegating implementation to one or two global coaching
vendors.

Agilent Technologies is a pioneer and best-practices leader in large-scale, inter-
national coaching implementation. This case study highlights the development and
implementation of Agilent’s APEX (Accelerated Performance for Executives) exec-
utive coaching program. APEX has served over one hundred leaders through a sixty-
seven-person, worldwide coaching pool for more than five years. Based on feedback
from raters, more than 95 percent of leaders demonstrated positive improvement in
overall leadership effectiveness while participating in the program.

The lessons learned by Agilent in the implementation of its international coach-
ing program serve as valuable insights for any organization committed to the con-
tinuing development of key leaders.

CHAPTER TWENTY-TWO

THE AGILENT TECHNOLOGIES STORY

Coaching Across the Enterprise

Brian O. Underhill, Dianne Anderson, and Robert A. Silva
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Establishing Context

In 1999, Hewlett-Packard (HP) announced a strategic realignment to create two com-
panies. HP retained the computing, printing, and imaging businesses. The spin-off
company, Agilent Technologies, would encompass test and measurement components,
chemical analysis, and medical businesses.

Agilent was launched in November 1999. New corporate headquarters were con-
structed on the site of HP’s first-owned research and development (R&D) manufactur-
ing facility in Palo Alto, California. Agilent quickly declared three new corporate values
to guide its future: speed, focus, and accountability. Agilent also retained the “her-
itage” HP values: uncompromising integrity, innovation, trust, respect, and teamwork.

The development of future leaders was, and is, one of CEO Ned Barnholt’s crit-
ical priorities. The need for strong leaders, essential to building and sustaining the com-
pany, soon became articulated in a comprehensive leadership development strategy.
From the outset, executive coaching, focused at further developing executives recog-
nized as high-potential or high-performing leaders, was seen as a key component of
that emerging strategy.

Executive coaching had a history at HP, but previous efforts were largely unco-
ordinated. Coaching had not yet been strategically integrated within the company’s
leadership development initiatives. Multiple vendors and individual practitioners had
provided different coaching programs at various prices. A rigorous assessment of the
cost and value of these early programs prompted Agilent to create an outstanding
“corporately recommended” integrated coaching program with an understood price
and preferred discount rate.

In 1999, Agilent’s Semiconductor Products Group (SPG) engaged in a coordi-
nated, “results-guaranteed” coaching program with Alliance for Strategic Leadership
(A4SL). More than fifty of SPG’s senior leaders were to receive one-year leadership
effectiveness coaching. This effort attracted positive attention throughout the company
and would later form the foundation of the APEX program.

In February 2000, Agilent’s global program manager (and article co-author, Dianne
Anderson) was charged with designing the corporate coaching solution for the company’s
senior managers and executives (about 750 people worldwide). She collaborated with
A4SL (specifically article co-author, Brian Underhill) to design and deliver the new APEX
program, based on the successful coaching model already used within SPG.

Development of the Agilent Global Leadership Profile

At the outset, there was a clear need for a new leadership behavioral profile. The
profile would reflect the company’s strategic priorities and core values, as well as
the expectations of senior leaders. Once a leadership inventory was designed for the
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initial SPG coaching work, Agilent needed a company-wide profile to position the lead-
ership behaviors throughout the whole organization in a consistent fashion.

This second-generation leadership profile was based on key strategic impera-
tives of top management. These included Agilent’s new and heritage core values
and SPG’s original profile. After gathering feedback from multiple sources, the 
Agilent Business Leader Inventory was finalized.

In the spring of 2001, Agilent again updated the inventory to create a set of
profiles that would span all management levels. A multi-functional team of Agilent and
A4SL consultants set out to create the new profile.

An iterative process of document review, internal inputs, and refinements took
place. A scalable and aligned Global Leadership Profile emerged for use throughout the
organization. The final mid-level/first-level manager profile turned out to be largely
similar to the original executive profile; there were only slight differences in some of
the specific behavioral descriptions. Both profiles were reviewed by a senior man-
ager in each of Agilent’s business units and by representatives of non-U.S. divisions.
Feedback from these reviews was incorporated into the final product: the Agilent Global
Leadership Profile was ready for consistent application across all divisions. It has been
in use ever since.

Initial Objectives for the APEX Program

From the outset, the Agilent desire was for a coaching program that could address
multiple objectives, including:

• Senior manager and executive focus: Candidates for APEX participation included vice
presidents, corporate officers, business unit leaders, general managers, directors,
and functional managers.

• Global reach: Agilent is a worldwide organization with facilities in more than sixty coun-
tries. The APEX program would need to effectively serve leaders with local coaches
in the respective regions or within an hour’s flight. Awareness of local cultural nuances
would be critical, and local language capability would be highly preferred.

• Accountability for results: APEX needed to provide added value for Agilent. In return for
the company’s investment in them, participants would have to demonstrate positive,
measurable change in leadership effectiveness as seen by direct reports and colleagues.

• Flexibility and user-friendliness: APEX had to be user-friendly from beginning to end.
A simple menu of options was created that was suitable for a range of budgets and
varying levels of interest in the coaching process. Priority was also placed on 
creating a program that made it easy to initiate a coaching engagement and to ad-
minister payment for coaching services.

Fundamentally, APEX is a behaviorally based executive coaching approach that
focuses on improving leadership behaviors on the job. APEX must not be used for
career planning, life planning, strategic planning, or remedial coaching. This distinc-
tion was made clear throughout the internal marketing process.
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Several months of instrument and process design ensued to meet these objec-
tives. The structure of several coaching options was outlined. A general program de-
scription was drafted. A global coaching pool was established, mirroring locations of
Agilent’s key global facilities. Certification standards for APEX coaches were determined.
Procurement standards were established to smooth the contracting process. Proce-
dures to guide the 360-degree feedback and follow-up survey scoring were created.
Finally, pages on the corporate intranet were developed containing the program de-
scription, pricing, coach bios, and contracting information.

In May 2000 at a corporate Leadership Development Showcase attended by busi-
ness HR and leadership and development practitioners, the Accelerated Performance for
Executives program was officially launched. APEX was introduced to HR managers and
leadership development specialists throughout the organization. While refinements
and new services were continually added, the APEX program history now reflects five
years of delivering results consistent with the original program objectives.

Presenting Coaching Options Within APEX

Based on an achievement-oriented mountaineering theme, the full APEX offering in-
cludes five appropriately named coaching options:

• Base Camp: Executive participates in the Global Leadership Profile, receives a two-to-
four hour, face-to-face coaching session to review results, select area(s) for develop-
ment, and receive on-the-spot coaching, and creates a developmental action plan.

• Camp 2: Executive participates in the Global Leadership Profile, receives six months
of face-to-face and telephone coaching, and one mini-survey follow-up measurement
(see “Measurement: The Mini-Survey Process” for more on the mini-survey follow-
up measurement and see Exhibit 22.1 for the Mini-Survey itself). Coach conducts
telephone “check-in” with key stakeholders. Coaching work is guaranteed for results.

• Camp 3: Executive receives six months of face-to-face and telephone coaching and
one mini-survey follow-up measurement. Coach conducts up to twelve interviews
with key stakeholders (instead of 360-degree scoring) and provides write-up of
results. Coach conducts telephone “check-in” with key stakeholders. Coaching work
is guaranteed for results.

• High Camp: Executive participates in the Global Leadership Profile. Receives one
year of face-to-face and telephone coaching and two mini-survey follow-up mea-
surements. Coach conducts telephone “check-in” with key stakeholders. Coaching
work is guaranteed for results.

• Summit: Executive receives one year of face-to-face and telephone coaching and
two mini-survey follow-up measurements. Coach conducts up to twelve interviews
with key stakeholders (instead of 360-degree scoring) and provides write-up of
results. Coach conducts telephone “check-in” with key stakeholders. Coaching work
is guaranteed for results.
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Most APEX options include a unique offer: a results guarantee. That is, leaders
don’t pay until coaching is complete and leaders don’t pay unless they improve. Im-
provement is determined by those working with and rating the leaders, not by the
leaders themselves. This approach has proven to be popular among Agilent execu-
tives. In spite of a recent difficult market environment in the technology arena, lead-
ers can continue their personal development efforts and delay payment for professional
services for up to one year. In addition, leaders knew they would only pay for demon-
strated perceived improvements in their effectiveness, as determined by a follow-up
mini-survey process.

Establishing a Worldwide Coaching Pool

A recurring challenge has been assuring the availability of qualified coaches on a world-
wide basis. As a virtual organization, A4SL contracts with independent coaches to 
deliver coaching services across the globe. This allows A4SL to add coaches to the 
Agilent coaching pool as needed, without incurring additional expense.

From the outset, it became evident that a set of coach certification guidelines was
needed. Minimum coach requirements were established, which include significant ex-
perience working with senior executives, experience as a behavioral coach, multiple
years in leadership roles, and an advanced degree. The results guarantee serves as a
natural qualifier. That is, generally the quality coaches believe in their work (and have
enough of it) so that they can guarantee the results, while affording a delay in com-
pensation. Also, coaches agree to participate in company conference calls, remain cur-
rent in their profession, and abide by a set of ethical guidelines. Coach bios were
screened, and potential coaches were interviewed in detail.

The coaching pool has grown to more than sixty-seven coaches worldwide. Each
coach participates in a telephone orientation and receives a sixty-page induction pack-
age. Agilent hosts quarterly conference calls to keep coaches informed on corporate
news, to learn about the coaches’ challenges in working with Agilent leaders, and to
provide a forum for peer-to-peer learning.

Internal Marketing of APEX

Because APEX is a corporate-developed recommended approach, there has never been
a guarantee that any of the decentralized businesses would buy in. Early on, it was
agreed that an internal marketing campaign was necessary to highlight the benefits
of the APEX program.

Agilent’s Leadership Development Showcase served as an appropriate opening
for the program. Similar presentations were then conducted in a variety of internal HR
and leadership development sessions, both in person and via telephone during the
summer and fall of 2000.
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As the program grew, word-of-mouth became an extremely effective marketing
tool. Some line executives nominated themselves and their entire reporting teams to
go through the program together. Higher-profile leaders have been among some early
adopters, including multiple corporate officers and vice presidents. It became appar-
ent that the HR managers were well networked with each other as well. As a result,
word of APEX spread through the Agilent HR community.

Finally, a corporate intranet site and supporting documentation were created, 
allowing for easy distribution of information about the program. Much time was spent
crafting crisp, straight-to-the-point documentation to assist business leaders in 
understanding the program quickly.

Coaching Program Content

APEX begins when the program manager sends the leader three biographies based on
the participant’s needs, style, and location. Leaders then conduct telephone interviews
with the coaches. In this way, executives have a greater sense of ownership in the
process.

Once a coach is selected, the APEX process continues with in-person visits, coupled
with regular, ongoing telephone and/or email contact. In practice, coaches visit partic-
ipating Agilent leaders approximately every six to eight weeks (in any given APEX as-
signment, the number of visits may be higher or lower). Telephone and email contact
during a typical month could range from one to a half-dozen contacts.

During a coaching session, any number of topics may be covered, including:

• Explore the current business context to determine what may be different/similar
since the last coaching session;

• Review perceived progress toward the developmental action plan;
• Identify resources and tools to support the executive’s change efforts;
• Review the executive’s recent experiences with his or her behavioral goals;
• Shadow the leader and observe first-hand personal leadership tendencies (for 

example, staff meeting, team meeting, feedback delivery, key presentation);
• Role play (coach and Agilent executive assume roles, do a practice delivery/dry run,

conduct critique, and review);
• Prepare for/review follow-up efforts with key stakeholders/feedback providers; and
• Set action items to complete for next coaching session.

Follow-Up with Key Stakeholders

The APEX program is grounded in the A4SL research regarding the impact of follow-
up on perceived leadership effectiveness. In virtually every organization in which A4SL
has delivered coaching services, one lesson is universally the same—regular follow-up
with key stakeholders equates with perceived improvement in leadership effectiveness.
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At least some of the Agilent executives who were seen as following up effec-
tively likely informed raters of their development objectives during the initial debrief
of the 360-degree results. The initial debriefing is ideally a focused, five-to-ten minute
meeting held with each respondent immediately after the 360-degree report is re-
ceived. The follow-up addresses the following: thanking raters for providing anony-
mous 360-degree input, relating the positive feedback, disclosing the developmental
goal(s), and enlisting the rater’s help in the participant’s developmental efforts.

Having conducted this “initial debriefing,” APEX participants are encouraged to
follow up with raters at regular intervals (quarterly, on average) to pursue additional
feedback on their improvement. Results regularly show better improvement among
leaders who follow up versus those who do not.

Measurement: The Mini-Survey Process

APEX coaching includes up to two online “mini-surveys.” Mini-surveys are short, three-
to-five-item questionnaires completed by a leader’s key stakeholders. Raters are asked
to measure improvement in the leader’s overall leadership effectiveness and specific
areas for development. Raters also indicate whether the leader has followed up with
them regarding his or her areas for development. Additional written comments are
also requested. Aside from verifying individual improvement, mini-survey data can be
aggregated to provide team, group, or corporate-level improvement data.

Results

APEX results to date (as demonstrated by aggregated mini-survey data) are impressive.
Figure 22.1 depicts aggregate results regarding improvements in overall leadership 
effectiveness.

Aggregate Results for Overall Leadership Effectiveness

Question: “Has this person become more or less effective 
as a leader since the feedback session?”

Scale: “–3” (Less Effective) to “+3” (More Effective)
N = 831 raters

73 leaders

Nearly 57 percent of respondents felt that APEX leaders had improved in overall
leadership effectiveness at a “+2” and “+3” level. Over 78 percent of respondents felt
that APEX leaders had improved at a “+1,” “+2,” and “+3” level. Nineteen percent of
respondents felt that leaders did not change, while nearly 3 percent felt that leaders
got worse. (See Figure 22.2.)
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Aggregate Results for Selected Areas for Development

Improvement on specific areas for development selected by leaders.

Scale: “-3” (Less Effective) to “+3” (More Effective)
N = 2276 raters

73 leaders

Nearly 54 percent of respondents felt that leaders improved in their selected de-
velopmental goals at a “+2” and “+3” level. Nearly 77 percent felt that leaders improved
at a “+1,” “+2,” and “+3” level. Nearly 21 percent of raters did not perceive any
change, while 2 percent perceived leaders as getting worse.

Aggregate Results for Follow-Up/No Follow-Up

Figure 22.3 depicts results for those leaders who followed up versus those who did not:

73 leaders

Of the 831 raters, 530 (64 percent) believed that leaders followed up with them,
versus 301 (36 percent) who perceived no follow-up. Nearly 67 percent of leaders who
followed up were seen as improving at a “+2” and “+3” level, compared to 38 per-
cent for those who did not follow up. More notably, 35 percent of leaders who did not
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FIGURE 22.1. AGGREGATE RESULTS FOR OVERALL 
LEADERSHIP EFFECTIVENESS.
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FIGURE 22.2. AGGREGATE RESULTS FOR SELECTED 
AREAS OF DEVELOPMENT.
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FIGURE 22.3. AGGREGATE RESULTS FOR 
FOLLOW-UP/NO FOLLOW-UP.
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follow-up were perceived as staying the same (“0”), compared to nearly 11 percent
who did follow up. Over 5 percent of those who did not follow up were perceived as
getting worse, compared to 1.2 percent of the group who followed up.

Additionally, positive feedback was frequently reported through the qualitative re-
marks compiled from the mini-surveys.

Overall, APEX results to date have been very positive. Leaders are improving both
in overall leadership effectiveness and in their selected areas for development, as
perceived by those working with the leaders.

Key Insights and Lessons Learned

The key insights and lessons learned from the APEX experience can enable any 
organization to more effectively implement an enterprise-wide executive coaching
program.

Senior Leadership Commitment to APEX. In recent years, the technology sector
has suffered its worst downturn in recent history. Agilent’s APEX program stands as a
visible demonstration by senior leadership of their continuing commitment to devel-
oping leaders by sponsoring executive and personal development, even in a difficult
market climate. Additionally, many “high-profile” senior leaders were early APEX
adopters, inspiring many more leaders to enroll in the program.

Personal Commitment of Agilent Leaders. The vast majority of APEX participants
have displayed a high level of personal commitment to self-development, as shown
through their respective individual coaching partnerships. The APEX program has
experienced a very low percentage of participants becoming disinterested or drop-
ping out. Most participants have demonstrated a full commitment to completing
the program. These leaders have enjoyed favorable feedback from mini-surveys 
administered at the program’s conclusion. The investments being made in personal
development are paying dividends for most APEX participants over time.

Worldwide Scope of APEX. A key challenge in the development of the program was
locating and retaining quality international coaches who were willing to work under
the results-guarantee clause. Early difficulties have been overcome in developing an
international network of qualified coaches. Prior to this, some U.S.-based coaches trav-
eled internationally to deliver APEX coaching services.

APEX Target Audience. Since its inception, APEX has been and remains a develop-
mental tool targeting high-performing and/or high-potential Agilent executives. It is not
intended to serve as a remedial process for an under-performing executive, nor is it in-
tended to serve as a performance-assessment program. APEX candidates are first
screened by Agilent’s Leadership Development Group to ensure that APEX is a good fit.
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Coach Follow-Up with Feedback Raters. APEX coaches generally keep in regular con-
tact with a leader’s key stakeholders. Coaches want to know whether raters notice the
leader’s new behaviors. The only APEX assignment to go full-term without achieving 
successful results was due partially to the coach being out of touch with raters, thereby
not recognizing their continual dissatisfaction with the leader. Because raters are “cus-
tomers” in the process, coaches regularly communicate with them.

Coach Mismatches. The possibility for coach mismatches appears to have been ad-
dressed and minimized. Participants beginning the program receive biographies of up
to three A4SL coaches within their geographic area. Executives then contact and screen
from this set of prospective coaches and ultimately select their coach. By allowing ex-
ecutives to largely self-select, the APEX experience has yielded very few mismatches.
In those very few instances in which a mismatch has surfaced, alternative coaches have
been made available.

Beyond APEX

To date, the APEX program has influenced and inspired a number of hybrid pro-
grams at Agilent Technologies. The Global 360-Degree Coaching Program provides
first and mid-level leaders with Global Leadership Profile feedback and several hours
of coaching using mostly APEX coaches. Agilent’s LEAD program (for first-level man-
agers) provides the profile feedback, coaching, and mini-surveys as part of its personal
coaching component. The AIM program (for mid-level managers) employs both the
profile and mini-surveys. Meanwhile, APEX continues to inspire many new (and 
renewing) senior managers.

◆ ◆ ◆
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EXHIBIT 22.1. AGILENT TECHNOLOGIES MINI-SURVEY.

Innovating the HP Way

Agilent Technologies MiniSurvey

Follow-Up to the 360-Assessment

Follow-Up to Agilent Leadership Inventory

Company Items
C1 Since the feedback session, has this person followed-up with you regarding how

he/she can improve?
1: No
2: Yes

C2 Do you feel this person has become more or less effective as a leader since the feed-
back session? (Do not consider environmental factors beyond this person’s control.)
-3: Less Effective
-2:
-1:
0: No Change
1:
2:
3: More Effective
N: No Information

Original 360-Degree Survey Items
Please rate the extent to which this individual has increased/decreased in effectiveness in
the following areas of development during the past several months.

2 Distills market knowledge into meaningful trends and patterns
-3: Less Effective
-2:
-1:
0: No Change
1:
2:
3: More Effective
N: No Information
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2a Do you feel that change was needed in the area mentioned in the previous question?
1: No
2: Yes

14 Effectively communicates his/her organization’s vision
-3: Less Effective
-2:
-1:
0: No Change
1:
2:
3: More Effective
N: No Information

14a Do you feel that change was needed in the area mentioned in the previous question?
1: No
2: Yes

30 Openly shares information
-3: Less Effective
-2:
-1:
0: No Change
1:
2:
3: More Effective
N: No Information

30a Do you feel that change was needed in the area mentioned in the previous question?
1: No
2: Yes

Follow-Up to Agilent Leadership Inventory

Comments
What has been done in the past several months that you have found to be 
particularly effective?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________ 

What can this person do to become more effective as a manager in the 
development areas noted above?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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◆ ◆ ◆

Brian O. Underhill, Ph.D., is a senior consultant and coach with Alliance for Strate-
gic Leadership, specializing in leadership development and multi-rater (360-degree)
feedback, executive coaching, and organizational culture. Dr. Underhill designs and
implements large-scale, results-guaranteed executive coaching programs at multiple
organizations. His executive coaching work has successfully focused on helping clients
achieve positive, measurable, long-term change in leadership behavior. His clients have
included Agilent Technologies, AT&T, California Public Employees Retirement 
System (CalPERS), the Federal Aviation Administration (FAA), Johnson & Johnson,
Sun Microsystems, and Warner Lambert. He has a Ph.D. and an M.S. degree in or-
ganizational psychology from the California School of Professional Psychology (Los 
Angeles). Contact: Brian@bunderhill.com.

Dianne Anderson is committed to helping individuals and organizations achieve
learning, change, and growth. In her current position as global program manager for 
Agilent Technologies, Inc., she is responsible for all global executive coaching programs
and for learning and organizational effectiveness consulting to one of Agilent’s busi-
ness units. Anderson’s career includes leadership positions and operational experience
in worldwide marketing for Hewlett-Packard (HP), as well as positions in research and
development. Her more than seventeen years of operating experiences have prepared
her to develop the skills, knowledge, and abilities of senior management so they can
more effectively compete in the global marketplace. Throughout her career she has
managed complex organizations with multi-million-dollar budgets, with experience in
line and staff positions at the business unit and corporate levels, and she has had re-
sponsibility for building key marketing and sales capabilities. Contact: 650-752–5373.

Robert A. Silva has served as head of the coaching practice for Alliance for Strate-
gic Leadership since January 2002. Prior to his current role, Silva served as one of the
seven directors of Keilty, Goldsmith, & Company from 1987 to 2001. His business
background includes experience in the investment field with Paine, Webber in Boston,
and fourteen years in sales management with Minnesota Mining & Manufacturing
Company in New England. During his sixteen years as a consultant and coach, Silva
has focused on the design and delivery of training to promote leadership develop-
ment, organizational values, and team effectiveness. His primary emphasis, since
the mid-1990s, has been in the area of executive coaching, helping leading organi-
zations succeed by enhancing the leadership effectiveness of key individuals.
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Atechnological breakthrough is occurring that will dramatically change leadership
development. Within the next twenty years, instant download, television quality,

audio-video transmission will be commonly available to leaders around the world.
People will be connected, synchronously and asynchronously, through both wired and
wireless networks.

Tomorrow’s leaders will have the opportunity to learn in ways that could not be
imagined in the past. They will tap into a vast network that connects almost all accu-
mulated human knowledge. This network has been called the global mind. When every-
thing works, leaders will be able to learn what they need to know, when they need to
know it, from the source best able to teach it! The executive coaches of the future will
be the people who can help leaders find the knowledge they need. They will be e-coaches.

Unfortunately, as the amount of information in the global mind increases, the
challenge of accessing meaningful information grows. e-Coaching will require a
balance between appreciating the potential of an incredible vision and recognizing
the challenge of turning this vision into a practical reality.

To understand the future of e-coaching, it is important to realize that the devel-
opment of the global mind may produce both extremely positive and extremely 

CHAPTER TWENTY-THREE

E-COACHING

Using the New Technology to Develop 
Tomorrow’s Leaders

Marshall Goldsmith
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negative consequences for leaders. The challenge of the e-coach will be to recognize
the realities that exist, maximize potential benefits, and minimize potential costs. We
will begin with a brief analysis of how the global mind can become both a “fantastic
opportunity” and an “incredible annoyance” for leaders. We will then discuss how 
e-coaching can be used to develop the leaders of the future.

The Global Mind: A Fantastic Opportunity

Accessing the “Best in Class” Thought Leaders

The executive of the future will be able to readily access thought leaders who are the
world’s experts on almost any relevant issue. As of this writing, many of the world’s
greatest thought leaders are available through videoconferencing (through ISDN net-
works). Within a few years, thought leaders will be available for high-quality video-
conferencing that is streamed to the desktop. A library of audio and video “wisdom
bits” will be available so that executives can get answers to frequently asked questions
without having to directly access a thought leader. Text will be categorized so that ex-
ecutives can review books and articles that are aimed at their specific needs. All of these
tools can help leaders learn in a very efficient way. e-Coaches will be the personal learn-
ing consultants who can access these resources (without having to be the “experts”). For
example, if I have a coaching client who needs help in strategy, I may have her access
Vijay Govindarajan or C.K. Prahalad. If I have a client who needs advice in develop-
ing alliances, I may have him access Jon Katzenbach or Larraine Segil.

Getting Help When and Where It Is Needed

Traditional courses can be very inefficient methods for learning. They may not be de-
signed to fit the leader’s specific need. Everyone in the room has to hear the same con-
tent, delivered in the same way, at the same time. The leader of the future will be able
to take online courses that are tailored to specific developmental needs. Parts of the
course that are less relevant can be “skimmed” or skipped entirely. Research has shown
that course material that is quickly applied (on the job) is much more likely to be re-
tained than course material that is not applied for long periods of time. e-Coaches can
help leaders find relevant information on an “as needed” basis. They can also help
leaders design a customized curriculum that meets their unique learning needs.

Learning from Around the World

Traditionally, almost all training or coaching has been done by professionals or 
co-workers who live in the same country. In fact, in most cases professionals who live
in the same region of the country have done this work. New technology will enable
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expertise to come from around the world. Geographical boundaries will no longer
be a constraint. As organizations become increasingly multinational, the “globaliza-
tion of learning” will become increasingly important. Asynchronous learning will mean
that time zones will become less and less of a constraint to development. e-Coaches
will be able to help find diverse resources to deal with cross-boundary issues (that ex-
perts from one country might not understand).

Using “Push” Technology to Help Leaders Change

Research on behavioral change for leaders has shown a clear pattern. Leaders who
identify desired behaviors to change, involve their co-workers in the change process,
and follow up are much more likely to demonstrate long-term improvement than those
who do not.1 “Push” technology can be used to give leaders an ongoing stream of
reminders and ideas for change. This type of reinforcement has been shown to dra-
matically increase the probability that leaders will “stick with” their change efforts.
Traditional, people-centered techniques for follow-up and reinforcement tend to be
very expensive and time-consuming. Technology-based tools for follow-up and rein-
forcement can be both more efficient and more effective. Measurement tools, such
as 360-degree feedback and mini-surveys, can be administered online, at low cost, and
whenever needed. e-Coaches will be able to use tailored reminders, measurement tools,
and reinforcements without having to be physically present.

Coaching for Many Leaders, Not Just the Privileged Few

Traditional coaching is very expensive. In most cases the coach has significant in-person
interaction with the leader being coached. Even in cases where the coach is local, travel
time can exceed the actual time spent coaching. New technology will allow leaders to re-
ceive asynchronous coaching that is much more efficient. Coaches can work from one
location and communicate with leaders from around the world. One coach, through
using many of the tools mentioned above, could work with many leaders (as opposed to
the few that are possible in traditional coaching).

The Global Mind: An Incredible Annoyance

Drowning in a Sea of Information

Almost all of the executives I work with report: (1) a dramatic increase in the num-
ber of emails that they receive per day and (2) a dramatic decrease in the number of
these emails that are actually important. A common concern is “too much informa-
tion, too fast”! Asynchronous communication, rather than leading to more “free” time,
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has led to a “24/7” lifestyle where executives feel they are almost always “on call.”
One great challenge of the e-coach will be to help leaders sort out what is most im-
portant and help them “let go” of the rest. The last thing that most executives of the
future will want is more email with “To Do” lists!

Accessing Relevant Information Is Becoming More Difficult

As the total amount of information available through the global mind increases, the
amount of useless information is growing much faster than the amount of useful in-
formation. Search engines are becoming increasingly irrelevant. For example, I looked
up the term “coaching” on Google and found 18,700,000 references. Almost none
of these would have any interest for any executive. I looked up “marshall goldsmith”
and found 30,500 references about me. Most of these references were not even inter-
esting to me, much less to anyone else! Getting to the useful advice and avoiding “noise”
can be a real challenge. The e-coach of the future will need to be able to quickly
find the relevant information that can help the leader being coached.

Finding High-Quality Leadership Development Tools Is Not Easy

Many e-learning organizations have made the mistake of trying to transfer traditional
learning methodologies (classroom training or video) directly into e-learning. Unfor-
tunately, this seldom works. Many existing e-learning tools for leaders are poorly de-
signed. They are often too long, slow, awkward, and boring. They have not been
developed with the insight required to take advantage of new technology. Leaders will
not use them for any extended period of time.

The Internet does not have a “quality control” function. The “good news” is that
anyone can put anything into the global mind. This is also the “bad news”! e-Coaches
will not only have to help leaders find relevant content, but they will also have to
help the leaders find development tools that have a real impact. The theory of doing
this will be much easier than the practice!

Maintaining Attention Span for In-Depth Learning 
Has Become More Challenging

While short “bytes” of information can be highly efficient in helping leaders solve spe-
cific problems, they may be dysfunctional for dealing with long-term issues requiring
deeper analysis. In many cases, leaders need to improve long-term interpersonal re-
lationships. This can seldom be achieved in a short period of time, no matter how great
the advice. New technology increases the danger of reinforcing a “quick fix” men-
tality for development. Access to the same information can lead to homogeneity of
thought. It can tend to create “McLeaders.” This type of training may not prepare

216 Coaching for Leadership, Second Edition

32_977632 ch23.qxd  9/1/05  7:14 PM  Page 216



leaders to handle deeper, more diverse, or novel issues. e-Coaches will need to help
their clients know when immediate, focused information is acceptable and when
longer-term, deeper understanding is needed.

The Role of the e-Coach

The e-coach of the future will be an individualized learning consultant. The e-coach
will not have to possess the knowledge that is needed by the client. The e-coach will
need to help the client find the needed knowledge. The process of e-coaching will in-
volve: (1) helping clients diagnose their developmental needs; (2) assessing the resources
that should be expended to meet these needs; (3) analyzing the range of learning 
options that are available to help meet these needs; (4) connecting leaders with the
highest value-added coaching and learning opportunities (given their unique needs
and resources); and (5) providing ongoing support to ensure results.

Diagnosing Developmental Needs

The e-coach will need to know the unique developmental needs for each client. For exam-
ple, some leaders may have the need to change behavior; others may need development
in strategy, while some may need functional training (for example, marketing or finance).
Each of the developmental needs listed above requires a very different learning strategy.

Along with understanding the need for learning, the coach will need to under-
stand the depth of learning that is desirable. In some cases general knowledge may be
very sufficient (for example, “finance for non-financial mangers”). In other cases
very specific deep knowledge may be needed. In general, a learning strategy aimed at
deeper knowledge will require interaction with a thought leader. The person being
coached will need to be able to ask specific questions and have a dialogue. A learn-
ing strategy aimed at more general knowledge may just require information.

A third factor in diagnosis is urgency. If the decision time is now, an immediate
response may be required. If the need is long-term and developmental, a “quick fix”
may do more harm than good. A longer-term strategy that may involve asynchronous
communication could be optimal.

Assessing Resource Allocation

Before designing a learning strategy, the e-coach will need to understand the client’s
optimal resource allocation. The first factor to consider is time. Most executives I work
with today feel busier than they have felt in their entire lives. There is little to indicate
that this trend will be reversed in the future! e-Coaches will need to do an analysis to
determine the benefit of the learning as compared with the cost in time for learning.
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A second factor to consider is money. e-Coaches will need to be able to assess learn-
ing options and weigh tradeoffs. For example, would the leader be better off with a
shorter video conference with the world’s leading authority or a longer in-depth in-
tervention with a consultant who has less expertise? The number of options avail-
able to leaders will increase dramatically. As the number of options grows, the e-coach
will need to gain increasing expertise in evaluating these options.

A third factor in resource allocation is bandwidth. If the leader has access to very
high bandwidth, learning options that involve full-motion video may be very desirable.
If bandwidth is restricted, technological difficulties can make full-motion video more
of an annoyance than a value. While access to high bandwidth is increasing rapidly,
bandwidth concerns will continue to be an issue for the next several years. Anyone
in the e-learning field knows that there is often a huge gap between what should work
at a certain bandwidth and what does work!

Analyzing Learning Options

On one hand, leaders of the future will have more learning options (by far) than lead-
ers of the past. On the other hand, it will become increasingly difficult to under-
stand and evaluate all of these choices. The e-coach will need to have a broad
understanding of what the learning options are and how these various alternatives can
help their clients.

To illustrate this point, let us assume that our hypothetical leader of the future has
decided that she needs to learn some important concepts that are best taught by (my friend)
Vijay Govindarajan. She will be faced with a vast array of learning alternatives. Follow-
ing are a sampling of her possible choices and some of the tradeoffs involved in each.

• Vijay as a personal coach—This provides a great opportunity for in-depth learning that
is suited to her needs. Unfortunately, this is very expensive and time-consuming.
Along with being a coach, Vijay is a professor at Dartmouth. He be may be too
“booked” to be able to make this type of a commitment.

• Vijay as a consultant—This is more reasonable, but still very expensive. She has the
advantage of in-depth, in-person dialogue. Travel time scheduling problems have
to be considered as potential issues.

• Vijay in a videoconference dialogue—This is much more accessible and less expensive.
She has the advantage of dialogue that is aimed specifically at her needs. She loses
some of the in-person “touch” but has much easier access.

• Vijay in a wireless “instant message”—This is an option that will become more com-
mon in the future. It provides the opportunity for an immediate idea, in a specific
situation, at a specific time. The closer the requirement is to “real time,” the more
expensive this option will be.
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• Vijay in a satellite broadcast—She gets to hear Vijay at far less cost (because there are
many other people listening at the same time). Although these claim to be “inter-
active,” she will be lucky if he answers even one of her questions.

• Vijay in an Internet course—The value of this option will vary widely based on de-
sign and technology. She might get to look at pre-packaged, “frequently asked ques-
tions” that could meet her needs. She may have the option of sending an email to
Vijay. She could have the chance to replay various components of the course that
she needs and to skip components of the course that do not add value.

• Vijay in text (either online or in print)—This “generic” option can be excellent for
stimulating thinking and giving ideas, but it is often not useful for answering unique
questions based on specific circumstances.

• Vijay in a “wisdom bit” or “push” reminder—This can be an excellent, low-cost option
for reinforcement or encouragement. It can help her “stay on course” when 
attempting to change. It will seldom solve in-depth problems or meet long-term 
developmental needs.

This illustration addresses only some of the learning options for the leader of the
future. However, this shows both the opportunities and challenges faced by the e-coach.
As a personal learning consultant, the e-coach will need to have a trusted network of
advisors who can recommend the highest value-added resources.

Connecting Leaders with Learning Opportunities

The e-coaches of the future will be “matchmakers”! They will be the personal learn-
ing consultants who can help leaders diagnose needs, assess resource allocation, ana-
lyze learning options, and then connect leaders with the best value-added resources.

In this chapter, we have made the assumption that e-coaches are humans. Given
the complexity faced by leaders and the primitive nature of the field, this is probably
a safe assumption for the next several years. Ultimately, e-coaching may become much
more “virtual.” Trusted panels of experts and clients will assess learning options. Op-
tions will receive ratings on content, quality and resource requirements. Clients will
be able to share their need and resource profiles with their virtual coaches. The vir-
tual coach will then assess learning options and recommend the highest value-added
alternatives. Human e-coaches will learn to work with virtual assistants who help them
better meet clients’ needs.

Providing Ongoing Coaching

The field of executive coaching is experiencing huge growth. It is highly unlikely
that this trend will reverse in the next ten years. Leaders will have greater and greater
needs to learn. Coaching (when done well) has been shown to be a very effective way
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to help leaders learn and (more importantly) to help leaders achieve positive long-term
change.

As the world has become more complex, it has become increasingly obvious that
no leader can “know it all.” The same is true for coaches. One of the greatest challenges
faced by the human e-coaches of the future will be “letting go” of ego. Traditionally
the “coach” has been thought of as a wise guru whose personal counsel will help clients
achieve their goals. The e-coaches of the future will be successful because of their abil-
ity to match client requirements with the resources available in the global mind. This
involves a transition from “being the expert” to “finding the expert.” It also means that
more of the coach’s time will be spent on “learning” than on traditional “teaching.”

Leaders are much more likely to change if they have ongoing support and en-
couragement from someone who cares. This has always been true and will probably
always be true. This is one role that human coaches will continue to play. Leaders will
probably be busier than ever. Competition may get even tougher. Free market capi-
talism is evolving into the knowledge economy. Leaders need to learn more and more,
but have less time to learn it! The e-coach of the future will combine “high-tech” and
“high-touch” by using technology to help find knowledge and using their humanity to
provide support and encouragement.

Note

1. See Leadership Is a Contact Sport, M. Goldsmith & H. Morgan. strategy+business, Fall 2004.

◆ ◆ ◆

Marshall Goldsmith has recently been named by the American Management 
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Journal as one of the top ten executive educators; the Economist as one of the most cred-
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ecutive coaches; and Fast Company as America’s preeminent executive coach.
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What does a manager set aside when another project or problem is piled on, and
there just isn’t time to do everything?

• The calculations for the annual budget process? No way, managers reason. Those
have a deadline.

• The weekly meeting with the boss and other unit directors? Not on your life. The
boss wouldn’t stand for it.

• The negotiations with outside contractors? Not possible. Nobody else really knows
how to handle them.

• The activities related to developing employees, such as performance reviews or
counseling sessions? Well, maybe. After all, those can wait until things settle down.

Even though most managers readily agree that people are their most important
resource, they find it easy to postpone human resource development in favor of other
pressing concerns. The career counseling they have been meaning to do slips to the
bottom of the mental in-box, right next to performance appraisals and requests for
training. Too often, employees find their managers inaccessible. They see their man-
agers infrequently and speak to them even less. When employees do initiate interac-
tion, managers have a way of “tossing it off ”—responding to employees’ questions
and concerns with palliatives like, “Hang in there!” or “Let me think about that.”

CHAPTER TWENTY-FOUR

CAREER DEVELOPMENT
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Beverly L. Kaye
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This isn’t because managers don’t care about the developmental needs of em-
ployees. They know that companies pay a price for dissatisfied workers who find few
challenges or career opportunities in their jobs. They understand the costs of having
to recruit and train new employees. They understand that high staff turnover cuts 
productivity. They recognize that career development and counseling create a better
“fit” between employees and their jobs, which increases efficiency and elevates morale.
But they still don’t make employee development a priority. Why? Listen to these typ-
ical comments:

• “I know I should sit each employee down for a chat about his or her future here and
career in general. That would be ideal. But I have twelve people who report to me
directly; then there are dozens under them. We’re talking about an enormous task.”

• “I guess I’m really wary about raising expectations that we just can’t meet, like pay
raises and promotions. If we start talking about career goals, we could be open-
ing a Pandora’s Box.”

• “Those sessions on ‘Let’s spend an hour talking about you’ seem so forced. To 
really counsel my employees, I’d have to be much more skilled in that area. I’m a
planner and an organizer, not a counselor.”

• “If we’re going to get into career development, it has to include everyone. And that
would take a lot more time than we have right now. So at least for the foreseeable
future, employees are going to have to deal with career issues on their own.”

Just Do It

Contemporary organizational practices rely heavily on managers’ abilities to get the
most from their employees. But with the ranks of middle managers shrinking, those
who remain have more responsibilities and less time to devote to employees’ critical
developmental needs.

Employees can’t put their career needs on hold until managers accumulate the
time and talent to offer them comprehensive career guidance. HRD specialists can
help managers substantially meet employees’ needs by teaching managers to incor-
porate career development into their day-to-day routines.

Some managers do this naturally—they recognize employees’ interests through
casual conversation or by observing how employees work. They give feedback that can
help workers develop professionally. These managers take advantage of “coachable
moments”—opportunities that occur in the context of ongoing work and open the
door for valuable, if brief, career counseling. “Coachable moments” help managers
address career development within the small amount of time available.
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Coachable moments represent an informal, spontaneous opportunity for career
development. Coachable moments do not substitute for formal programs and in-depth
counseling, but they can produce important results.

To take advantage of coachable moments, managers first need to understand and
commit to the need for career development as a way to use human resources 
productively. To act on that commitment, managers must take three steps: recog-
nize, verbalize, and mobilize.

• Managers need to recognize opportunities for coachable moments when they occur,
picking up on cues from employees whose words and actions indicate an open-
ness to immediate developmental feedback.

• Managers need to verbalize. They have to take time to talk to employees in a way
that helps both parties understand and “check out” developmental options.

• Last, managers need to mobilize. They should suggest, on the spot, next steps that
can help employees develop their careers.

With those three steps, in just a few minutes, a manager can serve as a catalyst for
an employee to undertake his or her own enrichment and developmental activities.

Recognize Opportunities

The following common cues from employees can tip off managers to opportunities for
“coachable moments.”

An Employee Demonstrates a New Skill or Interest. Lynne, a secretary in the word
processing pool, hands her manager a flyer she produced on her computer. It looks al-
most as good as one that might have come from the company’s graphics department.
Lynne mentions, “I’ve been doing some fiddling with that new graphics program and
the laser printer.”

This type of cue indicates that an employee is taking a crucial step in career de-
velopment: self-assessment. Most who take this step will not end up in an entirely new
career or different job. But with help, by broadening their skills, they can expand their
contributions to the organization and gain more satisfaction from their work.

An Employee Seeks Feedback. Marc, a new supervisor, has drafted a detailed pro-
posal for reorganizing tasks in his purchasing unit, including a budget that demon-
strates annual cost reductions. Several days after submitting it to his boss, he asks
her: “Did you get a chance to check out those figures in the budget I gave you for the
new organization?”
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An employee who asks for feedback or evaluation might be examining strengths
and weaknesses, not just fishing for a pat on the back. This type of cue indicates that
an employee is conducting a reality check, the second critical step in career develop-
ment. When managers recognize these coachable moments, they should relate feed-
back on the activity to the employee’s potential; this helps the employee discover areas
to enhance and develop.

An Employee Is Thinking About Change in the Organization. Lindsey, a com-
puter programmer, mentions to her manager, “I heard that the advertising office might
develop a slot for its own network-management person. Is advertising growing that
fast, or do a lot of departments already have their own network managers?”

When employees show interest in better understanding the organization’s struc-
ture and development, they might need an opportunity for organization study. Man-
agers can help employees see how their aspirations fit with organizational realities and
directions. Employees might use this information to develop career paths that even-
tually could take them outside their current units; in the meantime, they will add value
to their present positions.

An Employee Is Experiencing a Poor Job Fit. Barry, a payroll supervisor, recently
has become the subject of complaints about sloppy work in his unit. When his man-
ager points out an error, Barry responds, “I guess that one just slipped by. The only
way to make sure nothing slips is for me to monitor my people more closely, and I
really don’t want to do that. That’s not my job.”

When an employee sends cues about poor job fit, it might mean the employee is
considering his or her options and goals, a vital aspect of the career development
process. An employee might have outgrown the job, or the job might not match 
his or her interests or abilities. If managers recognize these signals as opportunities
for coachable moments, they might be able to help unhappy employees find better
matches.

An Employee Is Searching for Development Opportunities. Julie, who deals
with new-client prospecting for a large construction-management firm, tells her man-
ager, “You can probably count on me being here in this job forever. I thought I might
be good at project planning, but those people are all hired from outside with previ-
ous experience.”

Most employees who have clear goals in mind but don’t know how to achieve them
need only minimal encouragement and suggestions to help them map out career plans.
But typically, they don’t ask for help outright. Instead, they vent frustration.

Managers must recognize that these employees are not just asking for empathy;
they want help in planning the actions they should take to attain their goals.
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Verbalize Support

This step opens a dialogue and establishes a rapport that says, “I noticed; I care.” By
verbalizing, managers confirm that they have read employees’ cues correctly, and they
demonstrate their interest.

For some employees, a coachable moment requires only a brief verbal response—
assured of support from above, they are motivated to pursue their own career devel-
opment. Other employees need more help in sorting out how they want to direct their
energies and develop their careers. In either case, the verbalization step is not meant
to provide solutions, but to help employees define their goals and needs. Let’s look at
some examples of verbalizing that might follow the cues offered in the previous cases.

New Skill or Interest. When Lynne showed her boss the flyer and mentioned that
she had produced it with new software, her manager could have taken advantage of
the coachable moment by saying, “This is really good. Is it something you’d like to do
more of ?” or “Nice job. I had no idea you were interested in graphics.” This type of
brief response shows approval and opens the door for the employee to discuss a new
area of skill or interest. It goes beyond the disinterest of, “Thanks. We can use that.”

Evaluation or Feedback. When Marc asked his boss if she had checked the budget
figures in his reorganization proposal, his manager could have responded, “I like your
use of a program budget rather than an expenditure budget. How did you decide that
would prove your point best?” or “Budgeting really seems to be a strong point for you.”

This opens a dialogue that might prompt Marc to talk about specific job interests—
the skills he might want to enhance and develop in his work. Dialogue would be cut off
if the manager had simply responded, “I’ve only skimmed the report, but it looks fine.”

Change Within the Organization. When Lindsey asked if many departments have
their own network managers, her manager could have said, “Sales and research
have their own network managers, and I think we’ll be seeing more departments going
that route” or “We’re growing in that direction. Is it something you’d be interested in?”
This kind of response provides the desired information and the opportunity for the
employee to confirm his or her interest in a different area of the organization. If
Lindsey’s manager had simply said, “I’m not sure; you might check with personnel,”
the coachable moment would have been lost.

Poor Job Fit. When Barry said it was not his responsibility to prevent errors by 
supervising his staff more closely, his manager could have asked, “What do you see as
the critical functions of your job?” or “Why don’t you want to monitor your people
more closely?”
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The key is to open a dialogue that can help identify the source of the problem. Is
the employee bored or disinterested? Does the employee lack training or knowledge?
Managers need to confront these situations, not just shrug them off with a vague di-
rective (“You’re going to have to try to eliminate those continuing errors”).

Searching for Development Opportunities. When Julie told her manager that she
believed her lack of experience would prevent her from ever trying project planning,
her manager could have suggested, “Some of your experience in our area could be
applicable, with just some additional training” or “If you’re serious about it, there
might be some ways you can get similar experience here.” Such a response lets Julie
know her manager supports her development desires and has ideas that can help.

Verbalizing requires a commitment on managers’ parts to keep the conversation
going, but it does not require a lengthy interaction that seeks to explore and solve all
issues. Even if a manager decides to stop at this step, verbalizing can make a valu-
able contribution to an employee’s pursuit of career development.

Mobilize the Employee

Once a manager has recognized a cue and opened a conversation with an employee,
the manager can “mobilize” the employee by suggesting steps the employee can take
to develop his or her career. At this stage, the key for managers is to be candid and spe-
cific. Mobilizing still leaves the responsibility for career development with the employee,
but it helps the employee focus on realistic, doable steps. Here are ways in which man-
agers in the previous examples could mobilize their employees.

• After recognizing Lynne’s new skill at computer graphics and confirming her in-
terest, Lynne’s manager could say: “You might want to take a shot at the invitations
for Steve’s retirement party” or “Why don’t you ask Michele down in graphics what
other new programs are available that you might want to learn?”

• After Marc has requested and received feedback on development of a budget
proposal, his manager could suggest: “Let’s put this on the agenda of the next 
administrative meeting so you can show the other supervisors how performance
budgeting might help them” or “This year, why don’t you draft your unit’s budget
for my review, instead of me doing it?”

• After Lindsey has expressed an interest in computer-network management posi-
tions within the organization, her manager might mobilize her by saying, “If it’s
something you’re thinking about for yourself, you might want to talk to Jane Hunter,
who does computer personnel work, about the kinds of training those positions 
require” or “A computer-network manager is something our division might 
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eventually need, too. Why don’t you talk to some of the network managers in other
divisions and work up a proposal for me about when and how our unit might phase
into that?”

• After confirming Barry’s poor job fit, Barry’s manager might say, “You have some
valuable skills, but we might not be using you in a way that fits your interests. If you
make a list of your skills and interests, I’ll look at it with you to see what we can
do to improve the situation.”

• After Julie has indicated that she can’t identify strategies to develop the opportu-
nities she seeks, her manager could suggest: “You got to know Alan pretty well when
he was planning the university project. Why don’t you talk to him about courses
and projects that might help you learn the ropes; then bring a list of them to me so
that we can see what we can do” or “If I were you, I’d review some of the job de-
scriptions for planning positions to check out qualifications. Then you’ll have an
idea of exactly what gaps you might need to fill and what you already have to offer.”

Mobilizing employees takes more creativity and awareness than time on a man-
ager’s part. This step leaves an employee with concrete suggestions he or she can act
on and demonstrates that managers are interested in employees’ developmental needs
and willing to be involved.

Seize the Moment

With practice, acting on coachable moments can become routine and almost 
instinctive for managers. Seizing the opportunity for “coachable moments” creates a
caring environment that can alleviate many employee frustrations about development
on and beyond the current job.

Coachable moments can go a long way toward meeting employees’ needs for job
satisfaction and the organization’s need for effective use of employee talent. These
brief encounters enable managers to seize the moment for employee development
when lengthier discussions and planning sessions aren’t possible.

Acting on a coachable moment might add up to only a five-minute discussion, but
that discussion can initiate important partnerships between caring (but extremely busy)
managers and employees who need help and encouragement to focus on career goals.

◆ ◆ ◆

Beverly L. Kaye is president of Career Systems International, Inc. Her cutting-edge
management and career-development programs are used by leading international cor-
porations. Kaye is a prolific writer, popular lecturer, and management consultant.
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Coaching frequently receives rave reviews as a developmental tool. In fact, suc-
cessful people in organizations often credit a coach or mentor who guided them

to or through the attainment of critical experiences or helped them develop required
competencies or pay appropriate dues.

Yet in the past, this tool has been used most frequently by white men to help white
men. As the workforce continues to become more diverse, and minorities and women
continue to report coming up against glass ceilings in many environments, the 
question becomes: Can coaching enhance a manager’s ability to access talent from
a workforce characterized by diversity?

This chapter explores how leaders and managers of an increasingly diverse work-
force may offer this developmental tool to those whose attributes and behaviors differ
from their own. It first defines coaching and analyzes the dynamics of effective coach-
ing relationships. Then it addresses the impact of diversity on the coaching process.

Because most organizational settings require collective efforts for success, this
chapter focuses on coaching in the context of teams as opposed to individual efforts.
Similarly, while workforce participants can differ along an infinite number of di-
mensions, the discussion here centers around two that receive enormous attention:
race and gender. However, the reader likely will find it possible to extrapolate to other
dimensions of interest.

CHAPTER TWENTY-FIVE

COACHING IN THE MIDST OF DIVERSITY

R. Roosevelt Thomas, Jr.
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What Is a Coach?

A coach is an individual who enables others to achieve collective objectives. Through
a variety of activities, coaches seek to foster individual and team achievement. Coaches
relish achieving through others and serve in a variety of roles, some of which are de-
scribed in the following paragraphs.

Mentors (Teaches). A basic coaching function is that of teaching or mentoring.
Comments about great coaches often begin by acknowledging the individual’s teach-
ing capacity. This function is probably the cornerstone of the coaching role.

Sponsors (Advocates). On and off the field, coaches sponsor, advocate, or run in-
terference for their players. This could mean pleading the player’s case with an um-
pire or referee, or it could involve helping to access necessary resources or a promotion
or reward for a participant. The coach can perform this function openly or behind the
scenes. Players are often unaware of the coach’s intervention.

Counsels. The coach provides a sounding board for players desiring to test or refine
their thinking about some aspect of their game. In the coach, players ideally find an
individual who cares enough to be open and honest in his or her responses.

Creates a Motivational Environment. The coach does not motivate, but rather pro-
vides an environment that allows each player’s personal motivation to come to its full
potential. This may require the coach to respond to different players differently, given
his or her understanding of each individual.

When players are motivated to satisfy an authority figure, the effective coach as-
sumes the role of a demanding authoritarian. When players are motivated to satisfy
an inner drive for excellence and perhaps perfection, the effective coach becomes a fa-
cilitative counselor. Phil Jackson, former coach of the Chicago Bulls basketball team,
provides an interesting example of creating a motivational environment (Jackson &
Delehanty, 1995).

Because Jackson believed that all players sought to connect to something bigger
than themselves, he focused on fostering spirituality for team members. Drawing from
a variety of spiritual traditions, he created an overarching metaphor that framed bas-
ketball seasons as “sacred journeys.” His goal was to provide an environment in which
the spiritual motivations of his players could manifest themselves and become sources
of cohesiveness and collective achievement.

Communicates the Rules. Coaches convey to players how the game is played. They
help them to understand the formal and informal (unwritten or not talked about) 
success requirements. Key to their ability to do so is a sense of timing. They must 
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convey the rules when opportunity knocks. Setbacks or defeats, for example, can
provide opportunities to convey lessons about winning that would be difficult to “hear”
in the midst of success.

Provides Perspective. In the heat of competition, a participant can lose perspec-
tive and focus. From the sideline, coaches often can see things that players cannot. The
ability to help players stay in touch with the “big picture” can make the difference 
between failure and success.

Characteristics of Effective Coaching Relationships

Effective coaching relationships share several characteristics. One key characteristic is
affirmation by the organization that coaching is a legitimate activity. In many settings,
the prevailing culture excludes coaching as a requirement or an expectation. If coach-
ing exists, it is because of the preferences of the coach and it is viewed not as an 
organizational necessity, but as a quirk of a nice, “people-oriented” individual.

Acceptance of coaching responsibility is another shared characteristic of effec-
tive coaching relationships. Yet even in cultures that encourage coaching, leaders
and managers can be reluctant to do so.

Several things contribute to this reluctance. Many managers prefer “doing the
work” rather than coaching. Others may believe in “rugged individualism.” Within
organizations, this translates as “the cream will rise to the top” and “the really good
don’t need help.”

A related hindrance to accepting responsibility for coaching is meritocracy. Some
view coaching as an activity that compromises the notion of merit-based success. They
contend that recipients of coaching have availed themselves of improper help and can-
not claim to be self-made.

Successful coaching relationships also rely on the potential beneficiary’s willingness
to be coached. Great athletic coaches frequently credit their success to having coachable
players. In organizations, the factors that inhibit managers from wanting to coach can
make potential beneficiaries unwilling to be coached. For example, rugged individual-
ism, meritocracy, and a desire to be self-made can cause individuals to forge ahead alone,
depriving themselves of the benefits of any proffered coaching.

There is irony here. Because coaching often occurs behind the scene, individu-
als who refuse to be coached are often misinformed. They fail to realize that the “self-
made successes” they admire have benefited from effective coaching.

Intimacy is part of successful coaching relationships as well. Coaches serve 
before, during, and after games. Coaches and players spend an enormous amount of
time together. The more intimate the relationship is, the greater the potential for 
effective coaching; the more effective the coaching is, the greater the intimacy that is
likely to be shared.
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Trust, which grows with intimacy, is also necessary for coaching success. Trust
both accompanies intimacy and makes it possible. A by-product of trust and intimacy
is caring.

Coaches care for players; players care for coaches and other players. Often, suc-
cessful professional sports teams and high-achieving businesses refer to themselves as
“family” or as having a “special kind of chemistry.” Recently, a commentator noted
that the chemistry of the Atlanta Falcons was especially good. In response, Coach Dan
Reeves noted: “That’s been true on all the winning teams I have seen. Football is a
team sport. And players have to come to care deeply about each other.” This caring
reflects the trust and intimacy required for effective coaching.

Effective coaching also requires shared commitment and ownership. Coaches and
players share a commitment to collective objectives, and while the coaches cannot play,
they share ownership in any success or failure that may be realized. This is why coaches
frequently accept responsibility for a team’s failure.

Presumptions of fairness and equal treatment are essential to quality coaching 
relationships as well. Effective coaches strive to treat people fairly and equally within
the context of collective objectives. However, in quality coaching relationships,
both coaches and players know that treating people fairly and equally does not nec-
essarily mean treating them the same. Unless this understanding exists, coaches risk
being accused of favoritism as they respond to their players’ different needs.

Who Are the Coaches?

How can we identify coaches within organizations? Some believe that mentors are
coaches, but not all mentors are coaches. Mentors may agree to teach without shar-
ing ownership or responsibility for outcomes, or without accepting the intimacy that
characterizes effective coaching.

The same can be said for sponsors. All effective coaches are sponsors, but not all
sponsors are coaches. Some sponsors maintain a distance that precludes intimacy or
shared ownership of results.

Organizational coaches are likely to be leaders and managers. Leaders are 
responsible and accountable for organizational results. They may be formal heads of
organizational units, such as divisions, functions, or departments, or individuals chair-
ing cross-functional teams, task forces, or special projects.

But coaches also can be those with informal influence. A valued individual con-
tributor can provide coaching to a network (team) without having formal authority.
Alliances such as these may exist around points of view, shared interests, or profes-
sional experiences. Within a company, for example, a group of chemists committed to
a particular school of thought might be headed informally by one of its colleagues.
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This individual can influence associates through coaching efforts centered in mutual
respect and trust, professional intimacy, shared commitment and ownership, men-
toring and sponsoring—all without formal authority or responsibility. As individuals
experience success or failure, so do the coach and fellow practitioners.

Impact of Diversity

My research and work with organizations has convinced me that diversity can play
havoc with developmental processes such as coaching, mentoring, and sponsoring. A
consequence has been less-than-optimal development, opportunity, and utilization
of talent with respect to minorities and women. Some issues that the presence of
diversity can raise are examined below.

Social Allegiances. White males coach white males best because of social allegiances
and relatively high comfort levels, compared to those that they experience with 
minorities and women. As one white male manager commented, “Mentoring is very
important here, but minorities and women don’t get the guidance they need, so
they walk on land mines that could be avoided.” When asked why the guidance was
not forthcoming, he replied, “Social allegiance. We don’t know how to relate to
women and minorities as subordinates or peers. We’re more comfortable with white
males. Lately, we’ve made some progress with women, but we’re nowhere with 
minorities.”

Another indicator of this “social allegiance gap” is the way in which mentoring
and coaching relationships evolve. White males typically report having been chosen,
whereas minorities, in particular, describe themselves as having acted proactively to
initiate a mentoring relationship. One black woman noted, “I selected the white male
I wanted as a coach and approached him. He was reluctant at first and appeared to
be uncomfortable, but it has worked out well.”

Preferential Treatment. Concerns about reverse discrimination and preferential
treatment can block the establishment of coaching relationships with minorities and
women. The desire of minorities and women to avoid being labeled an Affirmative
Action hire or promotion can deter them from entering into the informal develop-
mental coaching arrangements that can be pivotal to one’s career. Some fear that ask-
ing for a coaching relationship will be viewed as a request for favoritism or a sign of
weakness, so they wait to be approached.

White males worry that offering coaching to those individuals might spill over into
preferential treatment, or be seen as an insulting suggestion that minorities and women
need special help to be successful. The fact that coaching relationships in many 
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organizations do not operate in the open, but rather in a shroud of mystery, means
that whispers and rumors further complicate matters.

Lack of Confidence. Many white males possess only a limited history of interact-
ing with minorities and women as colleagues and peers. As a result, they often feel in-
adequate to the task of creating a motivational environment or providing perspective
for minorities and women.

One white woman manager relied primarily on a white male for coaching and de-
velopmental assistance, and indeed, he performed well in this role. Her undoing, how-
ever, came from being blindsided by women’s issues. In retrospect, she feels that she lost
touch with the challenges of being a woman in an organization. Her white male men-
tor lacked experience and knowledge in that arena. Had she had an additional rela-
tionship with a more experienced woman manager (who were scarce in her company
at that time) or with a network of women, she might have avoided being blindsided.

Lack of Trust. Trust facilitates effective coaching. When minority and women em-
ployees enter a company and see people like themselves clustered or at the bottom of
the pyramid, they may find it difficult to trust the organization’s process.

In one corporation, a black male learned that effective social relations with white
males were required to receive a promotion. Although he perceived some of what was
suggested as personally demeaning, he stood ready to do what was necessary. But he
did not act on the counsel he received. He realized that the advice had worked for
white males seeking promotions, but he did not trust that it would work for him as a
black male. His fear was that he would do something he found distasteful, only to have
it fail to make a difference for him. Subsequently, he left the corporation in search of
another setting, one in which he had more trust.

Fear of Intimacy. Coaching requires intimacy. Some white males worry about es-
tablishing such intimacy. One white male remembers, “When women first arrived in
numbers, white males here feared closing their doors when they met with a woman.”

Minorities, too, can be uncomfortable with intimacy, particularly if they come
to the workplace with no history of intimacy with whites. One black woman manager
recalls hearing her grandmother, who prospered as an entrepreneur, say repeatedly, “I
would just never work for a white person.” Now this black female works in a corpo-
ration with white males and white females. Her grandmother’s voice lingers, making
it difficult for her to be intimate with her white colleagues.

Faulty Presumptions of Fairness and Equal Treatment. Because many compa-
nies do not define coaching as legitimate, individuals can presume that it constitutes
an unfair practice and fosters inequality. With diversity, perceptions of lack of fairness
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and equal treatment can quickly evolve into charges of racism and sexism. This real-
ity can lead managers with significantly diverse workforces to avoid coaching out of a
belief that doing so could lead to charges of some “ism.”

Recommendations

Executives who wish to foster effective coaching in the midst of diversity must begin
by legitimizing coaching. They can do this by encouraging potential coaches to accept
the responsibility and by encouraging potential recipients to be coachable. They must
posit coaching as a necessity that is critical to the organization’s viability. In particu-
lar, facilitating executives must take care to sanction and reward coaching across racial
and gender lines.

Facilitating executives must also encourage potential coaches and recipients to 
accept responsibility for addressing diverse coaching relationships—for making
the coaching experience effective. A critical step here will be to prepare both parties
to respond to diversity appropriately.

They must also encourage both potential coaches and recipients to be open to dif-
ferences that might be uncomfortable, but do not compromise achievement of per-
sonal and organizational objectives. They can do this by helping the coaching parties
identify and focus on the requirements for success, as opposed to personal preferences
or traditions.

Facilitating managers must also help the coaching participants become comfort-
able with the diversity tension that can characterize relationships in which people have
significant differences. They can do so by helping them to accept the reality of the 
tension, and therefore avoid undue stress when it appears. They can also do this by
helping them to maintain a focus on requirements.

Facilitating managers can also help coaches and recipients to become skilled in
responding appropriately to diversity issues. In Redefining Diversity (Thomas, 1996), I de-
tail action options for coping with diversity. The coaching partners will benefit from
familiarity with these options and the ability to select the option or blend appropri-
ate for their relationship.

Clearly, coaching in the midst of diversity requires preparation. Unlike coach-
ing relationships between relatively homogeneous pairs, it cannot be left to chance.
It is equally clear that, although the discussion here has focused on the dimensions of
race and gender, it could be generalized to include other variables, such as age, tenure
with the organization, sexual orientation, and functional background. As workforce
participants become more diverse, executives and managers desiring to access talent
will need to become effective in fostering coaching across diversity lines or risk not tap-
ping potential to the degree required for success.
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published books; his most recent is Giraffe and Elephant—A Diversity Fable. Dr. Thomas has
been active for more than twenty years as a consultant to numerous Fortune 500 com-
panies, corporations, professional firms, government entities, non-profit organizations,
and academic institutions, and he has served as a frequent speaker at national confer-
ences and industry seminars. He has also served as secretary of Morehouse College, dean
of the Graduate School of Business Administration at Atlanta University, assistant
professor at the Harvard Business School, and instructor at Morehouse College. Further,
Dr. Thomas has been recognized by The Wall Street Journal as one of the top ten consul-
tants in the country, elected as a Fellow in the National Academy of Human Resources,
and cited by Human Resource Executive as one of HR’s Most Influential People. Contact:
www.rthomasconsulting.com; rthomas@rthomasconsulting.com.
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Iused to question what executive coaches brought to clients that the executives them-
selves didn’t already know from their own experience. Having had the privilege of

coaching many executives, I now understand that the answer is perspective—a per-
spective beyond that of their own experience, organization, and culture. In particular,
given my background, I almost always have the opportunity to reframe issues in a
broader, global perspective. More frequently today, I have the opportunity to reframe
business realities that have previously been appreciated primarily from a man’s per-
spective into broader possibilities as seen from both men’s and women’s perspectives.

Part of bringing a broader perspective is to offer a context of meaning beyond
each executive’s unique position, organization, and industry. By quietly asking ques-
tions that are beyond the bottom line, coaching dialogues offer opportunities for exec-
utives to consider more consciously the types of contributions they are making to their
companies and to choose the kinds of contributions they would like to be making more
broadly for the betterment of the world. Examples of these questions include:

• “What does success mean to you?”
• “In which ways does your work lead to your company doing well financially and

simultaneously doing good for society?” and
• “Why would your daughter be proud to tell her daughter about what you are 

accomplishing?”

CHAPTER TWENTY-SIX

COACHING EXECUTIVES

Women Succeeding Globally

Nancy J. Adler

Y

35_977632 ch26.qxd  9/1/05  7:03 PM  Page 237



These questions often appear illegitimate when taken out of the privacy of the
executive coaching dialogue. In the public glare of business-as-normal, such questions
frequently fail to appear sufficiently pragmatic to warrant executive time. And yet the
conversations, reflection, and learning that such questions generate often bring soul,
along with deep, personal motivation, back into the pragmatism of professionalism.
Context, significance, and purpose are without counterparts in the pragmatism of suc-
cessful careers, successful lives, and successful societies.

How Does Coaching Women Executives 
Differ from Coaching Men?

While few people question that the economy has gone global, most assumptions about
building a global career and succeeding as a global executive remain based on the ex-
perience of men. Many of the most fundamental assumptions about executive success
remain parochial—limited not only to the experience of men, but often to the expe-
rience of men working within their own home countries. If companies continue to be-
lieve current parochial assumptions about business success, few, if any, women will
venture out into the world beyond their national borders, and even fewer will succeed
once there. In these opening years of the 21st century, one of my roles has become
coaching executive women to succeed in a global economy by going beyond the myths
and erroneous assumptions of history.

Because so few women worked as global managers in the 20th century, let alone
as global executives, ignorance and misleading myths abound. Not surprisingly, many
women, especially in such English-speaking cultures as the United States, have been
led to believe that they must emulate men to succeed. Fearing to differentiate them-
selves in any way from their successful male predecessors and contemporaries, many
women become reticent to challenge openly the abundant myths about the barriers
women supposedly face when attempting to conduct business abroad. One of the
most valuable aspects of executive coaching, therefore, has become the private space
it creates for women managers and executives to ask such societally unacceptable
questions as:

• “Is it true that businesswomen can’t succeed in the Middle East?”
• “Will I insult the Arabs if I lead the negotiating team in Saudi Arabia?”
• “Is it true that our company’s expansion into South Asia will be jeopardized if I

head up the project?”
• “Even if I succeed in getting the CEO to send me to Korea, will I fail once I’m

there? I’ve heard that Korean businessmen just ignore women. Is it true that they
never take a businesswoman seriously?”
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• “Will our joint venture partners be annoyed when they see that my company has
sent me as the lead engineer?”

• “Will men in Latin America really think that my company has sent me as some kind
of sexual plaything? What do I need to do to get them to respect me?”

As I listen to women telling their stories and asking their “unaskable” questions,
my most frequent response is, “Why?” Why do you think that might happen to you?
What reality do you want to be true for you? How can you go beyond all the nega-
tive scenarios of what you and others in your company imagine will occur? Why do
you think foreigners will be more prejudiced against you than are some of the exec-
utives you have already successfully dealt with here at home? How can you go beyond
history’s erroneous assumptions to create your own reality? In the privacy of execu-
tive coaching dialogues, we laugh, question, and explore a world that has literally been
foreign to all too many women and companies. In the process, we lay to rest the mis-
leading belief that women cannot succeed abroad or that, in order to succeed, they
must act like men. Let me give a few examples.

Myth One: Global Experience Is Not That Important

Lisette, an executive in a major consumer products company with two teenagers in
high school, recently turned down an assignment in Brussels. Annoyed with her,
Lisette’s boss told her that he would not consider her for a senior vice presidency be-
cause she was not mobile. He emphasized that her promising career would plateau if
she did not willingly move abroad to take the expatriate assignment.

Lisette challenges the importance of international experience. She knows that nei-
ther her boss, nor his boss—the CEO—have had much experience abroad beyond
regularly boarding airplanes. Given that she is currently the highest ranked woman in
the company, the requirement that she gain international experience looks suspiciously
like another hurdle her boss is putting in the way of her career progress—the latest
hurdle defining the glass ceiling.

My response to Lisette’s angry phone call is a resounding, “No!” Business has gone
global. Requiring international experience reflects neither sexism nor a new variant
of the glass ceiling. “Your boss is right. If you choose not to get international experi-
ence, it is you who are choosing to remain well below the glass ceiling. No man or
woman should be promoted into the executive ranks of a major 21st-century com-
pany without having a profound understanding and appreciation of global business
dynamics. Your boss and the CEO grew their careers in another era, an era of do-
mestic or, at most, multi-domestic business. Unless your aim is to progress backward
through history and to attempt to have a parochial 19th- or 20th-century career, you
don’t dare consider limiting your experience to domestic, stay-at-home assignments.”
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Lisette doesn’t like what I am saying, but she believes me. As an executive coach, an
outsider, she knows that I am on her side and that I will tell her the truth—even if it is
an inconvenient truth that she would rather not hear. Recognizing the truth, however,
does not imply resignation to a career stopped by a seemingly impenetrable global glass
ceiling. The outwardly paradoxical question I raise with Lisette is: “How can you ac-
quire significant global experience while simultaneously keeping your commitment to
not move abroad during your children’s formative high school years?” Asking such para-
doxical questions as: “How can you both move abroad and not move abroad?” and then
helping executives resolve them is a significant part of my executive coaching role.

Myth Two: Given Family Commitments, I Can’t Take a Global Assignment

In reflecting on her dilemma, Lisette realized that expatriation, while a very power-
ful way to gain global experience, was not the only alternative open to her. As we brain-
stormed options, Lisette discovered that she could increase her global experience
significantly by participating on global task forces, increasing her international busi-
ness travel, and—her most creative idea—taking short-term assignments in Europe
and Asia while her two teenagers were away each summer at camp. For Lisette, as well
as for many other executive women, the problem is the form in which global experi-
ence has traditionally been offered (expatriate assignments), not the requirement for
global experience itself. The trap for Lisette would have been to reject global experi-
ence because it was offered in its traditional, and to her unacceptable, form—as a
three-year to five-year expatriate assignment. The trap for me as a coach would have
been to accept her boss’s definitions of reality, rather than helping Lisette to think 
beyond the mythology surrounding the corporation’s increasingly anachronistic re-
quirements. As Lisette’s subsequent discussions with the CEO revealed, expatriation
as a developmental strategy was a better fit for the company’s needs in the past, when
their business strategy required key executives to have an in-depth knowledge of
only one foreign culture. By contrast, today’s globally integrated transnational busi-
ness strategies require key executives to understand multiple cultures and their inter-
actions. The very option that Lisette was suggesting for herself—shorter-term exposure
to multiple countries—has actually become preferable in many cases to the company’s
traditional emphasis on a single, longer-term expatriate assignment.

Myth Three: Being a Woman Is a Disadvantage for Global Managers Because
Certain Cultures Make It Impossible for Women Executives to Succeed

This is a pervasive and erroneous myth that finds its way into the thinking of the vast
majority of today’s executives, both male and female. Valana, a senior financial analyst
for a major pharmaceutical company, was offered a regional vice presidency in Japan.
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Given the company’s new startup operations in Pakistan, the position in Japan would in-
volve considerable travel to this Islamic country. Valana felt simultaneously excited and
cautious. As a woman, would she be able to succeed in Japan and Pakistan, both coun-
tries reputed to act with hostility toward women managers and executives? She worried
that if she openly raised her fears with her boss, he would change his mind and that,
once again, the company would assume that it could not send women abroad. To make
sure that she did not ruin the opportunity to work abroad for herself or for other women,
she chose not to raise her concerns inside the company, but rather relied on the confi-
dentiality inherent in the executive coaching relationship. She called me.

Valana’s initial fear was that no woman could succeed in Japan or Pakistan. Her
real fear was that if she accepted the position, she would be setting herself up for fail-
ure. When I asked her why she believed she would fail in either of these two Asian
countries, she immediately cited the cultural limitations placed on most women in
Japan, as well as in most Islamic countries. Unconsciously, yet understandably, Valana
had fallen into the Gaijin Trap. She had assumed that, as a woman, she would be treated
similarly to the local Japanese and Pakistani women, few of whom are given the cul-
tural latitude to succeed as executives in major multinational businesses. Her mistake
was not in her statistics; she was right that there are still very few women executives in
either country. Rather, her mistake was in overemphasizing the salience of being a
woman. Based on the actual experience of women executives who have worked
abroad, we know that American women are treated as foreigners who happen to
be women. They are not treated in the same way as local women. While both the
Japanese and Pakistanis limit the roles that local women can take in business, neither
culture confuses foreign women with local women. Valana’s freedom to succeed lies
in the fact that she is visibly foreign. The mistake for Valana would be to assume that
the Japanese could not tell that she is not Japanese (or that the Pakistanis could not tell
that she is not Pakistani); they can.

To get accurate tips on how to succeed in such cultures, I suggested that Valana
restrict her advice gathering to conversations with other North American and European
women who have worked for major global companies in Japan or Pakistan. From them
she could learn the nuances of showing respect in each culture without limiting her own
success. I strongly advised that she disregard suggestions made by both men and women
who had not had direct experience with women working in the particular countries in
which she would be working. Without direct experience, even the best-intentioned col-
leagues unconsciously pass on myths disguised as advice. The only thing that eradi-
cates the myth that women cannot succeed abroad—and, simultaneously, the fear that
such myths engender in both women executives and the companies that hesitantly
consider sending them on global assignments—is learning about the actual experiences
of women executives who have worked abroad—the majority of whom have succeeded.
(See Adler, 1994, for further research on this topic.)
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In the next couple of weeks, Valana did talk with many such women, coming back
to me frequently to ask whether I thought their suggestions would be relevant for
her. Among her many questions, Valana asked if it were true that women executives
did not have to stay up drinking until late into the night in order to do business with
Japanese firms. My answer: “Absolutely true.” Whereas male business behavior
in Japan is fairly codified and usually includes a lot of business entertainment and
drinking, the newness of women conducting significant business in Japan means that
male/female business behavior has yet to become rigidly codified. Given the ambi-
guity at this point in history, women have more latitude than do men to conduct busi-
ness in ways that feel most comfortable to them. As one highly successful American
woman executive, who had been based out of Tokyo for years, laughingly related to
me, “Among all of my male colleagues, I am the only one who has consistently main-
tained great relationships with Japanese clients without needing to put my liver in jeop-
ardy! I can get away with conducting business over lunch and a Perrier; the men can’t.”

Myth Four: Public Is Public, and Private Is Private; to Be Taken Seriously, 
a Woman Executive Must Hide Her Role as a Wife and Mother

The myth, albeit false, is that foreigners will not take a businesswoman seriously un-
less she is completely focused on work. American women, who come from one of
the most task-oriented cultures in the world, often fall into the trap of attempting to
emulate American businessmen. They try to focus almost exclusively on business—
to the detriment of both their worldwide business success and their private lives.

Perhaps one particularly successful businesswoman’s experience says it all. On a
business trip to Hong Kong, Katia, a marketing vice president for a global telecom-
munications firm, was negotiating her first major contract with a consortium of Thai,
Malaysian, and Chinese companies. The negotiations were not going very well and
looked to be in jeopardy. At a particularly tense moment in the deliberations, Katia
glanced at her watch, stood up, and apologized for needing to take a ten-minute break.
While receiving quizzical looks from the group of men, she explained that it was bed-
time for her seven-year-old daughter, back home in Chicago, and that she always called
to say good night to her daughter, no matter where she was in the world.

Returning ten minutes later, Katia was surprised to discover that the tension around
the negotiating table had melted. As she entered the room, the Thai executive asked
how her daughter was doing, the lead Chinese negotiator asked Katia if she had a pic-
ture of her daughter, and the other negotiators expressed how difficult they imagined
it must be for a mother to be so far away from her daughter. After this brief exchange
of warm interest and concern, the negotiations continued, now clearly with a focus
on efficiently finding a mutually beneficial agreement. At noon the following day, the
negotiation that had appeared irreversibly stuck came to a successful conclusion.
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Most women from Anglo-Saxon cultures, and especially those from the United
States, have been coached by their colleagues to separate their private lives from their
professional lives. To succeed abroad, however, these same women need to unlearn
the advice they have received from their Anglo-Saxon colleagues. Unlike the task-
orientation of Anglo-Saxon countries, most countries in the world emphasize rela-
tionship building. In countries such as China, Malaysia, and Thailand, people will only
conduct business with people they know, like, and trust. Revealing who you are as a
whole person—including unmasking some aspects of your private life—allows col-
leagues from relationship-building cultures to get to know you, and, therefore, to want
to do business with you. It is not that people from relationship-oriented cultures aren’t
concerned about accomplishing the task; they are. It’s just that relationships must pre-
cede task. Katia’s relationship with her daughter added the dimension of wholeness
that she needed to succeed.

Katia laughs today that a number of her women friends, who are also global
executives, now carry pictures of their children very visibly in their business-card cases.
Why? Because from the first moment of contact, clients know that they are whole 
people—wives, mothers, and businesswomen.

Executive Coaching: Reaching Beyond the Myths of History

The privacy of coaching sessions makes it easier for executives to say, “I’m not 
certain. . . . I just don’t know. . . .” Privacy and supportive advocacy legitimize mo-
ments of not knowing. Premature certainty and commitment extinguish innovative
possibilities. For both women and men, coaching dialogues can foster a depth of ques-
tioning that allows executives to escape the bounded thinking of their own professional,
organizational, and national cultures. For women, coaching sessions encourage ex-
ploring alternatives that reach beyond the accepted “wisdom” of successful men
who have worked worldwide, primarily with other men. At their very best, coaching
sessions provide the time, space, and learning opportunities that allow executives to
offer profound and wise counsel to themselves.

◆ ◆ ◆
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Pfeiffer Publications Guide
This guide is designed to familiarize you with the various types of Pfeiffer publications. The
formats section describes the various types of products that we publish; the methodologies
section describes the many different ways that content might be provided within a product.
We also provide a list of the topic areas in which we publish.

FORMATS
In addition to its extensive book-publishing program, Pfeiffer offers content in an array of
formats, from fieldbooks for the practitioner to complete, ready-to-use training packages that
support group learning.

FIELDBOOK Designed to provide information and guidance to practitioners in the midst of
action. Most fieldbooks are companions to another, sometimes earlier, work, from which its ideas
are derived; the fieldbook makes practical what was theoretical in the original text. Fieldbooks can
certainly be read from cover to cover. More likely, though, you’ll find yourself bouncing around
following a particular theme, or dipping in as the mood, and the situation, dictate.

HANDBOOK A contributed volume of work on a single topic, comprising an eclectic mix of
ideas, case studies, and best practices sourced by practitioners and experts in the field.

An editor or team of editors usually is appointed to seek out contributors and to evaluate
content for relevance to the topic. Think of a handbook not as a ready-to-eat meal, but as a
cookbook of ingredients that enables you to create the most fitting experience for the occasion.

RESOURCE Materials designed to support group learning. They come in many forms: a com-
plete, ready-to-use exercise (such as a game); a comprehensive resource on one topic (such as
conflict management) containing a variety of methods and approaches; or a collection of like-
minded activities (such as icebreakers) on multiple subjects and situations.

TRAINING PACKAGE An entire, ready-to-use learning program that focuses on a par-
ticular topic or skill. All packages comprise a guide for the facilitator/trainer and a workbook
for the participants. Some packages are supported with additional media—such as video—or
learning aids, instruments, or other devices to help participants understand concepts or practice
and develop skills.

• Facilitator/trainer’s guide Contains an introduction to the program, advice on how to
organize and facilitate the learning event, and step-by-step instructor notes. The guide also
contains copies of presentation materials—handouts, presentations, and overhead designs,
for example—used in the program. 
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• Participant’s workbook Contains exercises and reading materials that support the learn-
ing goal and serves as a valuable reference and support guide for participants in the weeks
and months that follow the learning event. Typically, each participant will require his or
her own workbook.

ELECTRONIC CD-ROMs and web-based products transform static Pfeiffer content into
dynamic, interactive experiences. Designed to take advantage of the searchability, automation,
and ease-of-use that technology provides, our e-products bring convenience and immediate
accessibility to your workspace.

METHODOLOGIES

CASE STUDY A presentation, in narrative form, of an actual event that has occurred inside
an organization. Case studies are not prescriptive, nor are they used to prove a point; they are
designed to develop critical analysis and decision-making skills. A case study has a specific time
frame, specifies a sequence of events, is narrative in structure, and contains a plot structure—
an issue (what should be/have been done?). Use case studies when the goal is to enable partic-
ipants to apply previously learned theories to the circumstances in the case, decide what is
pertinent, identify the real issues, decide what should have been done, and develop a plan of
action.

ENERGIZER A short activity that develops readiness for the next session or learning event.
Energizers are most commonly used after a break or lunch to stimulate or refocus the group.
Many involve some form of physical activity, so they are a useful way to counter post-lunch
lethargy. Other uses include transitioning from one topic to another, where “mental” distancing
is important.

EXPERIENTIAL LEARNING ACTIVITY (ELA) A facilitator-led intervention that moves
participants through the learning cycle from experience to application (also known as a Structured
Experience). ELAs are carefully thought-out designs in which there is a definite learning pur-
pose and intended outcome. Each step—everything that participants do during the activity—
facilitates the accomplishment of the stated goal. Each ELA includes complete instructions 
for facilitating the intervention and a clear statement of goals, suggested group size and
timing, materials required, an explanation of the process, and, where appropriate, possible vari-
ations to the activity. (For more detail on Experiential Learning Activities, see the Introduction
to the Reference Guide to Handbooks and Annuals, 1999 edition, Pfeiffer, San Francisco.)
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GAME A group activity that has the purpose of fostering team spirit and togetherness in addi-
tion to the achievement of a pre-stated goal. Usually contrived—undertaking a desert expedition,
for example—this type of learning method offers an engaging means for participants to demon-
strate and practice business and interpersonal skills. Games are effective for team building and
personal development mainly because the goal is subordinate to the process—the means through
which participants reach decisions, collaborate, communicate, and generate trust and under-
standing. Games often engage teams in “friendly” competition.

ICEBREAKER A (usually) short activity designed to help participants overcome initial
anxiety in a training session and/or to acquaint the participants with one another. An icebreaker
can be a fun activity or can be tied to specific topics or training goals. While a useful tool in
itself, the icebreaker comes into its own in situations where tension or resistance exists within
a group.

INSTRUMENT A device used to assess, appraise, evaluate, describe, classify, and summarize
various aspects of human behavior. The term used to describe an instrument depends primarily
on its format and purpose. These terms include survey, questionnaire, inventory, diagnostic,
survey, and poll. Some uses of instruments include providing instrumental feedback to group
members, studying here-and-now processes or functioning within a group, manipulating group
composition, and evaluating outcomes of training and other interventions. 

Instruments are popular in the training and HR field because, in general, more growth can
occur if an individual is provided with a method for focusing specifically on his or her own behav-
ior. Instruments also are used to obtain information that will serve as a basis for change and to
assist in workforce planning efforts. 

Paper-and-pencil tests still dominate the instrument landscape with a typical package com-
prising a facilitator’s guide, which offers advice on administering the instrument and interpreting
the collected data, and an initial set of instruments. Additional instruments are available
separately. Pfeiffer, though, is investing heavily in e-instruments. Electronic instrumentation
provides effortless distribution and, for larger groups particularly, offers advantages over paper-
and-pencil tests in the time it takes to analyze data and provide feedback.

LECTURETTE A short talk that provides an explanation of a principle, model, or process
that is pertinent to the participants’ current learning needs. A lecturette is intended to estab-
lish a common language bond between the trainer and the participants by providing a mutual
frame of reference. Use a lecturette as an introduction to a group activity or event, as an
interjection during an event, or as a handout.
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MODEL A graphic depiction of a system or process and the relationship among its elements.
Models provide a frame of reference and something more tangible, and more easily remembered,
than a verbal explanation. They also give participants something to “go on,” enabling them to
track their own progress as they experience the dynamics, processes, and relationships being
depicted in the model.

ROLE PLAY A technique in which people assume a role in a situation/scenario: a customer
service rep in an angry-customer exchange, for example. The way in which the role is approached
is then discussed and feedback is offered. The role play is often repeated using a different
approach and/or incorporating changes made based on feedback received. In other words, role
playing is a spontaneous interaction involving realistic behavior under artificial (and safe)
conditions.

SIMULATION A methodology for understanding the interrelationships among components
of a system or process. Simulations differ from games in that they test or use a model that
depicts or mirrors some aspect of reality in form, if not necessarily in content. Learning occurs
by studying the effects of change on one or more factors of the model. Simulations are com-
monly used to test hypotheses about what happens in a system—often referred to as “what if?”
analysis—or to examine best-case/worst-case scenarios. 

THEORY A presentation of an idea from a conjectural perspective. Theories are useful because
they encourage us to examine behavior and phenomena through a different lens.

TOPICS
The twin goals of providing effective and practical solutions for workforce training and orga-
nization development and meeting the educational needs of training and human resource
professionals shape Pfeiffer’s publishing program. Core topics include the following:

Leadership & Management

Communication & Presentation

Coaching & Mentoring

Training & Development

E-Learning

Teams & Collaboration

OD & Strategic Planning

Human Resources

Consulting
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What will you find on pfeiffer.com? 

• The best in workplace performance solutions for training and HR professionals 

• Downloadable training tools, exercises, and content

• Web-exclusive offers

• Training tips, articles, and news

• Seamless on-line ordering

• Author guidelines, information on becoming a Pfeiffer Affiliate, and much more

Discover more at www.pfeiffer.com

38_977632 02pf dotcom.qxd  9/1/05  6:53 PM  Page 257


	COACHING FOR LEADERSHIP, SECOND EDITION
	CONTENTS
	Foreword
	PREFACE TO THE SECOND EDITION
	What to Expect from
	Book Outline

	PREFACE TO THE FIRST EDITION
	Motivation: Toward a Better Way
	Our Audience
	Our Authors
	Our Subject
	Our Hope

	ACKNOWLEDGMENTS
	ABOUT THE EDITORS
	Part I: FOUNDATIONS OF COACHING
	Chapter 1: THE ACCOMPLISHED LEADER
	A Clear Focus on Coaching
	Requisite Variety
	Thinking Like a Theorist
	Learning by Theory
	Susan’s Story
	Systems Change Agent
	Theoretical Foundations
	Acting Like a Researcher
	How Chuck Came on the Scene
	The Hybrid Coach

	Chapter 2: COACHING AND CONSULTATION REVISITED
	Who Initiates the Coaching Relationship?
	Who Is Being Coached?
	In What Role Is the Client Being Coached?
	What Is the Actual Goal of the Coaching?
	Conclusion
	Notes

	Chapter 3: SITUATIONAL LEADERSHIP AND EXECUTIVE COACHING
	Situational Leadership
	The Executive Coaching Guide
	Performance Gap and Cause Analysis
	Leading with Questions
	Summary
	Notes

	Chapter 4: COACHING FOR BEHAVIORAL CHANGE
	Our “Pay for Results” Behavioral Coaching Approach
	Qualifying the Coaching Client
	Steps in the Behavioral Coaching Process
	The Value of Behavioral Coaching for Executives
	Notes


	Part II: BUILDING BLOCKS
	Chapter 5: TRY FEEDFORWARD INSTEAD OF FEEDBACK
	Ten Reasons to Try Feedforward
	Summary

	Chapter 6: MAKING COACHING WORK
	Question 1: What Is the Company’s Strategy?
	Question 2: Does Your Senior Team Support Coaching?
	Question 3: Who Will Participate and Who Will Decide?
	Question 4: What Coaching Methodology Will You Use?
	Question 5: Are You Interested in Feedback or Coaching?
	Question 6: What Is Your Success Measure?
	Question 7: How Long Is the Coaching Process?
	Question 8: Who Will Your Coaching Provider Be and Why?
	Question 9: How Personally Involved Will You Be in the Coaching Process?
	Question 10: How Will You Use the Findings from Coaching to Benefit the Organization?
	Notes

	Chapter 7: LEADING ON PURPOSE
	What Does It Take to Engage People Today?
	The Power of Purpose
	Notes

	Chapter 8: COACHING FOR EFFECTIVE ACTION
	Role of Coaching for Effective Action
	Seven Key Competencies of the Coaching for Effective Action Relationship
	Coaching for Effective Action and Coaching Situations
	The Future of Coaching for Effective Action

	Chapter 9: COACHING OTHERS TO ACCEPT FEEDBACK
	Step One: Hearing the Feedback
	Step Two: Accepting the Feedback
	Step Three: Prioritizing
	Step Four: Making Change Happen

	Chapter 10: SELLING UP IS LEADING UP
	Failure to Persuade
	Taking Stock
	Action Steps
	Are You Listening?
	Moving Forward
	Notes


	Part III: LEADING CHANGE
	Chapter 11: COACHING AT THE HEART OF STRATEGY
	Observing the Coaching Scene
	The Learning Executive
	Striving for Success
	Coaching in Practice
	External and Internal Agents
	A Blueprint for Success

	Chapter 12: CROSSING OVER
	Creating a Second Career
	Physician, Heal Thyself!

	Chapter 13: SURVIVING THE TRANSITION FROM LINE MANAGER TO EXECUTIVE COACH
	Wally’s Wake-Up Call
	Differences Between Line Management and Coaching Skills
	Ten Tips for Line Managers When Engaging in a Coaching Relationship
	Beware the Big Three
	A Powerful Gift
	Note

	Chapter 14: COACHING BUSINESS LEADERS
	The Coaching Process
	Notes

	Chapter 15: COACHING AND CULTURE
	A New Playing Field
	Cultural Competency
	New Challenges for Executive Coaches
	Notes

	Chapter 16: WHEN LEADERS ARE COACHES
	Set Clear Standards
	Expect the Best
	Set the Example
	It’s About Caring
	Notes

	Chapter 17: COACHING THE COACHES
	Philosophy
	Coaching Process
	Conclusion

	Chapter 18: WHY COACHING CLIENTS GIVE UP AND HOW EFFECTIVE GOAL SETTING CAN MAKE A POSITIVE DIFFERENCE
	Ownership
	Time
	Difficulty
	Distractions
	Rewards
	Maintenance
	In Summary
	Notes


	Part IV: APPLICATIONS
	Chapter 19: CASE STUDY
	Executive Coaching
	The Management of Change
	Agent of Change
	Exhibit 1: Aventis Industrial Operations
	Summary

	Chapter 20: THE EXPERIENCE OF SIEMENS IN SPAIN
	Description of the Project
	Key Learnings

	Chapter 21: THE GENERAL MILLS & PILLSBURY MERGER
	A Little History
	Case Study
	The Lessons Learned and the Challenges Ahead

	Chapter 22: THE AGILENT TECHNOLOGIES STORY
	Establishing Context
	Development of the Agilent Global Leadership Profile
	Measurement: The Mini-Survey Process
	Beyond APEX

	Chapter 23: E-COACHING
	The Global Mind: A Fantastic Opportunity
	The Global Mind: An Incredible Annoyance
	The Role of the e-Coach
	Note

	Chapter 24: CAREER DEVELOPMENT
	Just Do It
	Seize the Moment

	Chapter 25: COACHING IN THE MIDST OF DIVERSITY
	What Is a Coach?
	Characteristics of Effective Coaching Relationships
	Who Are the Coaches?
	Impact of Diversity
	Recommendations

	Chapter 26: COACHING EXECUTIVES
	How Does Coaching Women Executives Differ from Coaching Men?
	Executive Coaching: Reaching Beyond the Myths of History


	Index




