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To learn more about our survey of Top Companies for Leaders, please
contact us. We hope that you enjoy this valuable book.

MARC EFFRON

Hewitt Associates
(203) 523-8291
marc.effron@hewitt.com
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CHAPTER 1

�
The Coaching Landscape

by Linkage, Inc.

Coaching is exploding as an industry. Today, more and more coaches, from
an ever-widening circle of backgrounds and schools of thought, offer

their services to organizations and individuals. The need within organiza-
tions, particularly at senior levels, for this form of development work has
grown at an equally rapid rate.

As coaches ourselves, we care deeply about the work that we do and the
profession we represent. We are aware that there is a great deal of debate in
the field today. What is best practice? What is the optimal length of a coach-
ing engagement? Who is the client—the coachee or the organization paying
the bill? How should impact and return on investment be measured? What is
the line between personal and business issues? How can confidentiality be
preserved when supervisors and colleagues are part of the mix? Should
coaching be limited to top executives or extended to deeper levels of the or-
ganization? What are the benefits of using external coaches rather than inter-
nal coaches and vice versa?

As with any new discipline, much remains to be settled. In this book, we
define coaching, describe some categories it falls into, outline the skills and
attributes that we think make for best practice, and guide clients and
coachees to maximize the impact of their coaching engagements. In short,
we hope to provide some of the structure that a relatively new and rapidly
expanding field needs.

Our perspectives derive from personal experience, extensive research,
and much discussion. Nevertheless, we recognize that, like coaching itself,
our views are evolving. Although we hope to mark out territory that will
come to be adopted as an industry standard, we also want to engage in an
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open dialogue. In fact, this book has been designed not as a final declaration,
but as one volume in a series of observations and analyses of trends, best
practices, and leading-edge thinking. As such, we invite coaches and clients
alike to join the debate. We want to encourage an inf low of other viewpoints,
experiences, and perspectives. Perhaps, in the best of all outcomes, this
book will serve as a forum to maximize the impact of coaching, by being rig-
orous, critical, and forward-thinking about how coaching can meet the needs
of those we aim to serve.

Our Methodology

Working in conjunction with the editors, we designed this book with three
constituents in mind: the coach, the coachee, and the client organization. We
developed our conclusions by triangulating a number of data streams.

First, we held extensive conversations with more than 50 top coaches and
recognized thought leaders working today. Each coach provided us with a pro-
file of his or her own personal philosophy and area of expertise by describing
his or her approach, methodology, and attributes. From those interviews and
profiles, we developed our ideas of coaching by category and best practice. We
also learned a great deal about the trends and issues shaping the field.

Second, we surveyed coaches and organizations, primarily in North Amer-
ica but with some representation all over the world, to determine how coach-
ing services are being bought and sold in the marketplace. This research gave
us an indication of what consumers are looking for, what coaches are provid-
ing, how much is being spent, what areas are considered to be priorities for
the future, and how all of this has changed in recent years.

Finally, by doing a wide literature search and analyzing the emerging
trends and findings, we looked at what others are saying about coaching. In
one chapter, we present our conclusions about the most critical of all current
issues: How the impact of coaching should be measured in terms of return
on investment.

Although we have drawn our conclusions from this three-pronged ap-
proach, the observations are there for anyone to interpret on his or her own.
This book represents a collection of views rather than a statement of fact.
There are many valuable opinions, perspectives, and approaches that can be
lifted from the pages that follow.

We divided the content into four sections:

Part I: Working with Coaches. Includes an overview and summation of
what we considered to be the latest thinking on how to select the right
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coach as well as best practices in partnering with a coach for maximum
impact. Both were written for the client /coachee/consumer perspective.

Part II: 50 Top Executive Coaches. Fifty profiles of top coaches are di-
vided into five coaching categories.

Part III: Internal Coaching. A look at trends in building internal coaching
systems as well as an essay on the very topical issue of developing the
“leader as coach” capability.

Part IV: The Coaching Almanac. Includes an analysis of trends, an over-
view of the coaching marketplace, and a discussion of the latest thinking on
the issue of return on investment.

Linkage’s 50 Top Executive Coaches

How They Were Selected and 
Who They Are

In trying to find 50 of the top coaches in North America, we began the
search by examining our own large customer base of over 100,000 represen-
tatives in business, government services, and nonprofits. We regularly seek
such advice on who should be featured in our national conferences, insti-
tutes, workshops, summits, and other internal and external programs. As a re-
sult, we are frequently a referral source for external and internal coaches.
With this in mind, we asked who our customers consider to be the top exec-
utive coaches. We developed our primary list from this survey. We then went
to the experts and asked the world’s top thought leaders who they considered
to be the top coaches. After much interviewing, using a rigorous process of
de-selection, we made our choices and determined our coaching classifica-
tions (for more detail, see below).

Our customers’ first choice as a speaker on executive coaching was
Marshall Goldsmith. Marshall’s keynotes on behavioral coaching at Link-
age events have always received the highest ratings. In the past two years,
his work in coaching has been featured in a New Yorker profile, a Harvard
Business Review interview, and a Business Strategy Review (London Busi-
ness School) cover story. Marshall has also been listed in the Wall Street
Journal as a “top 10” executive educator, in Forbes as one of five leading ex-
ecutive coaches, in the Business Times (of Asia) as one of 16 top thought
leaders of his field, and in Fast Company as America’s preeminent execu-
tive coach. He was, without question, an easy decision and a logical place to
begin our search.
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Marshall agreed to sign on and become a coeditor of the book. We
strongly agree with one of Marshall’s basic beliefs about coaching. There is
no one “best coach” who fits all situations. The best coach is the coach who
has unique skills that fit the specific needs of the coaching client. For exam-
ple, Marshall only does coaching that is related to leadership behavior. He
does not do strategic coaching, organizational development, or life planning.

We next decided to focus on the various types of coaching and tried to find
great representatives from these categories. As you review our list of 50 lead-
ing coaches, you will see frequent references to our Linkage customer base.
For example, three of our most requested speakers are Beverly Kaye (career
development and retention), Roosevelt Thomas (diversity), and Warner Burke
(organizational development). All of these thought leaders have coaching
practices in their various fields and are on our list of 50 coaches. We have also
tried to build on research that has been done in related studies by publica-
tions like the Wall Street Journal, Forbes, BusinessWeek, and Fortune.

Rather than focus on business school professors or independent consul-
tants, we decided to include both. Many professors, like C. K. Prahalad, have
very active practices in coaching and advising top executives. Many consul-
tants, like Jim Kouzes, sometimes work in university executive education. To
the person being coached, it probably doesn’t matter. Top executives want
the best advice from the best people.

Every “50 top” list has to have limits. We decided not to include coaches
or consultants in technical or functional fields. There are great coaches and
advisors in marketing, sales, finance, accounting, operations, and informa-
tion technology who are not in this book. We decided to focus only on
coaching that related to the various aspects of leadership—from strategic
leadership (at the macro level) to changing individual behavior (at the micro
level). We also decided not to include internal coaches who are currently
employed by major corporations. Although these internal coaches may be
doing a great job, they will not be available to help the readers of this vol-
ume. Our book is also limited to coaches who are currently in North Amer-
ica. Although there are fantastic coaches around the world, we realized that
we do not have enough information at the present time to do a high-quality
assessment of global talent.

Selecting Categories for Types of Coaching

To say, “I am an executive coach,” may seem meaningless. An important ques-
tion is “Coach who to what?” There are many types of coaching and advising.
Even narrowing the field to coaching that is related to leadership left a wide
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range of options. Some executive coaches are helping people plan their lives;
others are helping clients become more effective leaders of people; some are
changing organizations and others are discussing global strategy. Although
there are some overlaps in coaching categories, there are also some vast dif-
ferences. For example, Vijay Govindarajan focuses on business issues, not be-
havioral issues, while Marshall Goldsmith focuses on behavioral issues, not
business issues. Neither is “better” or “worse.” Both are experts in their own
fields and are readily willing to state what they don’t do.

In determining the categories for types of coaching, again in close con-
junction with the editors, we began with the micro level (changing individual
leadership behavior) and moved on to the macro level (determining global
strategy). In settling on five categories for coaching, we realize that we do
not have a perfect classification. There are many other ways in which we
could have “sliced the pie” of coaching. On the other hand, these five cate-
gories are a start. We hope that they help you better understand the different
types of coaching and how to select a coach that more closely fits the needs
of the coaching client. We reserve the right to change and modify these cat-
egories over the years as our knowledge of the field of coaching grows.

Coaching Leaders/Behavioral Coaching

Behavioral coaches focus on helping leaders achieve a positive long-term
change in interpersonal behavior. They give advice on how leaders can build
better relationships and become more effective in motivating people. Al-
though the coaches represented in this book tend to work with executives,
this type of coaching can be useful for all leaders, including first-line super-
visors. Most people who call themselves executive coaches specialize in be-
havioral coaching. Most requests for coaching involve behavioral issues.

Career/Life Coaching

Career or life coaching frequently crosses the line between personal coach-
ing and business coaching. Nevertheless, the coaches in this category saw
their work on personal growth, career development, and life issues as hav-
ing demonstrable value to the organization. The degree to which this ten-
sion was an issue is related to the natural difficulty that businesses that are
oriented to the bottom line have in connecting the more holistic needs of
today’s knowledge workers with the challenge of making the numbers. In
one way, this group of coaches may do work that is broader than that of
behavioral coaches; they spend more time on personal values, personal 
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mission statements, and the broader aspects of life. In another way, these
coaches may do work that is narrower than that of behavioral coaches; they
focus on the intrapersonal world of one person more than the interpersonal
connections with a group.

Coaching for Leadership Development

In selecting categories, it seemed important to distinguish between coaches
who help leaders become more effective individual leaders, and coaches who
help leaders and organizations develop leaders. Coaches in this category ran
the gamut of activities from helping an organization develop a cadre of lead-
ers who are great coaches to helping install leadership development programs
and systems that ensure an ongoing pipeline of great leaders. Some of these
coaches play the role of coach as teacher while others played the role of
coach as architect. As opposed to the first two categories, most coaches in
this category were striving to help large numbers of leaders or the entire or-
ganization, not just the individual or team.

Coaching for Organizational Change

This group of coaches focused largely on the execution of organizational
change. They engage in a wide variety of challenges, including the organiza-
tion’s capacity for innovation, its view on strategic diversity, its implementa-
tion of a merger, and its ability to execute a new strategy. The coaches
themselves were defined primarily by the fact that they worked closely with
a number of senior leaders (and their teams) to make the change initiative a
success.

Strategy Coaching

Our strategic coaches worked at the most senior levels, helping top execu-
tives set the tone for the long-term direction of the organization. Some
coaches worked primarily with the CEO, others with the senior team, still
others with “converts” or champions throughout the organization. All men-
tioned a commitment to guiding the organization’s quest for its own future
path, rather than imposing a belief or vision of their own.

As mentioned, the way that coaches fit in categories is far from perfect.
Some coaches fell distinctly into their set areas, while others straddled 
different categories in different parts of their practice. Furthermore, 
there was a continuum of skills, approaches, and perspectives within each
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category. Coaches, like all humans, have great variation in their degree of
specialization.

What about General Practitioners?

What about the general practitioner (GP) coach? Is there a coach who does
everything well in all of the categories? We did not find this at the top of the
coaching hierarchy.

Coaches who work at lower levels in the organization may be seen as doing
a good job of providing life coaching, strategic coaching, behavioral coach-
ing, and organization coaching at the same time. An experienced coach (with
a broad background) may be able to help a first-line manager better solve a
wide range of problems and do a good job as a generalist.

Top executives want to deal with serious experts. This is true from the
micro level to the macro level. If top executives are dealing with a micro-
level behavioral issue that is alienating top talent, and potentially costing
the company millions of dollars, they want the best. If they are dealing
with a long-term strategic decision that will impact the company’s future,
they want the best. Every coach listed in this book is a true expert at some-
thing. Some are legitimate experts at two or three things. None claims to be
an expert at everything.

Who Is a Coach and Who Is a Consultant?

For the purposes of this book, our coaches are world-class advisors who
help individuals, teams, and /or corporations increase their leadership effec-
tiveness. We make no claim that we have the ideal definition of coach. This
is merely the operational definition we have chosen. Almost all of these ad-
visors could be called both coaches and consultants. We (the editors) have
chosen to focus on the portion of their work that they describe as coaching.

Selecting Both Thought Leaders and Practitioners

One of the great challenges that we face in Linkage conferences and sum-
mits is simultaneously providing speakers who are seen as the world’s great-
est thought leaders, yet consistently introducing our customers to new and
different people. We faced the same challenge in this book. How could we
share the thoughts of the best-known people in each of the five categories of
coaching, yet still publish the thoughts of professionals who may not be as
well known, but are doing excellent work. To solve this problem, we decided
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to list two different types of coaches in each of the five categories: thought
leaders and practitioners. Thought leaders tend to be the coaches that you
may have heard of before. They are mostly noted authors and speakers whose
work is reasonably well known. They have a proven track record of success,
and their message has appeared in different forums. In each of our five cate-
gories, we began with six thought leaders. We then let the thought leaders
nominate four practitioners—professionals who do great work, but may not
be quite as well known.

Just as the categories of coaching sometimes overlap, the thought leaders
and practitioners overlap as well. Some of the practitioners were reasonably
well published and could arguably be called thought leaders. Many of the
coaches we describe as thought leaders were more doers than academics and
could be called practitioners. In any case, we think we have selected a ter-
rific group of 50 coaches. We hope that you will be able to learn from the
comments of the coaches you may know, as well as the coaches that you may
have never encountered before.

Why “50 Top Executive Coaches” and Not “The Top 50
Executive Coaches”?

Executive coaching is an emerging field. We reserve the right to be wrong in
selecting our list of top coaches. Although we feel the coaches we have in-
cluded (after consulting with the editors) are excellent choices, we are sure
that there are other great coaches that we did not learn about and inadver-
tently left out. Five of the thought leaders we asked to join chose not to par-
ticipate (Warren Bennis, Richard Bolles, Michael Useem, Jon Katzenbach,
and Ram Charan). The most common reason for not participating was that
they felt they were now more largely focused on writing and speaking as op-
posed to coaching and advising.

Selecting 10 Top Coaches in Each Category

Coaching Leaders/Behavioral Coaching

Marshall Goldsmith was the first coach selected in this category. His unique
“pay only for results” process has been widely publicized and is being used
by hundreds of coaches around the world. Marshall has coedited or coau-
thored 17 books. His article, Try Feedforward Instead of Feedback, has been
reproduced in seven different publications and is changing leaders’ entire
orientation toward behavioral coaching. It was easy to choose Marshall for
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this category, since he does nothing but help “successful leaders achieve a
positive, long-term change in behavior: for themselves, their people, and
their teams.”

Marshall’s first two choices for behavioral coaches were Warren Bennis
and Jim Kouzes. Warren is an obvious choice for any listing of top experts in
leadership. Both Marshall and Jim consider Warren to be a role model for
professionals in the field. Ultimately, Warren decided to decline because
most of his work is now in writing and teaching, not coaching. Jim accepted,
and Jim and Marshall began screening nominees in this category.

Jim Kouzes is clearly a world authority in helping leaders understand the
behavior that will lead to increased effectiveness. Linkage customers have
also rated him as Linkage’s top teleconference speaker. This is no small
honor, since many of the other speakers are among the world’s top thought
leaders. He has been listed as a Wall Street Journal “top 10” executive edu-
cator. Jim’s coauthor, Barry Posner, is also one of the key thought leaders in
our behavioral coaching section. Barry is the Dean of the Leavey School of
Business at Santa Clara University. Jim and Barry’s classic book, The Lead-
ership Challenge, has sold over one million copies and is a standard in the
field. They are pioneers in doing research that involves real leaders, at multi-
ple levels, who are doing great things. Aside from helping individual leaders,
both Jim and Barry are great teachers.

Dave Ulrich is an obvious choice for the book, but in what category? Dave
could be included in behavioral coaching, coaching for leadership develop-
ment, or coaching for organizational change. His work on results-based leader-
ship gives a clear road map for how individual leaders can make a difference.
His work on leadership development design and action learning give him high
credibility in two other categories. Dave is Linkage’s most requested speaker
on human resource (HR) issues. He was also listed in Forbes as one of five
leading executive coaches and in BusinessWeek as one of the outstanding edu-
cators in his field.

No one is better known as a coach and advisor for leaders in the nonprofit
world than Frances Hesselbein. Her book, Hesselbein on Leadership, helps
leaders understand “how to be” not just “how to do.” Frances is one of the
few top coaches who also has a track record of success as an executive. She
was the National Executive Director of the Girl Scouts of America for 13
years. She is now the chair of the Leader-to-Leader Institute. Peter Drucker
declared that she was the greatest executive that he had ever met. Frances’s
diversity of clients is illustrated by the fact that she is currently advising
generals in the U.S. Army. Her many publications include The Leader of the
Future, which may well be the best-selling edited book on leadership ever
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written. Frances is a winner of the Presidential Medal of Freedom, the high-
est award that can be given to a U.S. civilian.

Jay Conger was another of our choices for the thought leader category. Jay
is a widely publicized author in the field. His participant-observation ap-
proach to coaching is different, yet complementary to approaches suggested
by the other thought leaders. Having joint appointments at the University of
Southern California and the London Business School gives Jay a multinational
perspective that is somewhat unique in the field. His book Building Leaders:
How Successful Leaders Develop the Next Generation, could also place him in
the “coaching for leadership development” category.

Although Warren Bennis decided he did not want to be included in this
list, he did nominate Ken Siegel to be in the top practitioner group. Ken’s
coaching practice is unique and very intensive. He usually works with clients
over a three-to-five-year period. He helps leaders challenge the status quo
and, like Marshall, measures the success of his work based upon impact on
others, not just self-assessment.

Bobbie Little is a Regional Director, Executive Coaching at Personnel De-
cisions International (PDI). She has multinational leadership experience.
Bobbie works with C-level executives and sets clear metrics to document
change. Rather than view coaching as a “popularity contest,” she strives to
achieve a “return on the individual” that is measured by other people besides
her and her coaching client.

Kim Barnes has over 30 years of experience in the field. She is a perfor-
mance coach who helps high-potential leaders develop their skills and helps
HR managers and key staff members become great internal coaches.

Marshall Goldsmith’s nominee for the practitioner list was Howard Morgan.
Howard is one of the few coaches who has extensive experience with Fortune
500 CEOs and their management teams. He not only works with key execu-
tives, he has also managed leadership development processes that have been
shown to have a positive impact on thousands of leaders. Luckily for us,
Howard also agreed to sign on to edit this book along with Marshall and Link-
age CEO Phil Harkins.

Career/Life Coaching

In the area of career/life coaching, the first four professionals who were
nominated were Richard Leider, William Bridges, Beverly Kaye, and
Richard Bolles. Richard Bolles declined our invitation for reasons that were
very similar to Warren Bennis’. He was focused primarily on writing and
teaching, not coaching. The others, however, accepted our invitation.
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Richard Leider is an expert on life planning and helping people live “on
purpose.” Richard has a unique distinction. Not only do other coaches 
recommend him, he has actually been a life coach for five of the coaches on
our list of 50. Richard is the author of several books, including the interna-
tional bestseller, Repacking Your Bags. His work as a speaker on life planning
with Linkage has been very well received.

In the areas of career development and employee retention, Beverly Kaye
is one of Linkage’s most requested and highest-rated speakers. Her book,
Love’em or Lose’em, is the best-selling book ever written on the topic of re-
tention. Beverly is also one of the world authorities on career systems and she
could also qualify in the “leadership development” category. She is an expert
on helping managers develop their people and helping employees take re-
sponsibility for their own careers.

In the field of coaching through the transitions of life and work, William
Bridges is in a class by himself. He has published multiple books in the field
and is a role model for sharing how his teaching relates to his own personal
transitions. Bill’s newest book, Creating You & Co., is a handbook for creat-
ing and managing a twenty-first century career. Bill has been ranked as a
Wall Street Journal “Top 10” executive educator.

The next nominee is one of the most popular authors and speakers in the
field, Barbara Moses. Over one million people have used Barbara’s Career
Planning Workbook. Fast Company called her a “career guru.” When pub-
lisher Dorling Kindersley decided to produce a “career bible,” they con-
ducted an international search of experts and selected Barbara to be the
author. She has a very practical approach that focuses on the complexities of
the new workscape and the needs of the new worker. Along with speaking
and writing, Barbara is also a coach for coaches.

One major segment of the life-coaching category is coaching for personal
productivity. This type of coaching helps leaders (and people in general) un-
derstand the “nuts and bolts” of what they need to do to achieve success and
get things done. Two thought leaders who stand out in this field are Brian
Tracy and David Allen.

Brian Tracy may be the most prolific author in all of our thought leader
groups. As we go to press, he has authored 35 books and is the author/narra-
tor of more than 300 audio and video learning programs. His writings,
recordings, and speeches have impacted millions of people. Brian is known
for providing practical advice that people can understand and use.

David Allen is the leading authority on organization and time management
for the new work force. His best-selling book, Getting Things Done: The Art
of Stress-Free Productivity, has become a classic in the field. David’s work is
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based on years of practical experience. He helps leaders make the hard deci-
sions required to get organized and “move on with life.”

Leadership thought leader and best-selling author Ken Blanchard nomi-
nated Shirley Anderson for the practitioner group. Shirley is a pioneer in the
coaching profession and has worked with a wide variety of inf luential lead-
ers. She helps very successful people who become “stuck” or find that they
are struggling with something that they have never struggled with before.
Shirley is also Ken’s coach.

Although Richard Bolles declined to be on our list of 50 leading coaches,
he did make a nomination. Joel Garfinkle is the founder of Dream Job Coach-
ing, the top online resource for creating fulfillment at work. He is also a
widely published author and speaker who could be considered for the
thought leader category.

Richard Leider ’s nomination was Richard Strozzi-Heckler. Richard has
more of a focus on the body than the other coaches in this field. He has a
sixth-degree black belt in aikido that has greatly inf luenced his coaching
practice. He helps leaders determine their authentic self.

Beverly Kaye nominated Marian Baker. Marian’s coaching technique re-
volves around the use of questions. She helps clients come up with their own
answers. Marian sees herself as a catalyst who helps her clients achieve true
fulfillment. She is also an author whose work has been featured in newspa-
pers and magazines.

Coaching for Leadership Development

Ken Blanchard may well be the best-known author and speaker on leadership
in the world. His books have sold millions of copies, and he has spoken in front
of hundreds of thousands of managers. Ken’s work goes beyond his books and
talks. His company and his materials are used to develop millions of leaders.
Although he could be considered in the behavioral coaching category, we saw
his biggest contribution as large-scale leadership development. Ken is also one
of Linkage’s most requested and highest-rated speakers.

One of Ken’s former teachers and a mentor to many people in the field of
leadership development is Paul Hersey. Ken worked with Paul in developing
the Situational Leadership model. Hersey and Blanchard’s Management of
Organizational Behavior is in its eighth edition and is one of the most widely
used texts in the world. Paul’s focus is on teaching leaders to coach and de-
velop their people. He is a pioneer in the field of leadership development
whose work has made a difference to millions of people over the past 40
years. Along with Ken, Paul has served as a mentor to Marshall Goldsmith.
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Noel Tichy is probably the world’s best-known authority in helping organ-
izations develop their entire leadership team. He is a frequent Linkage
speaker who receives consistently great feedback. He is also a Wall Street
Journal “top 10” executive educator. Noel headed up the famous leadership
development effort at General Electric and helps leaders develop a “teach-
able point of view” that they can share with people throughout their organi-
zations. Noel directs the University of Michigan’s Global Leadership
Partnership and is the author of several top books in the field, including The
Leadership Engine and The Cycle of Leadership: How Great Leaders Teach
in their Organizations.

Nancy Adler is a foremost authority on cross-cultural management and
women’s global leadership. She is a noted author and speaker who has pub-
lished over 100 articles and has spoken to leaders around the world. She is a
professor at McGill University. Nancy is also a pioneer in integrating the arts
into the leadership development process. Her books include International
Dimensions of Organizational Behavior and Competitive Frontiers: Women
Managers in a Global Economy.

Al Vicere is engaged in coaching clients on how to develop leaders in sev-
eral of the world’s premier organizations. He works closely with human re-
source development professionals to help them design systems, programs,
and processes that are being used to develop the leaders of the future. He is
a professor of executive education at Penn State. Al has published over 80 ar-
ticles on leadership development. His books include Leadership by Design
and The Many Facets of Leadership.

One of Al’s coauthors on Leadership by Design is Robert Fulmer. Bob is
the academic director of Duke Corporate Education and a professor at Pep-
perdine. He has been involved in the design of leadership development efforts
that have impacted thousands of leaders in major corporations. Like Noel
Tichy, Bob moved from the corporate world, where he formerly headed up
worldwide management development for Allied Signal. His many publications
include Executive Development and Organizational Learning for Global Busi-
ness and The Leadership Investment.

BusinessWeek has ranked the Center for Creative Leadership (CCL) as
the number one organization for leadership development for the past two
years. CCL has trained countless thousands of leaders from around the world
and has made a huge impact on the entire field. John Alexander is the presi-
dent and CEO of CCL, and the first nominee in the practitioner group. His
organization provides coaching and feedback to leaders and has developed a
wide range of assessment tools. John is a gifted practitioner as a teacher,
coach, and leader in the field.
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Jim Bolt was nominated as a top practitioner in this category by almost ev-
eryone who was asked. He coaches CEOs and their senior management teams
on how to build great processes for developing the leadership capabilities they
need to successfully execute their strategy. Jim’s clients have included 50 of
the Fortune 100 companies. He also manages a series of networks that enable
top HR professionals to connect with other leaders in their field.

Phil Harkins selected David Giber to be the lead consultant for leadership
development at Linkage. David has served as a coach and advisor in leader-
ship development for over 20 years. He has designed and implemented lead-
ership development programs around the world. David is coeditor of the Best
Practices in Leadership Development Handbook as well as Best Practices in
Organizational Development and Change.

Very few people have more experience in managing large-scale leadership
development processes than Jim Moore. Jim led the leadership development
efforts at BellSouth, Nortel, and Sun Microsystems. His work is well known
by several of the coaches on our list. Today, he coaches either the head of
human resources or the head of executive development in building strategies
to grow future leaders. Jim has taken what he learned as an internal coach
and is applying this with his new clients as their external coach.

Coaching for Organizational Change

Given the broad nature of organizational change, this category may have the
greatest amount of differentiation between coaches. Each one of the
coaches listed is an expert in helping organizations change. However, they
have very different areas of emphasis on what to change and how the change
process occurs.

Phil Harkins is not only the CEO of Linkage but is also one of the most-
requested and popular speakers on Linkage programs. Phil’s publications in-
clude Powerful Communications: How High-Impact Leaders Communicate
and Everybody Wins, a book focusing on RE/MAX’s growth story and strat-
egy. He has had the opportunity to speak to thousands of leaders, and,
through the organization he founded, has impacted hundreds of thousands of
people. Phil could easily be put in the “coaching for leadership development”
category. His work involves facilitating teams across the organization. Phil’s
goals as a coach include creating positive long-term change, increased orga-
nizational learning, and sustainability.

Warner Burke is Linkage’s most requested speaker in the field of organiza-
tional development. Warner is a professor at Columbia and faculty member in
their creative, multidiscipline organizational psychology program. Two of his
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14 books include Organizational Development: A Process of Learning and Or-
ganizational Change: Theory and Practice. As opposed to the coaches who
focus on changing individuals or teams, Warner is best known for helping
change entire organizations.

Roosevelt Thomas is Linkage’s most requested speaker in the field of diver-
sity. He is also a Wall Street Journal “top 10” executive educator. Roosevelt is a
widely published author. His many publications include Building a House for Di-
versity and Beyond Race and Gender. Roosevelt generally coaches executive
teams (as opposed to single individuals), and his work may impact the entire or-
ganization. He is the founder of the American Institute for Managing Diversity.

Sally Helgesen uses a unique anthropological approach to coaching. She en-
gages in a deep narrative study of how leaders in the organization do their
jobs, in the context of the organization’s culture. Sally builds upon her back-
ground in journalism to ask the right questions and try to uncover the deeper
answers. She is the author of The Female Advantage and The Web of Inclusion,
two of the most successful books ever written about women in leadership.

Gifford Pinchot is predominately focused on helping organizations achieve
greater levels of innovation. His best-selling book, Intrapreneuring: Why
You Don’t Have to Leave the Corporation to Become an Entrepreneur, set
the ground rules for an emerging field: the courageous pursuit of new ideas
in established organizations. Gifford helps individuals and teams turn inno-
vative ideas into successful business propositions.

Strat Sherman is on the board of the Leader-to-Leader Institute and was
recommended by Frances Hesselbein. Along with being a master practi-
tioner, Strat is the coauthor of the bestselling Control Your Destiny or Some-
one Else Will, the first serious study of Jack Welch’s transformation of GE.
His coaching practice is devoted to helping successful senior executives and
high-potential leaders expand their capabilities in the context of change.

Like Marshall Goldsmith and David Ulrich, Gary Ranker was listed in
Forbes as one of five leading executive coaches. Steve Kerr, the dean of cor-
porate CLOs, also recommended Gary. Gary has a great track record of
coaching in GE and in the financial services industry.

David Dotlich works with organizations, teams, and individual executives to
help create positive change. He is a world authority on action learning, and one
of his many books is Action Learning: How the World’s Best Companies De-
velop Their Top Leaders and Themselves. David is one of the few top coaches
with extensive experience in the business, academic, and consulting worlds.

Leigh Fountain has been one of the highest rated coaches and facilitators
at Linkage’s Global Institute for Leadership Development (GILD). Leigh
combines both coaching and consulting in a process he calls Embedded
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Coaching. His work has impacted tens of thousands of people. Before be-
coming a coach, Leigh was a senior executive on Wall Street.

Bruce Pfau is the Vice Chair—Human Resources at KPMG LLP. Bruce
has worked with groups of executives at some of the world’s largest corpora-
tions to undertake significant organizational improvement and culture
change. He has made numerous contributions to professional journals and is
a regular speaker at professional societies.

Strategy Coaching

C. K. Prahalad is one of Linkage’s most requested speakers. His keynotes on
strategy receive outstanding positive feedback. C. K. has been listed in Busi-
nessWeek as one of the “top 10” teachers and in the Wall Street Journal as
one of the “top 10” executive educators. C. K. is a professor at University of
Michigan and one of the most successful CEO-level advisors in the world.
C. K. was our first nominee in the category of strategic coaching. His several
books include Competing for the Future. Three of his articles have won the
McKinsey Prize.

C. K. nominated Christopher Bartlett as one of the top strategic coaches.
Chris is a professor at the Harvard Business School and has published eight
books in the field, including The Individualized Corporation. He is a spe-
cialist at coaching CEOs and their senior management teams. His approach
involves a long-term commitment with each client. He is focused on develop-
ing the capabilities of the entire top management team.

Vijay Govindarajan is clearly one of the top teachers, coaches, and advi-
sors in the strategy field. He is a professor at Dartmouth’s Tuck School and
the founding director of their Center for Global Leadership. V.G. has been
listed as one of the “top 10” professors in executive education in Business-
Week. One of his articles is one of the most cited in the history of the Acad-
emy of Management Journal. Like C. K. and Chris, V.G. works with the
CEOs and top management teams of major corporations. He helps organiza-
tions generate fresh ideas, explore different frameworks, and benchmark best
practices. He engages with CEOs in a frank, challenging dialogue about the
company’s future direction.

Our first three strategic coaches seem to fit clearly in the strategy area.
Our next two could be considered in both strategy and organizational
change. While both Fariborz Ghadar and Michael Hammer provide strategic
advice, both focus heavily on operational excellence and execution.

Fariborz Ghadar specializes in global corporate strategy and implemen-
tation. He is the author of 11 books and numerous articles. Fariborz is a
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gifted teacher and a chaired professor at Penn State. His focus is not just on
providing strategic advice, but advice that can be realistically implemented.
His goal is to make strategic implementation a fun and dynamic process that
engages the management team.

Michael Hammer defines himself as focusing on the “operational nuts
and bolts of business.” He strives to provide coaching that is nontraditional,
relentlessly pragmatic, and immediately relevant. Michael was formerly a
professor at MIT. His books include Reengineering the Corporation, which
has been called the most important business book of the 1990s. He was
named on Time magazine’s first list of America’s “25 most inf luential 
individuals.”

Strategic coaches, like coaches in all of the other categories, vary in a
number of different ways. While Michael Hammer prides himself on being
relentlessly pragmatic and immediately relevant, Joel Barker prides himself
on being a visionary and a futurist. Joel is know as the “paradigm man” be-
cause of his pioneering work in helping leaders understand the power of our
paradigms and how they can shift. He is a widely published author and has
produced some of the most popular training and development tapes that
have ever been made. He popularized the term “vision” before it became
part of regular leadership vocabulary. Joel helps leaders look to the future,
explore new options, and create visions for tomorrow.

Like Warren Bennis, Jon Katzenbach was nominated for this list, but chose
not to be included. Jon, like Warren, said that much of his practice today in-
volves writing, leading a business, and doing other things besides coaching ex-
ecutives. Also like Warren, Jon nominated someone for our list. Niko Canner
is a partner with Jon in Katzenbach Partners LLC. Niko is unique to this list
in that he is especially interested in service firms, whereas most of the other
strategy experts work primarily with large public corporations. A former
McKinsey consultant, he is working with his firm to develop a new kind of
advisory work around strategy. He wants to help clients overcome the some-
times-artificial distinction between “strategy” and “implementation.” Niko
has published articles on a wide range of topics.

Dave Ulrich nominated Judy Rosenblum. As chief operating officer for
Duke Corporate Education, Judy could also qualify for the “coaching for
leadership development” list. She helps develop organizational capability by
integrating organizational learning and corporate strategy. Like Noel Tichy,
Jim Moore, and Bob Fulmer, she has made the transition from an “internal”
coach to an “external” coach. Aside from providing personal advice to lead-
ers, Judy helps organizations analyze the effectiveness of their entire coach-
ing process.



18 THE COACHING LANDSCAPE

Fariborz Ghadar nominated Bill Davidson. Bill could easily qualify as a
thought leader. His book 2020 Vision was selected as a “Best Business Book
of the Year” by Fortune magazine. He was also the most widely cited 
authority in international management between 1985 and 1995. Bill and his
group specialize in the area of enterprise strategies—“integrated master
plans that require focused and coordinated implementation across the entire
organization over an extended period of time.”

Sally Helgesen nominated Julie Anixter. Julie is the head of R&D for the
tompeterscompany! Her area of specialization is a little different from that
of anyone else on our strategy list. Julie focuses on the areas of communica-
tion, brand, and innovation—and how these three disciplines can help an or-
ganization create competitive advantage.

The Profile of Our Coaches

The thought leader coaches were largely a mix of academics and consultants.
While 70 percent have a PhD, 40 percent still held academic positions and
another 20 percent were former academics. All have published books, and
most have published more than four. Fifteen of the 30 have received national
recognition in at least one major magazine (e.g., the Wall Street Journal,
Forbes, BusinessWeek). Almost 60 percent are instructors in university execu-
tive education programs, and almost all are asked to speak for large corpora-
tions. Although all of the thought leaders were coaches, most were actually
better known for their work in publishing and speaking.

In general, each person:

• Had more than 10 years experience coaching at the top three senior
levels in organizations

• Was experienced in more than one industry in a number of Fortune
500 level companies

• Had strong subject expertise, interpersonal skill, and ethical practice
• Was the author of one or more seminal works in their field
• Held what could be considered to be a unique and possibly trend-

setting point of view

The practitioner coaches were more likely to work as independent coaches
or be part of a larger consulting firm. Most of their time was spent in coach-
ing, consulting, or managing other consultants. They were less focused on
writing, speaking, and working in universities. All had thousands of hours of
experience in their unique fields.
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A Message on Ethics and Responsibilities

Before we turn matters over to our editors, our 50 coaches, and our other spe-
cial contributors, we’d like to end our introduction with a brief discussion of
the significance and responsibility of coaching. We think that coaching plays a
critical role in driving performance improvement in leaders and organizations
today. But we also think that coaching is an awesome responsibility. Coaches
enter engagements as experts and sometimes saviors. The organizations they
work with have opened not only their doors and their budgets, but also their
vulnerabilities and secrets. The coach gains privileged access to critical infor-
mation relating to financial situations, career concerns, strategies, challenges,
fears, hopes, and, most of all, dreams. Organizations, careers, and lives are at
stake. As Frances Hesselbein has said, the primary rule of the coach must be:
“First, do no harm.” Or, as Phil Harkins advises for those who enter organiza-
tions, above all, “Don’t make it worse.”

We advocate for coaching that is done in the spirit of the moral responsi-
bility—responsibility that the people and organizations affected by our work
deserve. Coaching, unlike management science, academic theory, or consult-
ing, is an exciting interpersonal journey. Coaches and clients form strong
bonds built on trust, openness, confidence, and achievement. We hope that
we enhance the coaching experience for all who read this book, whether
they are coaches by profession, or using coaching as a tool. For inspiration,
career enhancement, and thrill, the ride is incomparable. We believe that it
should be the time of your life.
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CHAPTER 2

�
Selecting the Right Coach

Executive coaching is a precision tool for optimizing the abilities of lead-
ers. Most often, coaching focuses on the leader ’s individual effective-

ness. In other cases, the coaching aims more at the leader ’s effectiveness
within a team environment or at his or her capacity to drive organizational
change. Regardless of where coaching aims on the leadership spectrum, the
executive coach works in close, trusted partnership with the leader. The
coach applies experience, know-how, and insight to key areas, and judi-
ciously pushes the client beyond his or her comfort zone to reach levels of
performance greater than the client would have achieved alone—all within
an accelerated time frame.

If that sounds like a tall order, it should. Top executive coaches are well
paid. The organization that hires a coach makes a significant financial in-
vestment, not to mention an investment of resources, energy, and focus.
Coachees are almost always key individuals whose performance levels
greatly affect the performance of others. The coach who works with that
leader must be able to help him or her achieve superior results within 
the organization’s business goals. Otherwise, the organization has wasted
its money.

Despite this imperative, the coach selection process does not always re-
ceive the attention it deserves. In part, this results from lack of clarity about
what coaching should accomplish and how it should accomplish it. Although
a powerful idea, as its definition broadens to accommodate new approaches
and demands, coaching is threatening to become a watered-down term. Is
coaching limited to achieving business objectives and higher levels of per-
formance, or does it also extend to personal satisfaction and achievement? Is
coaching just for individual performance, or can it drive team and organiza-
tional performance as well? Is coaching dedicated to specific objectives
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from the beginning, or does it take on new challenges as they arise? Does
the engagement take place within a set period of time, or does it go on in-
definitely, with no clear end, as an extended partnership or “coach-for-life”?

A spectrum definitely exists and over the course of this book we will de-
fine our perspective on the optimal boundaries of that spectrum. Neverthe-
less, as the number of practitioners joining the coaching industry increases,
the inherent looseness within the coaching discipline can create confusion
and dissatisfaction among consumers. How can the consumer know what his
or her organization’s needs are and whether a particular coach can fill those
needs efficiently? Despite the rise of accreditation and certification pro-
grams, it can be difficult to ascertain whether a coach’s expertise and skill
are sufficient for meeting the challenges the organization or leader is facing.
The best coaches come from a wide variety of backgrounds, experiences, and
points of view, although they also share a narrow range of talents and ap-
proaches. Many of these talents and approaches (perception, empathy, the
ability to put oneself in another ’s shoes, etc.) seem more inherent than train-
able. Without knowing who the best coaches are, how does an organization
make a choice? Organizations today have a greatly reduced capacity to put
up with the distraction and expense of outside interventions that don’t ac-
complish the job.

The number of effective and dedicated coaches working today, however,
is greater than ever before. As leaders face increasingly complex interper-
sonal, strategic, and organizational issues, more and better coaches are be-
coming available to help their cause. The current success of coaching as an
industry demonstrates the need at top management levels for outside ex-
pertise, free from any personal agenda. The continuing success of coaching
depends on how well coaches define, structure, and deliver their services in
the future.

This book aims to create more clarity about how coaching meets the de-
mands of today’s leaders, not from a theoretical vantage point, but from an
analysis of how top coaches actually practice their art. We hope to educate
clients and coaches to recognize when coaching is necessary; what goals it can
achieve; and what skills, attitudes, and backgrounds the coach needs to pro-
duce successful results.

This chapter describes the considerations, steps, and questions a client
should keep in mind when choosing a coach. To cover these issues, Part I
looks at what a coach does and what common attributes, skills, and orienta-
tions are common to successful coaches. Part II looks at the causes behind
the decision to hire a coach and the criteria that need to be in place to 



SELECTING THE RIGHT COACH 25

ensure a superior return on investment. Finally, Part III looks at how to en-
sure fit between the coach and the organization’s needs.

Part I: What Is Coaching?

Coaching is not just for problems anymore. Ten years ago, coaching primarily
concentrated on people with performance issues. A coach came on board be-
cause a leader ’s personal style had a negative impact on peers and reports, or
because his or her skill set was inadequate—conditions that were leading to
career derailment. Sometimes, the coach was simply a bulletproof way to
communicate bad news about performance before dismissal. Coaching was
often viewed pejoratively as something applied to failing leaders or as a last-
ditch effort to salvage a career in which the organization had made a long-
term investment it didn’t want to throw away.

Today, that impression has turned 180 degrees. As the marketplace has be-
come increasingly competitive and fast-moving, organizations now recognize
they must work with speed and precision to enable key people to achieve crit-
ical business objectives. In response, coaching has embraced a whole new
focus: how to take good people and make them the best they can be, position-
ing them to work more effectively and cohesively in their environments, and
making the most of their capabilities. In other words, coaching is now most
often applied to top performers whose leadership and growth potential are
highly valued by the organization.

Performance issues will always arise in any development plan or in any dy-
namic that a leader must work through when trying to execute strategy or
change. However, coaching is not intended to focus on those issues any more
than absolutely necessary. The orientation is always forward, with a focus on
efficiency, effectiveness, and impact. The personal and interpersonal chal-
lenges a coach encounters are no less complex than they were years ago, but
the coach and coachee now work together, with a different kind of urgency
and creative energy, to discover the best solutions to meet the organization’s
objectives.

Selecting the right coach is a challenge. Coaching is an approach, a view-
point, and a technique as much as it is a profession. There are no defined
backgrounds or sets of skills for coaches, just as there are no defined sets of
problems or challenges. The coach is a highly specific resource of knowledge,
expertise, intuition, and experience. He or she brings to the table the ability
to deal with dynamic challenges. Although this dynamic character makes
coaching difficult to codify, it also ensures that a good coach, with the right
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expertise, can work with a coachee to find a path to success. That path may
differ from coach to coach, but the impact will still be positive.

What Coaching Isn’t

To define what coaching is, let’s examine what it isn’t. Coaching often differs,
for example, from consulting. Although a consultant and a coach both have a
body of research or a theory from which to draw, the coach may very well not
bring a model or framework into the engagement. As outsiders, neither coach
nor consultant is likely to understand the client’s business environment as well
as the client does, but although the consultant provides ready-made answers,
the coach’s advice is extremely customized. Both consultant and coach rely on
data gathering to interpret the organization’s or individual’s challenges. How-
ever, although the consultant uses that data to prepare a path for others to fol-
low, the coach uses it to build the critical capabilities of key people so that
they themselves can forge their own paths. Unlike the consultant, the coach
works in partnership with the client to discover solutions together, finding
them through careful listening, provocative questioning, enlightened guid-
ance, and the right level of prompting at the right time. To a great degree, the
coach’s goal is to enable the client to find the right answers by him or herself.

It is not surprising, therefore, that a successful relationship between
coach and client depends on the highest levels of trust and openness. Never-
theless, boundaries do exist. Although coaching may sometimes feel like
something halfway between the couch and the confessional, coaching is not
therapy. The orientation is very different. Depending on personal back-
ground and skill, a coach may use some of the listening and analytical tools of
therapy to build connection, trust, and openness. But although personal is-
sues or deeper problems are likely to arise in the course of working together,
the coach is not meant, and is usually not qualified, to provide more than
supportive, confidential advice in those matters. Should serious personal is-
sues emerge, a coach may be well positioned to provide a referral to a psy-
chologist, counselor, or medical doctor. But, inasmuch as it is healthy to do
so, a coach will maintain the focus of the engagement on moving the client
forward, in line with business objectives. Although the client may control the
pace and direction of a therapy session, the coach is being paid to facilitate
the pace and direction of the coaching engagement—in the service of spe-
cific business-related goals.

Despite the coach’s close working relationship with the client, the coach is
not a substitute colleague or fellow executive. Many coaches have been suc-
cessful in business in earlier incarnations, usually at the most senior levels.
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This provides a sense of comfort and familiarity in the client’s world, allowing
him or her to communicate in the same language. It also provides key insights
into the complex and competing pressures of the client’s work environment.
This enables the coach to recognize a business opportunity or roadblock when
it appears. However, the skills and interests that make the coach successful in
coaching would probably not lead to success as a full-f ledged member of the
organization. If the coach were on board permanently, the orientation toward
questioning, pushing the envelope, prompting alternative answers, and closely
managing the personal dynamic might very well wear out the welcome. The
coach’s stay in the organization is meant to be short, usually less than two
years, and longer only if intermittent challenges are pursued in a way that
builds on the foundations that have already been established. A best practice
coach, by design and ethic, is not in the business of creating a dependant re-
lationship. Although this may be a sensible business model, akin to logging
billable hours at a law firm, it violates one of the principle ethics of coaching:
do everything in the service of the client, not in the service of oneself.

Skills and Attributes of Best Practice Coaches

Coaching takes place across a broad spectrum of areas, challenges, and situa-
tions. By its very nature, coaching is a f lexible, adaptable, and f luid way of
achieving measurable results. What are the skills and attributes that make for
successful coaching? Chemistry, expertise, and experience are all very im-
portant—and we will define those in more detail shortly. But, the following
sections help distinguish what it truly means to be a best practice coach.

Technical Skills

A best practice coach is able to:

• Set the stage for the coaching engagement by establishing ground rules,
reporting lines, confidentiality, and trust.

• Assess the current situation fully and accurately.
• Achieve alignment and agreement (with the coachee, client, and key

stakeholders) around critical needs and achievable objectives.
• Develop and execute an approach that will lead to a successful outcome.
• Recognize emerging problems and opportunities in advance and adjust

the plan accordingly.
• Provide follow-up, to whatever degree necessary, to ensure sustain-

ability.
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Experience and Background

A best practice coach has:

• A good working knowledge of the industry and the kind of organization
for which the client is working.

• A deep understanding of the coachee’s level within the organization
and the associated pressures, responsibilities and relationships.

• A keen knowledge of where his or her expertise starts and stops, and
how that will match the client’s needs.

• The insight to judge whether the client is serious about working toward
the kind of change, development, or direction the coach is able to drive.

• The ability and resolve to assess personal fit and to go forward, or part
ways accordingly.

• The structure and discipline to manage the coaching relationship for
the needs of the individual, whether the individual fully recognizes
those needs or not.

• The ability to distill a great deal of information while recognizing im-
portant patterns and uncovering key nuggets.

• The ability to distinguish between matters of short-term urgency and
long-term significance.

• The ethics to maintain strict personal and business confidentiality.

Coaching Attributes

A best practice coach is able to:

• Put the coachee’s needs ahead of his or her own ego.
• Listen with nuance and sensitivity.
• Establish the highest levels of trust, openness, and personal connection.
• Ask probing questions that draw forth information the coachee could

never have arrived at independently, despite superior knowledge and
experience.

• Understand the coachee’s relationships with the insight of a participant-
observer.

• Make intuitive leaps that will lead the coachee to new levels of
performance.

• Judge actions or words to determine whether development is occurring
at the appropriate rate and in the correct direction.

• Manage the coaching dynamic to the ever-shifting mood, attitude, and
will of the coachee.
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• Back away from an area or direction that is not in the coachee’s best in-
terest to pursue or one that he or she is highly resistant to working on.

• Change the coachee’s behavior gradually, but steadily, even in the
coach’s absence.

• Push the coachee to new levels without putting him or her in a position
that would lead to compromise or embarrassment, or that would other-
wise decrease the desire and willingness to change.

• Create an independent capability in the coachee by building her
strengths, instead of building reliance on the coach.

Given this complex matrix of skills, attributes, and capabilities, it might
seem that a best practice coach is born, not made. The hard truth, however, is
that every coach learns through doing. The coach often begins his or her call-
ing because of a passionate desire to take a leadership roll in a particular area
of expertise or interest. This passion carries the coach through a sometimes
painful growth of skills and abilities in the service of his or her calling. A
coach is always learning, growing, and developing key behaviors as they are re-
quired. Each of the best practice coaches we interviewed spoke of a two-way
dynamic in coaching relationships, which is frequently described as teaching
that f lows in both directions, the coach providing insight to the client, while
the client does the same for the coach.

A coach, like a leader, can be developed if she possesses the original pas-
sion. But this is a personal journey more than an educational attainment.
Coaching accreditation programs probably can’t teach the art of coaching
any more than golf instruction can teach the art of golf. Skills can be learned
and techniques replicated, but true understanding only comes from carefully
honed practice in real-world situations.

We recognize that there are different levels of capabilities in the coaching
profession, just as there are different categories of coaching. Higher levels can
be attained over time, given limitations of experience, innovative capability,
and personal growth. The thought leaders profiled in this book are widely rec-
ognized as among the top coaches working today. Each of them has been prac-
ticing for many years. Other coaches can learn from them, not to attain a
higher level of mastery tomorrow, but to become better each day.

Areas of Coaching Expertise

Another problem with the term coaching is that it describes the mode of
the working relationship without differentiating the variety of aims and
objectives.
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In this book, we are generally talking about business or executive coach-
ing. The distinction is most clear when compared to coaching that helps an
individual achieve a personal aim such as happiness, work-life balance,
wealth, or better relationships. There are several important exceptions to this
distinction, and many coaches speak of the continuum between business and
personal life encountered during any engagement; but, for the most part, ex-
ecutive or leadership coaching is meant to meet organizational needs.

Within that domain, we have made further differentiations. The following
five categories seemed to provide adequate “boxes” for all of the coaches
that were interviewed. A qualification is necessary, however. Some coaches
were very firmly members of their particular box. Others recognized that al-
though they belonged mainly in one category, there were aspects of their
coaching that occasionally crossed over.

Coaching Leaders/Behavioral Coaching

This is the largest and most inclusive category. Typically, the focus of such
coaching is on a leader ’s behaviors, style, vision, or practice. The coach
works with the coachee to understand and optimize his or her effectiveness
in key relationships.

Career/Life Coaching

All coaching involves change, but coaching for transition focuses on change
that is a part of distinct shifts in level or circumstance. Some coaches work
on guiding a leader or leadership team through a major organizational shift
such as occurs during a merger or acquisition. Others work at optimizing a
leader ’s capabilities as required by a new level of responsibility. Still others
define the career options for an individual who is seeking a new position,
level of responsibility, environment, or role.

Coaching for Leadership Development

Leadership development coaches work to instill a capability in the leader or
leadership team to bring the organization to another level of effectiveness. In
some cases, this means helping the leader become a coach himself or herself.

Coaching for Organizational Change

To some degree, coaching for organizational change is another catchall cate-
gory, defined more by its variety than by any unifying approach. However,
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each of the coaches interviewed focused on the leader ’s ability to steer the
organization through a period of change or to a distinctly different level of
capability. Some coaches, for example, focused on developing the organiza-
tion’s capacity to innovate, others on the capacity of the leadership team to
guide the organization through crisis and uncertainty. In any case, coaching
for leadership behaviors, competitive strategy, team building, and change
were common ideas acknowledged by each coach.

Strategy Coaching

Coaching for strategy, because it is more organizationally focused, can cover
a broad range of challenges. Primarily, it is focused on coaching a leader or
leadership team to understand its emerging competitive landscape, in order
to dominate that future space, five to seven years down the road. Hardcore
analysis, development and deployment of strategy, and implementation of or-
ganizational change are all aspects of strategy coaching. As a result, the
coach must be able to guide the leader through the important stages of the
journey. This means that coaching for personal effectiveness, leadership be-
haviors, team building, and organizational change can all be important to the
engagement.

When deciding whether to select a coach, it can be helpful to think in
terms of these five categories. It is common sense that one should understand
the imperative for coaching before determining how to fill that need. Never-
theless, a framework for considering available options can create greater
clarity and define expectations for all involved.

Part II: The Mechanics of Selection

Who Should Make the Coach Selection Decision?

To establish the foundation for a successful coaching engagement, the
ground rules and objectives must be clear. When it comes to who should
make the coach selection decision, the issues can be broken down into
three areas of concern.

Who Is Paying for the Coach and Why?

Nearly 100 percent of the time, the organization is paying for the coach. If
so, the organization must own the coach selection process. In other words,
the organization is hiring a coach because it needs the coachee to improve
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his or her performance. That organizational need must be front and center
throughout the engagement. Allowing the coach selection process to be
ceded to someone who doesn’t have the organization’s clear objectives in
mind is a mistake.

Choices of coaches can be presented to all who are concerned. The
coachee must feel reasonably comfortable with those choices, but the client
should be the ultimate decision maker.

Who Is the Client?

When defining who the client is, a gray area may exist between who is being
coached and who is paying for the coach’s services. To some degree, this am-
biguity is inherent to the confidentiality and trust necessary to the coaching
relationship. A vocal minority of coaches is very clear that the coachee is their
client. Although the organization is paying for their services, and the achieve-
ment of organizational goals is the ultimate objective, the relationship be-
tween coach and coachee is akin to a doctor-patient, or lawyer-client one.

The main concern in this approach seems to be confidentiality and trust.
Other coaches, perhaps the majority, are equally clear that although trust
and confidence between coach and coachee are inviolable, the coach is being
hired in service of the organization. Clarity in that relationship moves the
ball along. The coachee knows that his or her agenda must be aligned with
the organizational agenda, and that success or failure will be measured on
those terms. During times of disagreement, the organization’s wishes are
paramount. If the coachee is to believe that he or she is the client and in con-
trol, a very different dynamic might result.

The actual client is almost always the coachee’s superior. In those frequent
cases when the CEO is the coachee, the client and the coachee may be one.
Regardless of who the client is, the coach is always working to the best of his
or her abilities for the betterment of the coachee.

What Is the Role of Human Resources?

Frequently, Human Resources is given the opportunity to provide a list of
appropriate coaches. Although this can become tantamount to actually se-
lecting the coach, it should not. Human Resources, with its insight into orga-
nizational and behavioral change, may be well informed about an individual
leader ’s needs—especially when it is involved in executive development, suc-
cession planning, and organizational strategy. But the selection decision
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should remain with the client, because the client is most affected by the pay-
off or lack thereof from hiring the coach.

Nor should HR allow the coachee the opportunity to select a preferred
coach among three or four choices. In such cases, coachees will typically
make the choice based on personal criteria, likes and dislikes, connection or
chemistry, or sometimes even based on seeing particular coaches as stronger
advocates for their careers. Rarely will this help the coachee push into un-
comfortable areas or make desired performance improvements.

When it comes to reporting relationships, a discussion covered in the next
chapter, HR needs to step aside from this dynamic as well. If HR is closely
involved in the selection process and is also involved in checking up or re-
viewing the progress of the engagement, there are a number of risks. First,
HR may be viewed as the de facto client. Second, the department’s personal
views about the coachee’s and client’s needs and objectives may overly inf lu-
ence the belief structure of the coach.

The coach should feel empowered to set the ground rules regarding client
and coachee, to clarify reporting relationships, and to work to align the
coachee’s challenges with the client’s or manager ’s objectives. All of these is-
sues will be discussed in greater detail in the next chapter.

Why Is a Coach Being Hired?

As the paying client, the organization needs to be clear about why a coach is
being hired to work with the coachee. What is the root cause of the decision to
hire a coach? Is it positive or negative? Is it obvious on the surface (i.e., is
there a clear goal in mind), or are there unstated reasons related to politics,
performance issues, or interpersonal dynamics? The reasons for hiring can
usually be broken down into two distinct areas: performance correction and
performance development. Both inf luence the cost, time, and energy the or-
ganization should be willing to invest.

Performance Correction

How valuable is the coachee to the organization? What is the cost of replace-
ment as opposed to fixing the problem? Would the organization be able to
move faster and more efficiently without that person, or do their other con-
tributions make the effort, expense, and time of coaching worthwhile? Will
performance levels of colleagues and reports improve if that person’s perfor-
mance improves, or will they improve at even greater rates if that person is no
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longer in the organization? When performance correction is the reason for
coaching, there is nothing wrong with the organization thinking in such blunt
terms. In fact, clarity in those matters can ease or guide the decisions that
occur along the way—for everyone involved.

It is human nature to avoid dealing with unpleasant or uncomfortable is-
sues, particularly at senior levels, where collegiality, territorial politics, and
personal history can create a great deal of willful ambiguity. Organizations
have clear mandates for dealing with the most egregious performance correc-
tion issues, such as sexual harassment, anger management, and so on. But in
gray areas, it’s not uncommon for an external coach to be engaged as a substi-
tute for the manager ’s own leadership duties. Sometimes, a coach is actually
being hired as a kinder, gentler way of moving the coachee to a life outside of
the organization—a very expensive mode of outplacement.

The client needs to consider some critical issues. Is coaching going to help
the problem? What’s the probability of success, and what’s the payoff for
success? When these variables are measured against the cost of the coach
and the cost to the organization’s resources and capabilities, the answer
should be clear.

Performance Development

Because of the cost and investment required to hire a coach, organizations
today more often focus their external coaching budget on valued leaders
whose contributions are considered critical. The question whether to hire a
coach or not, however, is still one of cost benefit. The organization must an-
swer some key questions. Who is worth coaching? What areas of skill or ca-
pability development are important enough to warrant coaching? In what
direction does the organization want to move, and can its current leadership
develop the requisite capabilities? What is the final result that is desired?

Despite the economic downturn since 2001, the competition for talented
performers continues to skyrocket. Such people have unlimited options. What
is the cost to the organization in providing or in not providing growth opportu-
nities? If that star performer ’s capabilities are improved by 25 percent
through coaching, will there be a place within the organization for her to per-
form at higher levels? If not, the investment will likely have been wasted—
painfully so, if the individual moves to a competitor.

Coaching for performance development is almost always applied in ad-
vance of or slightly after a change in circumstance. The coach’s role is to pro-
vide objective, continuous advice to the coachee on how to position himself
most effectively within his or her environment. The following list provides
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concrete examples of when coaching can help with performance develop-
ment. Specifically, coaching applies when the individual leader is:

• Taking on a new role or rising in level within the organization.
• Slated for development because he or she has been identified as high

potential or as someone who fits in the succession management process.
• Expanding the scope of his or her responsibilities to include new chal-

lenges, for example, an increase in geographic, multinational, or cross-
cultural territory or the rolling in of other divisions or departments.

• Charged with driving some kind of organizational change or strategy
critical to organizational success.

• Working with senior team members in a new way that requires external
counsel, advice, and support.

• In need of optimizing his or her own capabilities to improve the per-
formance of others.

• In need of developing critical, interpersonal skills in order to work bet-
ter in a nontechnical, leadership role.

• In need of help presenting, developing, and articulating a message, vi-
sion, plan, or strategy.

• In need of counsel, advice, or critical thinking from an outside per-
spective to reconfigure the organization’s direction, structure, or
capabilities.

What Are the Desired Results of the
Coaching Engagement?

Just as the organization’s objectives should be clear, so should the desired re-
sults. In the case of performance correction, the cost of coaching should be
no more than the cost of replacement. In the case of performance develop-
ment, the cost should be considered an investment that sees a greater return
through the coachee’s new level of contribution.

As much as possible, return on investment should be measured in dollars
and impact. This is one of the most challenging aspects of coaching for al-
most all of the coaches we surveyed. When goals are clear from the outset,
success can be judged by whether those goals are met. But goals often evolve
throughout the course of the engagement, or the impact of coaching may be
intangible, or the foundation that is being laid for impact will have its effect
at some time in the future. Satisfaction of coachee and client is one measure
of success, but does it gauge the sustainability or long-term success of the
impact, or merely the success of the relationship?
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Part III: Ensuring Fit

Once the decision to hire a coach has been made, how does the client judge
whether a particular coach will be a good fit for the coachee and the organi-
zation’s needs? It is necessary to consider the appropriateness of the coach in
terms of background, ability, organizational fit, and human chemistry. This
will increase the likelihood of success.

Alignment of Values

Although alignment of values is rarely considered, a mismatch in values set
lead to failure. The coach’s values, demonstrated in his or her approach,
methods, and personal philosophy must be a good match for the organization.
A hard-driving organization that values internal competition over team har-
mony, for instance, would not be well served by a coach who works to in-
crease effectiveness by improving interpersonal relations. An organization
oriented toward short-term profits might be out of line with a coach whose
work is most effective at instilling long-range capabilities. Stark contrasts in
these points of view will lead to conf lict between coach and client, and re-
sult in a poor return on investment. It might even place the coachee in some
degree of career jeopardy.

Wisdom, Insight, and Intuitive Leaps

Has the coach walked a mile in the coachee’s shoes? The coach must be able
to understand the challenges of the person being coached. Ideally, the coach
has had direct, personal experience that relates to the coachee’s current con-
cerns and needs. Quite often, coaches who advise senior leaders have been
senior leaders themselves, or have worked so closely with such people that fa-
miliarity is very high. It shouldn’t be assumed, however, that because a coach
works well with senior leaders, his or her ability transfers automatically to
more junior levels. Pressures, responsibilities, challenges, and opportunities
can be very different.

Experience provides the coach with credibility. The coach should know
how to present him or herself in a way to make his or her messages heard and
understood. It doesn’t matter how wonderful the advice or counsel is. If the
coach does not project credibility, the message will go unheeded.

Technical knowledge or expertise can also matter, but is not nearly as im-
portant as one might think. The coach, to a certain extent, can actually be well
served by a lack of direct technical knowledge. This forces the coachee to ar-
ticulate issues in greater detail, and opens the door for the fresh perspective of
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a newcomer. Regardless of the level of technical experience and understand-
ing, the coach’s questioning and insight must add value to the situation. If sug-
gestions and questions are inappropriate or unhelpful, frustration will build.

But the expectations for the value that coaches provide should be even
higher. Best practice coaches absorb information about the organization, the
individual, the technical concerns, and the objectives—not just to steer the
coachee appropriately, but also to bring him or her to entirely new levels of
performance. The coach does so by making intuitive leaps. He or she has an
ability to see patterns and connect the dots in ways that the individual could
never manage alone.

Evaluating the coach’s experience, wisdom, and intuitive capabilities is
no easy feat. One method of doing so is to ask concrete, behavior-based
questions about past coaching engagements.

What Are the Coach’s Other Dealings in the Industry?

Just as the network of senior leaders and board members is a tangled web, so
the network of best practice coaches may extend beyond the client’s organi-
zation to competitors. The client can be excused for asking the question,
“Can the coach serve two masters?”

Confidentiality is not the issue. Coaches have strong personal ethics when
it comes to confidentiality and would damage their reputations if they ever vi-
olated their obligations. Nevertheless, clients should consider how the coach’s
other dealings in the industry may affect the guidance being given. Can the
coach be a committed partner in success? That’s a judgment that can only be
made based on the individuals involved.

On the other hand, many coaches that we surveyed frequently found
themselves in exactly this scenario—and declared it to be a benefit rather
than a detriment to their ability to provide service. A knowledge of the in-
dustry, the competitive landscape, the innovations taking place and overall
best practices are resources to the client in terms of crafting solutions unique
to his or her circumstances. The essence of coaching is customized help.
Whereas a consulting organization might provide the same plug-and-play ad-
vice, even to direct competitors, the coach is working in partnership with the
client to discover unique solutions together.

Can the Coach Operate Effectively with More Than
One Coachee in the Same Organization?

Quite often, the success of a coaching engagement with one leader will lead
to the coach being retained by another leader in the same organization. The



38 WORKING WITH COACHES

quality of results and impact can lead the coach to be passed around like an
exciting new book that simply has to be read. In particular, if the coach has
worked with a senior leader or CEO, it might be considered important for
others to become schooled as well.

Each individual coach knows whether he or she can operate effectively
with multiple leaders, or when tasked at different levels within the organiza-
tion. Some coaches see that as a desired state because they are able to work
most effectively at driving change, strategy, effectiveness, or team work
when they become roving coaches. Some clients and coachees may view this
with alarm when they consider possible breaches of trust and confidentiality.
Certainly, trust and confidentiality are at issue, but problems can be avoided
if the ground rules are clear and followed openly. In some organizations, the
mandate for development is so insistent and clear that coaches will be work-
ing openly with superiors, colleagues, and reports to drive performance im-
provements. The organization needs to determine what is acceptable for its
culture and direction.

Human Chemistry

Coaching is a partnership that thrives on trust, confidence, and forward
progress. Coaches and coachees often develop a very strong relationship,
even a strong friendship, during the course of working together. Best prac-
tice coaches are able to inspire that foundation from the very first stages of
the engagement.

Nevertheless, a coachee will not obtain a great deal of benefit from some-
one he or she dislikes or, conversely, someone he or she likes a great deal but
who is unwilling or unable to push him or her in the right direction. Personal
likes and dislikes shouldn’t be prime factors, but coaching will not be suc-
cessful if the coachee is highly resistant to the coach. Where’s the balance?

The client must make that decision by weighing all factors. For example, if
the coachee is uncomfortable with assertive people but needs to develop
more assertive behavior, a coach with a dominant and hard-driving personal-
ity may be the ticket. If a coachee is from the old school and does not respect
the contributions of female reports, then a determined female coach may re-
arrange their worldview. There are times when likes and dislikes, personal
preferences, comfort levels and biases should be ignored.

Best practice coaches develop the human chemistry needed for success.
By the end of any successful coaching relationship, the bond between coach
and coachee will be present. See Figure 2.1 on page 39 for a tool to use when
selecting the right coach.
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FIGURE 2.1 Coaching Checklist: Selecting the Right Coach

Are you looking for a long-term or short-term coach?

What are the characteristics of the coach that will have the
greatest impact on success?
What style of coach will be most effective?
Has the coach had enough “real” experience at this level?
Has the coach the appropriate experience in the type of coaching
required?
What is the level of knowledge that the coach has in your industry?
Does the coach have the skills that you think are important for
success?
Are you looking for a coach to enhance or adjust the performance
of an individual of a team?
Are you using coaching appropriately—or using it as an alternative
for dealing with the problem?
Can the coach command the respect of the coachee?
Can the coach relate to the coachee?
Can the coach manage the relationship effectively?
Is the coach building capacity in the coachee(s) or building
dependence on them?
Is there a benefit or risk in the coach working with more than one
person in the organization?
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CHAPTER 3

�
Creating a Powerful

Coach-Coachee Partnership

Organizations are demanding a high return for their coaching investment
dollar. Accordingly, best practice coaches must deliver levels of produc-

tivity, effectiveness, innovation, and impact that could not otherwise have
been obtained. Selecting the right coach for the organization’s specific needs
is the basis for producing those superior results. But the power of that
coaching engagement f lows from:

• The structure of the relationship
• The coach’s skill in moving the coachee toward high impact goals
• The coachee’s commitment and willingness to change

The coach-coachee relationship is best described as a partnership, one in
which both sides work to reach an agreed-upon destination. Obviously, nei-
ther coach nor coachee could get to the goal alone. From such mutual re-
liance, confidence, trust, and even friendship develop along the way.

The relationship is not one of equals, however. The coach, not the
coachee, controls the pace and direction of the journey. It is within the
coach’s realm of responsibility to set the ground rules; collect the necessary
information; assess, analyze, and judge the situation; define the right action
plan; push or prod accordingly; monitor progress; adjust approach as re-
quired; and deliver the goods. All of this needs to be done openly and with
the full cooperation of the coachee—but the coach’s skill, experience, and
adaptability are driving the process.

The coachee has his or her own responsibilities. As in any form of coun-
seling that is oriented around change, the coachee must commit to the 
hard work, risk, and awkwardness that are part of real, sustained impact. In
other words, the coachee must take ownership over his or her own progress,
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working at it consistently and with commitment, while trusting the coach to
be there with all necessary support and expertise. Further, it is important for
everyone to understand the risk of a person’s taking on change and the subse-
quent fear of failure that can result. If the coachee is not willing to make that
level of commitment, or, as sometimes happens, if the organization is not
truly willing to be supportive, then it’s up to the coach to identify that prob-
lem, clarify expectations, and continue or abandon the project as appropriate.

The coaching journey, especially for a top leader or executive, does not
take place in a vacuum or during a time-out from other responsibilities, pres-
sures, and interpersonal demands. It is not surprising that the regimen of
change can sometimes become lost amidst so many day-to-day concerns. The
coach is there to watch over the small steps in what can be described as the
microplan. It is, after all, only through small steps that we achieve larger
aims. As Hesiod, one of the earliest Greek philosopher-poets, stated 2,600
years ago: “If you add little to little, and do it often, soon the little will grow,
and become big.”

The coach must also link the microplan to the larger vision; otherwise, the
coachee will not be reinforced by his or her steady accomplishments. As any-
one who has ever driven a change process will recognize, the steps leading
toward that change are lost to many people in the details of the daily grind.
By deliberately and frequently linking the coachee’s efforts to the overall
objective, the coach creates the sense of forward momentum and purpose
valued by action and goal-oriented organizations.

This chapter describes the coach-coachee partnership from two vantage
points. Part I looks at how the coach designs the engagement’s system in order
to create the conditions for a true partnership. Without this structure, both
sides are liable to seek paths of least resistance whenever they encounter pres-
sures or roadblocks. Easy solutions reduce the power potential of the change.
Part II looks at the human dynamic of the relationship and the means by
which the coach leads the coachee to the depth of understanding necessary
for creating sustainable results. Separating the process of coaching into two
distinct aspects is a purer approach than would ever arise in the messy dy-
namics of real life. Nevertheless, that division will help coach, coachee, and
organization communicate expectations with more clarity and purpose.

Part I: Structuring the Coaching Engagement

The results-driven nature of the coach-coachee relationship requires clear
ground rules to operate effectively. One purpose of the first meeting is to es-
tablish exactly what those ground rules are.
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Establishing the Ground Rules

Setting the ground rules is not a process of negotiation but one of clarifica-
tion. The coach is in charge and up-front. Ground rules cover most of the fol-
lowing key areas:

• Confidentiality, expectations, and commitments
• Reporting relationships
• Methods of information gathering
• Making judgments, setting objectives, and monitoring progress
• How, why, and when the coaching will end

The coachee will have concerns and anxieties, some which are bound to be
self-serving or protective, and with the danger of limiting the coach’s effec-
tiveness. An experienced coach has encountered these before and knows how
to provide assurances or sound reasons to overcome reluctance. One of the
key issues raised in the last chapter comes to the forefront at this very stage—
who exactly is the client? If the coach and coachee understand that the client
is the organization footing the bill, the ground rules become much easier to
accept. Acceptance won’t automatically generate the trust and openness re-
quired for success, but establishing ground rules that are clear, and clearly
followed, is one of the steps necessary for trust to grow.

Once ground rules have been set, they cannot be bent along the way. The
relationship needs the discipline and boundaries of that structure for the
coachee to experience the creativity and energy of real change.

Confidentiality, Expectations, and Commitments

Although trust is a feeling and a bond, confidentiality is more of a contractual
agreement. Over time, it can serve as one of the pillars of trust. But in the be-
ginning of the relationship, confidentiality is about establishing expectations
and the lines or boundaries of communication.

Confidentiality between coach and coachee is inviolable, no matter who is
paying the bill. For the relationship to be effective, the coachee must be able
to honestly discuss personal feelings, concerns, and attitudes that can encom-
pass a broad range of subjects, including the coachee’s superiors, peers, re-
ports, and even family, as well as the organization and its strategy.

As much as possible, the coach should keep such discussion within the
realm of the predetermined objectives, but essentially the f loor is open.
Without confidentiality, the relationship cannot progress to trust, nor can the
coach understand the coachee’s challenges with sufficient complexity.
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The protocol of confidentiality runs both ways. The coachee does not be-
tray the coach’s confidences any more than the coach would. Commitment to
the process must also be mutual. The coach is willing to do everything for the
coachee as long as the coachee demonstrates commitment with consistent ef-
fort. The coachee should expect the same from the coach. A coach’s rules are
simple: “You can fire me. I can fire you. The organization can fire both of us.”

Reporting Relationships

Strict confidentiality does not mean that the coachee’s progress is never dis-
cussed outside of that relationship, but it does mean that what gets discussed,
when, and with whom is clearly determined and consistently followed.

The goal of the engagement is not to make the coachee happy but to pro-
vide value to the organization. Whoever is paying the coach is the client. Al-
though confidentiality needs to be respected, the line of command and the
f low of communication must be clear. There should be one point of contact
in that information f low, ideally the coachee’s boss or someone even higher
in the same line of command. Once this contact is decided, the coachee’s
progress should not be discussed or broadcast beyond that person.

The initial Human Resources point of contact, for example, may not be the
best choice for the reporting relationship. That person set up the engagement
and the conditions, and can help keep things on track, but should not be an ac-
tive participant in the process. The client’s interest in the business objectives
can adequately serve as the compass that points the coach and coachee in the
right direction.

Coaching can fail, especially if coach and coachee have little regard for
time frame, expense, and meeting objectives. Often, this is a symptom that
arises from a poor understanding of reporting protocol.

Methods of Information Gathering

Another aspect of coaching that may be unsettling to the coachee is how
much information the coach will be gathering and how he or she will be
gathering it. Unfortunately, the coach cannot learn everything he or she
needs to know by talking to the coachee alone. Such data provide only part
of the picture, since the coachee’s knowledge may be limited and his or her
point of view is personally biased. In strategy coaching, for example, 
the CEO or division head may not be aware of everything that is going on
with the organization’s operations. In leadership coaching, the coachee’s
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perception of his or her leadership style may be completely out of line with
how that style affects peers or reports. What’s intended as a joke or a moti-
vational dressing down by a CEO may be interpreted very differently by a
new vice president.

To gather critical information, a coach must understand the coachee’s en-
vironment and interpersonal relationships to whatever extent the objectives
dictate. There are a number of approaches or techniques that coaches use,
each with its own limitations and advantages. The following is a representa-
tive list:

• Survey: To gauge the climate of the organization or assess the impact of
a strategy or change initiative

• 360-degree feedback survey: To assess the coachee, from the perspec-
tive of superiors, reports, peers, and even customers.

• Interviewing: Similar to 360-feedback, except that the coach will
spend time personally with superiors, reports, colleagues, and so on,
discussing the coachee and his or her challenges confidentially.

• Internal source: With permission, the coach works closely with one or
two key stakeholders who know the coachee very well.

• Shadowing: The coach follows the coachee through daily assignments,
in team settings, during key meetings, and so on, observing how the
coachee works, how that impacts others, the dynamics involved, the in-
formation exchanged, the power relationships, and so on. Shadowing is
similar to the participant-observation techniques of anthropology.

• Monitoring output: This is used when tasks and deliverables are good
gauges of the coachee’s current performance and progress.

• Past performance: To understand a coachee’s current situation, a coach
sometimes needs look no further than the past. Behaviors, attitudes,
values, and approaches are difficult to change. What may have been a
benefit at one level can be a liability in another context. With access to
information about past performance, the coach can intuit a good deal
of quality information about current challenges.

• Outside inf luences: In some cases, what is going on in the coachee’s per-
sonal or family life may have a drastic impact on performance. If the
coach has no knowledge of such personal issues, coaching can be di-
rected at entirely wrong areas.

It’s understandable that the coachee will need to define a comfort zone
when it comes to information gathering. In establishing the ground rules,
the coach informs the coachee about preferred approaches, but permission



46 WORKING WITH COACHES

needs to be secured and boundaries agreed upon. If those boundaries
threaten to get in the way of a successful engagement, another solution
needs to be found.

Making Judgments, Setting Objectives, and
Monitoring Progress

Following the information-gathering stage, a best practice coach will end up
with too much data. This data needs to be filtered, narrowed down, and fo-
cused, a process that requires a significant amount of judgment.

The coach must be careful not to apply all of the data to the coachee un-
reservedly. Some of it may not be true; some may not be relevant; some may
be relevant but not significant in meeting key objectives as they shape up.
The coach overlays his or her own expertise on the data by looking for clues,
echoes, and patterns. As the coach begins to grasp what the issues are, he or
she reframes them for others to respond or push back, adjusts them as re-
quired, and secures alignment. The coach does not bring biases to this pro-
cess. Instead, the coach brings structure, thought, experience, instinct, and
knowledge to shape the information and focus it on a reduced number of sig-
nificant objectives that are worth accomplishing.

The coach and coachee must come to agreement on these objectives and
then on a plan of action. It is important that the objectives be in alignment
with the client’s or organization’s needs or concerns, and that the action plan
be part of the f low of information in the reporting protocol.

Objectives must be concrete, outcome-based, accomplishable in a defined
time period, and limited in number. Most coaches focus on only two or three
objectives. Many coachees want to be more ambitious, but experience has
shown that increasing the number only blurs focus and reduces impact. In-
stead of doing two or three things well and benefiting in a lasting way, the
coachee or the organization partially accomplishes five or six objectives with
less impact. On the other hand, once the initial critical objectives have been
accomplished, others can be tackled in turn.

Objectives need checkpoints at progressive stages. With any end goal,
there are always steps that must be accomplished along the way. Those steps
should be f lagged and serve as markers, both for monitoring progress and
celebrating small wins.

The coach needs structure and skill to monitor progress effectively. Sys-
tems must be in place to measure how well the coachee is delivering on the
identified actions. Frequency of follow-up is based not only on the coachee’s
need for counsel but also on how frequently the coach needs to check in to
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ensure progress. The spectrum of approaches is quite variable. Some coaches
work intensely with a coachee for a few months, then sporadically monitor
progress and make adjustments along the way. Others do a few initial sessions,
monitor from afar, and revisit when needed.

During follow-up, the coach is disciplined about having a specific objec-
tive in mind for each contact. Although the coachee may not always be aware
of the underlying agenda, the coach is probing to monitor progress and adjust
the plan as necessary. Without that discipline, coaching follow-up would lack
structure. This might lead to unfocused sessions, filled up by friendly chatter
and confession; or the sessions might swing chaotically from one challenge to
another, preventing steady progress on preset goals.

How, Why, and When the Coaching Will End

When the objectives are accomplished, the coaching engagement is over. De-
pending on their relationship, the coach may occasionally check in with the
coachee, but only off the clock. Alternatively, if the objectives aren’t accom-
plished and the time frame is exceeded, the coaching engagement may have
failed. That’s up to client and coach to evaluate. A useful exercise is to assess
levels of blame. Rarely is it one person’s fault that a coaching engagement
doesn’t work. The percentage of blame allotted to the coach, coachee, and
others can be insightful.

How a coach ends the engagement can be as important as how it begins.
An exit strategy must be in place. Some coaches will hang on for as long as
the client will pay, but a best practice coach lets go at the optimal time. The
goal of coaching is not to create dependency but to give the coachee the tools
and capabilities to excel and grow on his or her own.

Part II: Creating Lasting Impact

Best practice coaching is a combination of empathy and structure. Coaches
develop the structure by setting the stage, assessing the current situation,
creating alignment around needs, focusing on objectives, laying out a future
plan and executing it with sufficient follow-up. The art of coaching lies in
the human dynamic, however. It encompasses the means by which the coach
builds trust, adjusts the coaching process to meet the coachee’s personal
strengths and pace, and fosters the conditions necessary for success.

Personal style has a lot to do with how best practice coaches create last-
ing impact Describing that dynamic helps coachees and clients know what
to expect.
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Building Trust

Trust is both a foundation and an outcome of the coaching partnership. Best
practice coaches are able to create the foundation of trust from the outset,
by the end of the first meeting. How do they do it?

• Self-awareness: Coaches are people with a high degree of self-
knowledge, gained over time. They are not without ego, but they are
humble and open, and can project these qualities clearly. They have a
strong personal ethic and set of values, which they demonstrate in
their behaviors.

• Empathy: Coaches are skilled at listening, questioning, and empathiz-
ing. They develop an understanding of the coachee’s position and per-
sonality very quickly. The focus keenly on that person’s needs. They
adjust their own style to fit the coachee.

• Credibility: Coaches have a level of experience that provides them
with instant credibility. They can communicate in a language and style
with which coachees are familiar. They have a knowledge base, which
is now at the disposal of the coachee.

• Real relationship: Coaches do not just give, they receive. Coaching is a
journey of learning and growth for both coach and coachee. If the re-
lationship were one way, it wouldn’t foster the highest levels of trust.

The coaching partnership achieves its impact because of the foundation of
trust. The more trust the coach can generate, the more the coachee can
achieve.

Managing the Dynamic

Whether the coaching objectives are directed toward strategy, personal lead-
ership, transitions, or organizational change, at least 75 percent of that coach-
ing focuses on the human dynamic over the more technical aspects of the
challenge. In order to meet the coaching objectives in the desired time frame,
the coach must be able to skillfully manage that dynamic, allowing the
coachee to learn, grow, and succeed at an optimal rate. This growth takes
place at the very edge of the coachee’s comfort zone, where creative possibil-
ity is just within reach.

How does the coach produce such magic? First, the coach has a clear
understanding of what needs to be worked on, in large part because he or
she is able to think in terms of behaviors. For example, most people are
quick to hold a person’s personality at fault if they are not accomplishing
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some objective. Manager X is ineffective because he is not assertive or does
not take enough risks, while manager Y is overbearing and closed off to new
ideas. As personality traits, these can be intimidating challenges, but when
viewed as behaviors, they are eminently changeable.

As an example, a manager who is not assertive enough or who is too risk
averse needs to:

• Understand the context in which that behavior occurs
• Have the behavior pointed out when they demonstrates it
• Be trained to have an alternative behavior available for future occasions
• Be encouraged to continue practicing that alternate behavior even

when it feels awkward or meets with less than spectacular success
• Become a natural and skilled user of that learned behavior over time

Although this is a basic example in the domain of leadership coaching,
there are parallels with other kinds of coaching as well. There is a behavioral
change aspect to the manager who is unable to accept the new responsibili-
ties of a merger, or the COO who needs to work with a senior team in a dif-
ferent way to manage an organizational shift, or the CEO who must think in
radical terms to create the organization’s new competitive strategy. By fo-
cusing on behaviors and measurable outputs instead of on personality traits
and characteristics, the coach is able to deftly manipulate the levers of
growth and change.

Overall progress is not judged by the person making the change but by
those who view the change. In other words, the coach doesn’t measure suc-
cess by measuring the coachee’s level of satisfaction, but by measuring the
impact on the surrounding environment.

For example, the manager who needs to be more proactive about providing
feedback is not the best judge of whether he or she is doing a better job. Even
though that manager may be much more deliberate than in the past, the im-
portant question is whether direct reports feel the same way. If they don’t, is
it because the manager is truly failing to change or because reports have not
noticed the change that has taken place? The coach must judge and adjust tac-
tics as needed, suggesting perhaps that the manager tag a feedback moment
more openly in the future so that reports are made consciously aware of it.

As another example, in the case of an organizational change initiative, the
coachee’s success at developing and implementing that change can’t be mea-
sured by how well the coachee feels but rather by how clearly the organiza-
tion has been impacted. Again, the coach takes the pulse of that impact and
adjusts the coachee’s approach accordingly, keeping in mind that not every-
one’s perception of macrochange is always clear.
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A behavioral change or a strategy implementation will not succeed if the
coach is only there to provide the initial push, no matter how solid and in-
sightful the advice. Progress must be monitored at appropriately frequent in-
tervals to ensure the change. The coach understands the coachee, the
environment, and the challenge well enough to know when to apply more gas,
when to touch on the brake, and when to change direction. The coach is al-
ways trying to create the most powerful and sustainable results in the short-
est time frame. How fast can the coachee be moved along? How is the
coachee doing emotionally and mentally with the changes taking place? Is
there a danger zone approaching in which the coachee will be placed in a sit-
uation that might jeopardize chances of success or reduce his or her willing-
ness to take further risks? Is the organization providing sufficient support
for the change?

The coach modifies the approach as required, recalibrating it to optimize
the pace of the coachee’s development in a way that allows the coach to meet
his or her commitments and agreed-upon objectives. The coachee’s best inter-
ests are kept in mind throughout this recalibration. Even though the organiza-
tion may be the paying client, the coach is nevertheless not going to be part of
any measures that harm or undermine the coachee. The ethic of coaching re-
quires the coach to manage the client’s expectations just as skillfully as he or
she manages the coach’s progress.

Sustainable Success

Success isn’t measured by how well the coachee performs with the coach’s
direct help; it must be judged by how well the coachee performs after the
coach has left the scene. If the coach has truly done the job, the coachee will
have the capabilities and tools to succeed independently.

How does the coach create sustainable success? First, the coach must en-
sure that the coachee is actually anchored to the change they’ve experienced.
It’s easy to change in the short term. It’s more difficult to change permanently.
In some ways, this is the difference between technique and understanding. In
other words, just because the coachee is making a conscious effort to think or
behave differently, that doesn’t mean he or she won’t go back to old habits
when that conscious approach falls off the daily to-do list.

That’s the internal battle. There will also be a great deal of external pres-
sure on the coachee to leave their new performance zone for the familiarity
and comfort of the old zone. To manage the external pressure, the coach
tries to create the conditions for success in the coachee’s environment. That
might involve preparing the people around the coachee for the changes that
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are taking place, by enlisting their support and understanding. Not all of the
coachee’s reports and colleagues will be actively rooting for his or her suc-
cess, especially if behavioral problems have been part of the mix. But if 80
percent of those people can be brought on board, the chances of that success
being sustained are much greater.

Creating sustainable success is part of the coach’s exit strategy. The pro-
cess of weaning the coachee from the coach’s guidance involves checking 
in to ensure the change is still effective. It’s the coach’s duty to help the

FIGURE 3.1 Coaching Checklist: Creating a Powerful Coach-Coachee
Relationship

Establish the ground rules for the relationship.
Has the coachee agreed that the coaching engagement will be
treated as an opportunity or is the coachee reluctant?
Is the coachee committed to the process?
Has the coach ensured that the coachee understands the benefits
to their business dealings?
Establish how confidentiality will be defined in the relationship.
Have you agreed on who the client of this assignment is?
Establish how success, or lack thereof, will be communicated back
to the organization.
Establish and agree on the steps in the process.
Agree on who will be part of the data gathering process.
Agree on how information will be gathered.
Has the coach taken the information that is gathered and focused
on two to three main themes that he/she believes are critical to
bring upon the important changes?
Have you agreed on how frequently you will communicate with
each other?
As a coach, are you ensuring that you are adapting to the needs
of the coachee rather than applying your standards/expectations
to him/her?
What will success look like?
Have the coach and coachee talked about when the coaching
relationship is over or needs to be reevaluated?
Have you reached an agreement on the method and frequency of
follow-up?
Are you managing or maintaining control of the relationship?
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coachee prepare for the change, accomplish the change, and sustain the
change. The occasional phone call to the coachee or the coachee’s key stake-
holders can evaluate how well the coaching impact has lasted. The impact of
monitoring after the engagement is formally over cannot be underestimated.

As coaching comes under more and more pressure to demonstrate its re-
turn on investment, demonstrating sustainability of success is becoming crit-
ical. Revenue for even the blue-chip consulting firms has fallen recently, 
in large part because clients were never actively weaned from consultant-
dependency and capabilities were not sufficiently transferred. The business
model of best practice coaching is clearly aligned with these new demands,
but coaches must be able to demonstrate that their results are living up to
those demands.

Ultimately, the success of the coaching partnership is not measured by
coach-coachee chemistry or the satisfaction of the coachee; it is measured by
business results. Nevertheless, the partnership is one of mutual benefit and
the satisfaction in that should be felt by both parties. The coachee has taken
a journey from vulnerability to competence with a new base level of high
performance. Along the way, he or she has received side benefits of greater
satisfaction in their work, more authenticity in their personal calling, and in-
creased creativity in their role. The coach has also taken a journey, although
it is perhaps one more leg on an even longer adventure. By working closely
with another human being and seeing that work come to success, he or she
has gained a valuable experience while developing in approach, insight and
self-awareness. See Figure 3.1 on page 51 for a Coaching Checklist to use
when creating a powerful coach-coachee relationship.
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IIPart

50 Top Executive
Coaches

�

Nancy J. Adler
John Alexander
David Allen
Shirley Anderson
Julie Anixter
Marian Baker
Joel Barker
Kim Barnes
Christopher A. Bartlett
Ken Blanchard
Jim Bolt
William Bridges
W. Warner Burke
Niko Canner
Jay Conger
Bill Davidson
David Dotlich

Leigh Fountain
Robert M. Fulmer
Joel Garfinkle
Fariborz Ghadar
David Giber
Marshall Goldsmith
Vijay Govindarajan
Michael Hammer
Phil Harkins
Sally Helgesen
Paul Hersey
Frances Hesselbein
Beverly Kaye
Jim Kouzes
Richard J. Leider
Bobbie Little
Jim Moore

Howard Morgan
Barbara Moses
Bruce Pfau
Gifford Pinchot
Barry Posner
C. K. Prahalad
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THOUGHT LEADERS

Marshall Goldsmith

Changing Leadership Behavior

My mission is to help successful leaders achieve a positive change in be-
havior: for themselves, their people and their teams.

While I am best known as an executive coach, coaching represents only
25 percent of what I do. The remaining three-quarters of my time is spent in
teaching others (executives, high-potential leaders, human resource profes-
sionals, or university executive education participants) what I know, writing
or editing books and articles, or working in consulting networks that can pro-
vide a wide range of coaches to leaders around the world. Almost everything
that I do as a professional is related to my mission.

Our “Pay for Results” Behavioral
Coaching Approach

All of the behavioral coaches that I work with use the same general ap-
proach. We first get an agreement with our coaching clients and their man-
agers on two key variables: (1) what are the key behaviors that will make the

Marshall Goldsmith currently heads Marshall Goldsmith
Partners, a joint venture between Marshall and Katzen-
bach Partners, LLC. He frequently teaches high-potential
leaders and is on the executive education faculty at Michi-
gan and Dartmouth. His newest books are Global Leader-
ship: The Next Generation and Human Resources in the
21st Century. Amazon.com has ranked six of his books as
the “most popular” in their field. In the past two years,
Marshall ’s work has been featured in a New Yorker pro-

file, a Harvard Business Review interview, and a Business Strategy Review cover
story (from the London Business School). He was featured in the Wall Street
Journal as one of the “top 10” executive educators, in Forbes as one of five top
executive coaches, in Business Times (of Asia) as one of 16 major thought lead-
ers in his field, and in Fast Company as America’s preeminent executive coach.
Marshall ’s books include The Leader of the Future (a BusinessWeek “top 15”
bestseller), The Organization of the Future (a Library Journal “Best Business
Book” award winner) and The Leadership Investment (which won a Choice
award as an “Outstanding Academic Business Book”). He can be reached via the
Internet at www.MarshallGoldsmith.com or by phone at (858) 759-0950.
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biggest positive change in increased leadership effectiveness and (2) who are
the key stakeholders that should determine (one year later) if 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.

I believe that many behavioral coaches are paid for the wrong outcomes.
Their income 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 positive, 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 decisions often impact bil-
lions of dollars. 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 that we believe will benefit from our coaching process.

As this book so clearly points out, there are several different types of
coaching. I only do behavioral coaching for successful executives—not
strategic, life planning, or organizational change coaching. I have the highest
respect for the coaches in the categories that are represented in this book.1

That is just not what I do. Therefore, I only focus on changing leadership be-
havior for individuals and teams. If my clients have other needs, I refer them
to other coaches.

Have you ever tried to change the behavior of a successful adult who had
no interest in changing? How much luck did you have? Probably none. I 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.

Some large corporations write people off; but rather than just fire those
people, the organization engages in a pseudobehavioral coaching process that
is more seek and destroy than help people get better. We only work with lead-
ers 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.

Finally, I would never choose to work with a client that has an integrity
violation. I believe that people with integrity violations should be fired, not
coached.
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When will our approach work? If the issue is behavioral, the person is
given a fair chance and is motivated to try to get better, the process that I am
going to describe will almost always succeed.

Involving Key Stakeholders

In my own development as a behavioral coach, I have gone through three dis-
tinct phases.

In phase one, I believed that my clients would become better because of
me. I thought the coach was the key variable in behavioral change. I was
wrong. Since then, we have done research with over 86,000 participants on
changing leadership behavior. We have learned that the key variable for
change is not the coach, teacher or advisor—it is the people being coached
and their coworkers.

In phase two, I spent most of my time focusing on my coaching clients.
This was much better. I slowly learned that hardworking clients were more
important than a brilliant coach! I learned that their ongoing efforts meant
more than my clever ideas.

In phase three (where I am now), I spend most of my time not with my
coaching client but with the key stakeholders around my client. My results
are dramatically better.

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

1. Let go of the past. When we continually bring up the past, we demor-
alize 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, in-
stead of feedback.)2

2. Be helpful and supportive, not cynical, sarcastic, or judgmental. If my
clients reach out to key stakeholders and feel punished for trying to im-
prove, they will generally 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?

3. Tell the truth. I do not want to work with a client, have her get a glow-
ing report from key stakeholders and later hear that one of the stake-
holders said, “She didn’t really get better, we just said that.” This is not
fair to my client, to the company, or to me.

4. Pick something to improve yourself. My clients are very open with key
stakeholders about what they are going to change. As part of the process,
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our clients ask for ongoing suggestions. I also ask the stakeholders to pick
something to improve and to ask 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, not “judges” who are point-
ing their fingers at my client. It also greatly expands the value gained by
the corporation in the entire process (see the following case study).

Steps in the Behavioral Coaching Process3

The following steps outline our behavioral coaching process. Every leader
that I coach has to agree to implement the following steps. If they don’t want
to do this, I make no negative judgments. There are many valuable things
that leaders can do with their time other than work with me! Our research
indicates that if leaders won’t do these basic steps, they probably won’t get
better. If they will do these basic steps, they almost always get better!

1. Involve the leaders being coached in determining the desired behavior
in their leadership roles. Leaders cannot be expected to change behav-
ior if they don’t have a clear understanding of what desired behavior
looks like. The people that we coach (in agreement with their man-
agers) 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 that 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 stakeholders. The people that I am coaching are all potential
CEOs, and the company is making a real investment in their develop-
ment. However, at lower levels in the organization (that are more price
sensitive) traditional 360-degree feedback can work very well.

4. Determine key behaviors for change. As I have become more experi-
enced, I have become simpler and more focused. I generally recom-
mend picking only one to two key areas for behavioral change with
each client. This helps ensure maximum attention to the most impor-
tant behavior. My clients and their managers (unless my client is the
CEO) agree upon 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!
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5. Have the coaching clients respond to key stakeholders. The person
being reviewed should talk with each key stakeholder and collect addi-
tional “feedforward” suggestions on how to improve on the key areas
targeted for improvement. In responding, the person being coached
should keep the conversation positive, simple, and focused. When mis-
takes 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 stakeholder suggestions and not judge the suggestions.

6. Review what has been learned with clients and help them develop an
action plan. 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,
everything that I give my clients is a suggestion. I just ask them to lis-
ten 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 a plan of
what they want to do. These plans need to come from them, not me.
After reviewing their plans, I almost always encourage them to live up
to their own commitments. 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 like “Based upon my behavior last
month, what ideas do you have for me next month?” can keep a focus on
the future. Within six months, conduct a two-to-six item minisurvey
with key stakeholders. They should be asked whether the person has be-
come 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 seriously, stakeholders almost invariably report improve-
ment. Build on that success by repeating the process for the next 12 to
18 months. This type of follow-up will assure continued progress on ini-
tial goals and uncover additional areas for improvement. Stakeholders
will appreciate the follow-up. People do not mind 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

Although 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
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for top executives, it can be even more useful for high-potential future lead-
ers. 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 20-
year process, instead of a one-year program.

People often ask, “Can executives really change their behavior?” The an-
swer is definitely yes. If they didn’t change, I would never get paid (and I al-
most always get paid). At the top of major organizations, even a small positive
change in behavior can have a big impact. From an organizational perspec-
tive, 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. With top executives, behavior may be the
only leadership attribute that can be changed in a cost-effective manner. At
that level, it is usually “too late” for technical or functional education.

�
Jim Kouzes

Coaching for Credibility

Jim Kouzes is the coauthor with Barry Posner of the
award-winning book, The Leadership Challenge, with over
one million copies sold. The third edition of The Leader-
ship Challenge, released in the fall of 2002, debuted as
number 4 on the BusinessWeek best-seller list. Jim and
Barry have also coauthored Credibility: How Leaders Gain
and Lose It, Why People Demand It, Encouraging the
Heart, and four other books on leadership. They are also
creators of The Leadership Practices Inventory, a 360-
degree assessment tool that has been completed by over

one million individuals. Jim is not only a highly regarded leadership scholar and
experienced executive, but the Wall Street Journal has also cited Jim as one of
the 12 most requested “nonuniversity executive-education providers” to U.S.
companies. Jim is also the Chairman Emeritus of the Tom Peters Company, a pro-
fessional services firm that specializes in leadership development, and an execu-
tive fellow in the Center for Innovation and Entrepreneurship, Leavey School of
Business, Santa Clara University. He can be reached at jim@kouzesposner.com.
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Leadership is a relationship. It’s a relationship between those who aspire
to lead and those who choose to follow. Sometimes, the relationship is

one to one. Sometimes, it’s one to many. Regardless of the number, leaders
must master the dynamics of this relationship. The mastery of the leader-
constituent relationship has been the focus of my leadership development
work for over twenty years. Whether I’m speaking, teaching, coaching, or re-
searching I am a fanatic about improving the quality of the relationship be-
tween those who aspire to lead and those who choose to follow.

So, what’s the foundation of this relationship? For over two decades and
across six continents, my coauthor, Barry Posner, and I have asked people
what they look for and admire in a leader, someone whose direction they
would willingly follow. In all those years, the response has been the same.
The most important quality people look for and admire in a leader is personal
credibility. Credibility is the foundation of leadership. If we don’t believe in
the messenger, we won’t believe the message.

And what is credibility behaviorally? The most frequent response we get
is “Do what you say you will do,” or “DWYSYWD” for short. You hear this
message reinforced daily in expressions such as:

• Practice what you preach.
• Put your money where your mouth is.
• Walk the talk.
• Actions speak louder than words.
• You have to have the courage of your convictions.

Embedded in these everyday expressions are the two essential ingredients
to earning and sustaining personal credibility. First, leaders must be clear
about their beliefs. They must know what they stand for. That’s the say part.
Then, they must put what they say into practice; they must act on their be-
liefs. That’s the do part.

But leaders don’t just speak or act in their own personal interests. Leaders
represent groups of people, and when leaders speak and act they’re doing so
on behalf of others. Personal credibility is maintained when you do what you
say, but leadership credibility means that you have to “Do what we say we
will do,” or DWWSWWD.

This simple and intuitive framework, but one based in solid research,
forms the foundation of all the coaching work that I do. We call it the Say-
We-Do model. It involves three challenges in the developmental effort:

• The Clarity Challenge
• The Unity Challenge
• The Intensity Challenge
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A successful coaching engagement is one in which the leader embraces
these challenges and arrives at a place of effortless performance and leader-
ship authenticity—a place where the person does not just do the message,
but is the message.

The Clarity Challenge

Commitment to credibility begins with clarifying one’s personal values, vi-
sions, and aspirations. It’s impossible to do what you say until you have clar-
ity about what you want to say. The first coaching challenge is to guide
leaders in finding their voice and in making sure they really care about what
they espouse. The Clarity Challenge involves engaging leaders in an explo-
ration of questions such as:

• What are the values and principles that guide you?
• What do you care about?
• What keeps you up at night?
• What legacy do you want to leave?
• What’s your framework for living?

Once a leader can clearly articulate values and beliefs, we’ve taken the
first step on the road to sustainable credibility. But only the first step. No
matter how noble the principles, constituents want to have leaders that can
execute. Clear values are necessary, but insufficient. You cannot do what you
say if you don’t know how to do it. That means that leaders must be aware of
their strengths and weaknesses. The Clarity Challenge also involves engaging
the leader in gathering and processing valid and useful information about
leadership skills and abilities.

In my coaching and development work, I base the development of leader-
ship competencies on the research in our book, The Leadership Challenge.4

In our extensive exploration of personal best leadership experiences, we
found that individuals engaged in The Five Practices of Exemplary Leader-
ship™. When leaders are operating at their best they:

Model the Way

Leaders find their voice by clarifying their personal values and then express-
ing those values in their own style. Then they set the example by aligning
their personal actions with shared values.

Inspire a Shared Vision

Leaders envision the future by imagining exciting and ennobling possibilities,
and they enlist others in their dreams by appealing to shared aspirations.
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Challenge the Process

Leaders search for opportunities by seeking innovative ways to change, grow,
and improve. Leaders also experiment and take risks by constantly generat-
ing small wins and learning from mistakes.

Enable Others to Act

Leaders foster collaboration by promoting cooperative goals and building
trust. They strengthen others by sharing power and discretion.

Encourage the Heart

To keep hope and determination alive, leaders recognize contributions by
showing appreciation for individual excellence. They also celebrate the values
and the victories by creating a spirit of community.

When providing individuals with feedback on their leadership competen-
cies, I use The Leadership Practices Inventory (LPI),5 which Barry and I de-
veloped during our research. The LPI is a highly valid and reliable measure
of leadership behavior, and we’ve used it since 1986 in a wide variety of or-
ganizational settings and in numerous countries.

Contrary to some in the field of leadership development who advocate
only building on strengths, we believe it’s essential to work on weaknesses as
well. We liken it to a pentathlon. There are five events in a pentathlon, and if
you’re going to compete in it, you have to compete in all five. You can’t say,
“Well, I’m really not a very fast runner, so I think I’ll skip that event.” If you
do, you’re disqualified.

It’s the same with leadership. There are five practices (in our model), and
if you’re going to lead, you have to engage in all of them. Sure, you may be
better at some than others, but you still have to improve in all of them. If
you chose not to participate in all of them, you’re disqualified. You’re saying
with your behavior, “I really don’t want to be a better leader.”

The Unity Challenge

To build strong and viable organizations, people must be united in a common
cause—united on where they’re going, united on why they’re going there,
and united on the principles that will guide them on their journey. Although
members may comply with what the leader says, they will not be fully com-
mitted until they own those words themselves. None of us perform at our
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best when we are doing something because we have to. We only perform well
when we want to. Unity cannot be forced. It must be forged.

Credible leaders are able to build a community of shared vision and val-
ues. To become fully committed, constituents must understand the aims and
aspirations, and they must agree that these aims and aspirations are impor-
tant to the success of the organization. The second coaching challenge is to
guide leaders in gaining consensus on shared values and in building trust
among members of the group.

The process of gaining consensus is a highly collaborative process. It in-
volves listening, patience, and the capacity to resolve conf licts. Sometimes,
these are not easy things for leaders to do. They just want to get on with it.
But we’ve learned over the years that this phase of the process cannot be cut
short. At some level, people will resist when values and visions are imposed
or do not fit with personal beliefs.

The Intensity Challenge

People who feel strongly about the worth of the vision and values will have en-
ergy to act on them. They’ll have passion and intensity for them. They’ll set
the example by their own behavior. The third coaching challenge is to make
absolutely certain that leaders are passionate role models for the organization.

When coaching leaders on how they set the example, I look at how they
spend their time and how they handle critical incidents. I listen to their lan-
guage and to the stories that they tell. I examine the measures they use and
how people are rewarded and which individuals get recognized. All these
things send signals to the organization about what the real values are. Credi-
bility is built only when there is alignment between words and deeds.

Passion is the dividing line. Intensity demands enthusiasm, hope, self-
sacrifice, and a never-say-die attitude. The real test of credibility comes when
the times are tough and when leaders have to show the courage of their convic-
tions. As one leader told us, “Adversity does not build character, it reveals it.”

Coaching for intensity is the most demanding phase of the process. It re-
quires a high degree of confidence in one’s skills, a willingness to stand up to
some very strong individuals, and a willingness to walk away from an engage-
ment if the person is not willing to convert words into deeds. It also requires
a unique relationship between coach and leader. The late John Gardner—
leadership scholar and experienced executive in his own right—once com-
mented, “Pity the leader caught between unloving critics and uncritical
lovers.” Sycophants are of no use to leaders. Always hearing that everything
you do is wonderful and right, is a sure route to derailment. Always hearing
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that everything you do is wrong only causes you to stop listening. What lead-
ers need are “loving critics.” I’ve often thought about putting that on my
business card!

Coaching for Character

At a recent character education conference at Santa Clara University’s
Markkula Center for Applied Ethics, Thomas Likona, author of Educating for
Character, began his talk with this anonymous poem:

Be careful of your thoughts, for your thoughts become your words;
Be careful of your words, for your words become your deeds;
Be careful of your deeds, for your deeds become your habits;
Be careful of your habits; for your habits become your character;
Be careful of your character, for your character becomes your destiny.

This poem summarizes in five lines the rationale behind my approach to
coaching for credibility. The way I see it, strategy is not a biological impera-
tive. It begins in our minds, gets expressed in words, and then gets translated
into action. Over time, those actions become who we are. What we do re-
peatedly will determine the legacy we leave.

Coaching people to use the tools of commerce is necessary but insuffi-
cient to creating a healthy and prosperous society. The right tools in the
wrong hands invite evil ends. The more we study leadership, the more we’re
persuaded that leadership development is not about the tools. It’s about the
person. Leadership development is character development.

�
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Frances Hesselbein

First Do No Harm

Ilisten very carefully when people talk about coaching. It must be said that
not everyone is talking about the same thing. Before we develop a practice

that has the potential to inf luence someone’s life, I think we should clarify
our own aims and beliefs. The ethical and moral responsibilities of the coach
cannot be taken lightly.

First, we need to have a very clear, compelling definition of coaching.
Without that definition, we are like organizations without a mission. We also
need to be sure that we are defining what we are doing in such a way that the
person being coached shares that understanding. The expectations must be
clear. There must be a beginning and an ending. The parameters must be set.
Overarching those criteria should be one unbreakable creed: first, do no
harm. As in the medical profession, everything must be done in service of
the person whose life we are affecting.

If we begin our coaching by saying that we know what is good for a per-
son, then we will fail. We cannot have preconceptions, a Case A and Form B,
which we will use to fit that person into an established solution. We need to
truly know and take into account our clients’ needs. What do they value?
What do they expect? What are they looking for? The depth of understand-
ing that is needed to do this well says something about how many people we
can coach at any given time.

To coach someone takes everything we have ever done and everything we
have ever been. If we are faithful to our mission, then it will also take a
great deal of our emotional reserve. Our obligation to the person we are
coaching requires us to be at our very best—intellectually, emotionally and

Frances Hesselbein is the Chairman of the Board of
Governors of the Leader to Leader Institute, formerly
the Peter Drucker Foundation. She was CEO of the Girl
Scouts of the USA from 1976 to 1990. Mrs. Hesselbein
is Editor-in-Chief of the quarterly journal Leader to
Leader, and a coeditor of a book of the same name. She
also is the author of Hesselbein on Leadership, pub-
lished in August of 2002. She is reachable by e-mail at
frances@leadertoleader.org or by visiting her corporate
web site www.leadertoleader.org.
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responsively. If, in the end, the person we are coaching has been diminished
by the experience, then shame on us.

What I do, I don’t call coaching. I talk with people. I advise and discuss.
It’s circular. My “coaching” is based on what each person needs. That need
is always different and must be discovered through the course of our work-
ing together. It’s a partnership. Together, we draw closer to answers that are
meaningful.

When we define coaching in such human and respectful terms, then that
definition will carry us with its sense of moral and ethical obligations. We
have an enormous responsibility to the people whose lives we are inf luenc-
ing. The job cannot be done lightly. We need to answer for ourselves, can we
do this? If we lack that clear imperative, then we should refrain. Out of such
introspection and deep self-assessment comes our answer, our definition, and
our mission.

�
Jay Conger

Coaching Leaders

In my view, executive coaching meets a very basic need. All managers
eventually finds that certain strengths that were extremely valuable early

in their careers can become powerful liabilities with a rise in level and 
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responsibility. At the same time, there are always one or two weaknesses that
become increasingly exposed and exaggerated. As a coach, my role is to help
leaders address these strengths that transform themselves into weaknesses
and the weaknesses that now loom larger.

The talented executive, for example, who is seen as too controlling and
hands-on to effectively lead at the enterprise level, may have excelled at more
supervisory levels where demands are more tactical and immediate. Their
poor ability at managing upwards was compensated by superior results. With
a promotion to senior levels, this weakness becomes problematic as bosses
may be geographically removed and political networking becomes a require-
ment of the executive suite. Coaching is often critical to help individuals
manage these transitions. It is about changing behaviors in line with the lead-
ership demands of a role and the needs of the organization.

The people I coach usually come to me because they are not as effective as
they feel they should be in their leadership roles. Since my expertise relates to
leadership style, interpersonal behavior, and communications, my coaching
falls into a fairly broad range. Nevertheless, it focuses on behaviors and style
rather than on strategic thinking, functional expertise, or technical skill.

The First Meeting

At the initial meeting with the client, I begin with a set of open-ended ques-
tions about the executive’s perceptions of her own strengths and gaps; then I
get her to rank order her development needs by priority. I ask her to gauge
which will be the more difficult to change and why. I also lay out an informal
contract of what the coaching process will entail and how it will likely unfold.

I see the first meeting as an opportunity for both coach and client to make
a set of personal assessments. Am I the right coach for the person, and is this
the right client for me? I don’t use the word “chemistry” to describe this de-
termination, but there is an evaluation of fit going on. For my part, I’m gaug-
ing the person’s motivation level, whether she really understands the areas
around which she needs development help and how perceptive she is about
herself. I test how receptive she is by sharing some initial impressions I have
of her. I provide her with a few scenarios and ask how she would respond in
those situations. From these, I can gauge her versatility and thoughtfulness.
I’m looking, ideally, for someone who is open, ref lective, curious, and moti-
vated. If we don’t engage in that kind of discussion I won’t get a full picture.
We may end up working on issues that don’t really hit the mark.

I pay a lot of attention to the voice tone and the body language in this 
interview. Obviously, I need to be physically present to do that sort of
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assessment. I may be in a minority today, but I don’t believe that coaching by
phone can be effective, particularly before rapport has been established. In
any event, I am trying to make a decision about the probability of her sincer-
ity and her capacity for change.

Participant-Observation

If we decide to proceed, I come back and observe her for two to three normal
days. I watch what she does and how she interacts, using what anthropologists
might call the “participant-observer” technique. The value of that approach
is simple. Most people can’t fully describe what they do on a daily basis. It’s
very important to see them in their environment under normal circumstances
to get an accurate picture. I watch how they work with different individuals.
I look to see if those patterns are consistent across all individuals or if they
are specific to particular subordinates and issues. I look to see how my client
spends her time and how she communicates. I also make note of what she
doesn’t talk about or doesn’t spend time on. What people don’t do is often just
as telling as what they do.

At checkpoints, during those first few days, we will take time out so that I
can ask questions. I want to get clarity about what I have seen. I’m not only
interested in observing; I need to learn her personal perceptions about the
things she did and why. In doing so, I am also trying to instill a discipline for
self-ref lection. That’s an underdeveloped capacity in many executives since
they are typically, by nature, action-oriented people focused on making
things happen.

Next, I’ll interview the people around that manager. If she’s a senior exec-
utive, there are usually only one or two levels above her; so I will interview
those individuals, as well as a number of peers and direct reports. If I have
time, I like to go one or more levels below the direct reports as well. Most
coaches assume that close perceptions and distant perceptions are identical;
but research holds that those perceptions can vary greatly. A leader ’s style
must be effective at close range and far away.

If 360-degree surveys have been previously done, I ask for access. I re-
search the coachee’s past performance to see how she has behaved in other
circumstances. I’m trying to confirm or raise questions about the coachee’s
personal perceptions and where she has had persistent problems. All of that
data helps me get a fully informed sense of her two or three most important
developmental needs.

I’m looking for patterns, not one-off situations. If specific relationships
are problematic, I put those into a separate pile. I am also looking at patterns
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of behavior by level. Some people are terrific at managing upwards, for ex-
ample, and you hear wonderful things about them from their superiors, even
as you uncover difficulties in their downward capabilities. Other managers
don’t spend enough time thinking consciously about managing upwards, be-
cause they mistakenly believe that results are their best insurance policy.

Setting and Meeting Objectives

Following this observation and information gathering period, I meet with
the executive to decide which development areas we should focus on over the
near term—say six or nine months. Personally, I’m of the school that we
should limit that number to one or two. We make that decision jointly by syn-
thesizing a number of factors. Where does the client have the highest moti-
vation to focus? What do others see as that person’s greatest development
needs? And finally, knowing the person and her motivation level, as well as
what others view as the areas that need work, what’s the likelihood of suc-
cessful change in that behavior over a period of several months?

In the intersection of those three questions, we choose one or two areas
to focus on. The alignment is never perfect. Sometimes, the client wants to
focus on an area that overlooks what others have been saying loud and clear.
I’m also hesitant to focus on areas that are personality-dependent because I
don’t see myself as a psychotherapist. As much as possible, we’re looking for
behavior-specific areas that will help the person succeed in her role.

After we choose one or two areas for development, we have a conversation
about what the final outcome will look like. We talk about how others will
recognize when the manager is working on that behavior. What realms of the
job will be affected on a typical day? How can we measure that? How will we
and others know whether the manager is succeeding? We also discuss what
factors or circumstances will make that change difficult to accomplish, and
strategize ways around those problems.

Usually, we uncover new stuff in the process. What might initially have
been perceived as the biggest need turns out to be symptomatic of some-
thing else. Often, it’s like peeling layers on an onion. The initial interview
and the observation help to peel back a few layers; as we go deeper into the
work, we pass through more and more layers together.

It’s also important at this stage to know the organization’s direction and
demands. What’s going on in this person’s business? Who does the coachee
report to and what do they reward and encourage? Understanding the con-
text of the person’s circumstances helps peel back more layers. Maybe the
manager has been placed in a new assignment or has a new boss. Maybe 
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the organization’s strategy has changed or new demands are being made. Per-
haps those changes or circumstances are exaggerating certain behaviors and
magnifying the absence of others.

When the coaching outcomes have been set and the manager has a strat-
egy for action, her work is clear. I come back to visit her occasionally, to ob-
serve her in action and to provide additional guidance. I get feedback from
her colleagues to see how she’s progressing. We have contracted around a
specific time frame that we both think is reasonable for successful change.
To measure that success, sometimes we’ll administer a 360-degree survey
around those specific behaviors or I’ll interview key individuals about their
perceptions on those behaviors. If we’ve been successful, we may or may not
go onto another behavior afterwards.

The Coach and the Client

Every coach brings different experience. My strength comes from my varied
but integrated background. I was educated as an anthropologist but have a
PhD in organizational behavior. I’ve spent time training to be a psychothera-
pist and I have an MBA. I understand business, personal, and organizational
issues. As an anthropologist, I’m able to read situations across multiple levels
and environments.

The ability to gather different perspectives and synthesize them, espe-
cially across levels of analysis, is what distinguishes the very good coaches
from the average. The drawbacks are obvious for those with limited areas of
expertise. A therapist-coach, for example, focuses on the interpersonal issues
but has no appreciation for the organizational. A coach overly versed in busi-
ness matters may not have sufficient appreciation or empathy for the man-
ager ’s life, personality, and dilemmas.

It’s critical that a coach be able to put the executive at ease early on. Much
of that, in my case, relates to interpersonal style and even nuances like my
tone of voice. I think a tone works best when it shows it is open to informa-
tion, joint exploration, somewhat soft and paternalistic, but conveying the
offer of help. Even so, there is as much variety in approaches as there are
coaches in the field. While I use a mix of probing questions, concise observa-
tions and humor, other coaches have more confrontational or intense listening
styles. In some analogous research, studies done on the effectiveness of a va-
riety of psychotherapists have shown that more important than a particular
method is the quality of the relationship between the helper and the helped.
Likewise, I don’t think there is one correct coaching method. It’s possible
that two coaches with very different methods could get the same results with
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the same person if chemistry and a trusting relationship are established. At
the same time, I do think it is important to have a methodology. It helps cre-
ate the discipline and focus that coaching needs to drive change and results.

The executives who are most receptive to coaching are usually in some
type of transition. Perhaps they’ve been promoted to an enterprise role or
have a new boss or have been assigned to a high-visibility task force. Re-
search shows that transitions are the most likely windows where people are
open to learning. If people are in a certain degree of pain, that can be quite
helpful because it makes them more open to relief, learning, and ref lection.
The greater the stakes and the pain, the higher the motivation for achieving
successful change.

It’s also important for an executive to have a fairly healthy ref lective
side. It is a great sign when people are curious. Are they good observers of
themselves? Have they been in trouble or hit a plateau before? If so, how
did they respond and learn? I’m looking for that kind of mix of qualities and
background.

Not everyone is open to coaching. It has its limitations. Sometimes, the
change requires a fundamental change in personality, which can be difficult
to manage in a timely way under real business circumstances. Sometimes, the
person has no desire to change and perceives himself to be highly successful,
which is usually a precursor to failure. Sometimes, perceptions about what
needs to be changed are inaccurate. On top of all these limitations rests the
most critical restriction of all: Coaching is expensive. It’s an intervention
that only a few in a company can afford. Naturally, those few are most often
at the very top of the organization. We are already moving to new models of
coaching to address this challenge. Increasingly, I am teaching executives
how to be better coaches!

�
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Dave Ulrich

Vision, Style, and Strategy

Leaders envision a future and invest in the present. They need to have a
sense of where they are headed through their strategy, mission, purpose,

vision, goals, or whatever word works. Then, they need to see how their deci-
sions today move toward that endgame. Connecting present decisions with
tomorrow’s visions is a key part of coaching. Often, we articulate a glorious
future but cannot translate it into the routines of today.

Professionally, I work with senior line and HR leaders who want to articu-
late a vision for the future and make it happen today. I begin coaching by
asking leaders to define their personal style and organization strategy. Per-
sonal style deals with how they make decisions, interact with others, accom-
plish work, and determine what matters most to them. Organization strategy
deals with envisioning a future state and investing in the present to get there.

I then help them review the key stakeholders they have to serve (e.g., in-
vestors, customers, employees, community) and articulate specific goals for
each stakeholder. Then, I help them think about what decisions they can and
should make to meet these stakeholder goals. With the decisions in place, we
then prepare a time map where leaders figure out how and where to allocate
time to meet stakeholder goals. This time map deals with who they meet
with, how much time to spend on each decision, what issues they should deal
with versus someone else, and so on.

I try to instill a spirit of learning into the coaching experience. Learning
often comes from failure and the cycle of making choices, having conse-
quences, and taking corrective action with the consequences. Mistakes are
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Leaders Build the Business and Improve the Bottom Line
(with Norm Smallwood and Jack Zenger); Tomorrow’s

(HR) Management (with Gerry Lake and Mike Losey); and Human Resource
Champions: The Next Agenda for Adding Value and Delivering Results. He can
be reached by phone at (514) 342-2243, by e-mail at dou@umich.edu, or via
the Internet at www.daveulrich.com or www.rbl.net.
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okay if they are sources for learning in the future. Letting go of the past
comes from learning how to respond in the future. Sometimes, that means
starting small. Out of small things come great and wonderful outcomes.
Leaders who try lots of small things build an infrastructure of success. In
the short term, many of the small things may not work, but in the long term
the cumulative effects of small things are great outcomes.

For coaching to go well, there are some key tenets I try to keep in mind.
First, it’s important to focus on what we do, not what we don’t do. It is easy
to go after the negative. This is often done with assessments when we do a
360-degree survey and find someone weak in two or three areas and say, “You
are weak, let’s fix it.” I would rather find the two or three areas where the
person can and should excel, and try to drive that. I like to help people feel
that they each have strengths that they can build on to deliver value and that
they should identify and use those strengths. This also means overcoming the
weaknesses by bringing them at least up to par.

The coach needs to care about the person more than the program. I find
that until the person I coach knows that I care about him or her at a personal
level, the professional suggestions are distant. This means talking about
“what matters most” to the person and listening to find out. Most people I
coach are already professionally successful or on the path to be so, and yet
they have paid a price in their personal lives to get there that they sometimes
want to recover. I have found coaching lets me talk about personal issues and
what matters. This might get into family, personal life, values, and how to
find a way to deal with the pressures of business leadership while maintain-
ing personal balance. It’s the most important thing I do.

Leaders give back. Most successful people have earned their right to
prominence, but they also have an obligation to share with others. Until we
give something away, we don’t really feel ownership of it. This means giving
back to people who have helped, by being grateful or giving back through
family, religious, or community groups to gain a sense of the responsibility
leaders have to share with others.

It’s important to enjoy the journey. Things go wrong. This is inevitably the
case. If nothing is going wrong, you are not trying hard enough to do some-
thing new. Learning to laugh when things go wrong, sharing credit when they
go right, and being consistent gives one a sense of personal joy along the jour-
ney. Leaders should frequently be asking, “Is this what I really want to be
doing right now?” Generally the answer should be, “Yes, even if it is hard.”

�
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Barry Posner

The Leader’s Passion

How can I be a leader? How can I be a better leader than I am today?
These are the sorts of questions I’m typically asked by students,

alumni, and executives from both nonprofit and corporate enterprises. Nei-
ther the questions, nor often the answers, vary much depending upon the
background of the questioner (i.e., age, education, organizational level, years
of experience, gender, and so on) nor the characteristics of their organiza-
tional setting (i.e., large or small, public or private, marginal or exceptional
performance). Not that these matters are insignificant, because they form an
important context in which leadership emerges and is exercised, but essen-
tially because these aren’t the bases from which leadership begins.

Leadership begins with determining what you care about, and what you
care deeply about. Some refer to this as passion, and others call it vocation or
calling. Regardless of terminology, the important point is that leadership de-
velopment is an inside-out process of development, a bringing forth of talents,
energies, motives, determination, and the perseverance necessary to make
something happen. Indeed, another critical point is working out how we’ll de-
termine “success.” Another way of saying this is “Who and for what purpose
are you trying to serve?” Clarifying this issue goes a long ways toward deter-
mining both passion and ego, for in the end leadership is self lessness, and car-
ing more about another person (or cause) than one cares about oneself.

It’s in this same vein that Jim Kouzes and I have written about how lead-
ers are in love: “Of all the things that sustain a leader over time, love is the
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most lasting.” It’s hard to imagine leaders getting up day after day, putting in
the long hours and hard work it takes to get extraordinary things done, with-
out having their hearts in it. The best-kept secret of successful leaders is
love: staying in love with leading, with the people who do the work, with
what their organizations produce, and with those who honor the organization
by using its work. Leadership is not an affair of the head. Leadership is an af-
fair of the heart.

Another essential characteristic of would-be leaders is their willingness to
experiment with new behaviors. Increasingly, I’ve been more effective when
we’ve determined not what the individual wants “to change” but rather what
they want “to improve.” Even at the university, we recently revised our lan-
guage from “strategic planning” to “strategic improvement” and found a
world of difference in people’s energies and excitement for the challenges
and opportunities. Leaders are great learners, and, in fact, we found this to
be empirically true in a recent study. We found all five of the leadership
practices of exemplary leaders to be positively correlated with the individ-
ual’s active learning inclinations and strategies. What’s the motive for
change? Consider, do you think you could be even more effective than you
are today? If so, what do you think it would take? Are you willing to try some
new behaviors (perhaps even some neglected or unappreciated behaviors) in
order to become even more effective?

Leadership, at any level, is fundamentally about the relationship between
people. Without a relationship, there is no trust, and without trust, leader-
ship doesn’t seed itself and grow. Mutual respect is essential in the leader-
ship development process, and just like the leader, leader-coaches must care
about their developing leader more than they care about themselves. Listen-
ing, patience, encouragement, imagination, energy, and spirit are additional
personal characteristics that help both parties, both inside and outside of
the developmental process.
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PRACTITIONERS

Howard Morgan

Iwork with senior leaders and /or executive teams on maximizing their ef-
fectiveness on both an individual and team level. The majority of my prac-

tice is building the depth of executive talent in organizations and ensuring
that practices are in place to retain the top talent.

While the approach that I use varies depending on the need, the majority
of my engagements begin with gathering the views and opinions of the per-
sons that are significant players in the day-to-day success of the coachee. It
is their perceptions that become critical in the coaching relationship. In most
cases, they are the reason that the coach is being hired in the first place. In
today’s companies, most of the really problematic performers have been re-
moved. We are now dealing with individuals whose financial and technical
performance is noteworthy, but the impact of their behavior on others in the
organization cannot be ignored. They can fall into one of two categories:
either they have such strong technical skills that the organization believes
that they would not benefit from their departure, or they are the strong
choice for future roles in the organization, but there are several areas that
need attention for the coachee to be successful at the next level.

To be a good coach, you need to understand that effectiveness is based on
the ability to provide another level of understanding on how the coachee and
the organization can be more effective together. To be successful today, or-
ganizations need to harness the unique skills and characteristics that each
successful individual has and find a way for them to succeed within the team
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or organization. Most coaching finds ways for individuals to lose some of
their unique characteristics in the interest of organizational harmony. True
success comes from the ability of a coach to build on those strengths, while
helping the coachee manage the offsetting “irritations” that can hamper
their effectiveness in a team or company setting.

What are the qualities that coachees must have for my coaching to be suc-
cessful? They need to believe that coaching will help them become more ef-
fective both personally and professionally. Many times when I first meet
coaching candidates, they ask why they should consider a coach when they
have gotten to their level without any assistance. Typically, they also state
that they are highly marketable and wonder why they should change. Both
are valid points! But coaching is about optimizing performance, not about
doing okay. I generally tell coaching candidates that they should not engage a
coach just because the company thinks that they would benefit from having
one. Instead, the engagement should take place because they think that a
coach will help them navigate the “white-water” of today’s business climate
and enable them to use their skills more effectively. In fact, any coaching
that is focused on changing behavior makes a much more persuasive case for
the coachee. Bringing about the desired behavior change helps the coachee
not only inside the organization, but also with their families and any other
work settings they may find themselves in.

The coachee’s ability to focus on the benefits of change in the future
rather than analyzing the past is key. Can they leave the past behind? Equally
important, can others around them leave the past behind? The coachees’ de-
sire to be the best they can be and commit fully to that effort defines the
value for them. They must be able to trust the coach and themselves before
any movement can happen. Furthermore, they have to be able to experiment
and find the right solution. After all, if the solution were easy to find, why
would they need a coach?

For coaching to be successful, a coach also needs to have a number of crit-
ical traits. The first is the ability to leave his or her ego at the door. It is im-
portant to remember that the coaching relationship is not about the
coach—it is about the coachee. To truly add value, the coach also needs to be
able to listen not only to what the coachee is saying, but also to the meaning
of their words. There are times when the last thing that a coachee needs is
more feedback. Some days, they just need solutions. The coaching relation-
ship hinges on the coach’s ability to help them grow and evolve. Thirdly, it is
about the ability of the coach to build trust quickly. In today’s business
world, speed is everything. It does not help for the coach and coachee to take
several months to get to know each other. The time span of several months is
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an eternity in a business setting. Finally, it is the coach’s ability to judge the
pace and frequency of interaction that could be one of the most important
traits. Over the years, I have learned that some coachees require contact
every week while others require little communication, once they are clear on
the action required and are comfortable about the next steps. This does not
mean that the relationship should be totally guided by the coachee’s wishes,
but rather, on their needs.

The coach knows their efforts have been successful when the coachee
and the key players around the coachee agree that the coachee’s actions are
providing more positive impact and effectiveness in their day-to-day business
conduct. The sustainability of the change goes unquestioned when the
coachee feels comfortable that he or she is more effective and has adopted
the steps necessary to perform at their highest level. Put another way, sus-
tainability feels secured when the return on investment for the company and
the coachee has become clear.

�
Ken Siegel

In my view, executive coaching is somewhat symbolic in nature and ulti-
mately hollow because it rarely acknowledges (let alone treats) the self-

absorbed arrogance and interpersonal ineptitude extant in positions of
power. Even the use of the word “coach” taken from the socially competi-
tive, high-f lying world of sports, is a euphemism—a corporately acceptable
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dimension of what is really (and should be) going on . . . psychotherapeutic
intervention. When it comes to subordinates, most managers are blissfully
comfortable with themselves, blindly indifferent to the needs of others, and
relatively disinclined to do anything that does not provide immediate self-
benefit. Should we be surprised? Anyone who works for a company today
knows how self-interest gets rewarded, understands the pressure to self-
aggrandize, and recognizes that corruption has been made interpersonally
legal. It’s the rare and special leader who sheds those self-imposed limita-
tions on the way up the ladder to become someone truly worth following.

Typically, we are called in to “coach” when high-f lying executives have hit
an abrupt interpersonal wall. Either they have suddenly—and for no apparent
reason—lost the support, commitment and admiration of “their people”; or
they have so alienated colleagues, customers, or staff that their careers are in
immediate jeopardy. This is not a rare occurrence. In fact, it happens all the
time. Managers, by nature, rarely figure out what it takes to be a real leader
without the healthy shock of imminent derailment. They are simply not hard-
wired to let go of the technical skills, capabilities, and intelligence that got
them where they are today, in order to embrace a new, softer skill set that
will serve themselves and others better from now on.

The work that we do is (and must be) developmentally based. Generally,
we engage with a client over a two-to-five-year time frame. Anything less is
nothing more than assuaging upper management that something is being
done. We are not interested in what might be considered palliative; what we
really want to accomplish is something meaningful.

To be effective, our approach must be developmentally integrated for the
individual and done in a group context. In other words, we rely on the ex-
pertise and help offered by those surrounding the manager who have the
true experience of interacting with him or her. This differs from the typical
360-degree feedback love fest. In our view, traditional 360s are a waste of
time because they never enjoin the people who provided the data as part
of the solution. Instead, they get everyone to fill out the right paperwork,
throw it into some vat, and provide it to managers in sanitized form for later
retaliation. In the approach we take, we gather the perceptions and experi-
ences of a variety of stakeholders as data input; but we also recruit those
people as part of the therapeutic intervention.

In our model, we teach managers to develop three behavioral constructs,
which are probably different from the methods of most coaches. First, we
guide managers in learning how to be irreverent. Leaders need to look at
themselves from the point of view that who they are and what they are
doing is worth examining, doubting, and changing. Second, we try to invoke in
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managers a sense of courage. Leaders need courage to confront the dark cor-
ners where so much of their dysfunction resides, and they need courage to be-
come someone fundamentally different in overcoming those handicaps. Third,
we help managers develop a sense of passion. Leaders must have a sense of
passion about creating a better “them” because that is the only thing that cre-
ates a better “us.” Without the irreverence to question assumptions, the
courage to act and grow in ways that are fundamentally awkward and risky,
and the passion to really care about what happens to themselves, their people,
and the world—a leader is not worth following.

Irreverence, courage, and passion are equally important for the coach. A
good coach has to have real problems with authority and the ability to look at
people who are in those positions as no better (and quite often worse) than
others. A coach also needs the courage (if not the narcissism) to want to cre-
ate an impact on others that will completely transform them. And the coach
must believe that in doing so he is helping to make that person and the world
a little better.

We measure the success of our coaching in two ways. First, is the manager
now producing the interpersonal results that they intend to produce, as op-
posed to having those effects occur haphazardly and caustically? Second, do
the people that the manager affects feel better toward them, have greater re-
spect for them, and view them as more credible, responsible, and trustworthy?
In other words, the criteria for success lie outside the manager we are coach-
ing. We evaluate the impact of the leader by the impact on the followers.

“What kind of manager am I?” “How do I affect the people around me?”
“Who do I need to become to bring out the best in others?” Real leaders ask
those sorts of questions of themselves all the time. They know that introspec-
tion, critical self-examination, painful honesty, and a willingness to change
and grow are essential leadership tools. To accomplish that sort of deep, be-
havioral shift, many coaches claim that the manager ’s own desire to change is
the critical ingredient. I respectfully (if not irreverently) disagree. In my nar-
cissistic opinion, what managers really need is a solid dose of panic. Anything
less will fail to provide them with sufficient motivation to try something dif-
ferent, let alone become someone different—a person who is Responsible,
Empowering, Accountable, and Loving to themselves and others.

�
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Bobbie Little

Iam a master business coach for senior executives in a wide variety of in-
dustries. I work with highly talented men and women who want to opti-

mize their performance and stay at the leading edge of their business. Such
people are bright, committed, and curious, and set very high standards for
themselves. They want to be exemplary leaders. They may already be C suite
executives or are aspiring to be in a senior position.

I am currently in a global leadership role with PDI and can readily iden-
tify with the challenges my clients face. My international experience gives
me an instant connection with many different nationalities and some of the
cultural issues they face. I have extensive coaching and assessment experi-
ence from both private practice and from working with senior executives
during a number of international mergers. It has been a privilege to work
with some outstanding corporate leaders and others who have had the
courage to try to change long-standing behaviors.

At PDI, we have designed a comprehensive development pipeline for cor-
porate use. This coaching pipeline starts where our clients currently are and
takes them to the next level. We do not mandate a slew of assessments for our
time-starved executives. We look at the most appropriate form of informa-
tion gathering, including 360-degree surveys, standardized interviews, per-
formance reviews, and other assessment tools, and use what is most relevant
to the coaching engagement. A key difference is that after analyzing the data,
we create written action plans that align the individual to the organization’s
imperatives. These plans are firmly grounded in real-life events on the
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opment field, Ms. Little, a British-born American citi-
zen, has held senior management positions in the United

Kingdom and Australia. She has also worked in Italy and France. Ms. Little has
also been Chairperson of the Board of the Research Triangle Area Chapter of
the American Society for Training and Development (ASTD) and President of
the Raleigh Professional Women’s Forum. She is a member of The Interna-
tional Coaching Federation (ICF) and a certified Leadership and Master
Coach. She can be reached via e-mail at bobbie.little@personneldecisions.com.
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client’s calendar. A critical by-product of my coaching is to create focus on
what’s really important. I often assign a not-to-do list for my most oversched-
uled clients.

It is easy to write action plans, but I hold my clients accountable for results.
They know I am going to check the metrics with their boss, peers, and direct
reports, and I am not going to cut them any slack if they do not take coaching
seriously or can’t find the time. I look for a return on the company’s invest-
ment and a “return on the individual.” They have to desire change and sustain
the change in order for me to report that they have moved the needle on their
action items. I interview key stakeholders after an agreed period of time to
check how they are doing. I ask for the quantitative as well as the qualitative
impact of any changes made. It is very powerful to document their progress
and give them feedback. This is when I know I have made a difference.

I think I have been successful because I have honed my skills over a long
period of time with very diverse clients. My leadership role with PDI keeps
me current on business issues and gives me peer status with many senior ex-
ecutives. I have run my own business, and I can talk their language. I can
empathize with some of the tough situations they face, and I can also be
tough myself. I don’t let them get away with much. They have to make a com-
mitment to making a change that will benefit not only them but also their or-
ganization, and we have firm deadlines. I do not want to create codependent
relationships.

My creative and f lexible personality allows me to enable my clients to see
themselves differently. I ask a lot of open-ended questions to help them gain
critical insights about themselves. I challenge them to see things differently,
using my sense of humor to lighten up some of my more serious executives.
Most of all, I provide a confidential safe place where we can discuss their
progress against the backdrop of what’s going on in their company at that
time. It is not unusual for me to read about the people I coach in the WSJ or
New York Times. They are often stressed, high achievers who, despite their
many talents, can be very vulnerable in today’s economic churn. I like to be-
lieve that I can increase not only their leadership effectiveness, but also their
confidence to deal with whatever comes next.

�



COACHING LEADERS/BEHAVIORAL COACHING 85

Kim Barnes

My coaching practice in the past few years has focused on two areas:
Coaching high-potential leaders with a need to develop more effective

interpersonal skills and developing HR managers and key staff as coaches for
their clients. The first usually involves a person who has been very successful
as an individual contributor and is seen as a technical expert, but with some
blind areas in his or her relationships with others. The second kind of coach-
ing may be either formal or informal and is focused on supporting internal
HR or OD staff who are in a position to coach senior leaders.

I would describe my approach as performance coaching. Literally, this
means that I work with the client toward achieving excellent results in a series
of performance opportunities. This is similar to the way a coach might work
with a top athlete, singer, or actor. I was moved to develop this approach sev-
eral years ago by a colleague, Edd Conboy, and find it particularly useful for
working on interpersonal skills. If you define a performance as something that
happens in public, in real time, with the purpose of achieving a specific result,
then focusing coaching on important performance opportunities is an efficient
and effective method.

Once a coaching contract has been established, I begin my work with in-
dividual leaders by using a 360-degree instrument and interviewing indi-
viduals identified by the leader as critical to his or her success. The results
enable the two of us (or three, if we include the person to whom the leader
reports) to establish clear performance goals for the coaching process. We
also at this time identify or create upcoming performance opportunities
that will require the leader to use the skills he or she has decided to focus

Kim Barnes is the President and CEO of Barnes &
Conti Associates, Inc., of Berkeley, California, an inde-
pendent learning and organization development firm.
She holds a Master ’s degree in Human Development
and has over 30 years of experience in the fields of
management, leadership, and organization development.
Kim has been a frequent speaker at national and inter-
national professional conferences and meetings, and has
published many articles in professional journals in the

United States and abroad. Her book, Exercising Inf luence: A Guide for Mak-
ing Things Happen at Work, at Home, and in Your Community, was published
in 2000. She can be reached via the Internet at www.barnesconti.com or by
phone at (800) 835-0911 or (510) 644-0911.
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on with precision and effectiveness. Philosophically, this approach assumes
that people best learn the skills they need to use in order to be successful.
Urgency trumps importance most of the time in real life, so I believe in cre-
ating urgency as part of a coaching strategy.

If the leader is working on interpersonal skills, I often recommend that he
or she attend an intensive class so that he or she has a good basic under-
standing of the skills involved and has experienced some practice and feed-
back. This provides us with a common language to use. We then meet a week
or two before the first performance opportunity we have agreed on and prac-
tice using the skill in that situation. At times, we have what amounts to a re-
hearsal, stopping for feedback and rethinking the approach. We work on a
strategy for success in the situation; we also troubleshoot the performance,
identifying ways to recover and succeed if problems occur.

After the actual performance, we debrief either in person or on the
phone, discussing what worked well, what did not, what was learned from the
experience, and the next steps to take. This process continues until the goals
we established at the beginning are met or until we mutually agree that it is
time to identify new goals or bring the process to a close.

The most successful coaching experiences are always ones where the
client is personally eager to learn and develop, seeing it as in his or her own
interest rather than going through the motions to fulfill a requirement or
please a boss. Sometimes, this is because he or she sees an important oppor-
tunity; sometimes, it is because the person feels an urgent sense of dissatis-
faction with his or her own performance; occasionally it is both.

A successful coach is one who is willing to partner with the client and is not
afraid to confront the client with difficult feedback or challenge him or her
with possible difficulties and complexities. I personally judge a coaching en-
gagement as successful when the client surprises him or herself with the suc-
cessful results of performances we have worked on and applies the learnings
to other opportunities. I am always happy when we end a coaching engagement
with the sense that the person has developed an “internal coach” to take him
or her to the next level.
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THOUGHT LEADERS

Richard J. Leider

The Inherent Dilemmas of
Career/Life Coaching

Gertrude Stein once wrote that “a rose is a rose is a rose.” For most exec-
utives, the poem might read, “a coach is a coach is a coach.” Many as-

sume that coaching is a generic activity for which any good coach will do.
Executives who think that w ay fail to ask the question “Why do I need a
coach?” and tend to focus on “How do I get a good one?” Although both
questions are important, answering the first is a prerequisite to getting the
right answer for the second.

Executive coaching runs a continuum of approaches ranging from working
with individual leaders on their personal effectiveness to helping senior
teams drive large-scale organizational change. Career/life coaching has as-
pects that straddle that spectrum. Although it has implications and benefits
to the organization, it focuses primarily on the needs of the individual. The
career/life coach is not an advice giver or a therapist. Instead, the coach is
someone who establishes a long-term trusting relationship with a person who
wants to make a change in their life or career, or, as is often the case, their
life and career.

Why do successful people hire career/life coaches? They know that if
they want to get extraordinary results, they must take the risks to grow. A
good coach can help them do that by giving them objective assessments of
where they stand, a clear perspective on the best way forward, and the tools
and discipline to get there.

Richard J. Leider is the Founder and Partner of The In-
venture Group, a training firm in Minneapolis, Min-
nesota. He is the author of the international best-sellers
Repacking Your Bags, Whistle While You Work and The
Power of Purpose. Richard is a speaker, writer, and
coach, and is a nationally recognized leader in the career
development field. He can be reached by e-mail at
RJLPurpose@aol.com.
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In this essay I want to lay out the approach I take to explain what being a
career/life coach really means. Along the way, I hope to touch on some of the
inherent dilemmas within that discipline, describe its overlooked value for
organizations, and provide some guidance for selecting the right coach for a
person’s individual needs.

Developing the Whole Person

Executive development coaching is a young practice still forming its identity.
Although it was born out of the leadership training movement, it shares many
of the same viewpoints as the adult development and human potential move-
ments. The coach is a teacher interested in the development of leadership po-
tential, but the subject being taught is the development of the whole person.

The dilemma of career/life coaching relates to the complexity of the
whole person approach. Executive coaching, much like psychotherapy, con-
fers the privilege and responsibility of helping people develop on their own
terms. That’s a significant point, in my view, because it says that the client is
the individual being coached, not the organization footing the bill.

There’s no doubt that coaching operates within the constraints of con-
tributing to the business. Typically, it is the organization that contracts with
the coach and provides compensation. So it’s understandable that the organi-
zation should expect to see some kind of benefit from that expense. Coaches
who are concerned about continuing to be paid for their work rally around
the behavioral or organizational impact of what they do. Nevertheless, when
a coach finally talks to a coachee in confidence, the business concerns that
were discussed at the front end of the engagement become life concerns as
soon as the office door is closed.

If a coach teaches an executive to read a balance sheet or develop a strate-
gic plan, it’s easy to put a finger on the benefit of that work. If a coach helps a
manager become more authentic and lead from their strengths, how should the
benefits of that be measured? It can be done, but it’s certainly more difficult.
The reality is that many of the breakdowns in external behavior and organiza-
tional performance are created by internal issues. The reason why a manager
can’t function well as a team leader, for example, may be because they find it
difficult to place trust in others. Although this might come across as an inter-
personal or leadership performance issue, the root cause of that distrust may
be an internal issue of personal authenticity.

The challenge to the career/life coach is in straddling that fine economic
line. The coach must focus on the wants and needs of the individual while
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still being accountable to the overall system. As companies become further
immersed in the knowledge economy, it will become even clearer that effec-
tive leadership is based more on trust and inf luence than on power and struc-
ture. When that happens, the contradiction of coaching the whole person in
the context of the narrow demands of work will become less of an issue.

The Beginning of a Great Inventure

In my own career/life coaching, there are two approaches to the work I do.
The first I call “Inventuring,” which is a year-long process of working one on
one with a leader to build their capacity to lead authentically. The second I
call “Repacking Your Bags,” which is a three-month process that offers a sea-
soned perspective on work and retirement transitions. Explaining how these
work will shed light on what career/life coaching aims to do.

Our coaching starts with the core belief that people are born with a pur-
pose. In fact, our firm’s moniker is “discover your purpose” and I call myself
a purpose coach. The essence of the idea is that people are not fully engaged
and authentic until they begin to operate from their purpose. Both inventur-
ing and repacking stem from that concept.

Inventuring is based on the belief that people perform better when they act
in harmony with their authentic selves. Aligned with that is our belief in focus-
ing on strengths rather than weaknesses. In our experience, effective leaders,
effective teams, and effective organizations focus on strengths and manage
weaknesses. Our coaching point of view, therefore, is to help a leader discover
purpose and build on strengths while managing weaknesses.

We begin by creating what I call a leader map. Building the map is an in-
tensive process of developing a full picture of a person’s authentic leader-
ship. Together, we define her purpose, vision, values, strengths, and goals.
This provides an inside-out look at the core of who the person is as a leader,
which will eventually reveal how that person will act. Discovering the “who”
comes before working on the “what.”

The leader map is used to help people develop daily practices. Like a pro-
fessional athlete, if a leader lacks the discipline of practice, all the talent in
the world will not lead to success. Once the map is designed and the prac-
tices defined, my role becomes similar to that of a personal trainer. I follow
up to make sure the leader is practicing and to figure out what needs to be
done differently should any breakdowns occur.

Repacking Your Bags is a similar process for executives who are trying to
figure out what to do next. Either they’re in a transition already, or they hope
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to be in one within a couple years. The repacking process helps clarify pur-
pose and direction for the next step in their lives.

The repacking coach works with the coachee as a thinking partner, offer-
ing guidance, structure, and tools to make next steps. It accelerates the pro-
cess of letting go and reaching for a new beginning. It also helps people and
organizations avoid the drain of indecision. It often costs companies a lot of
money when an executive is uncertain about the next stage in their life. It’s a
worthy investment to help him figure out whether he or she should stay, go,
or engage in a new career or position.

In repacking, instead of using a leader map, we use a life map, built in
words, images, and pictures. Following the life map helps the executive track
progress and recognize when goals or objectives are reached.

Selecting a Good Career/Life Coach

I never refer someone to a career/life coach unless that coach has a statement
of ethics. One of the ethical issues I look at is who the coach believes to be
the client. To me, that’s an issue concerning the boundaries of confidential-
ity. When a coach works with an executive, it is not uncommon for the boss or
Human Resources to pressure for information about issues that emerge. The
organization, after all, is paying for the services and may feel that it has a
right to know. In my view, if the client wants to share any or all of that infor-
mation, that is up to them; but I won’t provide information as a matter of
principle. I have seen the damage that can be done to a person’s career with
even an innocent comment about that person’s capacity.

In evaluating a coach, I also look to understand her point of view. The ques-
tion I ask is “What is your anthropology?” It’s a concept that I adopted from
Viktor Frankl, who tried to develop psychiatrists as doctors of personhood. To
me, the question of a coach’s anthropology goes deeper than philosophy or
technique. It asks, instead, what that person believes about human beings.
Where did we come from? Where do we find ourselves? Where are we going?

The core of my own point of view is that human beings have the freedom
to choose how they are going to act or react in any situation they face. To un-
derstand the nature of that choice, I first work with a person to discover
their core constants: the values, purpose, gifts, and talents, which never
change. The power of leadership is in listening to yourself and listening to
your constituents from the perspective of their core constants. Choosing
starts with making your own choices and extends to helping others make ef-
fective choices as well.
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Given those two fundamentals of ethics and anthropology, the process of
finding a coach is a systematic one. I call it the six steps of shopping for a
coach.

1. Get real. Getting real means you are going to have to share parts of
yourself with a coach that may feel uncomfortable. A good coach, like
a doctor, needs to do a thorough examination. I tell people that they
shouldn’t worry about being exposed as long as they are certain about a
coach’s ethics. A good coach sees many clients, many of them in worse
shape than you.

2. Get referrals. Don’t just hire the first coach you read about or meet.
Get referrals from friends or colleagues who have worked with
coaches. Pick one with solid ethics and credentials.

3. Get specialized. Check out your coach’s specialty. No matter how
highly recommended a coach comes, he or she won’t be effective if
you get one with the wrong specialty. Ask the candidates directly.
Evaluate what they are good at. Some coaches appear to be successful
at many things, but in reality they’re nothing but good salespeople.

4. Get the numbers. Make sure the price is right and the payment sched-
ule works. An ethical coach will tell you the fees right away. If the
price isn’t right, relax and think it over for 24 hours. Don’t be afraid to
shop around and see what others are charging. On the other hand,
don’t be too cheap, because you usually get what you pay for.

5. Get going. Set up a tire-kicking session. Remember, you’re the one
doing the hiring. Don’t be afraid to ask questions. What’s your spe-
cialty? How long have you been coaching people in this area? Are you
certified? Can I talk to some people you have coached? Ninety-nine
percent of coaching revolves around the issue of trust. You need infor-
mation to create that groundwork.

6. Get a board. A corporation has a board that provides advice and coun-
sel. I think executives also need a board, two or three people to check
in with, to sound out ideas. At least one board member should be a
good listener and another a wisdom keeper. This breaks the depen-
dency pattern of coaching. You need to balance the point of view of
your coach with those whose perspectives you respect, admire, and as-
pire to. If a coach is threatened by that idea, walk away.

There is no silver bullet in coaching. A person who will succeed and grow
through the experience is someone who has a willingness to ref lect and dig
deep. Courage is also key since it is not only necessary to look deep within
yourself, but also necessary to be decisive about the risks you must take to
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grow. Finally, commitment is the last remaining ingredient. Without com-
mitted practices, development will never take place.

Understand why you want to be coached, find the right coach through a
rigorous evaluation of who fits your needs, and live up to the commitment
you are making. There is no other way to benefit from coaching.

�
William Bridges

Transitions Coaching

When large-scale organizational change occurs, the human side of that
change rarely gets factored into the equation. Nevertheless, during

mergers, reorganizations, downsizes, or shifts in strategy or leadership, it al-
most always becomes clear that leaders at multiple levels of the organization
need help to be successful in their new circumstances. Typically, those lead-
ers do not run into trouble over tactical issues such as implementing the new
strategy or reconfiguring roles and responsibilities. Either they’re skillful at
managing those complicated challenges themselves, or they have consultants
with the right expertise to back them up. Instead, the guidance they truly do
need is in letting go of the old ways of doing things, while undergoing a psy-
chological reorientation to focus on the new way.

Dr. William Bridges is an internationally known author,
consultant, and speaker who helps organizations and indi-
viduals deal more productively with change. He is the
world’s authority on managing transitions. The most re-
cent of his nine books is Creating You & Co. a handbook
for creating and managing a twenty-first century career.
Today, Bill is one of the most widely read and quoted
experts on what is happening to jobs in today’s organ-
izations and on the new strategies that individuals must
use to find work. He can be reached by e-mail at

Bill@wmbridges.com, via the Internet at www.wmbridges.com, or by phone
at (415) 381-9663.
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Transitions coaching focuses on seeing a leader through their own transi-
tion and providing them with the capability to help others do the same. The
event that caused the transition is the change, whether that be the promo-
tion, the merger, the layoff of a few hundred people or the appointment of a
new CEO. The transition is the psychological realignment of people to make
the change work. A look at the phases of that journey will help describe the
role of a transitions coach in making change successful.

Phase 1: Relinquishing the Old

Very few leaders know how to relinquish old ways of doing business; fewer
still are good at helping others do the same. The first part of coaching a
leader through a transition, or coaching that leader to help others through a
transition, is to help the leader discover the behaviors and approaches useful
in the relinquishment process, either personally or organizationally.

Much of the coaching at this stage involves giving up old realities. The
leader ’s own former role is one such reality. A person transitioning from
leadership of an independent organization to leadership of a joint venture,
for example, has to relinquish a lot of assumptions about independence and
autonomy. In that sense, although the leader may be doing inner work to
manage that transition, there are definite organizational implications as well.

Ideally, the transitions coach should come in before the change has oc-
curred, in order to plan for the transition that will be needed. Typically,
however, the coach is called in when a change has been implemented but
isn’t going well. As the wheels fall off, morale plummets, and deadlines are
missed. Leaders who thought they could manage change the way they man-
age any other challenge begin to realize that the human side of change is far
more complicated.

Phase 2: The Neutral Zone

It would be much easier if a transition, like a change, could occur within an
hour or two. To replace one leader with another, reorganize divisions and de-
partments, or realign reporting relationships are all changes that can happen
overnight. But the inner shift—the transition—does not happen as quickly
as the outer shift—the change. We call that transitional phase, the neutral
zone. It is a term that the traditional language of change doesn’t recognize.

In the neutral zone, the old reality is gone but the new reality isn’t func-
tional yet. Even so, this may be a time full of activity. In a merger, for exam-
ple, implementation teams are probably meeting around the clock, making
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decisions on everything from HR policies to reporting relationships. Con-
versely, this may also be an empty time in which not much is happening. A new
CEO has taken over, but the CEO’s imprint has yet to be felt, even though ev-
eryone is waiting to see what will happen. In either case, the neutral zone is a
phase during which the future is not clear but the past is gone. The past may
not be gone in a literal sense—the same people may still be around, the same
letterhead may be in use—but the past no longer offers the answers.

Leaders have a special role to play in the neutral zone. They need to help
people understand exactly what has ended with the relinquishment of old
ways. Especially at operational levels, this is not always clear. Once people
do understand what is over, there’s still a job to be done determining how ev-
eryone is going to function while creating the new ways. What policies will
be adopted in the interim? How will reassignments be managed before they
are functional? Leaders need to work with their organizations to determine
how everything will play out during a time in which the way things will ulti-
mately play out remains unclear.

To understand the neutral zone, consider what it’s like to move from one
city to another. The move can happen so quickly that you may think there
was virtually no neutral zone period. Yet it is likely that you felt weird even
before you left your old city, before the change occurred. During that time
your productivity was down, you were starting to grieve, and you were con-
fused about the future. Long after you have arrived in your new city—after
the change has happened—you are still not fully up to speed. In that sense,
the neutral zone exists before the old situation ends and even after the new
situation is in place.

Although that’s an easy process to explain, it’s a very uncomfortable one
for leaders to manage, especially those who like crisp policies and clear
strategies. In reaction, many try to put the new in place as quickly as possible,
even though people aren’t emotionally ready. But structure isn’t the answer.
Coaching in the neutral zone helps leaders understand what can be done,
what should be done, why people feel the way they feel, and what people
need, as well as what events signal that the transition is going poorly or well.

Phase 3: The New Beginning

The neutral zone is the area where the real transformations take place. At
some point, imperceptibly, the neutral zone starts to do its work. During the
neutral zone, the two merging companies, for example, start to act as one. It
may be that the structural details of the company were clear on the first day,
but it took time for the people to act accordingly. Individual roles changed, but
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people are responding only now. Working under a new leader, people are be-
ginning to learn a new style of habits, what the new leader wants, values or
likes. Although all of that comes into focus during the neutral zone, the new
beginning doesn’t start until people can identify with those new demands. The
new beginning is a new identity and a new reality.

Transitions coaching helps people recognize the phases of transition and act
in the best ways to make the changeover successful. Other forms of coaching
do not touch on these issues. Developmental coaching, for example, looks at a
leader in a situation and determines what new behaviors need to be adopted to
be more successful. Although that is very valuable, it doesn’t address (except
accidentally) the critical issues necessary for navigating transition success-
fully. Given the amount of change that is occurring in the marketplace, transi-
tions coaching is something that should be worked into projects more often.

Change is misunderstood because transitions are overlooked. When change
occurs, what began in hope too often ends in frustration. New leaders may be
unable to produce the results they were brought on to accomplish. Mergers
may fail to realize the expected value. Start-ups may falter when evolving to a
more established structure. Reorganizations may be unable to produce desired
benefits. The problems that emerge in leadership, strategy, operations, and so
forth are likely to be symptoms rather than root causes. A client should not en-
gage a change coach if transition is the challenge. The failure of leaders to
know how to handle transitions is a constant but often hidden factor in the
underperformance of organizations, just as it is an underlying source of de-
railment in careers.

�
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Beverly Kaye

Coaching for Engagement

Behind every successful person, there is one elementary truth. Some-
where, some way, someone cared about their growth and development.

—Donald Miller

Whether the economy is good or bad, organizations need the capability
to retain their people and keep them engaged. Research into the re-

tention of star employees shows that people don’t leave organizations for
money; they leave because no one is concerned about their learning and
growth. Coaching is an excellent means to demonstrate that kind of concern
in a purposeful way, while meeting pressing business challenges. In whatever
form it is delivered—internal, external, or through the manager—coaching
can be applied to develop and retain current employees while growing future
leaders. It is also a highly effective tool for sustaining teaching and learning.

We believe coaching falls into two main areas, both centered around tal-
ent. We coach managers on developing their people; and we coach individual
employees on how to take charge of their careers within the framework of
the organization. These two forms of coaching are especially valued by or-
ganizations that are becoming more thoughtful, systemic, and innovative
with their talent development and retention strategies. Both forms align with
our belief that a good career is one that engages your passion in an organiza-
tion that supports your learning and growth.

Beverly Kaye is a nationally recognized expert in organi-
zational, management, and career development, and
founder and President of Career Systems International.
She is author of Up Is Not the Only Way and coauthor of
Designing Career Development Systems, as well as a pop-
ular resource for national media such as the New York
Times, Time, Fortune, and a variety of professional mag-
azines. Love ’Em or Lose ’Em, co-authored with Sharon
Jordan-Evans, is a bestseller that taught managers practi-

cal strategies (A to Z) that are key to engaging and retaining employees. Their
new book, Love It, Don’t Leave It (Berrett-Koehler, 2003) provides employees
with similar A to Z strategies to find satisfaction right where they are. She is
reachable through Career Systems International by phone at (800) 577-6916 or
via the Internet at www.careersystemsintl.com.
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Managers have a huge impact in retaining and engaging people. Employees
want a relationship with their managers. They feel engaged by their work and
cared for by their organizations when they can have open, honest, two-way
conversations with managers about their abilities, interests, and options. They
need managers who listen to their perspectives, offer their own points of
view and provide encouragement, guidance, and development opportunities.

We have identified five skills fundamental to managers who want to suc-
ceed as career coaches. Such manager-coaches need to:

• Listen. In order to engage employees, grow and develop them in a mean-
ingful way, and maximize their potential, a manager must create an open
dialogue with employees. The purpose of this conversation is to help
employees identify their core values, work interests, marketable skills,
and career concerns.

• Level. Managers must provide employees with honest, candid feedback
about performance. They also need to suggest specific actions for
improvement.

• Look ahead. A good manager, like a good mentor, helps employees look
beyond the current situation to identify future opportunities in line
with their aspirations. This means the manager is thinking about the de-
velopment needs of the employee in those terms, and also helping the
employee understand the organization’s strategy, culture, and politics.

• Leverage. Managers help people identify options for development and
career growth within the organization.

• Link. Managers help people develop detailed learning assignments and
formal plans to move their career aspirations from vision to action.

When people feel that their managers care about their development, they
also believe that the organization cares. It’s the feeling of engagement, hand
in hand with directed development, that is so valuable to organizations in
getting the most out of people, while retaining and growing future leaders.

Despite the critical role managers can play in development, individual
employees are ultimately responsible for their own career satisfaction. For
that reason, we also coach employees on how to take charge of their profes-
sional destinies in line with the possibilities that exist in their organizations.

Employees, at any level, need to be proactive in managing their careers
and development opportunities. We coach people to assess their own skills
and behaviors, discover their aspirations, and link those goals with a develop-
ment plan aligned to the organization’s overall objectives. Some of that
coaching is done online, some in workshops, and some through a process of
collaborative development in which employees team up to support each
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other ’s career action plans. The purpose is to enable employees to go after
their own job satisfaction and take responsibility for their lives.

This kind of coaching is effective in many different forms. Organizations
can choose among various delivery strategies to meet their specific objec-
tives. Some focus on training managers to become coaches. Others gain a
better return on investment by developing internal coaches or hiring outside
experts.

Regardless of approach, our philosophy is that organizations should recog-
nize coaching as a tool that can be used with a broader base of employees
than most people usually consider. Most coaches and most organizations typ-
ically focus only on high potentials. Doing so, they miss engaging, develop-
ing, and retaining those who are critical in supporting the stars.

There’s a tremendous amount of buried treasure in organizations. Many
employees (not on the hi-po list) feel ignored in the organization’s headlong
rush to focus on its stars. We think that managers and organizations should
look wider and deeper in identifying their key employees. The definition of a
star, in our view, is anyone the manager would miss if she should happen to
leave the organization. Thinking in those terms, organizations should recon-
sider which employees provide a valuable contribution through top perfor-
mance. If retaining those people is critical to your success, then you’d better
find some way of engaging them in learning and development to experience
deeper career satisfaction.

�
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David Allen

Coaching for Workflow

Every leader faces the same critical problem each day: how do I stay fo-
cused on the big stuff without losing my grip on everything else? Most

people try to resolve that conf lict by increasing the time and attention they
spend on significant issues. The better answer is to free up more time and at-
tention by handling both the big AND little things through a systematic or-
ganization of workf low.

My personal productivity coaching deals with this problem by creating
customized implementation systems for organizing, managing, and negotiat-
ing the totality of people’s commitments more objectively and effectively. In
that sense, our coaching moves from the bottom up. Whereas most coaches
start with vision, mission, and strategy before moving on to objectives and
work, we start with what’s in people’s heads and piled on their desks, and
overf lowing from their in-boxes. Between the reason why a person is alive on
the planet, and the 300 unopened e-mails in their Outlook program, there
are many levels of importance to what gets our attention during the course of
the day. By starting with what has our attention, often the more mundane
and pressing tasks, we free people to move steadily up in level until they have
the time and ability to take care of what matters most.

Although focused on the individual, workf low coaching has a great impact
within organizations as well. If all employees manage their workf low, the or-
ganization gets to move on to bigger problems sooner. If workf low manage-
ment is in bad shape generally, then it’s likely that few people are really
taking care of the bullet point they inherited when they walked out of the
last meeting. Add that up across the board, and you have an organization
with a lot of wind spilling out of its sails.

David Allen is an international author, lecturer, and
founder and President of the David Allen Company, a
management consulting, coaching, and training company.
In the last 20 years he has developed and implemented
productivity improvement programs for over a half million
professionals in hundreds of organizations worldwide, in-
cluding many Fortune 500 corporations and U.S. Govern-
ment agencies. He is the author of the best-selling book,
Getting Things Done: the Art of Stress-Free Productivity,

and numerous articles in professional journals and periodicals. He can be
reached by phone at (805) 646-8432, by e-mail at david@davidco.com, or via the
Internet at www.davidco.com.



CAREER/LIFE COACHING 101

Peter Drucker said that the biggest challenge for any knowledge worker is
to define their work. We make people actually do that. What’s your work?
Give me a list of your 67 different projects. Didn’t know you had that many?
I’m not surprised. Most people don’t have a clue what their inventory of com-
mitments actually includes. Between registering their children for summer
camp, restructuring the department, hiring a new assistant, refinancing the
mortgage, and researching a potential strategic alliance, there are probably 30
to 100 things on the plate of the average executive. Very few have that inven-
tory clearly and objectively distributed outside of their head, in some sort of
cognitive system where they can actually see it. Fewer still have figured out
the action steps necessary to make forward motion on all those commitments.
To do so, we get people to make those kinds of operational decisions, and be-
come, in essence, their own Chief Operating Officer.

Essentially, we are providing martial arts training in knowledge work ath-
letics. Most people make their knowledge moves instinctively and intuitively.
They understand that at some point they have to make decisions about their
commitments and action steps. But few have trained themselves to make
those decisions on the front end and actually clear their minds of the com-
mitments that are otherwise cluttering their thinking. This discipline is not
automatic, but it is learnable. Once the discipline has been embraced, it can
be improved, so that people move up in level as a martial arts student pro-
gresses steadily toward a black belt. In fact, the best and the brightest take to
these ideas most enthusiastically. They know that they are already at a point
where fine tuning their system will allow them to get home at 7 o’clock in-
stead of midnight, or provide an extra 2 hours a week of really creative time
instead of 18 hours a day dealing with mission critical dramas.

Our coaching is usually done as an intensive two-day installment of this
methodology with occasional follow-up. I tell leaders, if it were easy, you
wouldn’t have stacks on your desk. Most people avoid making a lot of these
kinds of mundane decisions. Smart, creative people are the most handi-
capped because they are afraid of closing off options and ideas. Workf low
management is not a closing off but an opening up. We teach how to recog-
nize when a commitment is distracting attention, and how liberating it is to
make an action decision to move forward. People don’t need perfect solu-
tions; they just need forward motion. We make people collect their backlog
of issues, practice making those decisions, and develop a customized process
for how they are going to park their commitments in the future.

In other words, we get very down and dirty. It usually takes one to six hours
to collect the inventory of open loops. Then, it takes 6 to 12 hours for people
to go through and make all the decisions they’ve been avoiding. We actually
guide people through that process until they’ve created a systematic approach
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that can be followed with practice. Even the most productive people are as-
tounded by the liberating effects that fine-tuning can bring. When we bring
this to teams and every member goes through the process, commitments get
met, trust becomes deeper, and communication moves to higher levels.

People need to feel tremendous trust in their coach in order to deal with
the many things they’ve been avoiding. For a coach to be effective at pro-
ductivity improvement, they must learn that they can’t editorialize about
how somebody should do something. In other words, if I tell someone, “No,
here’s the way you should do it,” they’re going to shut down and lose their
willingness to be vulnerable. Instead, coaches have to be very process-
oriented. They need to point out the piles of magazines lying around the of-
fice and suggest that they be read, trashed, or filed. Anyone who thinks that’s
a mundane concern can’t do this kind of coaching. For that reason, it’s almost
impossible to train internal coaches to do the job. By nature, they are politi-
cally invested in the people they are coaching. A good coach has to be ele-
gantly noninf lictive.

For people to benefit from this kind of coaching, they need to have an in-
terest in having their world improved. People who are willing to stay in their
comfort zone, who are not driven by inspiration or pain to be somewhere
different, are probably not going to develop any of these new behaviors.
Sometimes, that inspiration or pain is about becoming more effective in a
leadership role, or giving more back to the world or the community, or
spending extra time with the family to be there as children grow up. The in-
spiration or the pain is what made them hungry for whatever tricks they
could find to make that happen.

I’m on a mission to teach the world that there’s a different way and a best
practice for managing knowledge work. Everyone can benefit from this capa-
bility because everyone has lives in which there are open loops that must be
tracked. Most people still think that the mind is the best manager of their
open loops, but the mind is stupid. It reminds us of things when we think of
them, not when we need the data. The only way to free our minds is to de-
velop an external system for dealing with our many commitments. By doing
so, we off-load our brains.

�
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Barbara Moses

Career Activism and the New
Employment Contract

The leading edge of what’s being done in career planning today hinges on
the tenets of the new employment contract. On the one hand, job secu-

rity is dead, and traditional loyalty to the organization has died along with it.
On the other hand, organizations still need to attract and retain talented
workers. In response, savvy organizations emphasize employability over job
security while providing workers with the skills they need to manage their
own careers. Those same employees embrace that training, knowing that
personal career activism is the only way to achieve any sense of security and
control in their lives. It may be an uneasy truce, in the middle of a tense and
uncertain economy, but in the best scenarios it seems to be working.

I help organizations respond to the career issues of employees. I think of
myself as a coach, but I do my coaching by providing tools, information, and
capabilities. Through my speaking engagements and the occasional work-
shop, I coach people at all organizational levels. I also work directly with
human resource practitioners and line managers, responsible for career plan-
ning and programming in their organizations, to show them how to respond
to and coach staff on contemporary career challengers. In the career plan-
ning sense, I coach them on how to coach.

My personal fascination is with the broad social trends that are expressed
in the host of contemporary workplace issues. There are huge tensions today
in employment. Work demands are relentless; lives are over-committed; or-
ganizations can be thankless. Everyone is grappling with work-life balance;
everyone needs to take responsibility for their own employability by ensur-
ing that their skills are up to date. People feel stuck. They’re looking for a

Dr. Barbara Moses is the best-selling author of What
Next? The Complete Guide to Taking Control of Your
Work Life, Career Intelligence, and The Good News About
Careers: How You’ll Be Working in the Next Decade. Her
Career Planning Workbook is a corporate best-seller and
has been used by over a million people. She is a profes-
sional speaker on contemporary work issues, a frequent
media commentator, and President of BBM Human 

Resource Consultants, Inc. (www.bbmcareerdev.com). She can be reached by 
e-mail at bbm@bbmcareerdev.com or via the Internet at www.bmoses.com.
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sense of direction, and they need to make decisions about the future. Even
those who are happy with their organizations are often dissatisfied with the
effect of work on their personal lives.

With career-planning programs, organizations need to be sensitive to the
nuanced differences of individual needs, motivations, talents, and values.
When people find themselves in work situations where they feel valued, and
in which their work speaks not only to their personal values but also to their
strengths, their satisfaction, authenticity, and performance levels are all
much higher. They certainly know a good thing when they see it, and tend to
stay or jump ship accordingly.

When I work with HR or line managers, the vehicle I often use is their own
personal career planning. Everyone is eager to do it. After all, who doesn’t
recognize and enjoy the benefits of thinking more deeply about themselves in
relation to their own career and future plans? But more importantly, receiv-
ing such counseling provides managers with a greater understanding of work-
place trends and a deeper appreciation for individual differences, which will
assist them in coaching their own staff.

Human Resources practitioners and line managers should not play clini-
cian/counselor. Few are equipped or inclined; and fewer still have the time.
That’s where my tools come in. My Career Planning Workbook serves as the
counselor by extracting information about desires, needs, skills, and aspira-
tions. The manager builds on that data to promote career activism in the
staff. In other words, the manager is not abdicating responsibility to the
tools; rather the manager ’s role focuses on dialogue and action steps. This
makes the manager more efficient and effective because their career plan-
ning duties can take place within a well-structured context.

The impact of this approach is often anecdotal but always clear. People
call me up and say that employees were “really demoralized but now they’re
buzzing.” “The teams are working more effectively together.” Managers re-
late that although they are dedicating less time to career coaching, that time
is “much more engaging and effective.” Employees themselves have a feeling
of greater self-reliance in managing their own careers, even as they have
connected in a more satisfying way with their managers. A typical reaction
from manager and employee alike would be: “I just had the most productive
career discussion I’ve ever experienced.”

There are degrees to which organizations make this enthusiasm come alive.
For those that bring career activism to its full potential, it becomes part of the
fundamental employment contract. It’s an aspect, in other words, of their per-
formance management system; it helps in recruitment and retention; and it
creates a basis for work-life balance and health and wellness programming.
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Because I coach a lot of coaches, among both internal practitioners and out-
side counselors, I’ve come to formulate some strong opinions about which ex-
periences and viewpoints are actually valuable and effective. When you look
at those who find themselves in the career coaching business, some are obvi-
ously very gifted, but many have been drawn to the profession because they
had a powerful personal career experience and want to guide others toward
similar revelations. Those in the latter camp tend to be like cheerleaders, often
lacking a depth of knowledge of individual differences and personality char-
acteristics or any real appreciation for the complexities of the contemporary
workplace. They tend to hold a facile perspective, an “if you can dream it, you
can do it” philosophy. Although that may be true in theory and ultimately a
more authentic expression of self, it may also be unwise to encourage someone
to quit their day job.

Another group of coaches includes those who have developed hard busi-
ness skills, which they feel help them to understand the reality of work in an
organizational context. They may have had experience leading a department
or turning around a division. As a result, they have war stories, battle scars,
and a certain degree of empathy for those dealing with the complexities of
work and organizational change. That kind of perspective may help in coach-
ing individuals or teams to better performance, but it’s unlikely that such
coaches will have a sufficient understanding of psychological issues to take a
humanistic, whole-person approach.

To be an effective career coach, I think you need to be an applied social
psychologist to some degree. You must combine an intimate understanding of
the new workplace and its dynamics with an appreciation for its impact on how
people feel and what they need. In other words, you must think in terms of the
nuances of contemporary life as well as the nuances of individual differences.

For me, there are three principles in enabling people to be effective in
the work world today. People need to know themselves and understand what
they truly care about. They need to find work that speaks to their strengths
and values, that is, their authentic selves. And they must be career activists
to make both of those happen. A career coach is valuable to the extent that
he or she guides and supports that set of capabilities.

Good work is not a privilege, it’s a right. Yet the individual is responsible
for making the decisions and choices that provide the right fit. There’s a lot of
repressed quitting going on in organizations today. People have put their work
desires on hold because of the uncertain economy. I come across two kinds of
organizations in that regard. There are those which really do treat their peo-
ple with care and sensitivity, because they are concerned with attraction and
retention. And there are also those that have very short memories. The latter
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organization allows the weather of the day to dictate its behavior toward em-
ployees. Although the war for talent has subsided in the short-term forecast,
that will not always be the case. A turnaround will come, and the looming
skill shortage is not going to disappear. When the ship is righted and condi-
tions improve, people will pass clear judgment by voting with their feet on
how well organizations live up to the terms of the new employment contract.

�
Brian Tracy

Getting What You Want

My mission in life has been to liberate human potential by helping peo-
ple set and achieve their most important goals. The coaching I do is

designed to bring people through a rigorous analysis of defining those goals
and determining appropriate action steps. Once we’ve programmed a goal
into the superconscious mind, it works 24 hours a day generating ideas, at-
tracting the right people to our side, and activating our particular context so
that we see things we might not have seen before. The results are a won-
drous thing to behold.

I concentrate primarily on entrepreneurs, business people near the top of
their organizations, professionals such as doctors, architects and lawyers, and
top salespeople. All currently earn a minimum salary of $100,000 a year—
since that is a level, in my opinion, that indicates that a person has a strong

Brian Tracy, Chairman of Brian Tracy International, is
one of America’s leading authorities on the development
of human potential and personal effectiveness. He ad-
dresses more than 250,000 people each year on the sub-
jects of personal and professional development. He has
written 35 books and is the author/narrator of more than
300 audio and video learning programs. He can be
reached by phone at (858) 481-2977 or via the Internet
at www.briantracy.com.
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sense of what she’s good at and what she doesn’t want to do. Our promise is
that we will double that income while doubling time off. We work in groups,
through a structured format, over a period of a year. The awareness that our
coaching creates helps participants achieve their goals. It’s amazing how
many people have doubled their incomes and doubled their time off within
the first 30 days.

The key to the success of our coaching is its structure. I developed it by
considering hundreds of different sources. The emphasis is extremely practi-
cal. Our focus is not on instructing but on questions. We deal with four aspects
of our clients’ lives: first, their career, work, and income; second, their rela-
tionships; third, their overall financial situation; and fourth, how much they
intend to be worth. We make a strong distinction between income and worth.
There are three other critical parameters that we consider—personal and pro-
fessional development, community and social involvement, and spiritual devel-
opment. But we do not contemplate these as deeply because they are more
personal and time consuming, and require a different level of coaching.

Instead, in each of the first four areas, we discuss how to organize our
lives to reach a higher level of satisfaction. I call this the focal point process.
Participants have come to the session having done prework on these areas al-
ready, the purpose of which is to get psychologically out of their existing
space and force them to think through questions about who they are, what
they want and how they’re measuring up. Now, it’s time to bring that initial
thinking into greater clarity and action.

Working in small groups of five people helps generate a different level of
creative possibility. This idea is related to the Mastermind concept in which
the quality of your life is determined by the quality of the people you hang out
with. When like-minded positive people come together to share ideas, amaz-
ing things happen. Sometimes, a great conversation with a really interesting
person turns on all kinds of lights in our minds. In our program, we create a
structured Mastermind in which everyone asks each other a series of ques-
tions and goes through a series of exercises. One such question is “What are
the points of intensity in your life?” Intensity is defined as a point when you
make a decision that has a multiplier effect on the actions or outcomes of
many other people. For example, we ask: “What are the intensity points in
your work?” Contemplating that, people ref lect on whom they would work
with, what markets they would get in or out of, and what skills they would
need to be more successful. Once we’ve decided to learn a new skill, what
kind of multiplier effect will that have on our lives?

Out of those questions comes one more, just as important: “What action will
you take immediately as a result of your answers to the preceding questions?” I
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tell everyone to share and discuss the answers. The conversation is made rig-
orous by a series of consulting-type questions: “Why will you do that?” “How
will you measure it?” “How will you know if you’ve been successful?” Out of
those answers comes greater clarity and a further refinement of the goals and
action steps. The results are written down on an action-planning form. Then,
we go onto the next in the series of 12 thinking exercises.

The experience is like going around a darkened house and turning on the
lights, one by one. By the time people have gone through the first session, all
the lights are on. Suddenly, they are able to think clearly about the things that
they are doing now that they wouldn’t be doing otherwise. When they con-
sider that question, there’s almost always something in place that is a major
clog in the drain of their lives. By the time they come back for the next ses-
sion, they’ve broken up their partnership, started a new business, reorganized
their lives, increased their income, and gotten rid of their headaches.

Once the drain has been unclogged, people are ready for the higher work. I
have a seven-step process for examining the areas of their life, which we fol-
low in logical sequence. First, we determine true values. People know that
they have general values, but they also have values specific to areas of their
lives. We have values with our families, with our communities, and with our
work. We even have values specific to our colleagues and customers. Second,
we look at personal vision. I encourage people to imagine that they have a
magical wand. What would each area of their lives look like in perfect form in
three to five years? People think of how much money they would be earning,
how much time they would be spending with their families, and so on. Then, I
ask people to think about their goals. Goals are tangible things that must be re-
alized to achieve vision. Even though the soft side of life, such as relationships
and family, is ultimately more important, I keep bringing people back to their
business and work because I believe that it is more quantifiable and improve-
ments in those hard areas lead to dramatic improvements in the softer areas.

After goals come skills. What specific skills will they need to develop or
improve to achieve their goals? There’s a skill connected to every goal. The
reason people haven’t achieved a goal is because they have not yet developed
that skill to a high enough degree. Most people think, “I am what I am.” I tell
them to get over that. To allow yourself to be held back because you lack an
eminently learnable skill is a terrible waste.

From skills, we move on to qualities or habits. What qualities will you need
to develop these skills? In reality, all fundamental change occurs when we de-
velop certain qualities. We might need to become more disciplined, func-
tional, respectful, or patient. If these are qualities of personality and
character that are absolutely essential, what activities would you need to
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engage in every day to develop them? The final area, of course, is action.
Everything must always come down to the actions that should be taken.

By the time participants have finished 12 months of work, they’ve become
totally different people. The key to their success is whether they have the abil-
ity to begin a program and stick to it. Many entrepreneurs and many successful
people in general have extremely short attention spans. Nevertheless, most
people are eager to pounce on these ideas and the process has been designed
to generate tangible returns. If the ideas are used on a regular basis, the re-
sults are always extraordinary.

To be an effective coach in the area of human potential, it is critical to
have the structure, credibility, presence, and maturity of a teacher or
trainer. A good coach has a very clear structure because people have a lot
going on in their lives and need the discipline to focus on what’s critical. The
credibility comes from having been there and done it, on a personal level. If
someone wants to coach in the area of success, they’d better have a track
record of success themselves. Presence is required to be able to carry the
room. When a coach works with someone, he or she had better be a very
powerful and confident person to enable the client to believe that the pro-
cess is really going to help. And finally, a coach must have the maturity to
be a caring and serious person. Ken Blanchard once said that he wanted to be
known as a loving teacher. Our goal is for people to see us as a warm,
friendly, supportive, and fully committed team, dedicated to making them
become more effective. When people feel that, they learn better, laugh and
talk more, and have the energy to work on the exercises we give them.

There are some people for whom coaching is a form of psychotherapy.
There are others who focus on people’s passion and the giant actions they must
take to realize their dreams. In my coaching, we allow the structure and the
action orientation to create actual results. If people follow the structure and
commit to the work, the results will appear with the force of gravity, pulling
you along whether you believe in the existence of that force or not. I promise
that your whole life will change.
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PRACTITIONERS

Shirley Anderson

Coaching executives and leaders is similar to an experience I had as a stu-
dent pilot. I had returned from the practice area and entered the traffic

pattern for Tamiami Airport at 1,000 feet. I was surprised to find myself in
white puffy clouds at that level, and immediately lost both my orientation
and my confidence to make the approach and landing. I called the tower with
my airplane identification and told them I was in the pattern, but didn’t
know exactly where. The voice told me I was going north. I said, “I don’t
know which way is north.” He said, “Okay, I’ll put you on downwind; turn
left heading two-seven-zero.” I trusted the voice and followed the instruc-
tion. I was in and out of the clouds and very scared. I knew I could f ly and
land the airplane if I could just get reoriented to where I was in relation to
the airport. The tower told me where I was and guided me into the landing
pattern, and I landed safely.

I typically work with high-level executives, business owners, and authors
whose expertise falls into the financial industry, management training, or
professional services. They come to me because somebody they trust has rec-
ommended me. Generally, they are hugely successful people who’ve sud-
denly become stuck or found themselves struggling with something they’ve
never struggled with before. My coaching works best when clients tell the
truth about a situation as soon as they realize it; trust me to know (or to help
them find out who knows) what direction to go; then let me put the controls
squarely back in their hands.

Shirley Anderson is a master coach and confidante to
inf luential people. Her training in social sciences and
English—as well as being one of the pioneers in the
coaching profession—have equipped her for working
with today’s top creative and business minds. Her bache-
lor ’s degree is from the University of Miami and her
master ’s degree is from Nova University. Her coach
training is from Coach U, the premier coach training

firm, and she’s been a leader in the field for 13 years. She can be reached by
e-mail at shirley@coachmiami.com. Her web sites are www.coachmiami.com
and www.coachingsalon.com.
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In their hearts, they know what to do. I think what they truly want is an-
other set of eyes. I have a knack or ingenuity for solving the left-brain/right-
brain problem. What I love most about the people I work with is that they are
not only brilliant thinkers, but caring and responsive people. They have a pro-
found realization of the possibilities and opportunities for humanity—a very
special combination in leaders. But sometimes, they have a blind spot when it
comes to their own specialness. It may seem like a contradiction, but often
such people have received so much external applause, recognition, or admira-
tion that they lose touch with the part of themselves that nobody knows.

They want validation. They want help in looking for what is missing. They
want to perfect it. They ask, “What am I not seeing here?” I am the innocent
who can see what others overlook. I provide the piece of insight that makes
it all come together.

My preference is to work by phone. Generally, I talk with people 3 times a
month for 45 minutes to an hour each time. I’m also available whenever
someone wants to bounce an idea off me. They might toss a simple question
my way, and I respond with an observation. I even get e-mails and can en-
gage that way, as well. I end up working with people for many years. In the
best relationships, I am their coach for life. We may not always be working
together, may even go a long time between that need, but I’m always there
for them. I am the person who always sees their genius.

I don’t push. There’s an internal shift that occurs. In the most mature
coaching relationship, coach and client are cocreative. The relationship lasts
forever. There are no steps. The coaching f lows from a continuous, creative
conversation. Clients move effortlessly among ideas congruent to their proj-
ects. There’s an energy that occurs, something electric that happens. Some-
times, it’s something brand-new; other times, it’s something the client forgot.
We’re tapping into the most brilliant part of their minds. If it’s true that peo-
ple use a mere 10 percent of their brains, then coaching taps into the other
90 percent. It helps clients connect to what they already know and make con-
nections to what they want to discover.

I think that in the future coaching will evolve into a profession in which
coach and client engage in a level of creative dialogue that can generate such
revelations. Among the thought leaders and world leaders I know, people are
searching for the ideas, connections and points of awareness they can use to
benefit the world. A coach is someone who can help them seek out and rec-
ognize those things over a lifetime.

�



112 50 TOP EXECUTIVE COACHES

Joel Garfinkle

Everyone is gifted with talents to reveal to the world. Everyone has some-
thing unique that is meant to be known. I help people reach the clarity

they need to find their dream job, the work they are meant to be doing. I
help people find work that fully utilizes their passions, taps into their innate
gifts, and develops their full potential.

On the surface, this may seem like a tall order, especially in a tough econ-
omy. But lean economic times are actually a perfect time to find a dream job.
You can have it all. A difficult job market provides the perfect opening to re-
examine what you do for a living, bringing not only financial gain, but also
personal and professional satisfaction on all levels. Plenty of people are find-
ing themselves without work or have been shocked into reconsidering what
work they want to do. When people enter this period of transition—where
they are evaluating themselves and what they want to do with their lives—
this searching is what draws them to me.

Many clients have been working in their current industry for ten or more
years, have read numerous job books, seen career counselors, switched com-
panies, or tried different positions within the same company. Still, nothing
has worked. No matter when a client finally picks up the phone and calls, I
always believe the timing is perfect. This may be surprising when you’re feel-
ing uncertain and lost, but it’s true. Your emotions—whether you’re feeling
anxious or hopeful—are the fuel you need to commit to a process that ulti-
mately is transforming.

My process focuses on three areas: (1) recognizing your true passions, (2)
developing an understanding of your innate gifts and talents, and (3) removing

Joel Garfinkle is the founder of Dream Job Coaching, the
top online resource for creating fulfillment at work. He
has inspired thousands of people to reach personal and
professional fulfillment and transformation. He is a suc-
cessful coach, speaker, and author whose works are read
in more than 25 countries. He works with individual
clients and facilitates executive and group coaching. He
is the author of Land Your Dream Job; Love Your Work;
Job Searching Made Easy; and How to Master the Job

Search Process in as Little as 14 Days. He can be reached by telephone at
(510) 655-2010 or by e-mail at Joel@dreamjobcoaching.com. You can subscribe
to his newsletter, fulfillment@work, which is delivered to over 10,000 people.
His web site can be found at www.dreamjobcoaching.com.
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the barriers that prevent you from knowing and acting on the first two dis-
coveries (each of which can be difficult). All three areas are useful, but help-
ing a client identify and remove barriers is particularly effective. There are
always things that hold people back and create limiting perspectives. I teach
people how to remove their layers of limitations and reach the essence of
who they are.

As a dream job coach, I develop a holistic, encompassing understanding of
each client. I don’t do any standardized testing. I find that it’s more valuable
to ask tailored questions that are directly related to each individual client.
Based on my work with thousands of other clients, I have a developed sense
of what a client needs and why. Typically, my coaching services include 3
scheduled 40-minute telephone sessions per month, unlimited e-mail corre-
spondence Monday through Friday, and a 24-hour response time. Ongoing
and consistent contact provides my clients with the support they need and
encourages them to discuss any concerns that might arise. They also have ac-
cess to extensive tools and resources. Each month, there is adequate time set
aside for clients to assimilate and digest the information they have learned.

Metaphorically speaking, I shake a person’s tree from the trunk because
we never know which falling leaf will provide the greatest insight. We review
all aspects of a client’s life, not just what happens at their desk. From that
search, we uncover how their passions and innate talents can best be ex-
pressed in the work that they do.

A good career coach changes and adjusts to the needs of their clients. I
have personally interviewed with more than 1,200 companies and worked
with thousands of clients during the past 7 years. As a result, everywhere a
client has been or is looking toward, I’ve already personally explored. This
fresh and contemporary professional awareness greatly benefits clients, espe-
cially those who already have explored traditional career-planning options.

Coaches must intimately know the work world, but they also must know
themselves. Self-awareness allows a coach to step aside from his or her own
needs and be fully focused on the client. It’s important, too, for coaches to
speak the truth to the level that clients are able to hear it. I must be passionate
and gentle, but my clients pay me to speak the truth. I can’t hold something
back. I must deliver what needs to be delivered. A coach must also develop an
intuitive ability to understand clients. My process for gathering data allows me
to reach the core of a person’s passion or uncover a barrier that has been hold-
ing them back.

The best client is someone who possesses a willingness to know him or
herself better. The more open clients are, the quicker they reach greater
depths and transformation. Invariably, a week or two before people discover



114 50 TOP EXECUTIVE COACHES

and land their dream job they experience a feeling of great resistance. Some-
times, they want to stop their sessions; other times, they simply go into denial
or hide the truth from themselves. There’s a level of fear that shows up, just
before the future becomes clear. Because I’ve seen people experience this
before and have explained from the outset that it would happen, I can en-
courage clients to keep going.

Ultimately, I recognize success when my clients find fulfilling work, in-
cluding feeling passionate about your job, loving your work, being inspired at
the end of your workday, getting paid well for work you enjoy doing and look-
ing forward to going to work each day, even Monday mornings. I also measure
my impact by how much a client personally gains: Are you more confident?
Do you more easily show up and take a stand for yourself? Do you know
yourself better?

My aim is for people to be actualized. I want them to be, if I can use the
term, “actual-sized.” I want them to show up each day, moment by moment,
through the work they do. I want people to have a clear purpose. When work
is aligned with our true and authentic nature, we impact the lives of those
around us on a daily basis. I want people to become more engaged in their
lives than they’ve ever been before. When that happens, we’re more bal-
anced and healthy. The talents and gifts we have show up in all areas of our
lives, not just at work. That’s the possibility that is available to each and
every one of us as human beings. To the extent that I help others become
able to touch that potential, I am living my own dream job.

�
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Richard Strozzi-Heckler

The body is central to my coaching practice. When I say “body,” I use the
term in the somatic sense of the word, which from the ancient Greek

means the living body in its wholeness. This is not the sleek, airbrushed body
on magazine covers or the Cartesian notion of body as beast of burden that
ferries a disembodied mind to its intellectual appointments. Nor is it the me-
chanical, physiological body of modern medicine or the religious formula of
f lesh as sin. The body, in the somatic sense, expresses our history, commit-
ments, dignity, authenticity, identity, roles, moral strength, moods, and aspira-
tions as a unique quality of aliveness we call the “self.” In this interpretation,
the body and the self are indistinguishable. In my coaching, I work with the
self, the whole person, through the body. I ask my clients to commit to prac-
tices that allow them to embody new skills and behaviors; this is entirely dif-
ferent from having an insight or a cognitive understanding.

I work with the premise that the self is the leader ’s primary source of
power. I have seen time and time again that who one is as a person, that is,
the self that one is, ultimately becomes the deciding factor in success as an
exemplary leader. Clearly, intellectual capacity and specific technical skills
matter, but they do not alone make a powerful, effective leader. When I
speak about the cultivation of an authentic self, I’m not referring to self-
esteem training, personality development, or self-improvement seminars.
These are processes where one may feel better about oneself, but they may
not necessarily lead to new actions or improved performance. Working
through the body, I coach executives and senior management toward a lead-
ership self that fulfills both business and personal commitments. They often
feel more confident and self-assured through the somatic coaching, but the
goal is not so much a psychological state as becoming someone who can take
actions that were previously unavailable to them.

Richard Strozzi-Heckler, PhD, is President of Strozzi In-
stitute, The Center for Leadership and Mastery. He has a
PhD in psychology and a sixth-degree black belt in
aikido, and is the author of six books including the na-
tional bestseller, In Search of the Warrior Spirit. He was
profiled on the front page of the Wall Street Journal for
the leadership program he developed for the United
States Marine Corps. He can be reached by phone at

(707) 778-6505, by e-mail at info@strozziinstitute.com, or via the Internet at
www.strozziinstitute.com.
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My clients generally fall into three categories: CEOs and senior manage-
ment who see that their current style of leadership is keeping them from
moving their teams and organizations to the next level. For example, they
find themselves unable to mobilize their people or to build trust or speak in a
way that motivates others. Although historically successful, they feel stuck at
a certain level of leadership.

Second, I work with emerging leaders who are on a strong upward trajec-
tory and are in a succession plan in their organizations. With these individu-
als, I build a strong foundation of leadership skills that helps them serve
those they lead, and their organizations.

Third, I often work with the immediate teams of the individuals I have
coached. This builds a culture of action in which team coordination, dignity,
respect, and communication are enhanced.

Regardless of what category—CEO/senior management, emerging leader,
or team—it is critical that the design of the program and the goals be de-
cided through a mutual process. Through interviews, I find out what is miss-
ing or what breakdown they are facing. We enter into a conversation about
their purpose and what they deeply care about. I then assess whether I can
be of help. If it is in my domain of expertise, we mutually arrive at condi-
tions of satisfaction for the work. I promise a set of outcomes, and they com-
mit to a set of practices. Throughout the course of our work together, we
routinely review our progress.

Through my 40 years in the martial arts (primarily aikido), my research in
learning and performance as a psychologist, and as a track and field athlete
who competed at the international level, it has become abundantly clear to
me that mind /body/spirit practices are fundamental to a successful coaching
practice. Furthermore, my coaching is based on a close, trusting relationship
in which honesty, forthrightness, and courage are required. The following
qualities and skills are among those my clients consistently report they have
gained through our work:

• Centered presence of integrity and authenticity
• The capacity to listen with empathy to the concerns of others
• The ability to generate life-affirming moods
• The capacity to quickly build trust
• The capability to coordinate effectively with others
• The gift to authentically motivate others
• The strength to stay emotionally balanced in times of adversity and

change
• The wisdom to know when it is time to act and when it is time to wait
• The strength to be a lifelong learner
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These skills of leadership may seem obvious to the point of being elemen-
tary. Certainly, they are not novel or contestable in what are commonly seen
as the necessary social skills for a leader. Yet after 33 years of working with
people, it has become abundantly clear to me that we do not transform our-
selves and our thinking through good ideas or hope. To make sustainable
shifts in our behavior and way of thinking, we have to embody new schemas.
The path to achieving such embodiment is established through a series of re-
current practices of mind, emotions, language, and body. This new embodi-
ment is integrated by building new interpretations of meaning and future
possibilities.

�
Marian Baker

Most clients come to me with some variation of the question “Is this all
there is?” out of (1) a craving to make a change or (2) a calling to make

a difference. Coaching helps each client discover or fuel his or her enthusias-
tic mission. By this, I don’t mean that we go through the exercise of writing
a pithy mission statement that languishes in a binder. I mean a mission that is
alive and multidimensional. It may be a business, project, renewed vision, a
career, or life adventure. Using a “Passion Meets Profit” matrix, we identify
how the client’s passions and talents intersect with what a relevant group (an

Marian Baker is a certified professional coach whose
clients experience breakthroughs in creating true fulfill-
ment in life, livelihood, and leadership. Called “The
Queen of Powerful Questions” by a leader of Coaches
Training Institute, she is coauthor of the Awakening
Corporate Soul; High Performance, High Fulfillment
workbook and author of the upcoming book, Wake Up 
Inspired: Create the Joyful Life You Are Meant to Live.
Marian has been featured in the Chicago Tribune, the

Chicago Sun Times, and Health magazine. She admires her clients and is com-
mitted to fueling that rewarding mission each person is meant to express. She
can be reached via e-mail at marian@marianbaker.com, by phone at (773) 509-
9408, or via the Internet at www.MarianBaker.com.
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industry, organization, team, clients, etc.) needs and “what others are willing
to pay for.” This leads to breakthroughs about new strategies, optimal uses of
talent, effective communications and more. We also look at following a “joy-
ful mission” as a way of operating so that each day is infused with greater
focus and a sense of triumph.

As coach, I serve as confidential sounding board, life-watcher/colearner,
brainstorm partner, and devoted champion. Not being friend, boss, spouse,
and so on puts the coach in a uniquely powerful place of having no ulterior
motives or inhibiting concerns. A great coach is optimistic, but not a Pollyanna
cheerleader. Nurturing is balanced with healthy challenges and kicks in the
butt. I’ve learned that clients can take and appreciate more tough love than we
often assume. My approach focuses on future possibilities and on unlocking
potential, not on past mistakes or correcting problems. I encourage clients to
take a holistic approach—to access the compass of one’s heart, fuel physical
energy, and give birth to bold plans of the mind. We create provocative con-
versations that lead to sustainable positive changes.

I heard the following quip at a Linkage conference and have quoted it ever
since. “In an encounter with a good coach, you walk away impressed with the
coach. With a great coach, you walk away impressed with yourself.” Let’s as-
sume that coaching training, credentials, and experience are a given. Beyond
that, it’s about chemistry and qualities that are salient to your unique prefer-
ences. You want a coach who has the ability to not just listen well, but to lis-
ten for. I am almost always on a treasure hunt, listening for underlying
themes, values, patterns, strengths, possible new solutions, and so on. Clients
say they feel pleasantly surprised at what we are able to draw out of them. You
also want a coach who does not give advice, but shares wisdom. It’s the coac-
tive coach’s oath to never tell anyone what to do. However, it’s relevant that
I’ve been a zealous student of adult development, whole health, and leader-
ship for decades and worked with hundreds of clients by now. I share princi-
ples, an ever-growing collection of pragmatic tools and intuitive insights that
could help a client become a better master of his own life/work voyage.

I always come back to that model of trusting that the client has the an-
swer. You also want to feel genuinely accountable to your coach. You want to
feel that she is in your corner, thinking of you, cheering you on (maybe inside
your head between sessions), and expecting a report or other specifics from
you. Lastly, I would want a coach to be playful, funny, smart, and great at
brainstorming new possibilities.

Effective coaching should be a catalyst for you to arrive at insights, solu-
tions, new ideas, and behaviors that you would not have achieved on your
own. The question “how will we know if we have been successful?” is clearly
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established up-front. Progress temperature checks are taken throughout. I
often use 0 to 10 scales to assess effectiveness. As an example, a Performance
Plus Leadership Inventory asks clients (and other feedback partners) to score
satisfaction/competence of factors such as being an inspiring communicator,
creating clear boundaries or empowering others. Coaching supports the client
in reaching his desired higher scores and authentic self-confidence. Depend-
ing on the coaching engagement (six months or six years and going strong), the
measurements of success evolve. We never stop checking to ensure that the
coaching investment is extremely worthwhile and the client feels a sense of
deepened learning and forward movement.
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THOUGHT LEADERS

Noel M. Tichy

Leaders Coaching Leaders

Coaching is critical to the success of organizations. But organizations do
not win by inviting a small army of external coaches to infiltrate their

ranks or by ceding the coaching function to the internal consultant. Instead,
it is the job of the leader to build coaching capability into the DNA of the or-
ganization. The leader does so by developing his or her own “teachable point
of view” and cascading that throughout the line. When leaders coach leaders
around that teachable point of view, learning and teaching are continuously
exchanged in a Virtuous Teaching Cycle. This creates alignment and energy
for the organization’s values, vision, and strategy even as it generates the new
leadership necessary for the future.

As a coach, my job is to help the leader develop and cascade his or her
teachable point of view. Many great leaders are able to do this intuitively, but
for those who are leading large companies, the teachable point of view must
be deliberately designed, planned, and built into the social architecture of
the organization. Otherwise, its impact will be lost. A look at the 90-day pro-
cess by which that happens will further clarify the role that I feel external
coaches should play.

First Month: Build a Senior-Team Teachable
Point of View

The process starts with the top leader. A CEO cannot teach from a blank
piece of paper. She needs a teachable point of view that articulates the

Noel M. Tichy is Director of the Global Leadership
Partnership at the University of Michigan Business
School. Professor Tichy is the author of The Cycle of
Leadership: How Great Leaders Teach Their Organiza-
tions To Win, The Leadership Engine, Control Your
Destiny or Someone Else Will, Globalizing Manage-
ment, and The Transformational Leader. He can be
e-mailed directly at tichy@umich.edu.
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ideas, values, edge, and energy that will make the organization successful.
The coach works with the CEO to develop that clarity. What’s the leader ’s
business theory for ringing the cash register, that is, developing goods and
services that win in the marketplace? What are the concrete values that sup-
port and shape those business ideas? What tough decisions about people,
products, businesses, customers, and suppliers will the leader need to make
for the organization to succeed? How can the leader best energize and moti-
vate others to embrace the changes that are necessary? Some CEOs need lit-
tle guidance to articulate and tell their story, while others must build their
teachable point of view from the ground up. The coach questions, prompts,
and helps shape the story until the coach has a rough focus that he can be-
fore the senior team.

Typically, the top leadership team—10 to 12 members at most—goes off-
site for the serious debate necessary to refine and become aligned with the
leader ’s teachable point of view. The coach is present to help the leader
guide the process and facilitate the debate. Each member of the team shares
his or her individual thinking, pushing and pulling at the strategy, ideas, and
values, until agreement has been reached.

It can be difficult for a leader to finesse this process. The leader cannot
have all the answers, nor can he or she expect consensus to emerge without
the appropriate expression of power. Typically, leaders who fail at building
support do so in one of two ways. Either they are autocrats, using a mega-
phone to blast a point of view without making anyone around them smarter;
or they are abdicrats, allowing the democracy of ideas to become an anarchy
of misalignment. The paradox of power is that it is top-down but interactive,
command-and-control but participatory. As in the best coaching, learning is
always two-way, although organized around a firm point of view.

Second Month: Leaders Coaching Leaders

A top leader understands that one of the most powerful tools is the calendar.
That’s why the leader mandates that each member of the senior team spend
the requisite amount of time personally coaching and teaching the next lead-
ership level.

In the beginning, the senior team leads 2-to-3-day seminars with 50 to 100
people at the next leadership level. Again, the teaching and learning is two-
way, even as it is aligned to the top leader ’s teachable point of view. By en-
couraging open debate and sharing of ideas, the teachable point of view
becomes real for each individual—something he or she can pass on to the
next level in turn.



124 50 TOP EXECUTIVE COACHES

Third Month: The Virtuous Teaching Cycle

The top 50 to 100 people engage the next level of leadership in a way that
replicates their own teaching-learning experience. It’s as though 50 to 100
tennis coaches were teaching the same techniques and strategies at the same
time, each to their own class of students. As the ideas, values, and energy of
the teachable point of view cascade through the organization, they gain ex-
pression in the concrete ways each individual contributes to the bottom line.
Because leaders are learning from their reports as well, a virtuous teaching
cycle develops in which the organization gets smarter through the interactiv-
ity, even as it is energized and aligned. In this way, the teachable point of
view is always evolving as strategy and the marketplace changes.

Coaching or teaching is an activity that takes place face to face and one on
one. It’s energizing, spontaneous, and two-way. In the best scenarios, how-
ever, structure is in place for this spontaneous interaction to occur. Teach-
outs are planned and organized. Leadership institutes are created. In such a
way, an entire organization can be transformed, aligned, and continuously re-
generated—from a senior leader ’s teachable point of view to the individual on
the shop f loor, even in an organization of 90,000 employees with 600 stores.

Avoiding Coach Dependency and Disarray

What do coaches add to this mix? In my view, 90 percent of coaching has to
occur on the line. Otherwise, the organization does not gain the benefits of
continuous learning and development, and may even be put in disarray. Ex-
ecutive coaches can work at cross-purposes without demonstrating bottom-
line benefit. Management coaches are given incentives to create dependency,
not capability. Even internal coaches can get in the way, acting more like go-
betweens and career counselors than teachers, unless they are fully aligned
with the priorities of the business.

Leaders should coach leaders. After all, who makes a better coach than
someone with the incentive to help the coachee develop his or her own inde-
pendent capability? U.S. Navy Seals don’t use coaches to develop critical,
life-and-death leadership skills; they rely on those whose lives are also on the
line. Who trains a heart surgeon but another heart surgeon? In successful or-
ganizations, coaching takes place leader to leader, level to level, up and down
the line. Only then does the organization have the alignment, energy, and
smarts to win.

�
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Robert M. Fulmer

Business Challenge Coaching

Coaching individual executives or leadership teams, for me, generally in-
volves tackling some type of business challenge as part of a leadership

development initiative. Work with individuals is most likely to come from an
assessment that the individual is not meeting his or her objectives or is out
of alignment with the organizational values or strategy. More frequently, the
coaching is based on the principles of action learning and is part of a corpo-
rate program that involves traditional education in leadership, strategy, or
change. Particularly in my work with Duke Corporate Education, we try to
combine content with a business challenge assignment and supplement that
with team and personal coaching to improve effectiveness. In other words,
the participants are learning for action as opposed to learning for knowledge
alone; they are having a Just-In-Time developmental experience rather than
a Just-In-Case one. The idea is to design an intervention that stretches the
abilities of leaders and helps them reach a new level of effectiveness while
solving a real business challenge.

I think it’s important to design the intervention together with the client.
Not only does that create buy-in, it also helps the coach to understand the
perspective of the organization and the needs of the individuals. To get to
that understanding, the first part of my coaching work involves a great deal
of listening. My background in applied research, university executive edu-
cation, HRD consulting, and worldwide responsibility for management de-
velopment at a global corporation provides me with a broad perspective of
what is best practice in the world. I draw from that experience as I listen to

Dr. Robert M. Fulmer is Distinguished Visiting Profes-
sor at Pepperdine University and also serves as Aca-
demic Director of Duke Corporate Education. He
served as Director of Worldwide Management Develop-
ment at Allied-Signal, headed two HRD consulting
firms, authored four editions of The New Management,
and coauthored four editions of A Practical Introduc-
tion to Business, as well as the acclaimed books Craft-
ing Competitiveness, Executive Development and

Organizational Learning for Global Business, Leadership by Design, The
Leadership Investment, and Growing Your Company’s Leaders. He can be
contacted via e-mail at robert.fulmer@dukece.com or via the Internet at
www.dukece.com.
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the client’s challenges, and consider what I’ve seen or used in other circum-
stances that might fit this situation. Then, we work together to develop a
customized approach.

How that occurs is actually less structured than it might seem when I de-
scribe it in stages. Nevertheless, drawing on the three major methodologies
of action learning, gap analysis, and systems dynamics, I’ve broken down the
process of developing an intervention into what I call the five A’s. These are
depicted in Figure 6.1.

The first A is Awareness. The process starts, as I mentioned, with a great
deal of listening, and a certain amount of data collection, to gain a detailed
understanding of the challenge at hand. I like to think of this awareness as
being like the Roman perception of Janus who had faces looking to the past
for understanding and to the future for strategy. The next A is Anticipation.
This involves setting up the goals or objectives of where the client executive
or organization wants to be in the future, with or without an intervention.
With the first two components, we can identify the gap between where we
are and where we want to be. The third A is Action. We use action as the
arena for learning in order to push the executive toward that future goal.
This may be individual coaching that has actionable objectives or part of a
total cultural shift in an organization. The fourth A is Alignment. The fact
that a real business challenge is being tackled helps make sure that individual
objectives align with the team and the organization, in terms of values, cul-
ture, and strategy. Finally, the fifth A is Assessment. It’s necessary at the end
of the intervention to measure what we’ve done in order to demonstrate that
progress has occurred.

I find that an engagement is successful when there’s a commitment to
change on the part of the client and a good fit with the coach. For example,
when a project does not succeed, failure often boils down to the fact that the
coach and client’s personalities or approaches to business or life were not in
synch. Generally speaking, if a degree of rapport develops in the initial inter-
views and both sides sense that values are in line, it is likely that chemistry
will be good. If the coach sees, or the client is able to determine, that the
problem or challenge is within the coach’s realm of experience, that’s further

FIGURE 6.1 The Five A’s

Awareness Anticipation Action Alignment Assessment
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indication of the likelihood of success. If both sides have no troubles listening
or respecting each other ’s perspective, that’s the final stamp of approval.

My whole career has been spent in the field of learning. Learning is basi-
cally what my life is about. In most of my current work, I emphasize the ways
in which leaders can learn by doing. My goal is to help people learn how to
become what they want to be or help them do what they want to accomplish.
A very effective way of managing that, I have found, is to coach executives
while they are grappling with an assignment or a business challenge. That is
key, I’ve found, to development that helps individuals achieve their goals in
alignment with what the organization needs. The most successful engage-
ment is when the individual shows actual progress, the team becomes more
effective, and the organization becomes more successful.

�
Ken Blanchard

The Servant Leader as Coach

Leadership is an inf luence process. Any time you’re trying to inf luence
the behavior of someone toward some goal, you’re engaging in leader-

ship. This is true whether you’re a politician, a parent, a CEO, a teacher, or a
reverend. Leaders coach because it is an effective style for moving people

Ken Blanchard is Chairman and Chief Spiritual Officer
of The Ken Blanchard Companies and cofounder of the
Center for FaithWalk Leadership. Ken is a visiting lec-
turer at his alma mater, Cornell University, where he is a
Trustee Emeritus of the Board of Trustees. His phenom-
enal best-selling book, The One Minute Manager®,
coauthored with Spencer Johnson, has sold more than
10 million copies worldwide and has been translated into

more than 25 languages. He is reachable by phone through The Ken Blanchard
Companies at (800) 728-6000. You can also visit The Ken Blanchard Com-
panies at www.kenblanchard.com or the Center for FaithWalk Leadership at
www.leadlikejesus.com.
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from dependence to independence in pursuit of a goal. In that sense, being a
coach is also a form of leadership. Some might argue with me on that point
because they hold that coaches facilitate or guide rather than lead. But to
me, coaching and leadership go hand in hand.

I don’t think you can lead people unless you have a sense of where you
want them to go. Leadership is about going somewhere. If you don’t know
where you’re going, your leadership doesn’t matter. Once people know where
they are going, the next step is implementation. That involves helping people
to live according to the vision and direction. Leaders lead by setting the stage
in terms of vision and direction. But they also work to get people closer to that
destination, which is what coaching for implementation is all about. At that
point, the leader or coach shifts from directing to serving people by guiding,
supporting, and cheerleading them as their needs require. The coaches now
become servant leaders.

In our company, we’re trying to create a movement to uplift the human
spirit by making sure that people-development gets put on an equal plane with
performance. That’s our vision and direction. As Chief Spiritual Officer, one
of my jobs is to connect us to that mission every day. Each morning, I leave a
voice mail message for the more than 250 people in our company. I talk about
three things: people tell me who ought to be prayed for; people tell me what
praising others should get; and I end the call with an inspirational message.
The prayer and the praising are part of the care and support we all need. As a
company, we have to check in on ourselves, make sure everyone is doing okay,
and cheer for those who are doing the work to make our vision and direction
happen. The inspirational message touches on those things and reminds us of
what we’re all here to accomplish.

For example, one day I talked about profit being the applause we get for tak-
ing care of our customers and creating a motivating environment for our peo-
ple. I emphasized that our company is all about relationships. First, we want to
create raving fan customers—people who are so excited about us that they
want to brag about our work. These people become part of our salesforce. To
create that, we need gung ho people—associates who are so committed to our
company that they’re willing to go the extra mile for our customers and each
other.

Coaching and leadership are about focusing on what’s important in life.
What are our values? What are we trying to accomplish? My own personal
coach, Shirley Anderson, helps me figure out what I want to work on. We talk
about what issues I have, what’s bugging me, what’s not working. We sort
through all of that and identify strategies that can help me become the kind
of leader I want to be.
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As a coach, knowing what needs to be done is only half the job. You also
need to get people there. If coaching or leadership fails, it may be that you’ve
done a lot of up-front work on directing people toward a goal and even laying
out the path, but you didn’t finish the cycle. The important thing isn’t what
happens when you’re there, but what happens when you’re not there. To move
people from dependence to independence, you need to see them through a
Situational Leadership journey that raises their levels of commitment and
competence to the point where they no longer need your direct guidance.

People start out as Enthusiastic Beginners, high on commitment but low
on competence. They need information, expertise, and direction from their
coach or leader to get them started. The work doesn’t stop there, though.
What happens next is that people often find the goal more difficult than ex-
pected, and become what we call Disillusioned Learners. This means that
they have some competence but are low on commitment. They are depend-
ent on you to dialogue with them in order to work through their concerns. In
other words, they still need direction but they also need tender loving care.

The third level of development is Capable but Cautious. By this point,
people are able to follow the path and see the benefits, but they don’t have
full confidence in themselves. They need you to be a supportive cheerleader
for a while longer. The final level is Self-Directed Achiever, meaning they
own what they are doing and only need you to delegate and cheer them on.

It takes will and determination for a leader or coach to fulfill the vision
and direction to the point where people become Self-Directed Achievers.
It also takes humility. The traditional hierarchy is fine for setting vision and
direction, but it’s lousy for implementation. To move people to independ-
ence, you need to turn the pyramid upside down. Suddenly, the ones who
developed the vision and direction are now at the bottom of the hierarchy
as cheerleaders, supporters, and encouragers. This is where servant leader-
ship kicks in.

A major part of my work right now is involved in a Lead Like Jesus move-
ment around the country. Our mission is to challenge and equip people to
lead like Jesus. We’re not trying to evangelize. What we want is for people to
behave differently. We want leaders to serve rather than rule; to give rather
than take. The goal is to become—as Jesus mandated—a servant leader.

Servant leaders understand that leadership is not about them; it’s about
what they can do to help people live and develop according to a vision. But
that only exists through humility. People with humility don’t think less of
themselves; they just think about themselves less. They don’t deny their own
power; they just recognize that it passes through them, not from them. To de-
velop humility you have to recognize a higher power or something that is your
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source of unconditional love. Where else could you expect to find the wisdom
and openness to lead or coach another person through growth and change?

�
Paul Hersey

Coaching Is the Manager’s Job

Twenty years ago, if you’d asked managers to describe their most critical
tasks and responsibilities, coaching would have made it to nearly every-

one’s top-five list. Today, few include it among their priorities. How did this
shift happen? It took place almost unnoticed, I believe, as managers became
transitory in their careers and switched organizations more freely. At some
point, the sense of obligation managers felt for investing in people long-term
seemed to fall away. In a sense, our work in the leadership development field
is dedicated to rebuilding coaching capacity in the line by putting that obli-
gation back onto the manager ’s plate.

Simply put, we consider leadership to be the process of diagnosing the in-
dividual or group in terms of their readiness to perform; and providing them
with the direction, guidance, or supportive behavior necessary to enable
them to take the ball and run with it. As might be expected, this takes place
in many different ways in an organization. All of us are responsible for
coaching those who report directly to us. There are also many occasions in
which we help others internally, as happens, for example, when we are part
of a team. In working with the people who report to us, we coach down with
personal and positional power. When we are members of a group or team, we

Dr. Paul Hersey is founder and CEO of the Center for
Leadership Studies. He is author of the popular book,
The Situational Leader, and the textbook model for 
situational leadership, Management of Organizational
Behavior. He is reachable by phone at (800) 330-2840 or
via the Internet at www.situational.com.
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inf luence and coach through personal power. The dynamic may change, but
the end goal remains the same. People are coached to help maximize their
potential. If the coaching is successful, they eventually become self-directed
rather than leader-directed.

If this sounds like a natural activity for managers, it should. So why aren’t
they doing it? We train trainers to go back into their organizations and work
with managers from executive to supervisory levels. We start at the top if pos-
sible, but we have a philosophical conviction that the change we advocate can
begin from anywhere. For a manager to fulfill his or her leadership capacity,
being a coach means passing that capability along. If the manager gets it, who
are they giving it to in turn? Are those who are being coached coaching oth-
ers as well? How are those people doing? Are they pushing it deeper still?
That’s how the impact of leadership gets measured, and that’s how legacies
are created. The process can begin with any single manager at any level.

Organizations rise and fall based on how effectively they use their human
resources. The individual manager is in the most powerful position to make
the most of that potential.

�
Nancy J. Adler

The Art of Leadership: Coaching
in the Twenty-First Century

Dr. Nancy J. Adler is a foremost authority on cross-cultural
management and women’s global leadership. She is a
Professor of International Management at McGill Uni-
versity in Montreal, Canada. She has authored over
100 articles and published the books, International Di-
mensions of Organizational Behavior, Women in Man-
agement Worldwide, Competitive Frontiers: Women
Managers in a Global Economy, and From Boston to
Beijing: Managing with a Worldview. Also a visual artist

working primarily with watercolor and Japanese and Chinese ink techniques,
she currently teaches seminars on “The Art of Leadership.” She can be
e-mailed at nancy.adler@mcgill.ca.
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At some time over the next fifty years or so, the word manager will dis-
appear from our understanding of leadership, and thankfully so. Another
word will emerge, more alive with possibility, more helpful, hopefully
not decided upon by a committee, which will describe the new role of
leadership now emerging. An image of leadership that embraces the at-
tentive, open-minded, conversationally based, people-minded person
who has not given up on her intellect and can still act and act quickly
when needed. Much of the wisdom needed to create these new roles lies
not in our empirical, strategic disciplines but in our artistic traditions. It
is the artist in each of us we must now encourage into the world,
whether we have worked for the Getty Foundation or for Getty Oil. We
must bring our visionary artistic powers into emancipation with our
highly trained empirical powers of division and deduction.

—David Whyte, poet1

How do leaders shift their thinking into the realm of possibility? As we
struggle with the dynamic challenges of today’s very complex world,

how can we move to a twenty-first-century definition of leadership that is
free of the constraints of twentieth-century vocabulary and image? In our
desire to create a better future, how do we change the focus of our leader-
ship, as Frances Hesselbein has said, from success to significance?

For a quarter century, I have conducted research, consulted, and coached
on global leadership and cross-cultural management. As the world’s intercon-
nectedness and the demands on leadership have intensified, I have come to
understand that the movement from successful to significant leadership can-
not and will not happen inside our current leadership vocabulary. The twen-
tieth century’s words, concepts, and approaches just don’t stretch far enough
for us to be able to see today’s reality, think possibility, and communicate
powerfully.

Often, when I work with individual leaders, I ask them to assess their
leadership by considering a very simple framework comprised of three
realms: What are you very good at doing? What do you passionately love to
do? And what’s the world’s greatest need.? I then ask, “For you, where do
these three realms intersect?” For all too many leaders, one or even two of
these realms have been ignored in their professional life. Many bright and
talented executives feel lucky to be born in an era that rewards them for the
things they do very well. In the glare of recognition for what they are good
at, they never ask, “What am I passionate about?” or they split their lives be-
tween doing what they are good at in their professional life while saving what
they care about for “after hours.” Considering the world’s greatest needs and
their own passionate concerns becomes limited to the time remaining for
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their personal lives. Because real leadership resides in the intersection of the
three realms, I push executives, especially those who have been most out-
wardly successful, to see the possibility of their contribution and efficacy
coming simultaneously from their competence (what they are really good at),
their passion (what they love doing), and the world’s greatest needs (their
potentially most significant contributions). See Figure 6.2 for a graphic rep-
resentation of these three realms.

Earlier this year, I presented the overlapping realms of significant leader-
ship to executives at the University of South Africa’s Business Leadership
Institute, the University where Nelson Mandela received his degree. Man-
agers from throughout southern Africa travel to the Institute twice a year.
With years of experience and an average age between 35 to 40, they include
the full range of twenty-first-century managers—male and female, black and
white, African, Asian, and European descent—a diversity unheard of in
most twentieth-century groups of similar leaders. The questions “What am I
good at?” “What am I passionate about?” and “What’s the world’s greatest
need?” were hugely important to these executives because current African
business and societal challenges are so large. No one in the room could escape

FIGURE 6.2 Significant Leadership: Supporting Leaders’ Most Important
Contributions
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the reality that neither the companies they lead nor their society will make it
unless they bring the very best of their skills and passion to the most criti-
cally important challenges.

The discussion was intense and authentic. At one point, I suggested that no
one is truly a leader who engages people primarily through coercion; that they
could not consider themselves leaders unless their people would be willing to
work for their companies as volunteers. I was not suggesting that salary and
benefits are unimportant, but rather that true commitment is always rooted
in something beyond money. In a quiet but definite voice, an Afrikaans exec-
utive thoughtfully responded, “That’s true for some industries, but not all.”
His statement was not hostile, but rather profoundly sincere and personal. I
held my ground and repeated that the idea applied to all industries. Everyone
in the room sensed the tension as the executive continued, “I’m in the mining
industry, and nobody would ever go down into a mine unless they absolutely
needed the money.”

Despite my worst images of the horrendous conditions in many mines and
my desire to shout my agreement—“Yes, you’re right, it doesn’t apply in your
industry!”—something in the man’s authenticity made me insist that yes, it
also applied to his industry. “You’re the expert in your industry,” I responded,
“I can’t say exactly how it applies to your industry and to the mining opera-
tions you direct, but it does. Maybe your mine can offer the best health and
safety conditions. Or maybe it can offer the best education for miners’ chil-
dren, so that every day when miners descend into the mines, they know their
children will never have to do the same.” The words hit home. The man’s face
changed. He knew, along with everyone else in the room, what had just hap-
pened. Perhaps for the first time as a leader, this Afrikaans mining director
realized that he did not have to be a bastard to succeed at his job.

Einstein reminded us that “a problem cannot be solved at the level at
which it was caused.” You have to jump a level to find the right answer. Al-
though I know I can’t solve the problems others face, I also know we can do
much better than we’re currently doing. As a coach it’s my goal to help exec-
utives see, think, and communicate from the perspective of possibility.2 To
do so, demands courage, specifically:

• The courage to see reality as it actually is—to “collude against illu-
sion”3 even when society and your colleagues reject your perceptions.

• The courage to imagine a better world—to imagine possibility even
when society and your colleagues consider such possibilities naïve, un-
attainable, or foolish.

• The courage to communicate reality and possibility so powerfully that
others can’t help but move forward toward a better future.
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Our twentieth-century management and leadership vocabulary, with
its now-antiquated images based primarily on military, hierarchical, and

production-line concepts, has become too impoverished to allow us to see re-
ality, think possibility, and communicate with significance. A leadership
workshop for women executives provides a case in point. I opened the week
by inviting the women to define “power” and their relationship to it. Each
group’s discussion immediately descended into an overwhelmingly negative
vortex. These senior executives saw “power” as masculine, manipulative,
Machiavellian, and overly hierarchical. As the group verged on the edge of re-
jecting entirely their leftover notions of misused twentieth-century power,
one very senior executive from a prominent global organization confronted
her colleagues: “Unless you can tell me that the world is perfect, your com-
pany is perfect, your community is perfect, and your family is perfect, don’t
tell me that you’re not interested in power.”

For this group of executives, the vocabulary of leadership had become so
corrupted that we couldn’t discuss one of the central tenants of leadership:
power and inf luence. To shift from the limitations of twentieth-century per-
spectives to the type of vocabulary we need to discuss and enact twenty-
first-century leadership, we need to shift our very understanding of core
words and concepts. Without such a shift, seeing reality, thinking possibility,
and communicating significance would remain impossible.

For me, one highly effective means for creating that shift is by using the
arts and artistic processes. For example, after my initial failure to create a
twenty-first-century discussion of power using the traditional approach—
words—I decided to try an alternative approach: visual images. This time I
started by writing the word “Power” on a f lipchart and asking everyone to
respond with what first came to mind. The now-expected barrage of nega-
tive connotations ensued. Next, I invited them to use new tools, a mountain
of art supplies, to create their own image of power. The only rule was that
the process had to be nonverbal. They could neither talk during the exercise
nor use any words in their artwork. After completing their power images, I
asked them to sign their name, as artists, so they would own their visual def-
initions of power.

As we discussed each image, the most robust, positive, and owned defini-
tion of power emerged that I have ever witnessed. By changing the vocabu-
lary—from traditional words to artistic images—we had changed the nature of
the conversation, and with it, our very understanding of each leader ’s relation-
ship to power.

Most coaches are well versed in chaos and complexity theory because it
has been so helpful in allowing us to understand the turbulent, not com-
pletely knowable world in which we live and work. Using those principles, we
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coach executives to understand that learning organizations need to be f lexi-
ble, inclusive, innovative, and quick in dealing with an unpredictable future.
Yet rarely do we give executives the new behavioral capabilities we say they
need to deal effectively and spontaneously with rapid change.

Unfortunately, the words of even the most brilliant lectures, while defi-
nitely increasing leaders’ understanding of turbulent environments, often
fail to improve those same leaders’ actual capability to lead when con-
fronted by chaotic, rapidly changing situations. By contrast, improvisational
theater techniques demonstrably increase executives’ capabilities to lead in
such twenty-first-century environments.4 To excel as an improv actor, you
must respond instantly to what’s going on around you; you can’t rely on pre-
planned strategies or lines. When I introduce managers working in interna-
tional joint ventures, for example, to improvisational theater techniques, it
immediately shifts their understanding of how leadership, teamwork, coop-
eration, and f lexibility really work.

In one classic improv exercise, the managers tell a story by having each in-
dividual rapidly add one word to the narrative in turn. Typically, the first at-
tempt at building a story is painfully dry, nonsensical, and completely lacking
in leaps of creativity or surges of energy. The reason is simple: between
turns, each person is focusing on deciding which word to add, rather than
listening to their colleagues. By the time the narrative reaches them, their
carefully chosen word no longer fits.

Only by letting go of preplanned strategies and focusing on the f low of the
unfolding story can each manager become able to contribute to the story in a
way that brings it to life. As the story becomes more coherent, surprising, en-
ergized, and fun, the executives viscerally understand what they need to do
differently. Being successful in a spontaneous, chaotic, interdependent, team-
oriented environment requires observational, listening, and input skills, much
more than our traditional talking, doing, and more output-oriented skills.
Leading effectively in turbulent environments requires a mode of teamwork
that cannot be learned except through direct experience.

Leaders are most intensely out of their comfort zone and into a learning
zone when areas of leadership are explored that draw heavily on artistic and
creative processes, ref lection and the symbolic aspects of leadership. Po-
etry can hold ambiguity and paradox in ways that our dehydrated business
vocabulary cannot. David Whyte, often referred to as the poet of the cor-
porate world, reminds us that: “Poetry is the art of overhearing ourselves
say things from which it is impossible to retreat.”5 Similarly, with music,
Benjamin Zander, conductor of the Boston Philharmonic, teaches us: “A
symphony is about getting all of the voices sounding together, which is what
leadership is really about. It is not about winning or losing—but about
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sounding together.”6 Exceptional leadership demands a level of inspiration,
perspective, courage, understanding, and commitment that transcends day-
to-day management; twenty-first-century leadership demands approaches
that transcend the accepted practices of twentieth-century organizations.

Artists and leaders face similar challenges: to see reality as it is, without
succumbing to despair, while imagining possibilities that go far beyond cur-
rent reality; to have the courage to collude against illusion while articulating
possible futures previously unimaginable; and to inspire people to surpass
themselves, individually and collectively, for the benefit of all. The world
needs better leadership, and the people within organizations and communi-
ties are hungry for the change. They no longer want the narrow, circum-
scribed leadership of the twentieth century, nor its outcomes. And yet those
who choose to truly lead in this journey should not dismiss the risks. When-
ever a paradigm shifts, those who have the most to gain from the old ways
hold on extremely tightly.

�
Albert A. Vicere

Coaching for Leadership Depth

Over the years, I have had the great fortune to work with scores of busi-
ness organizations and to spend time with their leaders. The best of

those leaders share at least one very similar perspective—that the essence of

Dr. Albert A. Vicere is Executive Education Professor of
Strategic Leadership at Penn State’s Smeal College of
Business and President of Vicere Associates Inc., a con-
sulting firm whose clients span the globe. He is the au-
thor/editor of several books, including Leadership By
Design and The Many Facets of Leadership, and more than
80 articles on leadership development and organizational
effectiveness. His article “Leadership in the Networked
Economy” won the Human Resource Planning Society’s

2002 Walker Prize for the most inf luential article of the year. He can be
reached by phone at (814) 233-1120, by e-mail at a.vicere@vicere.com, or via
the Internet at www.vicere.com.
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their job is to get results and at the same time to build commitment to the or-
ganization’s culture and values. But there is little doubt that today’s leaders
must carry out those responsibilities in an incredibly complex environment.
The current business climate challenges leaders to fulfill their responsibili-
ties while directing their organization’s movement into a new economic
order. This often requires not only the development and deployment of new
strategies and business models, but also reformulation of corporate culture
and values.

My clients tend to be business and HRD leaders from organizations like
Cisco, 3M, Aramark, and Merck that are looking to build relevant leadership
development initiatives to meet the challenge of today’s complex competi-
tive environment. I work in partnership with those clients to design, develop,
and sometimes deliver initiatives that help their organization to get results,
shape culture, and develop leadership depth. As challenging as this work can
be, there is nothing more inspiring or exhilarating than working in tandem
with a team of clients to build momentum, ratchet up performance, and in-
spire renewed leadership commitment across an organization.

The number-one critical success factor in my work is having a team of
clients—on both the business and HRD side—that is visibly committed to
leadership development as a driver of organizational performance. It really
helps if the team is comprised of both business leaders and HRD experts.
Early in the engagement, I try to facilitate discussion and build consensus
within the team around a number of issues that are at the heart of effective
leadership development processes. The goal is to have the team:

• Clarify core objectives for development based on the strategic impera-
tives of the firm, including discussions around targeting key audiences
for development; defining critical competencies and capabilities; creat-
ing networks to share knowledge and leverage performance; enhancing
communications and teamwork; refining organizational culture; and
implementing business strategies.

• Select methods and approaches to be used for development, ensuring
consistency with the company’s strategic imperatives and the overall
learning/development objectives of the initiative. This could in-
clude action learning projects, leader-led learning, classroom educa-
tion, and other methods for promoting individual and organizational
effectiveness.

• Build and maintain strategic partnerships with resources to help in
initiative delivery. I am a strong advocate of leader-led processes in
which client company executives play major roles in any initiative. But
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I also know the value that fresh eyes can bring to the table. My goal is
to help the client team build a network of outstanding, committed
partners for program delivery from both within and outside the com-
pany. We work together to develop processes for recruiting and coach-
ing people from within the company who are selected to be teachers,
mentors, or coaches themselves. We also develop processes for identi-
fying, engaging, and managing the involvement and performance of
external resources that bring critical expertise and outside perspec-
tives to the development initiative.

• Align leadership development processes with the organization’s human
resource management systems. I work with the client team to ensure that
the leadership development initiatives are tightly linked to the organiza-
tion’s performance metrics and human resource management infrastruc-
ture, including reward systems, recruitment and selection procedures,
and succession and executive resource planning processes. This final
step ensures relevance and impact for any development initiative.

In my experience, members of an effective client team must have a com-
mitment to moving the organization from where it is to a desired future
state. They need to have vision, to see the pattern of where the organization
was, where it is now, and where it is going. They need a real feel for the peo-
ple, the culture, and the political climate of the organization. And they have
to know how far you can push and how hard you can push the people.

My most effective clients are patient and persistent, have a clear vision of
the role leadership development can play in the organization, and are willing
to be an active part of the process. Clearly, it helps to have senior executive
sponsors who believe in leadership development. Without that level of sup-
port and involvement, it is hard to maintain the credibility and momentum of
the process. But even so, my most successful engagements have been those in
which a core team of motivated individuals have made a commitment to
make leadership development a key driver of business success.

From the experience I have gained while coaching teams to build high-
impact leadership development initiatives, I have learned that success in
leadership development starts with a commitment at the top. The initiatives
are tightly linked to the company’s strategic agenda. They are viewed as a
lever for communicating strategy, focusing behaviors, and driving change.
They provide next-generation leaders with an opportunity to learn, practice,
develop, and grow. And when done well, they drive business results, the best
measure of success that I can imagine.
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PRACTITIONERS

John Alexander

At the Center for Creative Leadership (CCL), we specialize in coaching
that concentrates on leadership and personal development. It is feedback-

intensive, behaviorally focused, and results oriented. It can stand alone or be
integrated into a larger developmental initiative, either as a one-to-one expe-
rience or in group or team settings. Whatever the situation, we devote a lot
of time to two aspects of coaching—the overall process and the actual con-
tent and conduct of the coaching sessions.

Process includes things such as organizational context and support for the
coaching experience, appropriate pairing of coaches with coachees, design of
the coaching program, assessment of client needs and desired outcomes, and
postprogram evaluation. The importance of these factors cannot be over-
emphasized. Too often, not enough time is spent assessing the purpose and de-
sired outcomes of the coaching, the readiness of the coachee and fit with the
coach, assumptions of organizational sponsors, and the organizational context
in which the coaching takes place.

Coaching experiences are, of course, as varied as the leaders and coaches
who participate in them. At CCL, we have developed a core framework of
coaching that provides a helpful structure while allowing the infinite diversity
of coaching experiences to unfold. That framework consists of three elements:

John Alexander is President and CEO of the Center for
Creative Leadership, an international, nonprofit educa-
tional institution devoted to research and teaching in
leadership and leadership development. As a participant
in the Center ’s coaching network, John gives feedback in
the Center ’s f lagship Leadership Development Program
and periodically serves as a coach to senior executives.
Organizational highlights during John’s tenure as presi-
dent include two number-one rankings in the Leadership

category in the BusinessWeek nondegree executive education survey and a Top
20 ranking for nondegree executive education providers worldwide in a Finan-
cial Times survey. In 1979, John was a finalist for the Pulitzer Prize in editorial
writing. John may be contacted at CCL’s headquarters in Greensboro, NC by
telephone at (336) 286-4002, via e-mail at alexander@leaders.ccl.org, or on the
Internet at www.ccl.org.



COACHING FOR LEADERSHIP DEVELOPMENT 141

the relationship between coach and coachee, a leader development model, and
a results orientation.

What are the factors that coachees rate most important in a coaching rela-
tionship? A CCL survey of more than 100 respondents indicated that the
top-rated quality is that the coach be trustworthy and honest. Good inter-
personal and communication skills were also highly rated. Although men and
women coachees concurred on these first two items, men rated “straightfor-
ward feedback/willingness to challenge assumptions” next, while women se-
lected “creates a developmental and nonthreatening environment.” Two
sides of the same coin, perhaps? There is no evidence that men and women
have significantly different expectations or requirements in a coach. In
either case, it’s important that the coachee select a coach with whom he or
she feels rapport, who is a good listener and facilitator, and whose repertoire
of skills and experiences is a good match for the desired outcomes of the
coaching experience. In the end, the successful coaching experience is a
collaboration between coach and coachee, an exquisite pas de deux between
partners in learning.

The CCL model of leader development that forms the basis of the coaching
experience encompasses three components: Assessment, Challenge, and Sup-
port (ACS). Assessment means that the coach will work with the coachee to as-
sess the situation in which the coachee is working, and identify the specific
behaviors that are either helping or hindering his or her effectiveness as a
leader. The process of assessment can entail interviews with the coachee and
others, including coworkers and family members; 360-degree feedback instru-
ments; surveys; observations by the coach; examination of performance ap-
praisals; and the like. A good coach will help the coachee sort through this
data and identify key behavioral themes and patterns. Time is profitably spent
on trying to identify the internal drivers, such as personal beliefs and feelings,
which lead to these observable behaviors. Understanding internal drivers can
contribute to greater success in changing behaviors visible to others. CCL
draws a line between this type of exploration and a more clinical intervention.
Coaching is not therapy, although coaching can sometimes lead to a referral to
a health care professional.

From this assessment, the coachee typically selects one or two concrete
goals on which he or she wants to work during the coaching engagement—a
personal learning agenda. It is extremely important to avoid goal creep.
Coaches can and should help their coachees avoid the temptation to select too
many goals or goals that are too broad or ambitious. Smaller victories build
confidence and facilitate learning; overreaching typically leads to frustration
or failure.
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After an action plan is set, the coachee is challenged to explore alternative
courses of action and to select those that will allow him or her to most suc-
cessfully demonstrate the desired new behaviors. This challenge creates dis-
equilibrium by addressing gaps between the current state and desired state
described in the action plan. Challenge can come from the coach, from the
coachee’s own self-assessment, or from external factors such as a new job as-
signment or stretch organizational goal. The key for the coach is to maintain
a balance—to create conditions for change without overwhelming or demor-
alizing the coachee.

An appropriate level of support can ameliorate the stress that challenge
creates for the coachee. This is where the coach’s emphasis on small victo-
ries is helpful, or where mistakes made during the learning process can be
analyzed and put in proper perspective (because mistakes will be made), or
where the long-term goals driving the coaching experience can be called out
during difficult times. Real change, based on real learning, is hard work. It is
the successful coach’s job to pace the mixture and f low of assessment, chal-
lenge, and support with the coachee to maximize the opportunity for long-
term success.

How do we at CCL know whether the coaching experience has had a suc-
cessful result? The most obvious answer is to determine whether positive,
observable behavioral change has been achieved over a sufficient period of
time. This can be done through informal means, such as asking the coachee
and others around him or her whether there has been change; or through a
more formal process of postprogram assessment, using written surveys and
interviews. Such temperature taking is typically done at least six months,
and sometimes a full year, following completion of the coaching experience.
But lasting behavioral change, although very important, is not the only posi-
tive result. Surveys and interviews do not often capture the sometimes pro-
found insights that coachees gain about their long-term career goals,
personal developmental goals, and individual learning styles.

After all, if coaching is to help the coachee over a long period of time—long
after the coach has departed—it must help him or her learn how to continue
to adapt and grow in response to changing work and personal environments.
That is the ultimate and enduring achievement, for coaches and the clients
they serve.

�



COACHING FOR LEADERSHIP DEVELOPMENT 143

Jim Bolt

Icoach CEOs and their senior management teams on how to build great sys-
tems and programs for developing the leaders and leadership capabilities

they need to successfully execute their business strategy. Basically, my job is
to coach them through the process shown in Figure 6.3.

Together, we need to understand the global forces and trends that impact
the organization, both today and in the future. Also important are their crit-
ical marketplace challenges, and of course their company’s vision, values,
and strategies. Once these are identified, we should be able to pinpoint their
business priorities. The end result should be clarity about the organizational
and leadership capabilities they need. Naturally, we then have to determine
how the needs match up with the capabilities that currently exist so that we
can be crystal clear about where the gaps exist. These gaps provide the

Jim Bolt is CEO and founder of Executive Development
Associates (EDA), a leading consulting firm specializing in
the strategic use of executive and leadership development.
EDA custom-designs executive development strategies,
systems, and programs that ensure clients have the top tal-
ent needed to achieve their strategic objectives. EDA’s
clients have included 50 of the Fortune 100 companies
and many other leading organizations around the world.

Jim was recently selected by the Financial Times as one of the top experts in ex-
ecutive/leadership development. He is the author of the book Executive Devel-
opment: A Strategy for Corporate Competitiveness. He can be reached by phone
at (415) 399-9797 or by e-mail at jbolt@executivedevelopment.com.

FIGURE 6.3 The Leadership Development Strategy Process
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agenda for the custom-designed leadership development strategy and pro-
grams we create.

For this process to work well, the client has to have some special qualities,
which often work against their natural instincts:

• Let me be the expert. They have to trust that I’m the expert on leader-
ship development—not them. I’ve found that leadership and leadership
development, is like sex and marketing, that is, everyone thinks they’re
an expert. They have to let me do my job. They have to be willing to let
go of control, and that is something they aren’t typically used to. We
make a deal: I don’t tell them how to run their company, and they don’t
tell me how to create high-impact leadership development systems and
programs.

• Suspend judgment. Many CEOs and other senior executives have to for-
get what they think they know about executive or leadership develop-
ment. Many have a poor schema based on their own experiences. Few
have actually experienced leadership development that was strategic. If
they did happen to have attended a university executive education pro-
gram, it most likely didn’t have anything to do with their company and
therefore has little to no relevance in this context. Moreover, many have
never participated in a well designed, high-impact, customized internal
program that was directly linked to their business strategy and pro-
duced measurable results.

• Let go of having all the answers. It’s important for the client to be will-
ing to make herself vulnerable and to be open to learning and admitting
she doesn’t have all the answers. This is important throughout the pro-
cess, but especially after the new leadership development system and
programs are put in place, and when the client is exposed to leaders in
a program or workshop setting. If the CEO acts like she or he knows it
all, then the subtle message is: “What do they need all this other great
talent for?” They need to be willing to attend the learning events just
like everyone else: as students.

What qualities are crucial for me as a coach? Well, after 20 years in this
line of work, these are the things I believe are most important in order to be
a trusted advisor to top management:

• Deep listening. There is no substitute for really deep listening and for
making it absolutely clear that you’ve heard the client. This can be ac-
complished easily by paraphrasing what you just heard to confirm it, by
asking a question that is based on what you heard, by summarizing your
meeting in writing, and so on.
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• Courage. You have to be willing to say the unpopular, unpleasant thing.
Most people in the organization won’t tell the CEO the truth if it might
endanger their careers. You have to be willing to get fired as a coach or
advisor. You have no value to the CEO if you can’t be brutally honest
and candid. Of course, it helps to do so in a way that allows her or him
to hear you.

• Fight your own arrogance. After 20 years, it’s mighty easy for me to
think I know everything there is to know about leadership development
and to stop learning because I’m the expert. I have to fight with myself
constantly over this. If I stop learning, I’m of no use to my client and a
lousy role model to boot.

• Flexibility. I have proven, time-tested methods for doing things. I know
they work. It’s easy to get into a “it’s my way or the highway” frame of
mind with a client, and that can be dangerous. Sometimes, there are
other ways to get things done that may not be perfect from a technical
standpoint but may work fine (or even better) in that organization,
given its culture or circumstance. Thus, I try to remind myself to know
when to back off so that I don’t get too stuck in my ways.

• Keep promises and keep your mouth shut. Perhaps this is all too obvious,
but I still have to keep it at the forefront of my thinking. I must do what
I said I was going to do, and when I said I would do it. Secondly, I have
to keep confidences. It is very seductive to be in the know, and when
you’re in the know, it’s even more seductive to want to let others know
you’re in the know. This is a potential death trap to a coach or advisor.

• Know when to say no. It is very tempting to say yes to everything, but I
learned a long time ago that a client really appreciates it when I turn
down business. The clients I don’t take on are pleasantly surprised, and
my credibility goes way up, when I tell them that I’m not qualified for
a job they offer me and recommend someone else who is.

When I sat down to write this, I didn’t intend for the list of qualities for
me as a coach/advisor to be twice as long as the list for the client. The lists
just came out that way. In retrospect, though, it seems appropriate, in that I
think I bear the bulk of the responsibility for making a coach-client relation-
ship work.

�
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David Giber

In many ways, coaching is the interweaving of two stories—the coach’s and
the person being coached. The coach must understand the experiences or

stories of his or her clients, but also help them connect the drivers and les-
sons from their lives to the future stories they need to write.

I use the idea of life stories and themes to guide my work and approach.
Often, my clients emerge because they are in a transition, either moving from
one level in an organization to another, or resolving some problem between
the fit of their current skills and abilities, and the demands of their job. Many
times I see people struggling with what I call leadership paradoxes such as
balancing concerns about people while still driving results; thinking strategi-
cally while finding new ways to monitor the operation; and defining one’s own
vision and direction while simultaneously learning to empower others.

Coaching people through these dilemmas requires that the coach under-
stand the evolving life story of the client. Who are they trying to become?
What life problem are they searching to solve? I make extensive use of the
leadership story exercise, which I learned from Noel Tichy at the University
of Michigan. I ask people to write an autobiography of two pages or less, and
ask them to think about those people and incidents that have had a big impact
on them. Having executives draw out the high and low points of their lives
and careers, and the lessons and values learned from them, is a tremendously
useful exercise in helping them connect better with others. One senior vice
president used this exercise to understand how leaving home as a teenager and
working his way through college in menial jobs had affected his overdemand-
ing standards for others and his own lack of life balance. As a coach, I try to
help clients learn from both positive and negative experiences by identifying
what they took out of those incidents and considering how those lessons affect
their behavior today.

David Giber, PhD, has served as a coach to leaders and ex-
ecutives for over 20 years. He is Senior Vice President of
Leadership Development at Linkage, Inc., an organiza-
tional development company whose specialty is leadership
development. David has designed and implemented lead-
ership programs worldwide. He is the editor of two top-
selling books in the field, Best Practices in Leadership
Development Handbook and Best Practices in Organiza-
tional Development and Change. He can be reached by
e-mail at dgiber@linkageinc.com.
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In coaching leaders, I aim for depth in exploring their life issues as well as
their approach to business. I draw on my own business knowledge and experi-
ence to help business leaders translate their feedback into practical action. I
also use several tools that aim at many of the common dilemmas of my busi-
ness clients.

One approach I use is to have clients develop a leadership agenda. It is
challenging and enlightening for leaders to articulate their key goals and
plans. Often, I have them map these to a balanced scorecard format where
they look at their system/process, financial, people, and innovation goals.
The purpose is to help them test the clarity of their communication about
their own vision and direction to others.

Another coaching exercise aimed specifically at the area of strategic
thinking is to have clients write a future business scenario. A typical ques-
tion is “If you were head of this business, what two actions would you take
that would dramatically improve results over the next two years?” I often ex-
change these scenarios between people I am coaching or have them re-
viewed by senior business leaders. This leads to new insights on risk taking or
new development plans for how to improve and expand that person’s external
perspective on the business.

I use 360-degree feedback in my practice. I find, however, that providing
verbatim comments is sometimes the most useful part of the data provided.
Typical questions we ask are “If you were to give this person one piece of ad-
vice what would it be?” or “What is one thing you most admire about this per-
son?” I have increasingly found that connecting this feedback to validated
personality inventories, such as the NEO-PIR or the Hogan Personality As-
sessment, makes it much more powerful. Many of the leaders I coach are what
I call successful introverts—people whose personality scores reveal that they
would rather connect to small groups or spend time alone than be occupied
with socializing or reaching out to others. Such leaders have trained them-
selves to accept the social part of their roles; however, they need to be mind-
ful of a tendency to withdraw from others. Often, they receive feedback that
they don’t recognize others enough or do not provide enough feedback them-
selves. For such leaders, connecting personality feedback to the behaviors
rated in a 360-degree instrument is essential.

Even more important is the follow-up to feedback provided to leaders. My
fellow coach, Dick Gauthier, speaks of the fact that 360-degree feedback is
“just data; you need to talk to people to turn it into real information.” I spend
a great deal of time working with leaders on how they will react to feedback
they have received, how they will ask others for further clarification without
getting defensive, and how they will signal their sincerity to follow through
on the changes they need to make.
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More than any of these techniques, the coach’s most powerful tool is who
he or she is as a person. As a clinical psychologist, I have not only been through
therapy regarding my own psychological issues but also had intensive feedback
(a whole class of psychologists watching me work from behind a one-way mir-
ror) that has formed my consciousness about what I do. Although coaching is
not psychotherapy, I recommend that those without psychological training
find supervision or peer support to monitor their own behavior, especially
with clients who may evoke deep emotional reactions from them. I also think
that coaches need to be grounded in personality theory, have an understanding
of organizational structure and dynamics, and be experienced in career devel-
opment, especially around the issue of career enhancers and derailers.

What is success? In leadership coaching, the true standard is for the coach
and client to have made clear changes in behavior and performance that can
be measured. The biggest downfall in coaching is focusing so much on the
side of client confidentiality that the client’s manager and the sponsoring
company fall out of the loop. Many coaches wish to avoid reporting back to
the company at all costs. I believe this to be a mistake for all sides involved.
Leadership coaching requires the willingness of leaders to be accountable
for making changes and raising their positive impact on others. It also re-
quires some amount of self-disclosure. Leaders must be ready to take a risk
by going public with not only their shortcomings, but also their goals for im-
provement. The coach’s role is to support this courageous journey by provid-
ing tools for self-knowledge, anticipating the rough spots, and connecting a
development plan to the demands of the leader ’s work and role. At its best,
leadership coaching is a powerful means to help individuals translate their
values into practical, positive action.

�
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Jim Moore

My coaching/consulting practice is centered on helping clients create
leadership development strategies, systems, and programs that sup-

port the achievement of business goals. My client is usually the head of
Human Resources or the head of Executive/Leadership Development at a
large corporation.

There are two key ingredients that ensure a successful engagement: the
approach I use and the client. Of course, each engagement is different, and
there is some art associated with success; however, over the years, I have de-
veloped the following guidelines to deal with each of these ingredients:

• Start with the business. The only reason a company should invest in lead-
ership development is to positively impact the business. Therefore, lead-
ership development processes, systems, and tools must be grounded in
the business. Leadership development strategy creation should start with
an analysis of the business—the business strategy, the marketplace chal-
lenges, the current performance issues, and so on. Linking leadership
development to the business is the right thing to do for the shareholders,
and it will help ensure organizational and financial success.

• Be clear about the purpose of leadership development before designing a
solution. This sounds obvious; however, clients have hired me to help
design a program without a clear understanding of why they were doing
it. If the purpose is to build bench strength and a pipeline of talent,
then the focus should be on creating a first-class succession planning
process that identifies the highest potential talent, providing excellent

Jim Moore is currently an independent consultant work-
ing with the Alliance For Strategic Leadership Coaching
& Consulting, where he helps clients build leadership
development strategies and programs. His expertise
includes the design of succession planning systems, lead-
ership models, and customized executive education
programs that help companies achieve their strategic ob-
jectives. He has led executive and leadership develop-

ment organizations at three major corporations. He spent the first 20 years
of his career on the doing side of the business as a line executive in the
former Bell System. He holds a Masters in Electrical Engineering from the
University of Louisville, Speed Scientific School. He is reachable by e-mail
at jmoore@a4sl.com, by phone at (650) 328-7897, or via the Internet at
www.A4SL.com.
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development plans for those selected leaders, and managing their job
experiences. If the purpose is to support the transformation of the
company, it is critical to identify the specific transformations that need
to be made and then touch lots of leaders in a high-impact way. If the
purpose is to improve current operations, it is critical to conduct a thor-
ough needs analysis to identify the critical knowledge and skill gaps and
then touch as many leaders as possible in a high-impact way.

• Produce cool-looking solutions AND help insure execution. It’s not
enough to develop an elegant leadership development product that gets
“oohs” and “aahs” when presented to other HR people at Linkage
Leadership Conferences. (Although that does feel good!) If the leader-
ship development product doesn’t get implemented and benefits re-
ceived over a sustained period of time, the effort cannot be considered
a success, except for what was learned from the failure. Producing ele-
gant leadership development products has almost become a commod-
ity. There are many consultants and firms that can produce leadership
development products that are as elegant as or more elegant than the
products I help clients create. I don’t try to differentiate myself by the
elegance of the product. Studies at GE that led to the creation of their
CAP model demonstrated that the failure of projects to achieve the de-
sired benefits resulted more from a failure to consider the acceptance
and support for the project rather than failures of design. I work with
my clients to focus on building a supportive environment for the prod-
uct as much or more than I work with them on the design of the prod-
uct itself.

Some of the principles I use in building acceptance include the following:

• Involving line managers in developing the product. Line managers,
when successfully integrated into the design process, can help ensure
acceptance of the product when it is released. The concept is de-
scribed in the phrase “If they build it, they will come.”

• Testing for simplicity, practicality, and focus. Many of my clients are
well educated in the behavioral sciences but have never held a line as-
signment. I am forever biased by my more than 20 years as a line man-
ager and user (or sometimes victim) of HR products and services.
Often, during the design process, I ask myself, “What would I have
thought about this product in my line manager role?” Sometimes, I
conclude that I would have called it “HR foo foo” or something even
more obscene. When that happens, it’s time to go back to the draw-
ing board. The key questions I ask, to see if it passes the test of a line
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manager, are “Does it help me do my job? Do I understand it? Does it
matter if I do it right? Who cares?”

• Branding. Some clients find branding or marketing a product distasteful
or even unprofessional. “The product should stand on its own merits!” I
don’t agree, and I shamelessly advocate putting bells and whistles around
a leadership development product. Certainly, overhyping a product can
backfire, but most of my clients err on the side of underhyping, or they
want to surround the product with superficial words rather than a clear
branding strategy.

• Engaging the CEO. People pay attention to and support what the CEO
pays attention to and supports. I have found that many of my clients are
reluctant to engage the CEO in the leadership development process.
One reason for this reluctance is the barriers that organizations put
around CEOs to protect them from access by people lower in the orga-
nization. Another is the HR person’s fear of the CEO or his or her in-
ability to communicate in language the CEO understands. I encourage
my clients to blow through these barriers. Most CEOs are eager to get
involved in leadership development activities, and when they are en-
gaged, success is highly likely.

• Using a common language for leadership. As my colleague Marshall
Goldsmith has said on many occasions, “Nobody fails to be a good leader
because they fail to understand some complex theory of leadership.”
Everybody gets it. It’s the doing that’s hard. In addition, although most
people understand the concepts, they use different language to describe
it, making it difficult to focus the organization on specific leadership
themes. I encourage my clients to develop a common language around
leadership (a leadership model or profile) and reinforce it in multiple HR
processes and tools.

• Understanding the political environment. A coach can be helpful to the
client in helping him or her identify the people and actions that could
derail the project and develop strategies to prevent this.

• Creating the image. This is the art of leadership development. How do
you create an environment where executives are banging on your door
to take advantage of your leadership development services? There is
no prescription here. It means designing the whole experience includ-
ing rewards, punishments, exclusivity, and so on. One of the best
pieces of advice I ever received in my corporate leadership develop-
ment life was from a line executive who told me that if the folklore is
positive, the program will have a life of its own, but if the folklore is
negative, it’s over!
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• Making the client successful, not the coach/consultant. Sometimes, it’s
easy to forget that the hero or heroine of a successful design should be
the client, not the coach or consultant. It is important to involve the
client in all aspects of the project and instill a feeling within the com-
pany that it is his or her work, not the work of the coach/consultant that
made it successful.

There are also some factors critical to the client:

• Access to senior management. Because of the importance of CEO en-
gagement in the final product, I prefer to work with clients who are
either (1) positioned in the hierarchy to access the CEO, or (2) com-
fortable around senior executives by virtue of their senior-level per-
spective, or (3) a junior-level person who is not afraid to interact with
senior-level people or demand access to them.

• Willingness to push the envelope. A conservative solution rarely has im-
pact. To change a leader ’s behavior, it is usually necessary to take them
out of their comfort zone. This requires some willingness to take risks
on the part of the client in producing innovative and effective solu-
tions. This can be a challenge, because after the engagement is over the
client hopes to remain in the organization while the coach or consul-
tant moves on.

As a first principle, success should be measured in the eyes of the client.
Within the Alliance for Strategic Leadership Coaching & Consulting prac-
tice, we have a clear reminder of this principle. We tell clients that if they
are not happy with our coaching or consulting efforts, they don’t have to pay.
So, one measure of success is whether I got paid or not.

In addition, I work with my clients to establish a set of metrics that will
help them judge the success of our work. I have found that many clients
struggle with identifying measures of success. They too often want a single,
financial return on investment number that is elusive and requires many as-
sumptions. Short of this ultimate measure, I help clients identify indicators
of success that are easily measured and have credibility with line managers.
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THOUGHT LEADERS

Phil Harkins

Getting the Organization
to Click

It’s not easy shifting an organization to a new direction. No single leader, no
matter how visionary, driven, or persuasive, can mandate such change to

occur. Whether the shift derives from a change in the leadership team, a new
capability, a reorganization, a product launch, or a next-generation informa-
tion system, success hinges on the organization’s willingness and capacity to
execute. To secure the commitment and drive of others, the leader ’s rela-
tionship with his or her team must be high-functioning; diverse perspectives
and agendas must be aligned with a common sense of mission; and passionate
champions throughout the organization must be enlisted in the cause. It’s a
complex set of dynamics that few can manage unassisted. Enter the coach
who helps the organization hit the ground running.

Unlike traditional coaching, which is typically one on one and focused on
performance improvement, coaching for organizational change concerns the
capabilities and relationships of any number of leaders and teams. The effec-
tive coach is part social psychologist and part organizational development ex-
pert with a sound business orientation and an acute understanding of what it
takes to build alignment, teamwork, and trust. The objective is to get the or-
ganization onto the same page, singing from the same hymnal, charging in
the same direction. Because so many people are involved and so much is at
stake, doing so can seem like an overwhelming challenge. But in my experi-
ence, the essence is simple. It all comes down to creating a sense of click.

Phil Harkins is the President and CEO of Linkage, Inc.,
a global organizational development company that spe-
cializes in leadership development. A recognized expert
on leadership and communications, Phil is the author of
Powerful Conversations: How High-Impact Leaders
Communicate as well as Everybody Wins, a book on the
growth story and strategy of RE/MAX. Phil shares the
chairmanship of Linkage’s Global Institute for Leader-
ship Development with Warren Bennis. He can be
reached by e-mail at pharkins@linkageinc.com.
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Understanding what it means to click on a personal level is easy. We need
only think about our most energizing conversations to realize that those were
the times when we were truly open, authentic, optimistic, and forward-
directed. That same feeling is present in the best teams and highest func-
tioning groups. In such cases, trust is implicit and unquestioned, and commu-
nication occurs at high levels. As a result, lengthy meetings and formal
conversations are rarely necessary, while the focus is always in next steps. In
the best circumstances, team members can anticipate each other ’s moves,
ideas, and opinions while operating in the f low of the game, allowing for
faster response times, more consistent alignment and creative leaps. As an
organizational change coach, I try to instill that sense of click as widely as
necessary. Imagine the power when such conversations and relationships are
occurring across an organization in pursuit of a common objective.

The Role of the Coach in
Organizational Change

The organizational change coach operates like a free safety—a football term
for the player who can move freely around the field as the play requires. In
other words, the coach must be able to work when and where the need arises,
in order to facilitate the shift that is taking place.

First and foremost, the coach works behind the scenes with the leadership
team to help them achieve their strategic objectives. The coach’s role is not to
assist in formulating the strategy so much as provide help in facilitating the
strategic discussions and seeing that the agreed-upon strategy is then imple-
mented. The coach works with the team to sift through the options and come
to agreement around primary goals and best approaches. The coach then helps
the team drive that strategy throughout the organization.

This is the fundamental distinction between coaching and traditional con-
sulting. The consultant is expected to perform as part of the team, setting the
strategy, designing the work plan, drawing up the realignment, or creating
the product line for the organization to adopt and execute. The coach, on the
other hand, works with the leadership team on its own agenda to maximize its
capabilities. The coach stays in the background and shadows the actual play-
ers. Rather than being the focal point of the process, the coach seeks out the
cracks and gaps by doing the prework, the in-between work, and the after-
work needed to keep the organization on the move.

Sometimes, this means the coach is facilitating various teams. Other
times, the coach is working one on one with key leaders—the CEO, general
manager, product director, or other person in charge of the IT or M&A 
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implementation, for example. No matter what level the change initiative is
being driven from, there’s a wide gap between the strategy and the organi-
zation’s capacity to get up and running. Frequently, the people within the or-
ganization find it difficult to perceive the true nature of their situation and
the real barriers to change. An outsider with the right expertise can quickly
size up those conditions and encapsulate them for others to be able to grasp.
The coach provides the blueprint for that journey by defining current reali-
ties, laying out the desired future, identifying critical barriers, and plotting
the way forward. The coach gets the leaders to face up to reality, identify the
challenges that exist, and build attack plans for getting beyond the barriers.

The coach is there to create momentum, while keeping the organization
motivated and energized toward the end game. To accomplish that objective,
the coach creates alliances with passionate champions to spread the word
from the vantage of key leverage points in the change process. The success of
the intervention is measured not by the credit or recognition heaped on the
coach, but by the achievements of the team or organization as a whole.

Credibility, Trust, and Click

Understandably, the organizational change coach must be able to develop rap-
port with a wide cast of characters. Different job roles, responsibilities, per-
sonality types, communication styles, and competence levels will be found
among the key people. Although it may be impossible to be all things to all
people, the organizational change coach must be f lexible and f luid enough to
create click within these situations. The background and skill set of the coach
are critical in this regard.

First of all, the coach must have technical credibility. He or she needs a
solid understanding of the overall business model as well as knowledge of
what each part of the organization is doing. If the change initiative is occur-
ring in a manufacturing environment, for example, the coach who has no ex-
perience in that business may find it difficult to gain traction. Similarly, for
the organization that has just purchased an enterprise resource planning or
supply chain solution, the coach who lacks an understanding of knowledge
and workf low will be challenged to empathize with the difficulties that are
being encountered.

The ideal organizational coach has worked in a functional organization,
preferably one that has mass, meaning that he or she has experience with
the complexities of various functions, roles, and responsibilities. In addi-
tion, the coach has studied organizations widely and understands intricacies



COACHING FOR ORGANIZATIONAL CHANGE 157

and complexities, while also having a wellspring of benchmarks to compare
and contrast what works and what doesn’t. Although organizations are more
similar than dissimilar in their functionality and dysfunctionality, certain
sectors such as health care or financial services have distinct vertical quali-
ties. In the health care industry, for example, although physicians may have
many of the same competencies as their colleagues in engineering or re-
search, the nature of their work and training creates a unique situation. In-
deed, physicians are generally not experienced working in teams—and
teaming is a critical competency in health care today.

Secondly, the coach must be highly skilled at communication. The best
coaches are effective listeners, able to ask probing questions to obtain new
levels of information. Over a series of many such interactions, the coach adds
tremendous value. Understanding where each critical player is coming from
and how they all perceive their role and benefit in the change enables the
coach to facilitate with greater impact.

Obviously, confidentiality is a key concern in this regard. The difficulty,
however, is that what is private to one person may be considered part of the
normal f low of information to someone else. With that in mind, I always ask
each person to tell me what is confidential and promise not to share whatever
is private. Still, in many instances, people who discuss matters without reser-
vation could be harmed if the specific details of those conversations were ever
revealed. I make it a point in my own communication style to never make ref-
erence what another person has said. When presenting group information, I al-
ways declare what I am saying to be derived from the aggregate perspective.

It helps to have a contract or charter in place. The ground rules and con-
ditions must be clear. Who is the client? Who makes decisions? Who should
be approached for authorization? Having clear milestones and metrics in
place also makes the job easier. If significant problems arise, what is the na-
ture of the coach’s mandate or authority for surfacing those obstacles? There
are probably more people within the organization resistant to the change
than those who are passionate about the vision, while many others become
unwittingly mired in the swamp of day-to-day imperatives. To handle those
kinds of challenges in the spirit of confidentiality, I make it clear to every-
one that organizational objectives supercede individual ones, while promis-
ing to never divulge what someone tells me about another person, incident, or
circumstance.

The organizational change coach is under constant review from multiple
angles. Many are assessing how much that person can be trusted with every
new situation that arises. It shouldn’t be surprising. Much of what holds 
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organizations back from change is fear and threat. The organization must be
able to trust in the leadership and the coach before that fear and threat can
be transformed into enthusiasm and commitment.

Trust is the foundation of any successful coaching engagement. The qual-
ity and impact of what emerges is directly related to the quality of the rela-
tionship. In one-on-one coaching, trust is established through open and
honest communication. The organizational change coach is ultimately a fa-
cilitator of that trust on a larger scale. By acting as a roving go-between
with a clearly defined mission, the coach is constantly working to uncover
hopes and fears, to surface hidden dialogue, and to engage in critical con-
versations that lead to a shared agenda, deeper commitment, and greater
alignment. In a sense, the coach is trying to engage the organization in a sin-
gle powerful conversation that will produce a sense of click—the feeling
that everyone is onboard, that all obstacles have been acknowledged, and
that forward momentum is unstoppable.

Trust also must be validated in the long run. The coach is also there to
make sure that the promises and commitments made around the change are
fulfilled. It’s all too easy for such lofty goals to be lost in the distance be-
tween vision and reality. But an organization will not sustain the impact of
change without making sure that those promises are met.

The Learning Agenda

The future of coaching for organizational change is linked to the new pres-
sures that organizations are experiencing. Five years ago, the emphasis was
on rapid growth, total quality, leadership development, and customer inti-
macy. In the last three years, organizations have dealt with a radical down-
sizing of their strategies and development plans, which, in some cases, came
at the expense of earlier initiatives. As we enter a new and hopefully smarter
period of growth, many leaders are concerned with developing the organiza-
tional discipline to convert ideas into action. They want to get better at gen-
erating innovation while increasing productivity. In other words, the goal is
to develop ideas that are sustainable, where the benefits can be reaped for
a long time.

Organizational change coaches are well suited to facilitate success in this
new direction. By definition, they work at providing long-term capabilities,
not quick fixes. Indeed, sustainability is a hallmark of their success. To
achieve that sustainability, the coach knows that it is not just the change that
is valuable, but the learning that occurs along the way. Every conversation
the coach has with the members of the leadership team and the passionate
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champions throughout the organization is geared toward three goals: deep-
ening the relationship, creating alignment around a shared agenda, and fur-
thering the learning process. In fact, it’s the learning that serves as the true
guidepost for how well the organization is progressing and how meaningful
were its efforts.

�
W. Warner Burke

Thinking Strategically
During Change

Whether implementing a change or trying to deal with change that has
been mandated, the job of the modern executive is fraught with com-

plexity. People are inundated with conf licts around the decisions they must
make. As soon as one set of demands has been made, another conf licting set
emerges. Those conf licts may revolve around values or resources, or simply
the speed with which new demands keep coming.

As a coach, I work with people in leadership positions who are trying to
manage or bring about organizational change. Naturally, there are larger
strategic issues in what the change is all about. My coaching is therefore to
help those leaders make sense of the strategic implications of change in a
way that enables them to deal more effectively with the pressures they are
under. In doing so, I focus on the person, not the role or job. In my view,
there’s no such thing as a person playing a role or conducting a job. You need
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Learning and, most recently, Organization Change: The-

ory and Practice. He can be reached by phone at (212) 678-3831 or by e-mail at
burke1@exchange.tc.columbia.edu.
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to understand who the person is, what his or her personality is all about, and
how that affects the role that the person is in—and vice versa.

The first thing I do is help the client understand the priorities of the de-
mands he or she faces. Together, we look at the bigger picture in terms of the
external environment. Depending on the client’s job, the external environ-
ment may be the corporation itself. From there, we go to mission and strat-
egy, then to culture and leadership. On an individual level, we start with
goals, then go to roles and responsibilities, procedures and relationships,
until we understand the context of the client’s position in line with objec-
tives and strategies.

A client who is driving change may find him or herself in a strange posi-
tion within the organization. Although the CEO may designate that person
with power, formal authority does not necessarily come with the job. The
role of change agent may demand that he or she functions in new ways as a
politician and persuader in lining up other executives to back the cause.
Other people find themselves dealing with formal roles that have changed
because of larger organizational changes or even a change in customer. Still
others may need to bolster their position and organize their team and re-
sources to do their job well. The job of coach is to help those people sort out
these multiple demands and determine the part they play, while keeping in
mind the change strategy of the organization.

Along the way, I seize moments to teach. I don’t call it teaching, but I do
believe that a good teacher is a coach and a good coach is a teacher. If there
are issues we encounter that can be dealt with more effectively, I take just a
few minutes to explain something or tell a story that the person can use as a
concept, framework, or model to think through a problem and alleviate some
of the pressure.

It’s important to be able to listen. Although that may be a given for a
coach, it is certainly not sufficient for success, and is an absolute necessity to
be able to do well. Empathy is part of that. Can I put myself in another per-
son’s shoes? When I work with someone, I am always asking him or her,
“What are the pressures you are experiencing? What are the forces that are
coming in on you?” These pressures and forces could be coming from the
boss, the customers or internal clients, for example. I want the person I am
working with to describe to me what that is like, and how he or she feels
about it. Doing so helps me open the client up and understand their perspec-
tive, and gives me important information and a feel for what it is they are
going through.

I try to establish a personal relationship with the client. Being a psycholo-
gist is helpful in that regard. I rely on therapeutic techniques to assist with
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my coaching. Therapy training allows me to ask questions, confront and push
with a certain level of expertise. I am trying to move the person to try or do
something that is different from what he or she is doing now. But there must
be a comfort zone within which risks can be taken. A keen awareness of the
psychological implications of personal and organizational change is valuable
in that regard.

Just as the pressure on leaders has intensified greatly in recent years, so
too the expectations for coaches have risen as well. Much of that pressure
comes in a form that is antithetical to effective coaching. There are time
constraints that do not always meet the needs of good coaching. There is a
demand for progress that may fit the time line of organizational plans, but
not the time line of behavior change. It is a challenge for coaches to do that
well and with integrity. Yet that is the reality of the pressure that organiza-
tional change places on us all.

�
Sally Helgesen

Coaching Anthropology

My coaching is done in the service of driving organizational change. To
accomplish that, I engage in a deep, narrative study of how the leaders

in the organization do their jobs, in the context of the organization’s culture.
Out of that understanding, I analyze how well that leadership style is suited

Sally Helgesen is the author of The Web of Inclusion: A
New Architecture for Building Great Organizations, in
which she explores how innovative organizations make
use of the talents and ideas of all their people, learning
lessons in transformation in the process. She is also the
author of The Female Advantage: Women’s Ways of Lead-
ership. She can be reached at sally@sallyhelgesen.com.



162 50 TOP EXECUTIVE COACHES

to the change that is desired. I have come to think of my approach as similar
to the way in which a cultural anthropologist does field research, with one
significant difference. Although an anthropologist aims to preserve a culture
or leave it as undisturbed as possible, I am helping the culture adapt to new
technologies, new economics, new markets, more globalization, or the need
for faster response times. It goes without saying that such issues are rampant
in businesses and institutions today.

My skills in coaching anthropology grew in part from experience re-
searching The Female Advantage: Women’s Ways of Leadership. For that
book, I conducted diary studies of women who are leading organizations.
Henry Mintzberg had done the classic study of management in The Practice
of Management, using diary studies as well. But Mintzberg’s method was
very quantitative. He recorded when a manager got into the office each
morning, how much time was spent in meetings, how many decisions were
made each day. Rather than apply a similar quantitative study to women
leaders, I took a much more narrative approach by following them through
their daily work lives. I recorded very specific and detailed notes about
what they did; how they managed and interacted with people; how they
scheduled, organized, and structured their time; and how much of their job
they devoted to internal versus external issues. By focusing so precisely and
concretely on details and behaviors, I was able to develop a full conception
of how their leadership style impacted the culture of the organization.

By developing diary studies of both male and female leaders, I use that
same anthropological approach when I work with organizations driving large-
scale change. Whether the organization is a consumer products company, an
industrial manufacturing business or a quintessentially modern NGO (Non-
Governmental Organization), I look at how leadership style impacts personal
interactions, strategy, and the capacity to change. Through that analysis, I
capture the distinct strengths, issues, or challenges the organization faces in
terms of its leadership. The organization uses that topographical map as the
basis for necessary changes to its structure, training, approach, and strategy.

An actual example of some work done in the international, not-for-profit
sector will help clarify the value this approach has for today’s organizations.
Recently, I was brought in by the United Nations Development Program
(UNDP) to help it adapt to a major shift in how development is done. The
UNDP is a geographically dispersed organization, with local offices in every
country in the world. Those offices were structured and led in a way that re-
f lected the UNDP’s traditional role of working closely with host country gov-
ernmental hierarchies. In recent years, however, NGOs have arisen as a means
of bypassing traditional hierarchies and power structures in meeting the needs
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of local populations. As the primary coordinator of international development
aid, the UNDP had essentially undergone a change in its client base, with sig-
nificant implications for its own culture and approach. Specifically, NGOs,
run in a very networked and inclusive way, are effective in using decentralized
technology, and are open to strategic ideas from leaders at all levels. The
UNDP had little experience with this decentralized, grassroots style, and
needed to adapt in order to be an effective service provider to this growing
constituency.

I was brought in to meet with the leaders (known as resident representa-
tives) and staff of 10 country offices, which would serve as centers of exper-
imentation for the kind of leadership shift the UNDP needed to make. My
initial job was to lay out the changes in thinking, style, and training that
would help the leadership become more f lexible and networked in their ap-
proach. We did some initial training around those ideas. A year later, I fol-
lowed that up with an in-depth anthropological observation of multiple
centers of experimentation to determine how effectively the transformation
was taking place.

The offices were in Pakistan, Zimbabwe, and Egypt. I lived in each of
those countries for several weeks, shadowing the leaders of the country of-
fices and doing diary studies of their ways of working. Following that, I in-
terviewed the people around those key leaders extensively, as one might do
in a traditional 360-degree survey. Then, I went into the field to spend time
with the primary NGOs the country offices were coordinating. Out of that
research came a major report that was highly specific in detail and fairly pro-
found in its evaluation of the traits of leadership that ref lected the culture of
the UNDP country offices. The strengths of these traits measured the prog-
ress that the UNDP had made in transforming to meet its new reality, while
the weaknesses indicated the work that had yet to be done.

Rather than an academic or theoretical model, I think of such reports as
narratives describing the real story of an organization. The value resides in
the articulation of how things work in practice and what that feels like on a
day-to-day basis. Organizations are rarely able to observe and analyze why
they do what they do. Despite whatever strategy, mission, or values may for-
mally be in place, most are operating by the seat of their pants, without the
time and mental space to consciously deliberate on the gaps between per-
ceived direction and reality.

Although bottom-line orientation can make some organizations resistant to
an open, searching analysis of culture and leadership, I have found that there
are significant and lasting bottom-line results to the approach. In particular,
large organizations are recognizing, in these economically challenging times,
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that they need to attend to their core businesses or core customers with more
precision and focus. Articulating leadership style in the context of the culture
helps people get in touch with the nature of that core. It can demonstrate
whether subsidiaries fit with the culture or whether a particular market is in
line with the overall strategy or how various internal service providers fit into
the mix. This method also addresses what I have found to be a buried issue in
many organizations, namely the fear of losing identity in a world in which the
customer, the market, and the competition are always top of mind. An an-
thropological approach has the potential to provide a way for the organization
to listen more closely to customers and key stakeholders, without losing touch
with identity and purpose. Drucker talks about the importance of having a
clearly defined mission; I would add that it is equally important to have a
clearly defined culture. It allows the organization to think and act freely in an
ever-changing world, without losing its orientation.

To be a coaching anthropologist in the service of organizational change, I
think one must have several key attributes. First, it is necessary to have an
aptitude for what academics call appreciative inquiry, meaning the ability to
dig deep on an issue, while keeping one eye out for optimal solutions. Sec-
ond, one must have an interviewing talent that allows the conversation to
take off from any predetermined questions and explore the areas and dilem-
mas that surface. This ability, I’m afraid, is more art than science, although
it certainly grows with experience. It is also one of the aspects that make
coaching an exciting interpersonal journey rather than a methodical manage-
ment science.

There are attributes that predispose the client to being successful as well.
When I selected my interviewees in the Female Advantage, I looked for peo-
ple who could fully articulate why and how they did things. Similarly, with
organizations, I look for clients who do not give mere lip service to change.
When the gap between ideology and practice, or word and deed, is too large,
it can be difficult to make headway. I find that it is also difficult to work with
organizations that aren’t inclusive by nature. If the organization is not open-
minded about drawing ideas from a broad platform of employees, that heads-
versus-hands orientation can indicate a split in the culture. No matter how
much I work with such leaders, I doubt that the efforts have much impact on
the culture at large.

Finally, I look for organizations that are interested in building a sustain-
able culture. We have witnessed too much f lash and glitz in recent years
from companies that lacked sustainability. It is my belief that economic de-
velopment at a community and country level is impacted by the sustainability
of its larger organizations and institutions. Coaching anthropology done in
the service of organizational change is in-depth, painstaking work. I see the



COACHING FOR ORGANIZATIONAL CHANGE 165

value in those efforts as greatly enhanced by the organization’s interest in
sustaining its own development over time.

�
R. Roosevelt Thomas Jr.

Coaching for Strategic
Diversity Management™

Coaching is usually considered to be a very personal endeavor, a kind of
sorting through an individual’s decisions and options in line with an

agenda. The coaching that I do is typically with a group of leaders struggling
with an organizational challenge related to diversity. Although my coaching
focuses on the organization instead of the individual, the sense of working
through decisions and options in line with a strategy remains very strong.

I think of diversity differently from most people. I define diversity as the
differences and similarities that can exist among the elements of a mixture.
The greater the number of differences relative to similarities, the more di-
verse the mixture. The greater the amount of similarities relative to differ-
ences, the more homogeneous the mixture.

What does this mean with respect to workforce diversity? For starters, di-
versity does not refer to brute statistics around how many minorities or
women are represented in the workforce, but rather to the differences and
similarities that exist among all members of the workforce. Those differences
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and similarities can be with respect to race, educational background, work
experience, age, tenure with organization, gender, sexual orientation, and /or
geographic origin—just to name a few possibilities. Diversity, in other
words, can occur along an infinite number of dimensions along which people
can be different or similar.

There also can be differences and similarities among other workplace mix-
tures; such as, acquisitions/mergers/joint ventures, customers, brands, lines of
business, functions, suppliers, headquarters/field, and strategic alternatives.
Strategic Diversity Management™, then, becomes the process of making
quality decisions about any collective mixtures with strategic implications for
the organization. Stated differently, Strategic Diversity Management™ is the
process of making quality decisions in the midst of differences, similarities,
and tensions. I am convinced that if you have diversity of any kind, you will
have related diversity tension. The objective of Diversity Management is not
to reduce or eliminate the tension, but rather to develop a capability for mak-
ing quality decisions in spite of tension. In the context of how I define diver-
sity, the acquisition of a Strategic Diversity Management™ capability usually
requires a mind-set shift.

Typically, when I am brought into an organization, I initially meet with a
group of senior executives, frequently the CEO and his or her direct reports,
who are grappling with the organizational implications of what they consider
to be a diversity issue. After I clarify my views on diversity in an executive
briefing, I lead the senior team through an exploration of the Strategic Di-
versity Management Process™ and its key concepts and how this framework
can benefit their organization. Typically, this exercise takes place in what I
refer to as a Strategic Thinking Session. Once an executive team gets the
mind-set shift, this new perspective allows those leaders to view the concept
of diversity in terms of their overall mission, vision, and strategy.

If organizational leaders have been thinking of diversity in the context of
race or gender, the mind-set shift empowers them to broaden their contem-
plation of diversity management to other mixtures that may also have strate-
gic significance. An organization may, for example, have a diversity issue
with two functions that are strategically critical. It may need better integra-
tion between two divisions. It may have a problem between corporate and
field, with each segment focusing on its parochial agendas, despite continual
alignment efforts. Or a corporation’s growth-through-acquisitions strategy
may suffer because of an inability to cope with cultural diversity. Failure to
excel in Strategic Diversity Management™—the making of quality decisions
in the midst of similarities, differences and tensions—can greatly hinder a
company’s effectiveness in many arenas.
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Sometimes, it can take months for the implications of the mind-set shift to
sink in. As a coach I am there to talk through that transition. If I’m working
with an individual who is struggling with the corporation’s adoption of
Strategic Diversity Management™, then I provide encouragement, suggest
points that can provide greater leverage, and explain what I have seen work
before and how those ideas can be put into action and generate Strategic Di-
versity Management™ capability. The importance of that support should not
be underestimated. It takes courage, intellectual resources, and strategic
readiness to go against the grain successfully. And Strategic Diversity Man-
agement™, as I define it, goes against the grain of how most managers tradi-
tionally have thought about diversity.

Although I believe clarity about the business rationale is critical if sustain-
able progress is to be made with Strategic Diversity Management™, as coach
my role is not to develop the business case. The leaders of the organization
themselves must identify the critical diversity mixtures that are unique to
their circumstances and offer opportunity for strategic gain. The question
should be “Where can I enhance our bottom-line through application of the
Strategic Diversity Management™ framework?”

Often, I am engaged to help bring the process to the implementation stage.
A major component of that work focuses on diagnostic research to determine
the location and causes of diversity tensions, and also the nature of the orga-
nization’s culture roots and their compatibility with the leaders’ diversity as-
pirations. These research findings become the context for intervention
planning, which could involve changing culture, systems, or policies, as well
as training and education. The latter, it should be noted, is different from
training. Education is about mind-set shift, not skill sets. If Strategic Diver-
sity Management™ is to succeed, mind-set shifts will need to occur not just
at the top of the organization but throughout the hierarchy as well.

When leaders consider hiring a “diversity” coach, they should be clear
about what they mean by “diversity.” Sometimes, leaders are interested in
helping people who are different navigate better. In other cases, executives
are looking for someone to design an affirmative action program. An increas-
ing number of others are seeking coaching in dealing with differences and
similarities in general. Diversity is an issue that can mean different things to
different people. Executives definitely should seek a coach who matches
their diversity focus and aspirations.

Before you can select and accept a Strategic Diversity Management™
coach, you have to recognize that there’s a game called Strategic Diversity
Management™. For example, leaders have come to rely on leadership
coaches because they accept that there is a domain called leadership. Only a
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few short years ago, the idea of educating senior executives was an alien one.
Now you would be hard-pressed to find anyone who does not subscribe to
that idea.

Once the game of leadership gained legitimacy, the logic for coaching
evolved. If continuous learning can really occur, and is in fact necessary for
leaders to be successful, then it would be nice to have a coach to turn to dur-
ing the middle of the game and ask, “What do you think? Do you see some-
thing that I’m doing right or wrong? What kind of feedback can you give
me?”

Similarly, with respect to Strategic Diversity Management™, as it gains
credibility as a field, senior executives will seek Strategic Diversity Manage-
ment™ coaches. It has been only in recent years that I have been asked to
coach. This is a result of leaders deciding that Strategic Diversity Manage-
ment™ is a legitimate game. And, once again, I stress the distinction be-
tween Strategic Diversity Management™ and diversity. As more executives
decide that there is a game, more will determine that it is one worth winning.

�
Gifford Pinchot

Coaching Innovation Leaders

Coaching innovation leaders is a whole system task. The issues in a single
assignment may range from personality issues, through dealing effectively

with the organizational immune system, to dealing with a tough competitor.
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Business strategy and personal leadership style, the individual and the team,
psychological issues and organizational one, are all intertwined.

We coach five types of innovation leaders:

1. Inventors
2. Intrapreneurial leaders
3. Intrapreneurial teams
4. Sponsors of innovation
5. Climate makers

Inventors

Inventors often come with built-in headwinds when it comes to getting their
ideas implemented. Either they must become intrapreneurs themselves,
which is a major transition in viewpoint, or they need to learn to enroll and
work with intrapreneurs who can bring their ideas into commercial reality.
Normally, inventors are not given coaches, so we end up coaching them in-
formally as part of some other assignment. However, in some cases, a partic-
ular inventor will be so prolific and important to a company’s success that
they are given their own coach.

Intrapreneurial Leaders

Ideas and inventions go nowhere in a large organization unless someone takes
on the entrepreneurial role of making them happen. We call those who be-
have like entrepreneurs inside a larger organization intrapreneurs.

Coaching innovation leaders generally includes helping them bring out
and /or manage the entrepreneurial side of their nature. Intrapreneurs tread a
narrow path between expressing the impatience needed to overcome the
lethargy of an established firm and the need to avoid being rejected as foreign
to the culture. The coaches of intrapreneurial leaders support the courage to
act boldly and choose ways of behaving that will cause fewer political prob-
lems. They have to encourage both a participatory leadership style that gets
the most from the team and the ability to make quick decisions and rapid re-
versals when something is not working. The best coaches for intrapreneurs
have struggled with these dilemmas themselves. They have been entrepre-
neurs or intrapreneurs long enough to have a deeply rooted understanding of
the issues.

When we are asked to coach an intrapreneurial leader to remove dysfunc-
tional behaviors that are getting in the way of business success, we do not
overfocus on what’s wrong; we spend more attention on increasing our client’s
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behavioral options. The end goal is to help intrapreneurs make the most of
their strengths. In focusing on getting their strengths to be more effective
they can explore alternatives to the behaviors that are getting in the way and
learn to delegate things they don’t do well. People can let go of what’s block-
ing them more easily if they are feeling good about moving ahead with
strengths that are already working.

There is a certain conspiratorial tone in intrapreneurial coaching. As
coaches, we are on the side of our intrapreneurial client. This often finds us
siding with our client in opposition to the systems and people who are trying
to block the new idea. This gives us the leverage to work on the behavioral is-
sues as a friend rather than as a representative of “the system.” On the other
hand, we are often peacemakers, helping the client to see others in a more
positive light so that they can collaborate rather than fight. The goal when
coaching intrapreneurial leaders is to help them become more effective in
turning ideas and technologies into profitable business success.

Intrapreneurial Teams

We do a lot of work with the whole intrapreneurial team as well as with
their leader. These teams are developing something new for a company and
struggling with how to make it happen. We coach them in everything from
business strategy to personal leadership, from managing the immune system
to personal development—all the issues involved in launching a successful
business.

Breakdowns in teamwork are one of the two most common causes of inno-
vation failure. If the team is not fully functional, we coach them on team
work, sometimes focusing on how the members of the team are behaving rel-
ative to each other, sometimes taking the leader or a team member aside if a
particular behavior is a central concern. We also use performance challenges
with teams, to help the team to “catch themselves in the act of being them-
selves.” Once they see how they behave under stress and the consequences in
terms of team performance, they establish new team operating principles
and gradually learn to live by them.

Sponsors of Innovation

Every intrapreneurial team needs sponsors, higher-level managers who pro-
tect and guide them. Many managers and even executives have very little
idea what effective sponsorship looks like. They underestimate the time
commitment and see themselves mainly as funders. Equally critical is their
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role as coaches. We have to help sponsors learn to be good coaches without
taking over the team’s ability to make its own decisions. An individual with
high status can ask an innocent question and be interpreted as having issued
an order. We also help sponsors to recognize and foster the intrapreneurial
spirit. This helps them to make better decisions about what to fund and to be
more effective in coaching the teams they are sponsoring.

Climate Makers

A number of our clients are working to create a general environment that
brings out cost-effective innovation. Their most innovative people are also
troublesome and challenging to manage. Some of their people are routinely
blocking innovation. Some aspects of the culture make the innovator ’s job too
hard. Even some of their own actions and ways of thinking are inhibiting oth-
ers’ ability to innovate. We help them find and build on the positives that exist
and to work on a few high-leverage changes that will create space for innova-
tion to f lourish.

We often find that our climate maker clients face significant challenges.
Repeatedly, money has been spent, staff assigned, and yet the innovation proj-
ects keep falling way behind schedule. How do we make innovation pay off?
What is holding things up?

Perhaps, the client has already put in place a formal system and
processes to drive innovation. These systems are often counterproductive
to cost-effective innovation. Innovation in particular is almost always
driven by the informal rather than the formal organization. Unless it al-
ready has the support of the informal organization, an innovative idea that
arises at the bottom of the organization has little chance of getting up
through the formal decision system. We coach climate makers on how to fix
the formal systems so that profitable innovations are more likely to get
through in a timely manner.

In these cases, we are working with senior leaders above the level of in-
trapreneurs and even many sponsors. We begin with their mental model of an
innovative organization. Does it fit the somewhat chaotic way in which innova-
tion actually happens? As we are invited to do so, we also coach them on their
behavior and the behavior of their direct reports. How are they affecting the
organization? We talk about the ways in which the organization supports the
five roles of innovation, including inventors, intrapreneurs, innovation team-
mates, sponsors, and climate matters. Senior leaders want to understand how
the strategies, policies, actions, and management styles can support the orga-
nization’s ability to innovate.
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A Good Client

A good client is serious about innovation. Many people pretend to be, but re-
ally aren’t. We can help them realize how much risk they are willing to take
and to align what they begin with what they are likely to finish. It helps if
they have courage and are coming to the challenge from a safe base in both a
psychological and an organizational sense. It’s counterproductive to coach
someone to take on the risks inherent in innovation if they are inherently
fearful of mistakes or objectively in a position of great career risk. To inno-
vate, innovators must make many significant decisions for which there is not
good data. They have to trust their intuition, and chances are that it won’t al-
ways be right.

A Good Innovation Coach

A good innovation coach needs business acumen, based on direct experience.
Innovation is not just about process. Coaches need to be able to recognize a
good business proposition when they see one and to help shape it in the di-
rection of greater success. They need to see the weak points in a strategy and
ask the specific questions that challenge the parts of that proposition that
need toughening up.

Psychological acumen is also a critical success factor. The coach must be
able to see what’s going on in terms of the effect the client is having on the
team, other parts of the organization, and those they are selling to. The coach
helps the client move to the next level of effectiveness. This is not a routine
process. A good innovation coach must act in the teachable moment to point
out the options when something is happening that makes the issues clear and
available for learning.

People struggling with innovation are facing whole system challenges.
Finding a coach with the appropriate business and psychological acumen is
not easy. On top of that, sustainability is emerging as a core strategy for cre-
ating new opportunities and getting the jump on coming business challenges.
Striving for sustainability stimulates creative thinking and engages intrapre-
neurial passion. Knowledge of sustainability gives the innovation manager
another tool that can guide people to opportunities that will serve the com-
pany well in both the short and long-term. A good innovation coach brings
experience, humor, and excitement to the challenges that clients face.

�
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David Dotlich

Creating a Theory for Change

Despite the number of books that have been written about change, few
leaders have developed their own theory for how change happens. A lot

of the coaching I do is to help people elicit, form, or create their own theory
for making change occur in their work, their organizations, or their lives.

The people I coach fall into three broad categories. Most are CEOs or
senior leaders of Fortune 50 companies or global organizations. A coaching
engagement with someone at that level is rarely limited to a single issue or
challenge. Instead, we move back and forth together, covering organizational
and business challenges as well as personal and life issues. A second kind of
coaching that I do occurs with executives engaged in action learning pro-
grams. These are shorter relationships designed to link behavior to business
requirements. The third area of coaching is with line executives and heads of
Human Resources driving organizational change by linking business strategy
with learning initiatives.

Before we begin, I discern whether the people I am coaching know what
they want to accomplish and where they want to go. Although they usually
know what they need to achieve or develop, they often lack an understanding
of how change happens. Sometimes, however, we need to back up and de-
velop clarity about where they want to take the organization or determine
the defined objectives they want to meet. From there, we develop a theory

David Dotlich, CEO and Managing Partner of CDR In-
ternational, a Mercer Delta Company, consults to execu-
tive committees, CEOs, and senior leaders in the areas of
leadership, business strategy, and executive coaching.
Prior to founding CDR International, Dr. Dotlich was
Executive Vice President of Groupe Bull, and Corporate
Vice President of Human Resources for Honeywell Inter-
national. Prior to that he was a professor on the faculty of
the University of Minnesota, teaching in the Business

School and the Department of Speech-Communication. He is the coauthor
with Peter Cairo of three books: Why CEOs Fail: The 11 Behaviors that Can
Derail Your Climb to the Top—And How To Manage Them; Action Coaching:
How to Leverage Individual Performance for Company Success; and Unnatural
Leadership: Going Against Intuition and Experience to Develop Ten New
Leadership Instincts. With Jim Noel, he coauthored Action Learning: How the
World’s Best Companies Develop Their Top Leaders and Themselves and the
forthcoming book, Head, Heart, and Guts. He can be reached by e-mail at
David.Dotlich@CDR-intl.com.
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for how that change will take place, and we discover the critical action steps
needed to travel that path.

All coaching is a process of dialogue. When coaching for change, the
coach elicits the individual’s implicit and explicit understanding of the chal-
lenges that will get in the way. These can include forces of resistance,
systemic or technical issues, internal politics, the dynamics of power, and
the organization’s own embedded values. Once we’ve surfaced all potential
blockers, we do some analysis of the systemic elements of the change process
and put a change plan in place. Although I am agnostic about change models,
I am particularly fond of John Kotter ’s, Noel Tichy’s, Meg Wheatley’s,
Warner Burke’s and David Nadler ’s methodologies for driving change.
Usually, the person I am coaching ends up subscribing to one of those ap-
proaches in his or her own words.

There are four levels, or coaching goals, at which a coach can work with
someone during the change process. The first level is self-awareness. A coach
can be very helpful in giving an individual, especially at senior levels, a per-
spective that others in the organization can’t or won’t provide. This involves
developing an understanding of strengths and weaknesses, motivations and
the general makeup of emotional intelligence—essentially holding a mirror
for the individual to take a good look at him or herself. Although valuable, a
lot of coaching starts at this level and goes no deeper.

The second level of coaching is improvement. Improvement concerns
moving from self-awareness to a higher performance level. This movement
can be measured in any number of ways from major metrics like revenue
growth and operating profits to individual goals such as a change in com-
munication habits, a longer attention span, or an improvement in the level
of personal engagement.

The third level of coaching is about breakthroughs. Good leaders such as
Jack Welch and others have taught us that it really is possible to reconcep-
tualize what we’re doing in a truly radical way. In coaching for break-
throughs, much of what I do is provide information about what leaders are
doing in the field. I ask provocative questions and help people think about
things differently. I might ask: “Why not cut inventory by 40 percent?” or
“Why can’t you run three shifts instead of two?” In my experience, simple,
provocative questions and ideas can sometimes seem inconceivable to a
person who comes from within the system.

The fourth level of coaching for change is about transformation. Transfor-
mations are rare and difficult, but always significant. They can involve a
transformation of the individual, the organization or the way the leader
thinks about things. An executive may move from being a functional manager
to a general manager, and require an entirely different outlook or approach.
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An organization may shift from product-driven to bundling services, requir-
ing a transformational change in systems, skills, and strategy. Coaching for
transformations involves helping people to reconceive themselves, their roles,
or their organizations in a whole new way.

To be a successful change coach, I think it’s less important to have a per-
sonal theory about change than it is to be able to recognize and embrace a good
one. It also helps, I believe, to have an understanding of power and how power
does or does not drive change. A coach needs to be adaptive and f lexible in
order to understand where the client is going and the uniqueness of his or her
situation. Certainly, the ability to provide nonjudgmental listening goes a long
way. It may be an old counseling technique, but it’s amazing how many people
in senior levels simply need to talk and be heard by someone without an agenda.

So much of a successful coaching relationship is based on chemistry and
trust, and how quickly that can be established. The coach needs the capacity to
get on the individual’s wave length, to understand their business drivers, to in-
tuit their culture, and to really see who they are. To do so, the coach need to
cut through all the trappings. This takes a certain amount of personal clarity
and self-awareness. I think senior executives can smell caution, ambivalence, or
confusion in a coach and can sense how grounded he or she is as a way of eval-
uating how the coach can help ground the client in turn. A coach also needs a
certain sense of detachment. As someone who follows Buddhist principles, I re-
ally believe that detachment is critical in helping people understand how their
own attachments create suffering and pain, particularly during change.

My own coaching journey has involved a number of stages. I started out
as an academic, then went on to business, then went back to academics and
moved on to consulting. Much of my philosophy and point of view is based
on having lived and worked in different systems, experiences that have
helped me a great deal. I think it’s important to always consider carefully
who the client actually is in any coaching engagement. When I was in grad-
uate school many years ago, I studied with Jack Sherwood. His advice to me
was to “remember that the client is always the system.” Although that may
be easier said than done, I try to think in those terms when I enter into a
coaching relationship. Coaching does not begin or end with the person you
are coaching. The client may not be the person you are working with di-
rectly but may in fact, include the direct reports, the person paying the bill,
the shareholders, or the organization itself. Sometimes, these interests are
contradictory, and a good coach needs to consciously sort through his or her
loyalties. I don’t have a rigid set of rules in this regard, but I do think it’s
important to ref lect on the question if only to realize that the change you
are working toward may be viewed differently, depending on the stake-
holder group.
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PRACTITIONERS

Stratford Sherman

My coaching practice is dedicated to helping successful senior executives
and high potentials expand their capabilities in the context of change.

The skills of adaptation and responsiveness are critical success factors in a
fast-moving, intensely challenging business environment. The most successful
executives are the ones most likely to face new challenges, often through pro-
motion. Business combinations and /or reorganizations occur ever more
frequently. At the same time, economic, technological, and competitive condi-
tions require endless adjustments. Developing adaptive skills, however, re-
quires more sustained focus and effort than many active executives can muster
by themselves.

Coaching can provide the structure and stimulus needed for the improve-
ment of adaptive skills. My approach is based on the Executive Coaching Net-
work’s Strategic Executive Coaching Process, described on www.excn.com. It
synthesizes at least three categories of understanding: business dynamics; or-
ganizational change; and individual development.

The first requirement is a clear, objective understanding of the present sit-
uation. Corporate executives benefit when coaching is grounded in the busi-
ness imperatives governing the organization, and in the specific variables that
define the operating environment—from cash f low to the temperaments of
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ship and organizational change to his work as an executive
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business schools. Strat has lectured extensively, delivered seminars on six conti-
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many TV shows, including The News Hour and Charlie Rose. Strat is a Senior
Vice President of Executive Coaching Network, Inc. His coaching clients in-
clude Pitney Bowes, Oracle, and Coach Inc. A Harvard graduate, Strat is mar-
ried and lives in Connecticut with his wife and two teenaged children. He can
be reached by e-mail at stratsherman@excn.com, via the Internet at
www.excn.com, or by phone at (203) 778-5481.
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colleagues. Just as important, in dynamic situations, is the coach’s familiarity
with the predictable patterns and stresses of organizational change. Finally, it
is essential to acknowledge and honor the individual nature—the humanity—
of the coachee.

For such coaching to be meaningful and produce sustained benefit, it must
facilitate a closer alignment of the individual coachee and the employing orga-
nization. Alignment is important, because most of us achieve results through
relationships with others. To support success, the alignment must be genuine,
deeply grounded, and conscious. Once alignment is attained, it becomes eas-
ier, at times even effortless, for the executive to respond to rapid, large-scale
change in harmony with the organization.

No less important is personal integrity. This does not mean socially ac-
ceptable behavior or compliance with rules. Integrity is a matter of integra-
tion, becoming whole. It depends on recognition of the requirements of
one’s inner nature and on consistently behaving in accord with them. A pro-
fessionally qualified executive who embodies integrity, and also is aligned
with the goals of the organization, is capable of limitless achievement.

This coaching occurs at a level deeper than behavior; its concern is with
the impulses that cause behavior. The coaching process takes time: rarely less
than 4 months, usually between 6 and 12 months. The coachee and I will
meet in person for at least a couple of hours, not less than once per month.
The standard contract provides unlimited access throughout the coaching pe-
riod, including shadowing, attending meetings, and communication through
phone calls and e-mail. At the end of two months, if the chemistry isn’t work-
ing, either party may opt out of the coaching relationship without penalty.

We begin with information. In addition to the usual 360-degree evaluation
and personality tests, which I can conduct if they are not already available, I
prefer to interview key stakeholders in the coachee’s career. I present the
feedback to the coachee, placing it in context. Next, we develop a plan of ac-
tion. Each coaching engagement is focused on a very specific, actionable in-
tention. The intended outcome must be important to both coachee and
employer, and it must be definable and observable. Then we get to work.

It is marvelously difficult to describe what goes on behind closed doors
between coach and coachee. Most of what happens is alert inquiry, usually
related to specific business challenges, always in the context of our shared
intention. We look for patterns, and when we find them, we try to understand
them at the source. We explore areas of conf lict, difficulty, and obstruction.
We explore areas of strength, confidence, and certainty. Above all, we do our
best to see the complete picture, putting each element in context and striv-
ing to make sense of the whole. We define specific responses to challenges,
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test them in action, and carefully review results. We learn as we go along,
improving our understanding of how to realize integrity, alignment, ease, and
adaptation.

The coachee does nearly all of the work; the coach serves as an informed,
supportive ally who facilitates the coachee’s development of understanding.
By acquiring understanding, coachees empower themselves. They tap their
own resources more fully and effectively to reach their defined goals. What a
coach can bring to bear in this process is brains, sensitivity, experience, objec-
tivity, commitment, heart, and—on good days—wisdom. Homework assign-
ments rarely require much investment of time, focusing instead on building
awareness and testing ideas in action.

Usually, it is obvious when the engagement is complete. When coaching is
successful, the coachee has integrated new understandings and skills into
daily behavior, and has learned methods of self-monitoring, self-correction,
and ongoing development. The coach becomes redundant and departs. A suc-
cessful coaching process promotes integrity, confidence, and ease with
change. It produces clarity and objective understanding about the interplay
of the coachee’s nature with the organization and the larger business envi-
ronment. It powerfully enhances the conscious alignment of personal and
business imperatives. The measurable result of the coaching is a beneficial
change in the coachee’s attitude, behavior, and work product, a change that is
noticed and appreciated equally by the individual and the organization. A
formal 360-degree evaluation process can validate this result, but the impact
of successful coaching should be perfectly obvious: The coachee has become
more effective, in ways that everyone can see.

�
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Gary Ranker

Igot my first coaching assignment in 1989 at the suggestion of a friend,
Steve Kerr. At the time, Steve was the dean of faculty at University of

Southern California’s School of Business, where I was teaching. He began
working as a consultant to Jack Welch at GE. In my interpretation of Steve’s
role at GE, he was brought in to monitor and facilitate the changes Welch
was driving through the company. To do that, Steve went to the different
business units and talked with people about the change agenda.

In the process, Steve found that some valued managers felt ill-equipped to
master the new style that was being asked of them. As top people, they had
put a lot of time and effort into GE over the years, and GE had a lot invested
in them. Yet they were unlikely to thrive in the new culture without making
significant behavioral and style changes. Steve’s idea was that I could help a
few of these people manage that shift by working with them one on one.

My first coachee was a very senior and respected high-profile manager
whose communication style was causing significant problems in his business
unit. Why Steve asked me to work with that individual has a lot to do with
the background and interests that led me to become a coach.

I grew up in a family that was very psychologically oriented, where we
were encouraged to talk about why people do things. As a college student, I
had a strong interest in international business and a deep desire to see life
through the eyes of people from different cultures. To that end, I lived and
worked in Europe for many years, assuming ever-broadening levels of busi-
ness responsibility while learning a number of languages. Eventually, I came
to work as a top manager on four continents, an experience that heightened
my awareness of individual differences and prompted further interest in a
trend that I saw occurring across many cultures and organizations.

Dr. Gary Ranker is a pioneer in the field of coaching.
Since the late 1980s, his specialty has been helping
clients to analyze their corporate political environment
and develop concrete strategies to achieve goals. Gary’s
prior senior management experience includes serving as
the CEO of major international companies for Hallmark
Cards and Textron. Forbes magazine has listed him as
one of the top five executive coaches. He is based in

Manhattan and can be reached by phone at (212) 244-8540 or by e-mail at
granker@aol.com.
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Wherever I worked, I recognized a yearning among people for more par-
ticipation in decision-making processes. Just as frequently, I saw resistance
on the part of managers who did not understand or sympathize with that de-
sire. I thought of this trend in broader terms as the kind of empowerment
shift typified by the changing status of women, for example, or the move-
ment in Central and Eastern Europe toward democratic capitalism. My de-
sire to research that friction between value sets brought me to obtain a PhD
and eventually into coaching at GE.

I was very curious about what was taking place at GE because of my in-
terest in culture, change, and empowerment. That interest supported a num-
ber of qualities that had the potential to make me a successful coach. For
instance, through my family upbringing and the fact that I had lived in a
number of different countries, I had an ability to recognize patterns across
cultures and a sensitivity to the effects that individuals have on one another.
Unlike most coaches, who have formal backgrounds in consulting or psychol-
ogy, I had also been very successful as a senior manager and knew my way
around a business unit. And I had an ability to generate an extremely deep
level of trust in a short time frame.

The manager Steve paired me up with was eminently respected for his
technical skills, but had never valued the social side of managing, nor con-
sidered the negative costs of his communication style. I was very fortunate
to work with him, however, because he truly wanted to change. My first task
was to get him to trust that I was there to help him. He accepted that help
and allowed me to stick around for an extended period and observe and con-
tribute to what would unfold. In the process, I learned a great deal about
what it means to coach, and established a pattern of working with managers
that remains very consistent today although it has been refined over time.

I had no formula at my disposal then, but realized instinctively that if I was
going to help this manager change I needed to understand how he was per-
ceived through the eyes of those around him. In what was a very customized
360-degree feedback process, I interviewed people around the manager exten-
sively, collected that information, and presented it to him. In those early days,
I didn’t realize the importance of prioritizing, so I overloaded him with be-
haviors to change. Nevertheless, what happened was a remarkable shift. As
this manager came to understand the negative costs of his communication
style, he was able to internalize that awareness and change the way he worked
with others. Because I was there to observe those changes I could encourage
the people around him to be supportive. In the end, his efficiency and effec-
tiveness as a manager improved dramatically.
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Because of that success, I was asked to do more and more coaching within
GE. My work in companies outside of GE has held to the same pattern. Typ-
ically, I am brought into a business unit to work with a senior person who
either has a behavioral issue or has taken on a new level of responsibility. If
it’s a remedial issue, then the manager is valued enough by the organization
that it is preferable to spend money on having them make changes than go
through the cost of replacing them. If the manager is in a new level of re-
sponsibility, they need to figure out how to squeeze more from themselves to
meet the increased demands of their new role.

Different organizations play it different ways. Sometimes, I am a centrally
provided resource, either directly assigned to a person or told that my job is to
convince a manager that there will be value in working with me. At other
times, the approach is more subtle, and I am asked to get to know a particular
manager, develop a relationship and gradually turn that into a coaching inter-
vention. After I gain the trust of one senior manager and work with him or her
on changes that increase effectiveness, I rove around and develop coaching
relationships with others who want or need the same kind of intervention.

The critical challenge lies in convincing top managers to recognize the fact
that there is value in relating to the people around them as individuals with
individual needs. Many successful leaders are comfortable with a consistent
style of how they come across. They see no point in modulating that style to
the needs of others. If pushed, they’ll say, “That’s just who I am.” It’s a logic
that’s difficult to argue against. After all, they make significant salaries and
function at high levels of responsibility, visibility, and power—proof that
their way works. My job is to help them see that by becoming aware of their
own pluses and minuses, as well as how they are perceived by others, they can
reach even higher levels of effectiveness.

Additionally, people in significant positions serve as role models for oth-
ers and to a large extent set a tone that affects more than just themselves.
Through my observations, I come to an understanding of the complex con-
nections that such person has with him or herself: what they can offer in the
context of the organization, what they are being asked to do, what they are
comfortable with doing, and how they can contribute more efficiently to
meeting the needs of others. This can be difficult to grasp and accept, but
I’m very good at locking into people in an intense way, so that they feel safe
and have an increasingly positive view of what will happen.

After establishing the beginnings of trust, I keep pushing, insistently and
with determination, yet in a way that doesn’t offend. We define the change
priorities and how we can make them occur. The focus is very pragmatic.
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Together, we determine where the manager shines and how they can gravi-
tate toward doing more of that. We also look at mitigating their deficiencies
by finding other people to buttress those weak points or at shifting to roles
where the manager will be judged less on what they can’t deliver.

During the process, I help the people around the manager come to under-
stand what is happening. Through the conversations I have with those indi-
viduals I develop a level of trust that allows me to become a spokesperson or
salesman for the person being coached. The very fact that I am coaching
someone ends up heightening people’s awareness of that person’s need for
change. In the case of a manager, this puts them in an extremely vulnerable
position. My job is to avert the inclination to take pot shots at the one in
charge by convincing people that their manager is someone who deserves re-
spect for seeing change as a positive.

When I work with several people at the same time, it’s easier because the
manager ’s own changes end up being less emphasized in the context of wide-
spread change among other managers. I realize that it’s rare for a coach to
choose to work so intensely, one on one, with a number of senior people in the
same organization, but it’s a style and approach that makes the most of my
own skills and abilities. I have become confident in my coaching style over
the years. I choose not to do shorter interventions, finding that quick fixes
don’t have the kind of impact I like to deliver. I am after profound, lasting
change, preferably by a critical mass of change agents within an organization.

Working among many different leaders allows me to coach to the organi-
zation’s culture in a way that maximizes my impact. Although I remain an
outsider, I become trusted to the point where my ideas about what the cul-
ture can be are valued and embraced. As my usefulness to the organization
spreads, I end up working with all the senior people and affecting that orga-
nizational change, one manager at a time. Eventually, a critical mass
emerges, and the organization’s change in culture and typical behavior is
strong enough that even others notice. I feel profoundly fortunate to work as
a change agent coach—the role pulls together the best of what I have to offer
for my clients.

�
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Leigh Fountain

The areas of strategic and organizational change foster a strong debate on
a demarcation separating consulting from coaching. As someone who

works in a holistic way in each area, I combine both approaches, sometimes
at the same time. In the late 1980s, I began calling the blended aspects of
consulting and coaching Embedded Coaching™—a natural outgrowth of a
learning or consulting activity where coaching occurs with the individual
you are working with and /or becomes part of your work with others in their
span of control. It can be short in duration (a coachable moment); but often
becomes part of an ongoing and structured coaching arrangement due to the
trust in place.

My organizational change work has spanned consulting and coaching in in-
ternal and external roles, and impacted groups into the tens of thousands. The
situations have been as varied as helping a business leader drive change with
their staff or a management team drive divisional or company-wide change.
I’ve also worked globally in both local and cross-border environments.

At the macro level, coaching for organizational change centers on the sys-
tems and people; at the micro level this is inverted and focuses primarily on
the people issues. Once the overarching themes are set it is the alignment of
systems, behavior, communication, and culture that brings about sustainable
change. All too often, people misjudge the time and intricacies involved in
change. Coaching can help frame the process and provide the support to
achieve it.

To illustrate, let me provide some examples. In an external role, I worked
on an eighteen-month cultural, product, and production model change with a
global electronics manufacturer. In this case, a new product was developed
and built while the factory was shifting to a team-based focus. The consulting
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e-mail at LF@Life-Force.net, via the Internet at www.Life-Force.net, or by
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aspect focused on the changing environment (of work and people). The coach-
ing centered on supporting the senior manager and organization on shifting
team dynamics and policies. I also did individual and group coaching for su-
pervisors and associates that were being asked to work in a new way. Another
effort, this time in an internal role, occurred during the merger of two global
financial firms. In addition to setting up a merger integration team to focus
on people and organizational issues I provided coaching to managers and teams
working through issues related to change and new work structures that
blended the two organization’s people and processes.

A tool I have developed to help people understand the strategic and tac-
tical interrelated issues tied to organizational change is the Star Model for
Change©. The Star Model for Change© provides a one-page visual, a sim-
ple model elucidating the complexity of issues for folks undertaking change.
I tee off with this in many meetings to show the landscape and start a dia-
logue to bring clarity to important issues surrounding the change effort.
Often, executives decide change is important for one of many significant
reasons—competition, business environment, Wall Street expectations (or
the global equivalent), client shifts, and so on—they get the “burning plat-
form” and are motivated to drive change. Below them, there begins a po-
tential wobble: people don’t move fast enough and don’t understand why
there’s a change. They see confusion/incongruent behavior across the lead-
ership team, and the change seems like extra work with no benefit, espe-
cially when their paycheck still arrives at the same time each month.
Simply put, they don’t see the issues through the same lens. This creates an
organizational drag at best; at worst, it can derail much of the anticipated
change benefits (e.g., a great example is the statistical research on the pro-
posed synergies of mergers that dynamically fall short of their stated
goals—the outcome of the bulk of merger efforts). The Star Model for
Change© does three major things to lever a systems/holistic view of orga-
nizational change, it:

1. Brings to light the “other” areas a leader/manager needs to ensure they
and their management team are considering and planning for

2. Provides a template or road map that can be completed and can later
serve as a framework to build aligned goals

3. Serves as part of an organizational communication tool to help educate
people and build commitment toward shared goals

Simply looking at the Star Model for Change©, one could take the view
that it’s simply an organizational development model—which it is—and, yet,
it is more. The Star Model for Change© actually provides an assessment to
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determine where to focus coaching energies. When considering coaching for
organizational change, the diagnosis and next steps are just as important as
the landscape of issues can be broad.

To be successful, I think the coach must push for clarity of the goals—
achieving quick results and increasing communication. It’s also important
that the coach ensure that everyone is walking the talk, meaning that every-
one is living up to commitments even while demonstrating a willingness to
be f lexible when appropriate. Throughout the change, business results must
still be a focus. It also helps if rewards and development that support the
goals are in place. Resistance, whether emerging from the business, the
client, or the industry, must be acknowledged and handled.

A good coach is a fast study of the firm, industry, and client base. There’s
no other way, really, to ensure that the effort is aligned to clear business
goals. I think a coach, especially in the area of organizational change, must
have a systems/holistic way of looking at the interrelated aspects. Out of
that awareness, the coach can provide or help to craft a plan to vet out a road
map toward the goals. On the other hand, a good client is one who leverages
the coach to his or her maximum potential by being thoroughly open about
the issues that exist. It also helps if the client is aware of and takes into ac-
count the complexity of the change. The client should know that those who
lead the change will always be steps ahead of those being impacted by the
change. Both coach and client benefit from self-awareness as much as under-
standing of what others are going through. Out of such awareness comes the
f lexibility they will need to be successful together.

As William Bridges says in his book Managing Transitions, “It isn’t the
changes that do you in, it’s the transitions.” Coaching for organizational change
is an exciting aspect of the coaching profession, one that focuses on multiple
channels of activities and communication throughout the business organism.
To me, it’s about working with a living breathing structure of people.

�
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Bruce Pfau

For more than 20 years, I’ve worked with groups of executives at some of
the world’s largest companies to undertake significant organizational

improvements and culture changes. These goals have become increasingly
more challenging in recent years amidst a wave of increased competition, an
uncertain economic climate, and an intense level of accountability for man-
agement. Throughout my experiences coaching leaders, I’ve learned that one
of the most important things an organization can do to elicit change is tap
into its most valuable asset—its people.

Organizations seek change for a variety of reasons—to improve operating
efficiencies, boost morale, spur growth, or facilitate integration. Ultimately,
this is all to create financial value. My work centers on human capital man-
agement, which, at its core, leverages the skills, talents, and creativity of a
workforce to create high-performance organizations.

When I partner with a team of executives to help them successfully bring
about change, my goal is to get them to recognize the importance of human
capital, and harness its inherent value. One of the most effective ways I’ve
been able to demonstrate the critical role of human capital (and its effect on
change) is to emphasize its impact on the bottom line.

In 1999, I led a groundbreaking Watson Wyatt study, the Human Capital
Index® (HCI), which did just that. The HCI study confirmed a positive cor-
relation between the quality of a company’s HR practices and its economic
results. We developed a simple set of measures quantifying exactly which
practices and policies had the greatest correlation to shareholder value.
Using those to assign a single HCI score to each surveyed company allowed
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us to deliver conclusive results. Where there are superior HR practices,
there is higher shareholder value. Those HR practices are grouped into five
categories: recruiting and retention excellence; total rewards and accounta-
bility; a collegial, f lexible workplace; communications integrity; and focused
HR service technologies. By properly implementing them, organizations can
help bring about change and improve their bottom line.

The 2002 follow-up HCI study took the data one step further, showing
that superior HR practices are not only correlated with improved financial
returns, but are, in fact, a leading indicator of increased shareholder value.
We analyzed the correlation between 1999 HCI scores and 2001 financial
performance (and then, conversely, the correlation between 1999 financial
outcomes and 2001 HCI scores) and found that effective human capital prac-
tices drive business outcomes more than business outcomes lead to good HR
practices.

Another important tool I use from the HCI research is the more counterin-
tuitive finding—namely, that some complex, process-driven programs don’t
reap their intended results. For instance, 360-degree feedback—once consid-
ered a revolutionary way to communicate with employees and affect change—
can actually lead to a decrease in financial value if it’s not aligned with
strategy and executed properly. Other practices, such as developmental train-
ing and implementing HR technologies with soft goals, should also be imple-
mented with great care.

I work with clients every day to identify specific actions that organiza-
tions can take to affect desired culture change—and then help them under-
stand and implement those actions. It’s often difficult. The best leaders come
to understand that corporate culture (the collective normative behavior, val-
ues, expectations, and attitudes of an organization’s people) develops and
maintains itself as a direct result of an organization’s leadership, policies,
practices, systems, structures, and staffing. They realize that culture can be
changed only by altering these factors.

To initiate a culture change, I encourage clients to consider three elements:
organizational consequences; expectations, goals and attitudes; and employee
behavior. Organizational behavior is met by organizational consequences (such
as feedback/recognition, pay, and career opportunity). These consequences
set up certain expectations, which then lead to the next set of behaviors. But
culture is tenacious. Changing one person’s behavior is hard enough—altering
the entire culture within an organization requires multiple interventions.

First and foremost, leadership must display the desired change in the val-
ues and management style of the organization. There also needs to be fre-
quent, clear communication about the target culture. The organization must
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recruit employees with the desired personality and motives, as well as the
specific knowledge and skills to achieve the desired culture. It then needs to
put into place the right staff, structure, and systems.

Perhaps most critical, there has to be consensus regarding the target cul-
ture. That might seem obvious, but unless it’s spelled out by the management
team and universally agreed upon, a great deal of ambiguity can creep in.

Woodrow Wilson once said, “If you want to make enemies, try to change
something.” Although not the most optimistic approach to change, his words
hold a great deal of truth. Organizational change is about understanding
human capital and corporate culture, and then implementing appropriate
human resources practices to bring about the change. The executive teams
I’ve worked with have been most successful when they’ve conducted appro-
priate human capital due diligence, committed to change (and secured other
senior management’s commitment), and remained open to new ideas. In the
end, it’s their enthusiasm and hard work that allows me to succeed.
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THOUGHT LEADERS

C. K. Prahalad

The Competitive Demands
on Today’s Leaders

In the area of strategy, two trends are shaping the need for coaching today.
First, at the CEO level, there is probably more churn than ever before.

Newly appointed and possibly even new to his or her organization, the CEO
must quickly develop a point of view about how the organization will compete
in the future. Second, although the markets once granted CEOs several years
to deploy and execute this point of view, the CEO is now expected to start
producing measurable results for shareholders and customers right away.
Doing more of the same is probably not going to be the right answer going for-
ward. The complexity of the competitive environment, coupled with the col-
lapse in the time frame of expectations, adds urgency to the need for rapid
development of a meaningful competitive strategy.

The strategy coach is hired to be a trusted partner of the CEO during
the strategy building and deployment process. Why does the CEO need a
partner from outside the organization? Besides the critical thinking, experi-
ence, and strategy-building expertise that the coach brings to the table,
there is also the inherent loneliness of the CEO’s position. Who inside the
organization can the CEO turn to in working through ideas that will shape
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the direction of the company? Many of those ideas simply cannot be dis-
cussed internally because they involve the future of the key individuals in
the group that reports to the CEO. Meanwhile, former colleagues or new
reports are trying to reposition themselves for power and inf luence. Inter-
ests may conf lict. Skeletons may be hiding in closets. The traditional recipe
for success may have become a dangerous orthodoxy. If the CEO wants to
develop strategy in a thoughtful, objective, and ultimately successful way,
then a coach who is credible, experienced, and trustworthy totally will be a
valued partner.

Although not all strategy coaching is done with new CEOs, a look at that
circumstance will help explain the strategy coaching process. Along the way,
the challenges I describe will clarify some of the attributes of a good strategy
coach while describing the nature of a successful coach-client partnership.

Developing a Strategic Point of View

Whether the company is a troubled one or not so troubled, the newly ap-
pointed CEO is immediately under the gun to produce value for sharehold-
ers and customers. The temptation to engage in cost cutting is strong
because it buys time while generating profits. But although layoffs or di-
vestments (or even the acquisition of a competitor as a creative means of
cost-cutting) may all exist within a zone of comfort, they probably do not
constitute a successful long-term strategy. When the profit increases even-
tually taper off, people will figure out that they have been watching a one-
time, unsustainable improvement.

Prepare before Taking Charge

Ideally, in today’s time-compressed climate, a strategy coach should be
brought on board before the appointment takes effect, say 100 days, so that
the CEO can gain a running start. Although the changeover may not be an-
nounced yet, the CEO has been picked, the board of directors is in agree-
ment, and the job has been accepted. It’s time for the CEO to survey the
portfolio of the business, the financial situation, the culture of the organiza-
tion and the competitive landscape to understand the opportunities he or she
will have in order to make a distinct impact.

A strategy coach first helps a new CEO develop a point of view on exactly
what he or she has inherited. This point of view is developed not so that it can
be imposed on the organization but so that the CEO will be able to listen in a
discerning fashion and calibrate what he or she is hearing. Even if the CEO
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comes from within the organization and already possesses a lot of direct
knowledge, a rigorously developed point of view is still a must. The CEO po-
sition is a totally different one. The world is now seen from a different and
higher perch. The world looks different. Fresh thinking is needed to identify
and exploit the competitive opportunities that exist or can be created.

The process of developing a strategic point of view can take up much of
the first 100 days. It involves hard-core analysis, number crunching, and crit-
ical thought. The coach works with the CEO to do a diagnostic of the poten-
tial of the portfolio as distinct from the current performance of the
portfolio. Is the portfolio the appropriate one? What is the performance of
each business, and what is its history? Are there businesses dragging down
the performance of the whole? If so, is it a bad business or a badly managed
one? If it’s badly managed, get rid of the management. If it’s a bad business,
get rid of the business. Is the break-up value of the portfolio higher than the
corporate value and why? Although these questions are fairly straightfor-
ward, it may be difficult to come to terms with the answers. Nevertheless,
the decisions need to be made fairly quickly.

The coach, at this stage, helps the CEO think radically differently and chal-
lenge current wisdom. The most important task of strategy development is to
understand the roots of the dominant logic of the company. Stated simply, it is
about understanding why we believe what we believe about (1) competition
and competitors, (2) our products, (3) relationships across business units or the
logic for the portfolio, and (4) our sources of competitive advantage. It is in-
trospection and understanding ourselves as a company. The next step is to ex-
plicitly examine the emerging competitive landscape to assess the continued
relevance of our beliefs and practices. Past successes often tend to be codified
into the dominant logic. There is a thin line between outdated orthodoxy and
the dominant logic that may be the source of future success. The coach works
with the CEO to understand those orthodoxies in the company and the indus-
try, and lays that over the emerging competitive landscape to see what to pre-
serve and what to change.

Build a Coalition of the Able and Willing

In developing a strategic point of view, the CEO comes to understand the
value of the business, the pattern of innovation that is taking place within
the organization, the capacity to execute, and the pace and rhythm of the
culture, all while determining what needs to be changed. This knowledge
does not form in a vacuum, however. Around the CEO, much jockeying for
position is taking place. It can be difficult to separate who is telling the CEO



STRATEGY COACHING 193

what and why, where skeletons are hidden and where opportunities are wait-
ing, as well as which ideas are part of the organizational politics and which
are being put forward as genuine strategic opportunities. There is a lot of
noise overwhelming nuggets of opportunity.

The CEO must build momentum for the future direction of the company
without killing the natives or going native himself. During this phase, strat-
egy coaching and personal effectiveness coaching become very intertwined.
Having a strategic point of view allows the CEO to work deftly with his or
her leadership team, asking discerning questions, listening in a nuanced way,
and challenging assumptions without necessarily threatening the people af-
fected by those beliefs. It is, after all, very difficult for people to question
the ideas that made them successful. Nor do senior managers rush to tell the
CEO, “If I were you, I’d shut down my business.” The coach helps the CEO
develop processes that allow people to begin changing their own dominant
logic as a means of coming on board.

Strategy, at best, is nothing more than a coalition of the powerful and the
willing who all share a point of view on how to compete. Building that coali-
tion requires a great deal of personal effectiveness. But personal effective-
ness without strategic understanding does not create value for shareholders.

Deploying the Strategy

Within six months, the typical honeymoon period, the CEO must build a co-
herent theory on how to compete and create a consensus with senior leaders
and managers who now form the coalition of the able and willing. That con-
sensus—the corporate strategy—must then be translated into divisional and
business unit strategies. The concepts must be deployed throughout the or-
ganization and made operational at all levels.

During this phase, coaching for strategy and coaching for organizational
change come together. Tactics are needed for deploying the strategy and
making it real. What are the implications of the strategy to individual divi-
sions and individual managers, all the way up and down the system? Eventu-
ally, all individuals need to make sense of what the strategy means to them
within the context of the overall scheme.

Creating Vitality

An organization is energized when its people are empowered and au-
tonomous within the broad framework of where the company is going. Dur-
ing the vitality phase of strategy deployment, the organization attains the
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ability for self-renewal, not just in terms of people and processes, but also in
terms of how to compete. If the individuals in the organization understand the
strategy and are empowered to succeed under those terms, they will be able to
adjust tactics as needed to meet new challenges.

The strategy belongs to the organization and is unique to it. Unlike a strat-
egy consultant who may push a generic model of competition on an organiza-
tion, the strategy coach works with the organization to build a strategy from
within. The coach wants the organization to be successful and helps the leader
guide the team. The CEO, like the captain of that team, takes a leadership role
in the game. But it’s the players who play the game and determine the organi-
zation’s success.

Principles of a Successful
Coach-Client Partnership

When the game is won, the coach can ref lect on the glory of that victory, but
the credit belongs to the organization. The focus of the strategy coach should
always be on the organization winning, yet it’s imperative that he or she not
become overly involved in the game. The coach must be detached and in-
volved simultaneously and never confuse his or her role.

Here are some principles, based on over 20 years of coaching CEOs, that
I think form the basis for a successful coach-client relationship in the area of
strategy coaching:

• Keep pet theories out of the mix. The coach is a valuable resource of
knowledge and experience, but the coach needs to use that knowledge
to help uncover what is right for the organization, within its own con-
text. Imposing generic theories or one’s latest ideas will not help build
a meaningful strategy or make the CEO successful—even if it does
make the coach look smart.

• Make sure the coach and the CEO have good personal chemistry. Since
the coach and CEO have to work together to challenge deeply held as-
sumptions, trust is fundamental. Both partners need to know that they
won’t be second-guessed by the other. My personal starting point in any
coaching engagement is to spend time one-on one with the CEO fol-
lowed by dinner together. If, by the end of the evening, we trust each
other, then we shake hands and get to work.

• A belief in each other’s desire and willingness to be world class. If the
CEO is only interested in cosmetic approaches like cutting costs or
other forms of window dressing, I doubt she will value or appreciate
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my coaching. I’m not against what she wants to do but I don’t think it
requires strategy coaching. It would only be a waste of energy for both
of us.

• A willingness to be thoughtful about ways to change the company. There
are all kinds of ways to change an organization and the easiest is through
brute force. Whether the CEO wants to be a butcher or a surgeon is a
fundamental choice. Being a surgeon requires the kind of training,
thoughtfulness, and nuanced understanding that coaching can support.

• The maturity to be engaged without being overly involved. The CEO of
a large company is in a position of great power and inf luence. Once it is
known that the coach has the CEO’s ear, many will be eager to gain ac-
cess. The coach must learn the lay of the land and be sensitive to the
politics of the company, while never, ever getting personally involved.

I have likened my role as coach to the drop of water on the lily leaf. The
water droplet has a distinct identity, and at the same time it is part of the
leaf. A strategy coach must be self-aware enough that he or she can maintain
a distinct identity while fully engaged at an intellectual level. The coach suc-
ceeds by seeing the client succeed while never putting his or her personality
ahead of the players.

�
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Vijay Govindarajan

Coaching for Strategic
Thinking Capability

Iwork exclusively in the area of strategy with the CEO and top manage-
ment team. My coaching tends to be with that small group, rather than

one on one, and focuses more on business issues than behavioral ones. The
need for strategy coaching has become increasingly critical over the last 30
years. In my view, there are four primary reasons why the kind of work that
strategy coaches do has become so valuable to organizations.

First, the world has become very complex. In line with that, the half-life
of knowledge has rapidly shortened. In a complex, fast-changing world, an
idea has only a finite life. Even if the CEO had the best idea in the industry
10 years ago, that idea is probably no longer of great worth to the organiza-
tion. The necessity for generating fresh ideas is so great that people who do
research and stay on the edge of what is innovative are increasingly valuable.

Second, organizations do not need answers to their particular problems;
instead, they need frameworks that will not only answer today’s questions
but perhaps tomorrow’s as well. Those frameworks must be simple but effec-
tive, grounded in research but powerful in practice. Strategy coaches de-
velop frameworks to apply tomorrow’s landscape to today’s opportunities.

Third, strategy coaches, because of their experience with more than 
one organization, provide the opportunity for sharing best practices. It has
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become very important for companies to understand knowledge, not only in
academics but also as it exists in companies on the leading edge. If I work
with five companies in technology and entertainment, the sixth company
gets the benefit of what I know from working with the other five. This is not
a competitive issue; the strategic insight may, in fact, be better coming from
another industry. Consider the competition between Encyclopedia Britan-
nica and Funk and Wagnall’s. Both had the same business model, and studied
each other ’s moves closely. Neither saw the advent of the CD-ROM or the
Internet as paradigm-shifting developments that would transform their in-
dustry. One of the strengths a strategy coach brings is world-class practices
from other industries. Over time, the coach collects more and more of that
knowledge.

Fourth, it is very difficult for a CEO to have an open, candid, and free
conversation about strategy. For one thing, it’s difficult for a subordinate to
disagree with a CEO, for fear that the CEO may keep it in mind. The CEO
in turn will wonder if that person has an axe to grind. That’s why CEOs like
to develop a kitchen cabinet that includes people from outside the company
to talk about strategy. If I disagree with the CEO, that’s the only reason I
disagree. I have nothing personal to gain and no axe to grind, and I am cer-
tainly not hesitant to contradict. As a result, the CEO feels comfortable talk-
ing with me about those issues.

A strategy coach must have the ability to ask the right questions as well as
tremendous listening skills. The coach is trying to piece together many dif-
ferent points of view and bring them forward. She must have a broad base of
knowledge to bring to bear on the challenges the organization is facing and a
distinct point of view about strategy. The coach is thought of as a thought
leader because of this point of view and the knowledge he or she has about
best practices from inside and outside the organization’s industry.

Strategy issues are far too complex for any one person to solve. CEOs need
a multidisciplinary kind of team to manage them. One of the skills that a
strategy coach brings is facilitation across the top management team. It’s very
difficult for members of that team to talk candidly. When two people are dis-
agreeing, the coach’s role is to try to make sense out of that and creatively
solve those tensions.

What I don’t do is solve their problems. I don’t know their business as well
as they do. There’s no way I can tell them what their strategy should be. I can
inform them about the best thinking on strategy today and provide them with
frameworks they should be using to ask the right questions. I can facilitate an
open and candid conversation with the top team. I can push them and prod
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them. I can help them self-diagnose their strategy issues and self-discover
their solutions. In the end, my job is to provide them with strategic thinking
capability.

A good client has a deep desire to rethink the strategy of the company in
a five-year time frame. Many people mistake strategy for the plan they pre-
pare for next year. Although such a plan may be important, it is not strategy.

I think of the things that companies do as belonging in one of three boxes.
Box 1 is about managing the present. Box 2 is about selectively abandoning
the past. And Box 3 is about creating the future. Most organizations spend
most of their time in Box 1 and call it strategy. Strategy is really about Box 2
and Box 3.

For instance, in the last two to three years, many organizations have fo-
cused on cost reductions and improving margins. Strategy is not about what
the organization needs to do to secure profits for the next two years, but
what it needs to do to sustain leadership for the next seven years. Organiza-
tions that engage in cost cutting as though it is strategy are basing their tac-
tics on a series of critical assumptions. They are assuming that technologies
will stay the same and customers will remain in place. If they are making im-
provements, that is all very valuable, but those improvements are only linear
and do not take into account nonlinear shifts in technology, customers, de-
mographics, and lifestyle, to name a few variables.

If an organization is following the trajectory of continuous improvement,
it is likely that it will one day wake up and realize that its business model is
no longer valid. Either someone or something has completely disrupted the
model currently in use; or that continuous improvement no longer provides
the aggressive growth needed to reach targets and compete effectively.

Even if the organization’s strategy is based on outstanding analysis of how
the world is going to behave in the next five years, those insights are still only
assumptions. First, the day the strategy is introduced into the organization is
the day it starts to die; the only question is how fast. Second, company’s
strategies are almost entirely transparent today to competitors and potential
customers; the ease with which strategy can be imitated and commoditized
makes it possible to stay ahead of the game only by staying innovative.

Part of the job of the organization’s leadership is to make money with the
current strategy. That is the challenge in Box 1. Part of the job is to make up
for the decay and commoditization of strategy. That is the challenge in Boxes
2 and 3. As much as possible, the leadership team wants to make up for the
decay as it goes along, not when it has advanced too far.

The process of coaching for strategy will not look much different in the
next 10 years. It will become even more critical, however, as the pace of
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nonlinear shifts continues to grow. Consider what the future looked like only
a few years ago. Who could have predicted the collapse of the NASDAQ, the
drop of the Dow, the bankruptcy of Enron and WorldCom, 9/11, and war
with Iraq? What will the next few years bring? The only safe answer for an
organization developing its strategy is that the future is going to be even
more interesting. The leaders of that organization had better develop their
strategic thinking capability, or they will be in for a big surprise.

�
Christopher A. Bartlett

Coaching the Top Team

If there is a continuum between consulting and coaching, then coaching is
much less about providing the answers than it is about asking the right

questions—and in the process, helping management find the answers while
developing their own skills and personal capabilities. Most company leaders
are smart, knowledgeable people stretched by sometimes overwhelming de-
mands, and operating in organizations that are incredibly complex. Some-
times, it takes an outside eye to stand back from that complexity and see
that below the surface-issues lie deeper questions or more embedded prob-
lems that may otherwise remain unrecognized or even taboo. And for the
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outsider, it is often easier to challenge the conventional wisdom and question
the embedded truths that block creative new thinking.

I have another strong bias about the role of a coach at the highest levels of
an organization. In my view, an effective coach must build a long-term trust-
ing relationship not just with the top leader but also with the senior-level exec-
utive team. Since the CEO is the most inf luential person in the organization,
some might argue that a coach should focus solely on that position. But by
working with his or her direct reports, the coach can help the leader harness
that key group to achieve two benefits. By gaining access to the diverse views
and perspectives of the senior management, the coach can better serve the
CEO through a richer understanding of both the strategic and organizational
opportunities and constraints. And by becoming a resource to the top team,
the coach creates value by helping to build its capability and alignment with
the leader ’s objectives and priorities.

The greatest skill a coach can bring to the task is the ability to listen ac-
tively. When coupled with trust, careful listening yields information and in-
sight that can be used to develop the organization’s own understanding.
Essentially, the coach’s role is to hold up a mirror to help the organization see
and evaluate its current position and future options, and to decide what path it
should align around moving forward. The strategy coach should not be seen as
the guru with all the answers; this is a role more often adopted by strategy
consultants who may bring diagnostic frameworks and prescriptive models to
analyze the company’s competitive position and to develop strategic options
and priorities. In my experience, however, most organizations are awash in
strategic initiatives and operating imperatives. The problem more often is that
their strategic ambitions far outstretch their organizational capabilities, a fact
that gives the more organizationally focused, implementation-oriented coach-
ing model its leverage.

But I’m not suggesting that the coach is a blank slate. There is always a rea-
son why an organization approaches a particular coach. In my case, that reason
relates to the research and writing I’ve done around the strategy and organiza-
tion of multinationals or, more recently, the impact of transformational change
on the roles of management throughout the organization. Like other strategy
coaches, I’ve also had the benefit of seeing more than a few companies
through global reorganizations or strategic realignments, experiences that
would be once-in-a-career events for many managers. Although the nature of
my research and experience lends itself to providing concepts, frameworks,
and models to my thinking, as a coach I don’t lead with these. I don’t want to
come into the organization with a hammer and bang away at something that
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requires a screwdriver. Instead, I listen carefully, ask questions, challenge,
and provide feedback.

In my experience, the most common problem facing today’s top managers
is that they have inherited an organization designed so that strategy was set
by a top-down process of allocating scarce financial capital across the com-
peting needs of the business. This organizational model is typically rein-
forced by a set of sophisticated planning and control systems created to drive
capital requests, strategic plans, and operating budgets upwards to top man-
agement so that it could allocate and control capital effectively. And support-
ing all this is a corporate staff whose whole purpose is to manage this f low of
f low of information up and down.

But as we’ve moved into an information-based, knowledge-intensive ser-
vice economy, capital remains important, but it is no longer the scarce, con-
straining, and therefore strategic resource for top management to control.
The new strategic resource is the information, knowledge, and expertise re-
quired to develop and diffuse innovation. That information and knowledge
exist in people’s heads and in organizational relationships. It can no longer be
hauled to the top to be allocated and controlled by the CEO. The task of de-
veloping and diffusing innovation is fundamentally different from allocating
and controlling capital. This change has driven a decade of delayering,
reengineering, and empowerment that has transformed the modern corpora-
tion and fundamentally altered the role of top management.

In this environment, most organizations are far too complex for the CEO
to be conversant with everything. Critical to the success of any organization
is obtaining the alignment and commitment of the top team. Almost all or-
ganizations hold a regular top management meeting, and one of the first
things I will typically do as a coach is to sit in on a few, listening and observ-
ing to absorb the state of the business and the dynamics of the team. It’s as-
tounding how many such meetings serve as show and tell presentations of
information that could be obtained by simply reading the accompanying re-
ports. There’s huge value added even just in getting the agenda of those
meetings right by balancing operating review items with key strategic issues
and development opportunities.

There also may be some intraorganizational tension or problem that is
causing difficulty in the top team’s effective functioning: a dysfunctional
person who needs to be removed; an unresolved dispute that needs to be re-
solved; or an unspoken concern that needs to be explored. It helps to have
fresh eyes and ears observing the work of the top of the organization. As an
outsider, my role is to gain sufficient confidence and respect that I can
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question, challenge, and coach the CEO and senior team, and help them see
how they can become more effective individually and together. It’s a process
that I think is enormously helpful in building the capability of the most piv-
otal part of an organization, the CEO and his or her top team.

I regard a coaching engagement with an organization as a long-term rela-
tionship rather than a one-time project. Most consultants are hired for spe-
cific change initiatives or strategic shifts. But these events often become a
series of unconnected programmatic changes when the organization needs
an overall systemic review. A coach who is there for the long run can be
helpful in keeping the focus on that systemic change—and, equally impor-
tant, can ensure that it is management who develops and implements it. The
coach can provide the advice, encouragement, and sometimes discipline to
keep working toward the big organizational goals and prevent a drift back to
day-to-day operating requirements.

Most managers are very smart, capable people. I work with them recog-
nizing that they know their industry and business better than I do. I’m there
to understand what they do. Then, I’m going to question and challenge. If
things seem blocked, I’m going to apply the naive questions of an outsider to
try and pry it open. As trust and comfort grow, I can challenge and push the
top team with more skill and precision. From my perspective, I need to re-
gard the challenge of the organization as something interesting and engaging
that I’m going to learn from and contribute to. I need to like the people with
whom I will be working, and have a strong belief that they are capable and
committed.

A coach can build the individual competencies of a top manager, but I be-
lieve that individual competency is leveraged enormously if it is put in the
context of the top team and the building of organizational capability. If clients
are not comfortable with that, I may still work with them, but more as a con-
sultant providing my expertise. I don’t consider my work coaching unless I am
developing their individual and organizational capabilities.

�
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Fariborz Ghadar

Strategy Implementation:
Where the Fun Begins

Some organizations can have a mediocre strategy, implement it well, and
be successful. Others can have a wonderful strategy, implement it poorly,

and waste everyone’s time. As a coach, I work with senior leaders to identify
a strategy that makes sense for their organization. Then, I help optimize the
capability of the management team to implement it.

This is not without its interesting challenges. Most industries are experi-
encing a paradigm shift from long product life cycles to short product life cy-
cles with significant ramifications for strategy implementation. Throw in the
fact that the management team of the average global organization is almost
always multicultural, multinational, and diverse in background and perspec-
tive; and you have a very new set of dynamics playing havoc with old ways of
doing business. Strategy implementation is not as complicated as people
think, but there are many different categories that need to be placed within
a framework before the way forward becomes clear.

It helps to understand why those dynamics have changed. Many of the
very smart, very capable leaders I work with think that the situation they’re
facing is unique. When they started in business, 20 years ago, everything was
perfectly clear. Now that things have become complicated, frustrations and
pressures are mounting. It’s all too easy to blame the organization or the sen-
ior team. It’s much more likely that the impact of a shortened product life
cycle hasn’t been factored into the strategy equation.

Organizations fall into four categories depending on where they are posi-
tioned in the traditional product life cycle. Common patterns of external and
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State University Smeal College of Business Administra-
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internal behavior exist for each group. Group A companies are those that have
just been formed. Typically, they are high-tech companies that are consid-
ered leading edge, such as Cray Research in supercomputers or Genentech in
the pharmaceutical industry. Group B companies are established, proven
technology providers with a strong brand name, like IBM. Group C are cus-
tomer-focused companies, like Toyota, which provide market-segmented
products. Group D companies are low-cost providers that compete solely on
price. They typically manufacture goods in cheap labor markets such as
China. Years ago, Lucky Gold Star, which produced black and white televi-
sions, exemplified a Group D company.

Naturally, CEOs are different in each category as well. Group A CEOs are
visionary leaders, confident if not arrogant about their concepts and capabil-
ity, caring only about the technology and the vision. Group B CEOs are
highly polished, and talk and look as though they have received their MBA at
Harvard or MIT. In Group C, the CEO is very market- and customer-focused
and probably rose through the operational ranks. In Group D, the CEO is an
efficient cost cutter.

In the old days, when product life cycles were long, these four categories
of CEOs and strategies worked perfectly. But in most industries today, new
products can be imitated within months. The company no longer has the
time to go through the arrogant and visionary stage, the sensitive-to-the-
customer stage, the price-conscious stage, or the efficient-cost-cutter stage.
Instead, the leader in a time of short product life cycle needs to be all of
these things at once.

This changes the leadership formula dramatically. The organization needs
to innovate, manage the brand, listen to the customer, compete on price and
become superefficient at the same time. Since no one person has all of these
skill sets, the management team becomes very diverse. The team must be
pulled together in new ways to deliver on the potential of the strategy.

Where to begin depends on where the organization is at in terms of its un-
derstanding of these new dynamics. Sometimes, the CEO has gone through
all the transformations during his tenure and knows intuitively what has hap-
pened to the company. He just wants his team to come along with him. Some-
times, in what always proves to be a more complicated situation, the team
has figured it, out but the light hasn’t gone on for the CEO yet.

The strategy implementation coach needs to build credibility between the
leader and the team, as well as between the team and the leader. Once that’s
established, the team is able to look at how other companies in other indus-
tries handled their transformation. From there, they can be guided to figure
out their own best solutions.
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At this point, strategy implementation becomes fun. Although we are en-
gaged in developing a strategy for the future, we really don’t know what that
future will look like. How can we possibly know which direction the com-
pany should take? When I work with senior management, I challenge them to
come up with two or three distinct future scenarios. It’s amazing the level of
creativity that emerges when people imagine and articulate what might hap-
pen to the world.

Picture an oil company. In one possible scenario, the Russians and An-
golans decide to increase production and glut world oil markets. In another
possible future, hydrogen fuel cell technology takes off and everyone begins
driving hydrogen-powered cars. In a third, hydrogen fuel cells are a f lop,
and everyone in China buys a moped, and everyone in India purchases a Sub-
aru. In each case, the implications for oil production, distribution, and mar-
keting strategies are radically different. I encourage the management team
to ask themselves where they would fit in each of those worlds. What would
their strategy be if the future were to take that direction? All scenarios will
not have the same level of probability. But what if one of the low probability
futures were to actually occur? Without going through the exercise of imag-
ining that possibility, an organization’s strategy could be blown to pieces. If,
on the other hand, it had prepared itself mentally for the otherwise unimag-
inable and even put metrics into place to track that development, it would be
much more capable of shifting direction. To develop these ideas, we consider
companies from other industries and other times that have experienced sim-
ilar change and look closely at what they did in response. It’s a game that
everyone enjoys playing.

Throughout this process, managing the dynamics of cultural differences
within the implementation team is a key challenge. After all, the chances are
good that not everyone at the table is an engineer from Akron, Ohio, any-
more. Some are in marketing, others design, finance, or operations. Some
have start-up backgrounds; others are from consulting or manufacturing.
Some are efficiency-oriented, others creative; some are revenue-focused,
others cost-conscious. Culturally, they probably come from far and wide. The
head of information technology, the guy you’ve always called Ken, may be
called Kennichi when he e-mails his family in Yokohama or Krishna if he
hails from Bangalore.

What I’ve found is that the diversity of the management team makes the
company more likely to be successful externally, even though it makes the in-
ternal operations more difficult. The diverse group, though often in conf lict,
is able to see more possibilities and come up with a distinctly greater range
of possible futures. Conversely, when the management team is consistent and
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similar, this makes the operation smoother internally while reducing the
chances for external success. In other words, conf licts in point of view are
not a bad thing—in fact, conf licts are one of the elements I measure from
the first day.

Measurement is a key theme overall. Months or years down the line, as
scenarios start coming true or, conversely, begin to diverge from what’s been
imagined, the organization’s strategy needs to be revisited. The metrics are
there to evaluate the strategy so that the team can judge progress periodi-
cally and stay motivated, united, and on track.

The process of engaging the management group as a team, making sense
of their strategy issues, encouraging buy-in from those diverse perspectives,
and figuring out the best implementation path can create a tremendous sense
of energy. That wonderful happy feeling won’t last forever, though. As soon
as reality hits, optimism and focus can quickly be lost. To adequately prepare
the organization for the future, the strategy implementation coach must
stimulate senior managers with the possibilities for conducting new ways of
doing business. I try to make it fun for everyone involved because it won’t al-
ways be fun in the marketplace. If it’s not an interesting journey, nobody
will want to join.

�
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Michael Hammer

Coaching for
Operational Innovation

Idon’t see myself as a coach in the traditional sense of advisory leadership
development. What I’m trying to do is help leaders think about their busi-

ness operations and business processes in a different way. The particular
point of view I bring has two major aspects: operational innovation and pro-
cess management.

Operational innovation is largely terra incognita to executives. In order to
improve performance, most executives think about changing organizational
reporting lines, developing a new strategy, engaging in some kind of financial
transaction, doing a merger or acquisition, or launching a new marketing
campaign. They don’t consider how customer service is delivered, orders are
filled, or products developed. Such issues are simply not on their radar
screen. If anything, this problem has gotten worse in recent years. The back-
ground that most executives have, the way business schools harvest their
MBAs, and the general cultural business milieu that we all operate in has be-
come increasingly narrow. As a result, we’re losing a lot of the perspective
that can inspire operational innovation.

The second aspect of my work relates to process. Process, in my terminol-
ogy, means thinking about work cross-functionally on an end-to-end basis. I
want leaders to think outside the organizational chart and consider the orga-
nization’s work holistically rather than narrowly. Instead of planning the
work of the sales department, or the work of the manufacturing unit, or the
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work of the logistics division, I want the organization and its leaders to think
about order fulfillment, which crosses all those boundaries and many others.
In other words, I want leaders to look at their businesses in two new ways:
first, that operational innovations can be a new and valuable source of strate-
gic advantage; and second, that doing work differently does not require addi-
tional structural forms but rather an end-to-end orientation. Since most
executives are not accustomed to these kinds of ideas, coaching in this area
involves a fair amount of mental stretching.

There’s nothing glamorous about the work I do. Deals are exciting. Hostile
takeovers are dramatic. When an insurance company develops a new and prof-
itable way of processing claims, however, or a manufacturer transforms its dis-
tribution process, it’s not going to make headlines in the Wall Street Journal.
Yet such operational innovation is the stuff of real strategic advantage.

I don’t presume to offer advice on the particulars of a business situation.
The executive knows his or her business much better than I do. He or she has
talents that I don’t, and it would be absurd to think that they need to hold my
hand to do their job. My role is to help them get a new perspective on busi-
ness that will help them create competitive advantage.

When I do this work, I am never doing it alone. I am not a guru who
preaches from the mountaintop. Instead, I work collaboratively with man-
agers inside the organization who already have this point of view and are try-
ing to get their leaders to have it as well. As a rule, people who are not at the
top of the organization often understand these ideas better than those who
are higher up. They’re closer to the problems. They haven’t been acculturated
away from it. They have to deal with the consequences of traditional ways of
doing things.

Together, we make a multipronged effort to establish the operational and
process innovation perspective in the minds of the leadership. My job is to
articulate and communicate the ideas in ways that senior executives can ab-
sorb. There’s a teaching element to that, and there’s also a questioning ele-
ment. I sit with them and listen. They have a lot of questions they need to
ask as they grapple with the implications. What might this mean? How will it
affect what we currently do? What is it, in fact, that we do now? The ques-
tions are all part of the struggle each person goes through in trying to inter-
nalize the conceptual shift. My job is to help them in that internal debate so
that they can emerge with a new theory for how their organization can ex-
tract value from its operational and process strategy. If there’s no struggle,
there’s no progress.

At the same time, my colleagues within the organization are collecting
performance information that substantiates the concepts I am teaching to
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the senior leadership group. For example, they might collect data about the
performance penalties incurred by the company’s current organization and
operations. In what constitutes a third prong of attack on the traditional
viewpoint, I also encourage people at all levels to network with peers at other
companies who’ve already embraced new ways of thinking. This helps every-
one involved internalize the ideas while developing homegrown strategies.

When I think of what makes a good coach in this or any area, the word
that jumps to mind is passion. Operational and process innovation is a mania
for me. It’s my mission because I think it is the single most critical thing that
organizations need to do well. Leaders who are trying to get the rest of their
organization to have a similar awakening need that kind of passion, also. I
tell them, if you don’t believe in this on a deep, personal level, how can you
expect anyone else to get it?

Experience and expertise are obviously important. It’s necessary to have
helped make things happen in a variety of places in order to have relevant
experiences to draw on. Just as critical is empathy. A coach must appreciate
a leader ’s perspective to understand what is going on in their thinking, not
just in terms of the business but in worldview. If a CEO is passionate about
customers, for example, then that’s the leverage point I can use to help
them think passionately about the way operational innovations will provide
better service.

At the same time, a coach needs to be respectful and humble. The leaders
of the organizations I work with are truly impressive people. I know for a
fact that I could not do their jobs. So I have a high regard for them and a sen-
sible perspective on myself. I am valuable to them only to the extent that my
point of view and experience might be helpful. This perspective enables me
to work collaboratively with those leaders who are driving change within the
organization. If I merely tell people what to do, none of us will get any-
where. I need to engage people so that the discoveries they make are their
own. It’s critical to the success of our efforts.

Most organizations are still operating with mind-sets that were forged at
the beginning of the industrial revolution 250 years ago. As a result, they 
suffer from two severe problems. First, the operational strategies that were
excellent for an emerging, high-growth economy are useless in a global 
customer-dominated economy. Inevitably, such an approach leads to perfor-
mance that customers find unacceptable. Second, the mind-set of the tradi-
tional perspective on operational strategy creates organizations that a great
many people find stultifying and unfulfilling. This might have been tenable
when options were limited, but it simply doesn’t f ly in the face of the op-
portunities that exist today for employees and customers alike.
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Operational innovation has two signal virtues. It transforms organiza-
tional performance to an astonishing degree, and it creates an environment
for people working in the organization that is much more fulfilling and en-
riching. These are the reasons why I am passionate about operational innova-
tion and why business leaders should be too.

�
Joel Barker

Strategic Exploration

Too many CEOs and top executives give little thought to an aspect of
strategic thinking that exists between intuition and strategic planning.

Sure of their personal judgment, they leap from intuition to planning without
exploring the terrain of the new direction. In my work, I coach leaders to add
a layer of thinking before they start their planning. I call it strategic explo-
ration. Done properly, it will give them early information about potential long-
term consequences. Strategic exploration occurs before the planning process
begins and thus alerts the leaders and the organization to those dreaded unin-
tended consequences. I believe this added capability to explore the future will
be a key measure of great leadership in the twenty-first century.

A key part of strategic exploration is the understanding of paradigms
within which an organization must compete. When a paradigm shift occurs,
an organization that is dominating its industry can become a second-tier
player almost overnight. Consider the way Motorola’s strategy not to develop
and release a digital cell phone in 1994 opened the door for Nokia. Motorola’s
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situation today might be very different if it had explored how the long-term
implications of not being first into the digital market would affect them. The
Swiss watch industry made exactly the same mistake and chose to overlook
quartz technology, allowing Seiko of Japan to become a world market leader.
The decisions of an intelligent executive can look very stupid when the rules
of the game are transformed. But as Edson de Castro, CEO of Data General,
said in 1978, “Few corporations are able to participate in the next wave of
change, because they are blinded by the business at hand.”

Some executives, because of this close focus, develop tunnel vision. I want
them to develop Funnel Vision. To that end, I teach them a schema I’ve
called the Possibilities Cone®. (See Figure 8.1.)

The Cone is f lared at its opening to allow a wide range of possibilities to be
discovered and explored. Our paradigms determine how well we begin that
capturing process. Once the idea enters the cone, it then f lows through the in-
tuitive judgment process, then through the strategic exploration process, then

FIGURE 8.1 The Possibilities Cone
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the strategic assessment process. All of this happens before strategic plan-
ning even begins.

Most executives leap directly from intuition to strategic planning and
overlook the importance of strategic exploration. The analogy I use is of a
wagon train heading westward. No wagon master would roll the wagons with-
out first sending out scouts to explore the terrain that lies ahead. The wagon
master has an intuition about what the future holds but needs details and
specifics to educate that opinion. A good scouting team is diverse in back-
ground and experience. This diversity guarantees that they will see a broad
spectrum of possibilities. Their job is to bring back information, almost al-
ways qualitative, that will illuminate the choices of the paths ahead. The
wagon master assesses this information and, with the help of the scouts,
picks a path. Once the pathway is decided, the wagon master meets with the
members of the wagon train to share his vision of their collective future.

People think that the vision process is the last step in strategy planning,
but I believe it needs to come at the end of the scouting process, when strate-
gic exploration has taken place and many of the long-term consequences have
been identified.

A deficiency in leadership today is its unwillingness to take the time to ex-
plore and consider the long-term positive and negative implications of a vi-
sion. When unexpected change occurs, organizations that have not planned
for such possibilities retreat to the prevailing paradigm and willingly give up
market share rather than deal with reality. It’s the job of a manager to opti-
mize the paradigm the organization currently occupies. But it’s the job of
the leader to lead between the paradigms. I tell leaders that 60 percent of
their time should be focused on the future. No one will thank them for tak-
ing care of today, if they fail to provide for tomorrow.
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PRACTITIONERS

Niko Canner

Strategy is the set of ideas that shape the way organizations make choices
and take action. At its very best, strategy both expands the universe of

possibilities that individuals and groups consider, and channels effort behind
a small number of priorities. Great strategies answer the question “Why?” in
the same moment as the question “What?” They help narrow and channel
focus, while maintaining sufficient room for creativity about how to achieve
an overarching goal.

Most of us think about strategy as a concept that applies primarily at the
corporate, business unit and product levels. In fact, there is no level at which
the concept of “the set of ideas that shape the way organizations make choices
and take action” does not apply. Strategy is nested, dynamic, and ubiquitous.

The ubiquity of strategy presents a set of challenges that take us a long
way from Boston Consulting Group’s articulation of the growth-share matrix
as a codification of the notion that some businesses are more worthy of in-
vestment than others. Three principles stand out:

1. All leaders are both consumers of strategy—as it is defined by cus-
tomers and partners, as well as within their own organization—and
producers of strategy.

2. Strategy is communication. The metaphor of “rolling out” needs to be
replaced with the imperative to give people at all levels the tools to re-
define the ideas that shape their choices and actions. Strategy must
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create a language for people to solve problems laterally, as well as to fa-
cilitate decision making up and down the organization.

3. Strategy constitutes the most powerful lever for motivation—within
and outside the organization. Strategy must provide meaning as well as
guidance, and must be meaningful beyond the bounds of the enter-
prise. Strategy creates the foundation for brand.

In the broadest, most value-neutral sense of the word, strategy fulfills an
ideological, as well as an informational purpose. Jack Welch and Sam Walton
stand out as leaders who fulfilled both needs brilliantly. Many CEOs remain
trapped in the equation of strategy with planning, and many leaders down
the line fail to see themselves as strategists at all.

A strategic advisor can no longer be someone who primarily leads projects
to assess market positioning or corporate portfolios. Both of these tasks con-
tinue to be important, but the capabilities to execute them have dissemi-
nated far more widely than in the golden age of the strategy consultant. The
tasks of an advisor have evolved to include:

• Helping a leader understand the role that strategy must play at a given
point in his or her organization’s evolution

• Working with leadership teams to develop a discipline for working to-
gether to develop and articulate a strategy

• Determining the analytical basis for the small number of guiding ideas
that drive the selection of a strategy

• Formulating strategy as a story that is compelling, memorable, and use-
ful to internal and external audiences

• Finding ways to launch experiments that enable the learning necessary
to refine the development of a strategy

• Developing a process by which the core ideas of a strategy can be
shared, understood, and applied across an organization

My experience working as an advisor in this capacity suggests that neither
the traditional strategy firm nor the solo practitioner model of coaching pro-
vides a good institutional context for this role. The leverage ratio at which
strategy firms operate makes it very difficult for partners to focus on advi-
sory work. Their minimum efficient scale in terms of monthly fee levels cre-
ates a bias for heavily resourced, analytically intensive efforts that typically
must be pushed to closure faster than their client organizations can integrate
these new ideas into their business.

Solo practitioner coaches face a different set of issues. Their model tends
to emphasize serving as a sounding board for the senior leader and /or the
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supporting team. It is very difficult, however, for the solo practitioner to reach
deep enough into the organization to experiment with how new ideas can re-
shape the way day-to-day work gets done. They rely heavily on resources
within the client organization, but these organizations often find it harder to
focus on questioning and testing assumptions about themselves rather than
outsiders. This difficulty arises as much from the challenge of creating time
for that discipline as from the intellectual challenge of breaking frame.

My partners and I have been experimenting with an institutional form
that we think will be more successful in advising clients who are engaged
with questions of strategy in this newer and broader conception. We work
best with clients who see the difference between “strategy” and “implemen-
tation” as a false distinction, and who are willing to engage both their own
organizations and external thinkers in developing and testing new ideas.
Many of our clients are situated in companies that lead their industries.
These clients are looking for new ways of conceiving how value can be cre-
ated. They do not perceive strategy as a benchmarking exercise that will re-
sult in an adaptation of practices that others in the industry have already
proven. Our clients understand that strategy, organization, and people can-
not be separated, and they look to us to help them consider how those three
elements can evolve together.

To deliver this vision, we have had to do something new in the consulting
industry:

• Focus at least as much on experiments that point the way to new strate-
gic options as on studies that prove the case for a new strategy

• Maintain the levels of revenue per consultant necessary to attract and
retain the very brightest people, while keeping project costs low
enough that we can engage with clients over time frames much longer
than a traditional strategy project

• Create an environment in which people who are “high/high” on intel-
lectual and emotional intelligence feel valued for “critical doing” as
well as “critical thinking”

• Develop communication approaches that work at both the most senior
levels in an organization and at the front line

Although our efforts in this regard are currently distinctive, we expect,
and even hope, that others will follow us in developing institutional forms
that enable a new kind of advisory work around strategy. There is perhaps no
more important question for an individual who seeks to be a world-class ad-
visor on strategy than “What institutional context will enable me to provide
the best help and counsel to clients?” As clients realize more and more that
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strategy is organization, is communication, and is brand, they will increas-
ingly reach out to advisors whose own organizational context provides them
the time, resources, and incentives to deliver the right mix of counsel, exper-
imentation, and facilitation of organizational change.

�
Julie Anixter

Most of the strategy coaching I do is in the domain of communications,
brand, and innovation, and how those three disciplines can help an or-

ganization create competitive advantage and energy. Strategy, by definition,
always requires thoughtful analysis and interpretation of the world. We all
know it is an iterative process. The days of the lone executive preparing a
five-year strategy are over. Strategy today is a f luid, complex, and collabora-
tive process, more so than it historically has ever been.

From the start, I am not just coaching: I am collaborating with my clients.
In my view, that is the essence of what makes me effective, and that’s where
the energy comes from. I always try to start exactly where the client is.
Sometimes, they can articulate that, and sometimes they can’t. I just try to
understand them, and to communicate my understanding in such a way that
it opens opportunities for trust and the freedom to explore what’s missing.
What is common to all the coaching I have done, and to the way I approach
every new situation, could be summed up simply as “connecting to people’s

Julie Anixter is Strategic Director of Lipson Alport &
Glass (LAGA), a brand marketing and design consul-
tancy, where she works with clients on brand strategy,
new product and service development, and design inno-
vation. She is also the Director of the alliance between
LAGA and tompeterscompany! Consultant, coach, de-
signer, speaker, and trend-spotter, Anixter specializes in
developing successful business solutions at the intersec-

tion of client brands, business issues, and organizational needs. Prior to joining
LAGA she was Managing Director of R&D for the tompeterscompany!, where
she developed consulting solutions around Tom Peters’ ideas. She has worked
with a wide variety of clients. She can be reached by e-mail at janixter
@laga.com, by phone at (513) 961-6225, or via the Internet at www.laga.com.
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passion for their work.” Passion, like so many great words, is overused. How-
ever, it is also instantly discernable in any conversation, meeting, or business.
It is present in the leader, in the team and in the customers—or it is not. That
distinction is what makes great organizations great.

Like a heat-seeking missile, I continuously look for passion and for what’s
missing. I observe the leader and the environment around the leader, and
then feed back what I see, and make interpretations with the person I’m
coaching that are designed to help elicit what they care about most. My goal
is to find a way to help leaders tap the natural resource of passion, in them-
selves and others, and to allow that natural resource to provide the fuel and
persistence needed to get almost anything important done.

When choosing to work with clients, I look for people who have real passion
about what they are doing, and I look for chemistry. Another key prerequisite
for any effective coaching relationship is trust and authenticity. Establishing a
relationship and creating the necessary levels of trust and rapport takes a fair
amount of chemistry, and enables you to become a “trusted advisor” as Mais-
ter says, or to paraphrase, a “trusted collaborator.” In my experience, this
coaching as collaboration means bringing your whole self to the table, engag-
ing in deep listening, and not simply wearing one of the hats that we so often
talk about to define professional roles. It also means rolling up your sleeves and
working on getting inside the situation. Additionally, you have to be impecca-
ble in keeping your promises. If a coach can care, listen, help clients read the
world, and then collaborate with them on what is possible, that’s a pretty good
Petri dish in which to have a successful coaching engagement.

Conversely, or symmetrically, the client’s willingness to learn, grow, ex-
plore, and collaborate on new approaches is, for me, the critical success fac-
tor for a good engagement. I also believe that people who want to work with
a coach also want to be coached by people who can authentically deliver a
sense of what’s possible. There is no formula for this, but the truth is unde-
niable: if clients were not looking for new possibilities, they would not be
working with a coach.

Success has many meanings, so I find that it is crucial to articulate the cri-
teria for successful results in the client’s language. I judge whether or not
I’ve been successful by asking myself these questions:

• Are there results? Can we all see them?
• Is the client satisfied with those results?
• Have their work practices changed in positive ways?
• Is their business or brand more vibrant?
• Are their strategies producing more long-term sustainable advantage?
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• Are they able to take advantage of change more easily?
• Are the people in the business using their full talents?
• Are they doing, to quote Tom Peters, “cool stuff ”?
• Have they broken the code?
• Is there plenty of passion to go around—enough that good people want

to work there?

Along the way, I want people to:

• Read the world, including the mess, the opportunities, the politics, or
the fray, the beauty of the situation, the humor, the opportunities, and
what it means for them.

• Define the identity they personally want to hold in the world and the
identity their organization wants to have (and how the two are linked!).
Identity is the heart of branding.

• Decide on the highest leverage actions it will take to get there in the
most elegant fashion—what I mean by “breaking the code” (sorry, too
many spy movies in my childhood and a worship of the Emma Peel
character).

• Pull in the talent they have to help them take the actions and break the
code as quickly as possible. I find there is a layer of subtle malaise and
uncertainty hanging over many organizations like a cloud cover. We
could use a corporate weather channel some days just to break through.
Pulling a team of passionate people together to work a key project is
one of the best antidotes to that malaise.

�



STRATEGY COACHING 219

Bill Davidson

My group specializes in formulating and implementing enterprise strate-
gies. Enterprise strategies are integrated master plans that require fo-

cused and coordinated implementation across an entire organization over an
extended time period. Our efforts generally involve substantial changes in
core strategies and performance management systems; and trigger efforts to
create long-term IT architecture road maps, and new people strategies.

Typically, we work with a select set of senior executives to develop the en-
terprise imperative—the critical need for the organization to pull together
behind a common strategy. It can be very difficult to establish an enterprise
mind-set among an executive team. But we do not recommend proceeding
with any strategic change program until the senior team is of one mind and
one gut about the need for change. These executives are required to come to
the strategy council wearing an enterprise hat: that is, with the best interest
of the entire organization in the forefront of their minds. New goals, new
strategies, and specific projects follow from that team commitment.

Much of our coaching effort occurs on the field of play. That is, we use
the development and execution of the new strategy to reorient and fuse sen-
ior executives into a cohesive enterprise leadership team. Our framework,
summarized as AIM, READY and FIRE, both shapes and supports those
strategic change efforts. In the AIM phase, the senior team works together
to assess current corporate identity, both in strategic and organizational
terms. Considerable effort is devoted to real-time team building during this
phase. The AIM phase culminates in the definition of a preferred future
state, which serves as the beacon and destination for the development of
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www.mesaresearchgroup.com.
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core strategies and projects. In the READY phase, work includes assessment,
alignment, communication, people strategies, and accountability exercises.
The FIRE phase focuses on project launch, delivery of key strategy ele-
ments, and realization of strategic targets.

Our preferred clients are ready to embrace the enterprise strategy mind-
set, and they often possess a substantial base of existing strategy work. Their
market is typically in transition with performance pressures intensifying. We
also find, quite often, that our clients have operated with excessive decen-
tralization and have taken initial steps to rebalance themselves with stronger
corporate roles. Regardless of circumstance, the ideal client anticipates con-
tinuity in leadership and sees strategic change as essential.

We measure our success primarily in traditional terms: growth rates, mar-
ket share, and financial metrics. However, we also take pride in observing
senior teams discussing and deciding strategic issues efficiently and effec-
tively. It is satisfying to witness such cohesive teamwork, especially when it
is accompanied by accelerated corporate momentum and improved morale as
clients consolidate newly won market positions.

�
Judy Rosenblum

Coaching skills training has been around a long time. What’s new is the
recognition that in order for coaching to add value in an organizaton, it

must be aligned with both the culture and the business strategy. The purpose
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to corporate strategy. Judy is currently Chief Operating
Officer of Duke Corporate Education, a private for-
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directly to the execution of their business strategies.
Prior to joining DukeCE, she was Chief Learning Offi-

cer of the Coca Cola Company and the Vice Chairman for Learning and
Human Resources at Coopers and Lybrand. She can be reached via e-mail at
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of coaching is improvement in performance and assurance that the firm will
have successive generations of competent people who live the values of the
organization. In order for coaching to really be part of the strategic agenda
of the business, it needs to be aligned to the company’s strategy and made
relevant to both the coach and the coachee. My work focuses on creating that
alignment organization-wide.

It’s important to begin with a systemic analysis of why coaching is or is not
working in an organization; otherwise, investments will fall into the same old
cultural sinkholes. Using interviews, company survey data, benchmark data,
and focus groups of successful coaches and those that feel they have been
successfully coached, we construct the systems maps that describe what is
happening in the environment that accelerates or inhibits a coaching culture.

Next, we use that analysis to design a coaching strategy for the company,
based on the changes they are trying to implement. When the maps are com-
pleted, we discuss and adjust them with the client and then look at the kinds
of interventions, both educational and otherwise, that will start the changes
necessary to make coaching more successful. This can include coaching skill
development but can also be focused on such things as communications, lead-
ership symbolism, alignment around strategy, and examination of HR prac-
tices and tools.

The primary focus of DukeCE’s work is the design of innovative educa-
tional interventions that create better coaches and coachees in the work en-
vironment. These interventions may live in company processes, in passage
programs, in leadership development, and in job assignments. They are there
to bring coaching to life in the business.

Effective coaching, in the context of an organizational change strategy,
begins with the ability of the coach to translate that strategy into something
meaningful to the person across the desk. Coaching has to have a starting
point and a goal. By aligning it to the strategy, it becomes something that
coachees can internalize to help them succeed in their careers and con-
tribute to the company.

It’s critical that the organization be willing to examine, from a systemic
perspective, the question of: “What will it take to build a coaching environ-
ment in this company?” This requires looking at the inhibitors and enablers
from the perspective of culture, mental models, norms, skills, communica-
tions, leadership, infrastructure, metrics, and symbolism. Equally important is
the organization’s willingness to face the complexity of the task rather than
look for a silver bullet in the form of training. Skills may actually be an issue,
but more often than not, the real inhibitors are found elsewhere.

In the training of coaches, it’s important to engage outside resources that
are willing to invest in knowing the company’s business and culture. How
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else could they act productively as coach to those soon to be coaches? I find
that it is very difficult to learn coaching from folks that have little under-
standing of what actually goes on formally and informally in the company.
Understanding the business and culture makes outside resources credible as
advisors to senior leadership who see coaching as a strategic tool. Educators
must be trusted to knowledgeably bring that strategy and point of view into
the classroom and be seen as coaches themselves. They need to create a chal-
lenging and engaging practice field for those new coaches, one that recog-
nizes the complexities and cultural realities of their environment.

Measurement should be part of the coaching strategy. It’s necessary to
decide from the beginning what outcomes the organization is after and how
it will know if it has achieved them. The organization might take particular
inhibitors identified in the early analysis and look at whether they are still in
place. It might want to see improvements in elements of the organization’s
people and pulse surveys measuring feelings and beliefs within the enter-
prise. Stories and qualitative evidence can also be very informative, as can
an examination of particular elements of strategy execution. The important
thing is to decide what success looks like up-front and to design to achieve it.
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CHAPTER 9

�
Applying the Behavioral

Coaching Model
Organization-Wide

The following case study, “Expanding the Value of Coaching: From the
Leader to the Team to the Company,” provides a great example of how a

behavioral coaching process can expand beyond an individual executive and
ultimately have a positive inf luence on hundreds of people.

Expanding the Value of Coaching: From the
Leader to the Team to the Company—Clarkson
Products Case Study

Joe Smith is the President and Chief Executive Officer of Clarkson Products.1

Clarkson Products is a key division of Clarkson Enterprises and employs over
40,000 people. Clarkson Enterprises is a Fortune 100 company that employs
over 100,000 people and is a leader in its industry.

I had the opportunity to work with Joe as an executive coach for over a
year. Although I am not sure how much Joe learned from me during this pe-
riod, I learned a lot from him and from his team! I hope that the great work
done by Joe and his team gives you a couple of ideas that you can use, either
as a coach, or a person being coached.

This real life case study shows how an executive can expand a simple coach-
ing assignment to benefit his team and the entire company. I hope it also rein-
forces my observation that the most important factor in executive coaching is
not the coach. It is the executive being coached and his or her coworkers.
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Getting Started

The project began when I met with Bruce Jones, the CEO of Clarkson, and
Mary Washington, the EVP of Human Resources. Bruce was clearly a fan of
Joe’s. He let me know that Joe was a fantastic leader who had produced con-
sistent results. He felt that Clarkson would benefit if Joe played a greater
role in reaching out across the company and building relationships with his
colleagues in other divisions. Mary agreed that Joe was a key resource for the
company and that the entire company could benefit from his increased in-
volvement. Clarkson, like many of my clients, is trying to increase synergy
across divisions and build more teamwork across the company.

When I first met Joe, I was impressed with his enthusiasm and love for his
job. He was clearly in a place he wanted to be. Joe was very proud of what
Clarkson Products produced and proud of the people who worked with him.
I have worked with over 60 major CEOs. I have met a lot of committed lead-
ers. Joe is one of the most committed leaders I have ever met.

Joe liked the design of our coaching process. He developed a list of key
stakeholders and called Bruce to validate his list. He decided to work with me.

Collecting Information

I conducted one-on-one confidential interviews with each of Joe’s pre-
selected stakeholders. Both colleagues and direct reports agreed that Joe was
brilliant, dedicated, hard working, high in integrity, great at achieving re-
sults, well-organized, and an amazing leader of people.

Joe’s peers felt that the company could benefit if he did a better job of
reaching out and forming partnerships with them. Some believed that Joe
and his team were so focused on achieving results for the Products division
that they hadn’t placed enough emphasis on building synergy and teamwork
across the entire Clarkson business.

Joe’s direct reports agreed that Joe, his team, and the company would
benefit if the Products team did a better job of reaching out across the com-
pany. They also wanted Joe to focus on making sure that everyone felt in-
cluded. Some mentioned that Joe was so focused on achieving his mission
that he could (unintentionally) leave out people or ideas that were not on his
radar screen.

All of the interview data was collected by topic, so that no individual
could be identified. After reviewing the summary report of the interviews
with Joe, he agreed that he wanted to work on “reaching out across the com-
pany and building partnerships with colleagues” as a personal goal. He also
expanded the goal to include his entire team.
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Joe also decided to work on “ensuring involvement and inclusion” with his
direct reports. Joe checked in with Bruce and both agreed that these were
worthwhile goals.

Involving Team Members

Our research on behavior change is clear. If leaders get feedback and follow-
up, and involve their coworkers in the change process, they get better. If
they don’t follow-up and involve their coworkers, they usually are not seen as
improving.

As part of the coaching process, Joe had one-on-one discussions with his
colleagues and direct reports about what he had learned. He thanked them
for their feedback, expressed gratitude for their involvement and positive
comments, openly discussed what he wanted to change, and asked them for
their input on how he could do a great job.

After the initial discussions with his direct reports, Joe made a minor
modification in one of his goals. He decided that his direct reports wanted
him to do a great job of “inclusion and validation.” The Products Division
was going through very turbulent times. Several of Joe’s team members
wanted to make sure that he was checking in with them and validating that
they were headed in the right direction during these changing times.

Although I always recommend that my coaching clients follow up with
their key stakeholders to get ongoing ideas for improvement, Joe came up with
a much better idea. He got his entire team involved! Not only did Joe pick key
colleagues to connect with on a regular basis, so did everyone on this team.
This expanded the benefit, reaching out far beyond anything that Joe could do
by himself. In fact Joe’s team established a matrix with ongoing process
checks to ensure that everyone was sticking with the plan. All members of
Joe’s team talked about whom they were contacting and what they were learn-
ing on a regular basis. They shared information with each other to help im-
prove cross-functional teamwork, synergy, and cooperation.

In the area of ensuring inclusion and validation with direct reports, Joe de-
veloped an amazing discipline. He would consistently ask, “Are there any
more ideas that we need to include?” and “Are there any more people that we
need to include?” at the end of each major topic change or meeting. This gave
everyone a chance to ref lect and made sure that everyone had the opportu-
nity to make a contribution.

Often in the meetings of high-level executive teams (like Joe’s), there is
an outer ring of people in attendance. These are people who may report to
team members and may be providing information on key topics that are going
to be discussed. Joe made sure that his team members were included in this



228 INTERNAL COACHING

outer ring. Equally important, he reached out to ensure that everyone from
that outer ring present at various meetings did not feel like outsiders or in-
terlopers. He did so by genuinely encouraging them to participate—and gen-
uinely taking into account their resulting feedback.

Over the course of the year, I had follow-up discussions with Joe’s direct
reports. Not only did Joe pick an area for personal improvement, each one of
his direct reports did as well. This way the process of change not only bene-
fited Joe; it benefited everyone.

A couple of his direct reports showed great maturity by telling Joe,
“When we started on this process, I was critical of you for not being inclu-
sive. In the last few months, you have been doing everything that you can do
to include people. You have asked me for my input on a regular basis. I have
to admit something. You weren’t the problem in the first place. Sometimes I
just wasn’t assertive enough to say what I was thinking. It was easier for me
to blame you than to take responsibility myself.”

A Year Later

At the end of the coaching assignment, I had the opportunity to interview
each of Joe’s 15 direct reports and his 10 colleagues from across the com-
pany. They were asked to rate his increased effectiveness on each item on a
“−5” to “+5” scale (with “0” indicating “no change”). Not surprisingly, his im-
provement scores were outstanding. 40 percent of all numerical responses
were a “+5” and over 85 percent were a “+3” or above. No individual had a
negative score on any item. I have seen hundreds of reports like this. These
scores were exceptionally positive.

In “reaching out across the company and building partnerships,” both his
direct reports and colleagues were extremely satisfied with his progress. They
commented on his ongoing dedication to being a great team player. They no-
ticed how he had gone out of his way in meetings, phone calls, and e-mails to
be a good partner.

In “ensuring that his team does a great job of reaching out and building
partnerships,” his scores were equally positive. Both groups commented on
the ongoing process that he put in place with his team. In fact, some of his
direct reports commented that their colleagues across the company had
also started becoming better team players. (It is much easier to be helpful
and supportive to other people, if they are trying to be helpful and sup-
portive to you!)

In “ensuring validation and inclusion,” his direct report scores were not
just positive; they were amazing! His 15 direct reports had over 100 positive
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comments and nothing negative to say. They almost all talked about the value
of his asking for input on an ongoing basis and his including everyone who
was involved in the decision.

Like many companies, Clarkson’s business was dramatically impacted by
September 11 and its aftermath. This was an extremely hard year for Joe, his
team, and his company. Many of his team members noted how easy it would
have been for Joe to lose it and not reach out to others during this tough
time. He had every excuse not to put in the time. They were amazed at his
ability to involve, inspire, and motivate people when times were so tough.
Some of the written comments were more than positive; they were moving.

Learning Points for Coaching

• The key variable in determining the success of coaching is not the coach;
it is the people being coached and their coworkers. Joe had greater chal-
lenges and problems than almost any of the people that I have coached.
In spite of this, he achieved outstanding results in building relationships
with his colleagues and being inclusive with his team. He didn’t get bet-
ter because I did anything special. In fact, I have put in much more time
with people who have achieved much less. He reinforced an important
lesson for me (as a coach)—only work with people who care!

As a person who is being coached, never put the responsibility for
your change on the coach. It is your life. Like a personal trainer, the
coach can help you get in shape. You are the one that has to do the work.

Not only was Joe a model of ongoing dedication and commitment, so
was his team. Every team member had a positive, can do attitude toward
improving teamwork across Clarkson. Joe’s positive results were not just
a ref lection of his efforts; they were a ref lection of this team’s efforts.

• True long-term change requires discipline over time and process man-
agement. One of the great misassumptions in leadership development is
“If they understand, they will do.” If this were true, everyone who un-
derstood that they were supposed to go on a healthy diet and work out
would be in shape. Every executive that I meet is smart. In terms of
behavior, they all understand what they should do. Joe did it!

Joe established an ongoing process and discipline and stuck with it.
He managed a process. He made sure that follow-up discussions were
scheduled. He had the discipline to ask, “Are there any people or ideas
that we need to include?” over and over again.

• By involving team members and key stakeholders, the value of the coach-
ing process can be increased exponentially. Not only did Joe get better,
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everyone around Joe got better! Joe’s entire team was involved in the
process. Everyone in his team reached out across the company to build
partnerships and increase synergy. Everyone on Joe’s team picked per-
sonal areas for improvement and focused on getting better. Many of the
members of Joe’s team began to implement the same process with their
own teams. In some cases, people across the company began reaching out
to Joe’s team in a much more collaborative way.

FIGURE 9.1 Coaching Checklist: Internal Coaching

Have you reviewed the benefits and costs of using internal
coaching?
Are the resources available to train the internal coaches?
Do the best candidates for coaches have the time to commit to a
coaching relationship?
Will the bosses of the coaches put the appropriate priority on the
coaches’ involvement in the initiative?
How are you going to deal with the question of confidentiality?
Do you have a plan to match the coaches with coachees?
Are you going to designate coaches or allow coachees to have an
option?
Establish the ground rules for the relationship.
Has the coachee agreed that the coaching engagement will be
treated as an opportunity or is the coachee reluctant? The more
reluctant the coachee, the more an external coach may be more
helpful.
Establish and agree on the steps in the process.
How is the coach going to get the information to correctly assess the
development needs of the coachee?
Is the coachee’s boss fully supportive of the initiative?
Is coaching being used as a substitute for dealing with a
performance problem?
Have you agreed on how frequently you will communicate with
each other?
How will the coach know when the end of the coaching relationship
is reached?
What will success look like?
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Joe was given a simple challenge to change his own behavior. Through
his effort at personal improvement, Joe ended up benefiting hundreds of
people across Clarkson.

• Internal HR coaches can use this process if:
—They have the time to do it. In many cases coaching is an add on for

HR professionals and they are just not given the time to do it right.
—They are seen as coaches, not judges. Clients may not open up to HR

professionals if they are later going to use what is being shared as
part of a performance appraisal.

—Their internal clients give them credibility. In some cases internal
people can say exactly the same thing as external coaches but not be
listened to.

• GE Capital did some wonderful research using this behavioral coach-
ing model with internal HR coaches.2 Their results were just as posi-
tive (if not more so) than the same research that we have done with
external coaches.

• Figure 9.1 on page 230 provides a simple but effective tool that you can
use when designing and implementing an internal coaching process.
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CHAPTER 10

�
The Leader as Coach

David Kepler and Frank T. Morgan

The opportunity to be a leader and coach occurs for everyone throughout
his or her life. Many times, people miss the opportunity. In this essay,

we will discuss why the leader-coach role is so critical in today’s organiza-
tion. To begin, Dave Kepler shares how a simple family experience in his life
provided the foundation for his philosophy on leadership and coaching.

Who Should Build the Car?

Several years ago, my young son and I enjoyed an experience in the Indian
Guides. It was time for the annual Pine Wood Derby. Each father and son
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team was sent home with a small block of wood, two steel rods and a set of
four plastic wheels. After careful planning, cutting, shaping, sanding, paint-
ing, and assembly, the teams returned to the next meeting with a racecar.

The objective was to create a car that rolled down a sloped track faster
than all the other cars made from identical kits. The only variables were the
shape and size of the car, and the careful placement of the axles and wheels.
A winning car must minimize friction and resistance, and maximize effect of
the car ’s only power source—gravity.

As the coach of our two-person team, I made sure my son understood
the assignment and the challenges we would face in building our racecar. I
outlined our strategy and lined up the resources (tools) we needed. As the
coach, I had two options: I could dictate how the car would be built and do
the work myself, or I could provide an appropriate level of input and coach-
ing while my son did the work. Fortunately, I chose the latter option.

In my mind I pictured a sleek, Indy-style racecar. My son, however, pic-
tured a “racing van.” So we built a van. In retrospect, it was more like a blue
brick on wheels, but it was my son’s creation, and he was proud of it and felt
a great sense of accomplishment. It even rolled reasonably straight. So off to
the races we went.

As soon as we entered the race, two things became clear. First, our van
was in trouble racing against all the sleek Indy-style race cars. Second,
many of the other fathers took a much more hands-on approach to building
their cars. Several of the pine wood models looked like concept cars 
from Detroit, with smooth, aerodynamic shapes and glistening lacquered
finishes.

The laws of physics were all too predictable. While our van had the other
cars beat in cargo space, it lacked considerably in speed and finished near
the end of the pack. Our first Pine Wood Derby experience was a failure.

Or was it? My son had the satisfaction of approaching a challenging as-
signment (a block of wood, two steel rods and four plastic wheels) and
emerging with a racing van. He had a structured learning experience of using
woodworking tools for cutting and sanding, and techniques for painting. He
also experienced first-hand how to evaluate performance and results to de-
termine the best approach to future challenges. And these valuable lessons
were capped off with a pleasant surprise.

After all the speedy winners received their trophies, my son’s van was
chosen as winner of the design class. Thankfully, the judges recognized the
creative design capability of a seven-year-old over the advanced engineering
prowess of the parents. We still have that van on display, after all these
years, as a symbol of the lessons learned. I sometimes wonder what lessons
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were learned by the sons on other teams whose fathers stepped beyond their
coaching role and built the cars themselves.

The Leader as Coach

A leader ’s primary function is to set the strategy and direction for the orga-
nization, and align the resources necessary to be successful. Of course, re-
sults and success are very important for any organization. If an organization
is to have a future, the leader must produce results and develop the organi-
zation’s assets—the most important of which is the performance capability
of its people.

Great leaders (and great organizations) view continued people development
as a high priority. Great organizations focus not just on results, but also on sus-
tainable success through people development. Recent research indicates that
people-centric firms have significantly higher financial returns when com-
pared with less people-oriented companies in the same industry.1

As outlined in Figure 10.1, effective leaders contribute to a people-centric
culture and thus inf luence employee satisfaction. Satisfied employees tend to
stay with an organization longer, and to work harder and more effectively. The
end result is better operational performance, higher levels of customer satis-
faction, and, ultimately, business success.

How do organizations develop people? That’s the role of the training de-
partment, right? Not really—training departments train, leaders develop.
One model of individual development (Figure 10.2 on page 236) shows that
structured learning experiences (e.g., organized training and education ef-
forts) are but one aspect of development. In fact, for most people, structured

FIGURE 10.1 The People Development Value Chain
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learning represents only 10 to 20 percent of their development experiences.
The vast majority (80 to 90 percent) of professional growth comes from on
the job experiences through completing challenging job assignments, being
accountable for measurable performance results, and receiving coaching and
mentoring from leadership.

As a coach, the leader is the touchstone for all the aspects of professional
development. The leader not only makes job assignments, he or she also sets
the direction for structured learning experiences and performance measure-
ments, gives feedback, and provides the individual mentoring that is often
the critical ingredient in developing an individual.

The role of a coach in business and in sports is very similar. For example, a
sports coach determines the overall strategy for the team; aligns the resources
(chooses the players); assists with key decisions in the game; and works with
individual players to develop their personal skills, attitude, and approach.

FIGURE 10.2 The Sources of Professional Growth
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Likewise, the business coach determines the overall strategy; aligns the
resources (in this case, both people and finances); assists with key deci-
sions; and works with individuals to develop their personal skills, attitude
and approach.

One additional challenge for business coaches, however, is that their role
is not as clearly defined. Trailing by one point in the NBA finals with two
seconds left on the clock, Pistons coach Larry Brown will likely design the
in-bounds play and decide who takes the final shot. But he will never come
off the bench and take the final shot himself.

In other words, a business leader is more of a player-coach. Business
coaches must provide the strategy, align the resources, and provide individ-
ual development. But business coaches have the option to jump into the
game. In business, the leader-coach can choose to take the final shot.

Most business leaders are promoted through the ranks. They are first rec-
ognized as effective doers. They are promoted to be managers and closely di-
rect the work of others. Then, some evolve into a leadership position in
which they must direct and inf luence business outcomes without being as in-
timately involved. Unfortunately, many leaders have a hard time evolving
their role along with their responsibilities.

In business, a leader-coach faces a daily decision process to balance:

• Results versus Development
• Motivation versus Critical Assessment
• Being an Evaluator versus a Being a Developer
• Risks versus Learning Opportunities
• Delegation versus Direction versus Doing

These decisions have significant consequences. For example, a business
coach who jumps in to take control of a given situation might have a positive
impact on short-term results—while negatively impacting team development
and long-term success.

Returning to the Pine Wood Derby metaphor, if Dave had dictated that
his son build an Indy-style racecar, and taken a more hands-on approach to
its construction, they certainly would have built a faster, more competitive
car. But Dave’s son would have lost out on some of the personal accomplish-
ment from completing the assignment himself.

Dave’s son would have lost out by not learning how to use woodworking
tools. And he might have missed the design award won by his unique 
van. The long-term success of the team (Dave and his son) would definitely
have suffered if Dave had focused on short-term objectives and built the
car himself.
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Leaders are doers, working alongside the individuals they lead. The
player-coach in business must exercise judgment to determine the trade-offs
between long-term, short-term, and immediate results versus development
opportunities. Leaders need to have the judgment to know how and when to
bring their skills and knowledge to task to support the individuals working
with them and the organization they all serve.

Effective Coaching: Challenging Assignments

Individuals need challenging assignments to continue growing and developing.
As a coach, how do you determine when and how to delegate an assignment?
How do you balance the need to deliver business success with the need to pro-
vide employees with f lexibility and the opportunity to learn through experi-
ence? Certainly, a risk-reward tradeoff enters into every decision.

There was little risk involved in encouraging Dave’s son to design and
build his own Pine Wood Derby car. Suppose the task had been purchasing
his first real car as a 16-year old? With the stakes being his personal safety
and significant financial consequences, Dave would have taken a much
stronger role as a coach.

When approaching challenging assignments in an organization, the leader-
coach must be able to evaluate the potential positive and negative impacts of
the assignment. A coach must judge the abilities of their individual team
members, and decide who is best suited and ready for a particular assignment.
And, finally, a coach must decide how much of his or her personal involvement
is required. Allowing employees greater freedom on the smaller tasks can bet-
ter develop their decision-making skills and self-confidence to handle the big-
ger assignments that will arise.

The more a given assignment is beyond an employee’s past experiences,
training, and skills, the more a leader will need to be involved in coaching and
support. When an assignment requires changes, resources, or commitment of
others beyond the individual responsible, the coach may need to be more en-
gaged. Certainly, the attitude and approach of the individual will dictate how
much the coach is involved. Some people inherently have a higher tolerance
for frustration, ambiguity, and problem solving, and thus need less coaching.

A common failure by coaches is not recognizing the differences in individ-
ual needs and thus approaching all situations in the same way. Inevitably, this
mistake leaves some people undersupported and frustrated, and can lead to
failure. At the same time, overcoaching individuals who don’t need it leaves
them discouraged, unchallenged, and underdeveloped. The ability to recog-
nize and provide the appropriate amount of coaching is a hallmark of an ef-
fective leader.
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Finally, although delegation is key, not all leaders have developed habits
that foster success. In each situation, the leader should consider:

• Is the assignment understood?
• Can you measure the results?
• Does the individual understand and accept his or her role in implement-

ing the assignment?
• Is there a deadline?
• Have key issues been evaluated and addressed?
• Are all necessary resources available?
• Do I, as a leader-coach, understand and accept my role in supporting

the individual implementing the assignment?

Effective Coaching: Structured Learning

As addressed earlier in this chapter, the majority of individual development
occurs through on-the-job experiences, but structured learning is an impor-
tant piece of the puzzle as well.

Most people have access to structured learning opportunities through the
organization they work for, or through private and public training and educa-
tion organizations. Learning opportunities may be focused on specific skill
sets required in a current job, on expanding existing skills into a broader role
for the individual, or even on developing new skills to prepare for a job or ca-
reer change.

What role should a leader-coach play in structured learning? The most ob-
vious role is for the leader to strongly support and encourage continued
learning. A leader who focuses on his or her own professional growth and en-
courages growth in others will foster a team that values learning and devel-
opment. Coaches often help decide who on their team should participate in
structured learning programs, what learning is required, and at what stage of
their career they should participate.

Perhaps a subtler, but more important role for the coach, is helping the in-
dividual properly apply their structured learning experience to the real-
world situations they will face. The closer the structural learning is to the
assignment, the higher the employee’s knowledge and skill retention. “Train-
ing on the job” and “on the job training” are both important, and they are
most effective when used together.

As his son’s Pine Wood Derby coach, Dave encouraged him to learn how
to build the car, helped determine which skills were required (e.g., using a
saw to shape the car or painting the finished piece), and took the time to
teach him these skills. But more important, Dave explained to him the 
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impact these skills had on the finished car. And since that time, Dave has
helped him expand, develop, and apply these same basic skills to other, more
advanced projects.

Ultimately, each individual employee must take responsibility for his or
her own professional development. But leaders have a responsibility to sup-
port employee development, provide ongoing feedback and coaching, and en-
sure that employees develop some plan for their own growth.

Although many organizations have a formal employee development plan-
ning process, an effective leader-coach can support their team members by:

• Encouraging self-evaluation to determine the career aspirations of
each individual. It helps to understand your destination before you
begin the journey.

• Providing feedback on their specific strengths and weaknesses, partic-
ularly any gaps that may exist in skill sets required for them to follow
their preferred path.

• Defining and documenting a plan to fill the gaps or develop the skills
they will need to succeed. Coaches can play a critical role in helping
employees uncover the best learning opportunities and helping apply
them to the needs of both their individual career and the success of
the business.

• Making sure the plan is implemented and evaluated, and that it is de-
veloped and expanded in the future.

Effective Coaching: Performance and Results

Ultimately, the development of employees is dictated by how they evaluate
their own performance, and how it is evaluated by the organization. Employ-
ees who monitor and adjust their activities, and capitalize on learning oppor-
tunities to address performance successes and failures, will have the best
long-term growth.

Here again, the leader-coach plays a critical role. A coach’s feedback should
be timely, specific, and as positive as possible. Input should focus on compe-
tencies (how the job was done) and on performance toward goals (what was ac-
complished). By providing ongoing input, and dealing quickly and directly with
any issues that may arise, the coach develops a stronger relationship with the
employee and prevents minor incidents from becoming significant problems.
Ideally, both will view their relationship as a partnership to develop the em-
ployee’s career and professional growth.



THE LEADER AS COACH 241

Returning one last time to the Pine Wood Derby story, the results might
seem obvious on the surface. Digging deeper, it’s the relationship and part-
nership that emerged as the greatest success.

Naturally, Dave’s son was thrilled to have won his first trophy. Perhaps
more important, however, was the satisfaction he got from seeing Dave’s
pride in his accomplishment. This combination of recognition by his peers
and the joy his coach took in his success gave him confidence to undertake
other challenges in the future.

When a leader-coach provides a team member with feedback and evalua-
tion, heor she fosters a strong relationship of growth and development. Feed-
back works best when it is specific, directed at behavior, and not criticizing
the person. For example, instead of saying “that was a good meeting,” this
feedback can be more effective if directed toward the behavior that helped
produce the favorable result: “You did a great job preparing the agenda, and
that made for a productive meeting.” Giving sincere, specific feedback like
this not only helps individuals develop, it helps cultivate relationships. And,
strong coaching relationships between a number of leaders and team mem-
bers throughout an organization foster a people-centric culture that, in turn,
breeds sustainable success.

Conclusion: Learning for Leaders

The fundamentals of leadership and coaching, in sports, business, and life
have remained largely unchanged. But how the rules are applied has changed
dramatically.

For example, in business, we have evolved from the command and control
pyramid structures of decades ago to f latter organizations made up of em-
powered teams. Today, business coaches must be f lexible, use good judg-
ment, and strive for a solid partnership with their team members, based on
common goals for the individual and for the business.

Business cycles are shorter, and the amplitudes greater, so leaders them-
selves must be lifelong learners, constantly evaluating how their own roles
evolve as the world and their organization change.

More than ever, it’s critical for business leaders to lead by example. Can
you expect your team members to place high value on their own growth and
development if you ignore your own? Will your team members be willing
to take reasonable chances and try new opportunities if you criticize their
every “failure?” Will team members learn to make their own decisions if you
dictate their every move?
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On the other hand, if you provide your team with challenging job assign-
ments, support their structured learning opportunities and recognize
their accomplishments toward specific performance results, you’ll find your
coaching job gets easier and the success of your organization more sustain-
able well into the future. Figure 10.3 provides a valuable tool for leaders
acting as coaches.

And remember, sometimes it’s okay for your team to build a racing van.

FIGURE 10.3 Coaching Checklist: The Leader as Coach

How much weighting does the organization put on developing its
people resources versus getting the financial results?
Has the leader received appropriate training on his/her leadership
skills?
Is the leader committed to achieving the maximum potential out
of his/her people?
Does the leader have a plan for allocating the time for coaching?
Does the leader enjoy coaching?
Does the leader have the discipline to maintain an ongoing
relationship or does he/she tend to only deal with “highs” or “lows?”
Does the leader like to find fault or opportunity in the actions of
others?
Can the leader adjust his/her style to coach when appropriate and
deal with performance issues when appropriate?
Is the leader competitive or collaborative in completing tasks?
Can the leader divide assignments into manageable portions to
allow for maximum learning?
Can the leader coach both individuals and teams?
Does the leader have a good follow-up system?
Does the leader recognize the importance of continuous growth in
keeping motivated?
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CHAPTER 11

�
Is Coaching Worth the

Money? Assessing the ROI of
Executive Coaching

Any person looking at the value of executive coaching must bear in mind
that its practices are changing alongside broader business practices.

Since the recession of 2001, much conventional business wisdom has be-
come open for reexamination. The cult of the strong, forceful leader, for in-
stance, has been replaced by a more humble model. At such a turning point,
we need to examine not only how coaching has worked in the past but
where it is headed in the future. This does not give us a reason to avoid ex-
ploring coaching best practices and ROI, but it does provide a caution that
we are unlikely to reach any final answers in the near term. As Fredrick 
Reicheld recently commented, the careful study of business is a relatively
new thing. We write this book at the beginning of the study of executive ef-
fectiveness—not at the end. The coaches represented in this book are 
pioneers. It is only in the decades ahead that we will come to a full under-
standing of the ground that they cover. Some would see this as daunting.
We see it as exciting.

What Is the Business Impact of Executive Coaching?

We know that executive coaching is increasingly popular. On its own, this fact
would tend to argue for its value—companies don’t have a habit of throwing
away money and those that do rarely live to throw it away for long. Still, there
are nagging concerns about just how much coaching adds back to the bottom
line. To borrow an argument from the Nobel Prize-winning economist Robert
Solow, there is a fundamental difference in the return on investment in, say, a
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new factory and a new recreation room.1 Both, technically, may contribute to
increased productivity. One does so rather more directly.

Which is coaching? Is it more like investing in the new factory—invest-
ment that makes a direct and measurable impact on financial performance?
Or is it more like buying the new rec room—helping the bottom line because
happy employees tend to be productive employees? The answer has every-
thing to do with how coaching is done. The available evidence suggests that
many companies are investing heavily in coaching hoping to get the first kind
of return (the factory) and actually getting the second (the new rec room).
In this section, we will examine some of the research done over the last few
years that helps to clarify how companies can get the most economic impact
from their investment in coaching.

First, we need to look at what research has been done and separate the
wheat from the chaff. Ten minutes on the Internet will prove that there is no
shortage of what calls itself research on coaching. To be charitable, most of
this material is not useful. Anecdotal stories of individuals who found greater
effectiveness through their relationship with a coach, or elaborate case stud-
ies of coaching effectiveness told from the standpoint of the coach don’t ad-
vance our understanding of the root effectiveness of coaching as a practice.
What we need are careful quantitative studies of actual coaching engage-
ments. We want to ensure that we are measuring the effectiveness of coach-
ing and not of some other learning experience that might be going on while
coaching is underway. We need a better sense of the periods in an execu-
tive’s life when coaching is most beneficial. And we want to determine the
relationship between what might be called customer satisfaction, and actual
performance improvement.

How do we determine that it is coaching that is leading to performance
improvement, and not some other activity, experience, or pressure? Particu-
larly in situations where coaching is encouraged on an executive either by his
or her superiors or by some broader part of the organization, we need to
make sure that it is the coaching that is helping the executive improve, and
not just his or her awareness of the expectation of change. Put on the spot,
most executives are intelligent enough to temporarily change their perfor-
mance in desired ways. What is less certain is that this forced change leads to
permanent behavioral change. One of the claims made by effective coaches
is that the coachee is learning new habits—that is, that the points of discus-
sion and the lessons learned will be lasting. Good research allows us to zero
in on the impact of coaching—and coaching alone—an important question
for determining the return on investment.

Second, good research will reveal quite a bit about the timing of effective
coaching. In coaching, as in life, timing is everything. Three questions are
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important in this regard. What is the best time to expose an executive to
coaching? Are there windows in an executive’s career when the organization
would be earning better ROI than at others? Finally, are there unique peri-
ods when coaching is unlikely to be productive? These questions can only be
answered by carefully studying how coaching works in large numbers of cases
across a variety of companies.

Related to this is the question of performance improvement lag. Brief ly
stated, lag has to do with the amount of time that passes between the coach-
ing event and the performance improvement. Adult education tends to have
quite a bit of lag built into it. After learning something, adults tend to digest
it—to make it their own and put it into practice in their own environments.
The actual performance impact of a useful developmental experience, then,
will likely start off low, gradually climb and then diminish as the executive
wrings the lasting benefit from that experience. Well-conducted research on
coaching will give a better sense for what these lags might be and how we
can design our coaching interventions to impact our organizations as much
as possible.

Finally, good research will allow us to differentiate between improved ef-
fectiveness as an outcome of coaching and mere customer satisfaction.
Think, for a moment, about our above example of the recreation room. If
asked, employees may say that their satisfaction is enhanced by a new recre-
ation room. They may even report that they are more productive as a result
of increased relaxation, happiness, or other related factors. In the end, how-
ever, it is not their own conclusions that are definitive, but actual hard data
showing an increase in productivity. Stated bluntly, people can be wrong
about how much more effective they are becoming. If people were able to
accurately assess and remedy their own performance, there would be less
need for executive coaching. In other words, determining whether or not ex-
ecutives are happy with their coach is not the same thing as carefully meas-
uring the improvement each executive achieves as a result of coaching.
Executive satisfaction will tend to measure, among other things, how well
the coach and executive get along. At best, questioning the coachee will ob-
tain his or her self-evaluation of increased effectiveness. We shouldn’t lose
sight of the fact that this runs the risk of significant bias. Good quality re-
search will keep this fact in mind.

What’s Out There Now: Early Research on the
Value of Coaching

What would quality research look like, and does it exist now? To answer the
first question, we should make a list of the qualities that the best research
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would have. Once we have such a list, it will be much easier to evaluate what’s
out there.

First, we are looking for efforts to measure the exact impact of coaching
in a relatively large sample. The larger the sample, the more confident we
can be that we are measuring actual effectiveness, as opposed to something
that might be happening for local reasons. We also become more confident
that best practices work from company to company.

Second, we’d love to find research where participants are selected ran-
domly. This is important because it will help us avoid something called selec-
tion bias. Selection bias occurs when individuals are selected for possessing
some initial quality or attribute; inevitably, subsequent measurement efforts
pick up this quality or attribute. An example might be selecting a company’s
high potentials, for coaching and then comparing them after coaching with
employees not on the high potential list. Understandably, you’ll never be sure
whether you are measuring the effect of the coaching or the fact that they
were already high potentials. Selection biases can be very subtle but can have
dramatic effects. The most well-known statistical example concerns a head-
line from the 1948 presidential race. On Election Day, the Chicago Tribune
famously printed the mistaken headline “Dewey Defeats Truman,” despite
the fact that Truman had actually won the race. What happened? The Tri-
bune relied on a poll in which participants were drawn from Department of
Motor Vehicle records. In 1948, however, people who owned cars were a bit
wealthier than the average American. The poll sampled these slightly wealth-
ier individuals, who voted for Dewey slightly more than the actual rates in the
population. Because the sample had selection bias, the results were useless—
and quite embarrassing for the Chicago Tribune.

There are many contexts where true random sampling is difficult or impos-
sible to achieve. In a coaching setting, randomness is unlikely to make sense.
You give coaching to people who need it and avoid it for people who do not. Al-
though it is true that the expense of coaching as a practice makes random sam-
pling less feasible, we should look to cases where researchers have done what
they can to avoid selection bias. At a minimum, what we would hope for is some
comparison between a group of managers subject to executive coaching and
those who weren’t. We’d want these two groups (those selected for coaching
and those not) to be as similar as possible in terms of rank and context. We’d
then want to define what we mean by coaching as clearly as possible—making
it easier to figure out what exactly was working if we find any effect. Is there
research out there that meets these demanding standards? Some.

We chose to look at one study that is representative of good early research
on the subject. It appeared in the journal Personnel Psychology in the spring of
2003. In this study, the authors looked at the effectiveness of 360-degree
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feedback when participants met with a coach versus the effectiveness of the
360-degree feedback alone.2 The authors found that individuals who met
with a coach to discuss their feedback and their action plan were more likely
to set specific goals and achieve them in the year ahead. What is good about
this research is its specificity. At the end of reading it, we know what has and
what has not been demonstrated, and thus, what does and does not work.
Other research that would fit this bill includes such work as:

• Gerald Olivero, Denise K. Bane and Richard E. Kopelman, “Executive
Coaching as a Transfer of Training Tool: Effects on Productivity in a
Public Agency” that appeared in Public Personnel Management, vol. 26,
no. 4 (1997), pp. 461–469.

Summary: Describes the advantages of one-on-one executive coach-
ing in positively inf luencing transfer of training. Examines the effects
of executive coaching in a local government agency. Thirty-one man-
agers took a management development program, followed by eight
weeks of one-on-one executive coaching. The study finds that training
increased managerial productivity by 22.4 percent, while coaching in-
creased productivity by 88 percent.

• Andrea D. Ellinger, “Antecedents and Consequences of Coaching Be-
havior,” Performance Improvement Quarterly, vol. 12, no. 4 (1999),
pp. 45–70.

Summary: Discusses the use of coaching to facilitate the develop-
ment of learning organizations. Presents the results of a study to deter-
mine the outcomes of coaching interventions. Finds that managers’
commitment to coaching can impact employee, manager, and organiza-
tional performance.

• Carol Patton, “Rating the Returns,” Human Resource Executive, vol. 15,
no. 5 (April 2001), pp. 40–43.

Summary: Outlines a nine-step ROI process that determines the
value of executive coaching. Claims that this process must be applied
consistently through the organization. Includes a list of measurement
tools and important ROI measurements.

What we see when we look at this research is a fairly compelling case for
the cost effectiveness of executive coaching. We would add that this effective-
ness can be enhanced if a number of careful steps are followed. First, the
coaching should be as specific as possible in terms of its goals. This doesn’t
rule out what we would call opportunism—cases where we find something
worth working on in the course of our engagement—but it does help to have a
specific set of goals agreed to early on in the engagement. Second, there
should be some sort of agreement about what will count as meeting those



250 THE COACHING ALMANAC

goals. If the executive has a problem motivating team members, an agreement
should be reached prior to the engagement about how a change in this skill will
be measured. This system of measurement need not always be quantitative.
Some of the best coaches rely far more on interview-based feedback. What is
important is that this agreement be reached before the engagement begins.
Otherwise, there will be the temptation to define success based on where you
end up rather than on where you wanted to go. Third, getting to know your
coach as well as you can before an engagement is a good idea. Ask questions.
Talk about results. Evaluate the decision to hire a coach as carefully as the de-
cision to buy a piece of major equipment. Do you know the brand? Do you
need the features, and do they fit in with other aspects of your business?

The sheer diversity of coaching research tells us where we are in the de-
velopmental phase of the industry. Like the automobile industry in the early
twentieth century, we are in a situation where the need for the product has
become clear, but where the exact form that product will take is still very
much under development. What is important in this development phase is re-
liability of the product and reputability of the person or company providing
the service. In the next 20 years, we will see a consolidation of the coaching
field around accepted best practices and a further refinement of the research
studying coaching. For now, the best advice for those who would seek coach-
ing is to know your practitioners; evaluate his or her reputations; and have de-
tailed conversations about expectations before the engagement begins.

Conclusions and Recommendations

What becomes clear when we look carefully at the existing research is that
asking the question “Is coaching worth the money?” is like asking the ques-
tion “Is training worth the money?” The question itself is too broad. Unless
you know quite a bit about the proposed intervention—what are its specific
goals? who will do the training? how will the success of the training be mea-
sured?—you will not know enough to answer the ROI question. Coaching
can be worth the money, but the consumer must purchase wisely. The two
best reasons that coaching can be worth the money have to do with (1) the
disproportionate inf luence exerted by executives and (2) the increased effec-
tiveness of one-on-one training.

The Disproportionate Inf luence of the Executive

Many studies of coaching ROI assume what we are calling the disproportion-
ate inf luence exerted by executives. The argument goes something like this:
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John Smith, executive, controls the fate of a company that generates $5 bil-
lion annually. A 1 percent improvement of his effectiveness, it is suggested,
will translate into a $50 million dollar savings for the company. Even if the
rate of return is less (or even far less) than the estimated $50 million, the
savings would still be substantial—and worth it for the organization. Small
increases in executive effectiveness are able to have large effects on organi-
zational performance. This makes executive coaching appealing because a
little effort can have a large impact. Although it’s probably a good idea to be
cautious about the wilder claims made on the basis of this assumption (it’s
not uncommon to see a 100 to 1 return on investment claimed for coaching),
there is certainly something to this rationale.

Two suggestions are important here for getting the most bang for the buck.
First, coaching should have a discernable effect on business-critical skills. If
the executive is regarded as too abrasive, for example, the net result of the
coaching should be a reduction in the perception of abrasiveness on the part
of the people with whom the executive works. If the issue is an unwillingness
to engage in conf lict, colleagues, superiors, and subordinates should regard the
executive as better able to engage in effective conf lict at the end of the coach-
ing engagement. If all of this sounds very obvious, it is. Nonetheless, most
coaching engagements are not structured so clearly. Accordingly, even though
the executive has an enormous amount of inf luence, the coaching engagement
often becomes too watered down to have concrete business impact, and thus
any appreciable ROI. As many of the coaches in this volume will tell you, one
key way to enhance return on investment is specific and prearranged goals and
a way of measuring whether or not those goals have been accomplished. This
can take the form of a written action plan with specific follow-up, or it can
take the form of an agreement between the coach and the executive to find
some way of measuring progress.

Second, coaches and executives alike should be aware of what could be
called nonlinear skills or attributes. A nonlinear skill or attribute is one where
one of two things is true: either a small change will have a dramatic effect on
the effectiveness of the executive, or a large change will have a negligible ef-
fect on the effectiveness of the executive. The first case is called an ampli-
fier, where a small amount of improvement facilitated by the coach has a
large effect on performance. The second is called a damper where a coach
can work and work and not make much of a mark on the effectiveness of the
executive.

Coaches and executives should be on the lookout for these amplifiers. A
good example of this is some engagements we have seen that have centered
on effective conf lict management. Because conf lict is, in most cases,
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somewhat rare, and because most people have a negative emotional response
to conf lict, small improvements regarding conf lict management skills tend to
result in large changes in perceptions of effectiveness. Indeed, too much
change and the perception of the executive’s effectiveness can go down—we
start running into concerns about assertiveness. Amplifiers help to achieve
good ROI because they are cases where a little bit of work by the coach and
the executive result in quite a bit of perceived improvement.

Dampers, on the other hand, are pitfalls to be avoided. These are skills or
attributes in which large amounts of work can be invested, and actual change
is achieved, but there is little perception of increased effectiveness. A good
example of this might be work we have seen in increasing the organization
skills of an executive. Even relatively large shifts in an executive’s ability to
be organized are often not noticed by his or her peers or superiors. This is
true for a number of reasons. First, it is assumed that executives are going to
be organized to at least a certain level. Below this level, even improved per-
formance is unlikely to earn much credit. Second, the skill is often seen as
cost-effectively delegated. If a coaching engagement will cost more than
other solutions that are more likely to lead to effectiveness, such as delegating
more authority to an office manager, then coaching won’t make a great deal of
sense. Self-esteem probably works like a damper as well—it takes quite a bit
of increased self-esteem to make a noticeable impact on others. This has led
many of our authors to be wary of deeper psychological issues. They are more
likely to require large amounts of work for what may well be only small im-
provements. This is not an argument against an executive working through
these issues. It is an argument that says that a coach might not be the person
who can help most effectively.

The Effectiveness of One-on-One Training

Second, much of the research seems to assume that executive coaching
works as a form of one-on-one training. The claim goes something like this:
since we know that training in a group setting works, and since executives
tend to be too busy to participate in group training, one-on-one training
(which we’ll call coaching), will work as well. This makes sense. Just as a one-
on-one session with a teacher is likely to get certain concepts and practices
across, so too the one-on-one relationship established as part of the coaching
process is an effective way to impart new practices and ideas.

A couple of guidelines are important here. First, we have to be careful to
include enough people in the coaching process to get the advantages of both
the classroom and the one-on-one session. Many who have experience in
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group educational settings can tell you that some of the most valuable lessons
come not from the teacher, but from the other students in the class. This un-
expected benefit often comes from the quiet members of the class—the
one’s you’d least expect to provide a frame-changing comment. Coaching can
be similar. We need to make sure to include enough input to allow for sur-
prises, both for ourselves as coaches and for the executive. This is a good ar-
gument for the inclusion of interviews in at least some component of the
coaching process.

FIGURE 11.1 Coaching Checklist: Enhancing ROI

As an organization, are you committed to coaching as a process
rather than just an event?
Is the coachee‘s immediate supervisor committed to the coaching
process?
What are the types of changes that you hope will result?
Have you established internal measurements to identify when you
have achieved success?
Do you have benchmarks on those measures to identify the
baseline?
Do you have a control group identified?
Are you using the right period of time to properly achieve the
results you are looking for (at least 18 to 24 months)?
Have you considered indirect measures such as employee
satisfaction or turnover?
Are you measuring the coach on the results that the coach achieves
or the time that the coach spends?
Have you ensured that one of the measurements is perceived
improvement, as viewed by those who work with the coachee on a
frequent basis?
Based on everything that you know about the coachee, is there a
reasonable probability that the coachee will change?
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Second, we need to be a bit careful about the fundamental differences be-
tween training and coaching. Training assumes a lesson in place and ready to
go. It assumes that there will be a more or less effective reception of this les-
son and an application after the fact. Coaching often works differently. The
coach works to facilitate progress in a number of areas, but it is the experience
of the executive that serves as the foundation for any lessons learned. The
coach needs to walk a thin line between too little and too much structure—
between adding value and turning the coaching discussion into a monologue.
Good coaches have great skill at walking this delicate line.

Conclusion

A brief look at the quality research available on the ROI of coaching gives us
grounds to be optimistic. Measuring impact remains an underexplored issue;
and yet there are solid reasons that coaching can make a significant impact on
the bottom line of our organizations. Despite the significant cost associated
with executive coaching, such costs can be carefully and wisely managed to
the benefit of all concerned. Coaching is a good way to improve individual ex-
ecutive effectiveness. When planned and executed well, it will likely lead to
more effective organizations.

Figure 11.1 on page 253 provides a useful coaching tool for enhancing ROI.
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CHAPTER 12

�
Interpretative Data:
What’s Shaping the

Coaching Marketplace

In launching a survey through Linkage, our goal was to obtain important in-
formation on coaching trends. We wanted to report on what’s completely new

in the field, not merely on changes in techniques, tools, and methods. We also
wanted to learn more about focus; for example, where are organizations invest-
ing in coaching? We segmented our questions into internal coaches (employees
providing coaching) and external coaches (outside consultants supplying
coaching services to organizations). We asked about evaluation, measurement,
and assessment, hoping to determine how analysis was taking place.

We also applied qualitative methods in our survey. Every day, Linkage
discusses coaching trends with internal /external coaches all over the world.
These data are included in our summarization.

We believe that over time, as this data is collected on an annual basis, it
will provide valuable information to those inside companies who are making
decisions based on benchmarks; and also be of great service to external
coaches who study the market in order to better meet organizations’ needs.

This chapter is meant to summarize important data that we collected
from the Linkage Best Practices in Coaching Survey. The survey was sent to
thousands of organizations around the world, representing industries of all
sizes, including those in government services, nonprofits, and associates.
Over 235 surveys were completed, assuring us a stratified random sample
that represented organizations with fewer than 100 employees up to those
with more than 20,000 employees. For the most part, the largest representa-
tive groups included those employee-based company respondents with 1,000
to 5,000 employees and those with more than 20,000 employees. The latter
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group accounted for approximately 37 percent of the total number of survey
respondents.

About the Sample Group

There were 19 countries represented in the survey data. The United States,
Canada, and Mexico accounted for 74 percent of the survey respondents,
Europe was the second largest respondee group, followed by Asia, represent-
ing a little less than 5 percent.

We surveyed organizations from virtually all sectors, representing a wide
range of industries, as well as government organizations and nonprofits.

The following is a list of those industries that comprise more than 1 per-
cent of the sample:

• Academic/Educational
• Aerospace/Defense
• Arts/Entertainment /Recreation
• Automotive
• Banking/Finance
• Communications/Information Technology
• Retail
• Constructing
• Mining/Oil /Gas
• Manufacturing
• Government Agencies/Public Administration/Nonprofit
• Health care/Pharmaceutical
• Engineering
• Transportation
• Agriculture

The Data

Our analysis of the quantitative data follows. After each question, interpre-
tive comments and perspective are added:

1. In which of the following areas does your organization currently use
coaching?

Respondents indicated that they most frequently use coaching
for developing leaders when they are facing specific instances of ca-
reer/life transition, making organizational change, or determining
strategy.
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Analysis and Discussion: Our conclusions from this survey ques-
tion and our qualitative data are that organizations use coaching most
frequently for developing leaders. Our other leadership surveys also
indicate that leadership development is a primary focus of organiza-
tions’ development efforts. Surprisingly, organizational development
and change scored higher than our expectations.

2. Where do you see your organization’s most significant coaching needs
for this year?
Here are the top five in rank order:
1. Leadership coaching for behavioral change
2. Career transition/succession coaching
3. Performance and development
4. Communications and interpersonal skills
5. Lower-tier employee coaching

Analysis and Discussion: No surprise here, as the top five ranking
came in as expected.

3. How does your organization currently use coaching?
The top six ranked uses for coaching within organizations are as

follows:
1. Enhancing current performance
2. Correcting performance issues
3. Team building (tied)
3. Change management (tied)
5. Succession management
6. Ensuring the success of new executives

Analysis and Discussion: It was most interesting to note that en-
hancing current performance was noted by 78.3 percent of survey re-
spondents, whereas correcting performance was at 71.3 percent; team
building and change management 45 percent, succession management
37 percent, and ensuring success of the new executive 32 percent.
Respondents strongly indicate that the issues confronting those who
manage coaching within organizations are strongly weighted toward
enhancing and correcting performance. We believe there is a big
missed opportunity for ensuring the success of the new executive,
which scored only 32.3 percent. We also believe that, as organizations
begin to see the benefits of coaching for new executives, this type of
coaching will increase significantly in the years to come.
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4. Why do you choose coaching over other methods?
The responses in rank order: 
1. Customized application
2. Flexibility/timeliness
3. Outside perspective/objectivity
4. Personal privacy
5. Subject expertise
6. Expense
7. Minimizing company liability

Analysis and Discussion: It is not surprising that survey respon-
dents rated expense low, since coaching is more costly than other
methods. There is an obvious and increasing clarity expressed by our
analysts that coaching is a preferred developmental method because
an organization can customize a specific intervention with explicitly
designed behavioral objectives.

5. How do you characterize the effectiveness of past coaching interven-
tions at your organization?

Seventy-five percent of survey respondents rate the effectiveness of
coaching as a 3 or better on a scale of 1 to 5, with 5 being very effective
and 1 not effective. Only 15 percent of respondents rate coaching as a
1 or a 2.

Analysis and Discussion: Unfortunately, 15.8 percent rate past
coaching interventions not at all effective or hardly at all effective.
The good news is that the majority consider it to be somewhat effec-
tive or very effective. We interpret this data to indicate that overall
there is high degree of satisfaction with past coaching interventions
with room for improvement.

6. How many years has your organization been using internal coaches?
Of the total group, 9 percent indicated that they had been using

internal coaching for less than 2 years; fewer than 2 percent for less
than 1 year, while 55 percent of respondents have been using coach-
ing for between 3 and 20 years.

Analysis and Discussion: It’s clear that internal coaches have been
in place for many years in most organizations. In fact, the majority of
organizations in our survey indicate that coaching has been institu-
tionalized in their organization. We also interpret from our data that a
certain percentage—perhaps as high 33 percent—have not institu-
tionalized an internal coaching process.
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7. How many years has your organization been using external coaches?
The majority of respondents report they have been using external

coaches for less than 10 years. It is interesting to note that approxi-
mately 12 percent have institutionalized external coaches during the
last 2 years.

Analysis and Discussion: We believe that external coaching is
growing at a stable rate. At the same time, more than 40 percent of
the organizations in the survey have not institutionalized an external
coaching program.

8. Has your organization’s use of coaching increased for external coaches?
In those organizations that use external coaches, 57 percent sug-

gest that they’re using coaches at an increasing rate. Moreover, we es-
timate that the organizations using external coaches will increase 27
percent per year on a going forward basis.

9. Has your organization’s use of coaching decreased for external coaches?
Respondents indicated that use is decreasing in less than 10 per-

cent of those who are currently using internal coaching.
10. Has your organization’s use of coaching increased for internal coaches?

Internal coaching is growing at about the same rate as external
coaching or decreasing at about the same rate as external coachings.

11. What percentage of your organization’s coaching needs is met inter-
nally versus externally?

Of those surveyed, approximately 75 percent go outside only 28
percent of the time to meet their coaching needs, while 22 percent go
outside slightly more than 50 percent of the time, and 13 percent
go outside less than 25 percent of the time.

Analysis and Discussion: This data suggests that many organiza-
tions are attempting to answer most of their coaching needs through
internal coaching. This is understandable given the nature and vol-
ume of coaching that has increased over the last 5 to 10 years. Com-
panies may also be investing in building skills for coaches to handle
the growing needs for trained coaches.

12. Which management levels in your organization currently receive
coaching?

Lower leadership—53 percent
Middle leadership—31 percent
Senior leadership—52 percent
Executive leadership—64 percent
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Analysis and Discussion: It was clear in this data that the major in-
vestments are being expanded. Executive and senior leaders receive
coaching twice as much as middle leadership. It is very interesting to
note, however, that lower level leaders (i.e., entry level) receive
coaching 53.6 percent of the time. One could look at this data and
infer that middle management gets the least amount of coaching. One
would have to wonder whether this is a big opportunity for organiza-
tions or whether middle levels of leadership simply do not have the
front-burner issues.

13. What is the average duration in months of a coaching intervention?
Lower leadership—6.6 months
Middle leadership—7.3 months
Senior leadership—12.5 months
Executive leadership—14 months

Analysis and Discussion: This indicates that there is a correlation
between length of coaching assignment and leadership level in the or-
ganization supplying data. The more senior the leader, the longer the
coaching relationship. This may suggest that higher-level coaching is
more intense and is conducted over a longer period of time. Since
there is a relationship between expenses and duration, there may be
an obvious conclusion that higher-level coaching is perceived to be of
higher value to organizations.

14. What are your greatest concerns in selecting, hiring, and using a coach?
Validating coaching expertise—60 percent
Determining coaching needs—31 percent
Assessing fit—25 percent
Ensuring return on time and expense for coaching engagement—
55 percent
Determining appropriate length of coaching time—34 percent
Gathering information about coaching—24 percent

Analysis and Discussion: It is clear from the respondent data that
there is significant concern in measuring impact and assessing fit.
There is only moderate to low concern on how to gather information
on coachees. The second most pressing concern among respondents is
ensuring return on time and expenses. Getting the right expertise is
the greatest concern.

15. How important are the following considerations in selecting a coach?
Cost—57 percent
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Area of expertise—68 percent
Coaching experience—78 percent
Gender—20 percent
Level of business experience—63 percent
Industry—34 percent
Direct referral—40 percent
Reputation—65 percent
Whether the coach and the coachee get along—71 percent

Analysis and Discussion: Coaching experience and area of expert-
ise, along with reputation, combined with the ability of the coachee
and the coach to get along, are the most important aspects in select-
ing a coach. Business expertise and gender are the least important.

16. How do you evaluate/measure the success or impact of the coaching
intervention?

Pre and post self-assessment—54 percent
Pre and post multirater assessment—44 percent
Accomplishing agreed-to changes and objectives—78 percent
Satisfaction of coachee—69 percent

Analysis and Discussion: The two most important measurements
are accomplishing agreed-to changes and objectives, and the satisfac-
tion of coachees, while pre- and postself-assessment is not as impor-
tant. There seems to be overwhelming agreement that coaching has to
produce results (i.e., change in behavior that is observable).

17. How effective is internal /external coaching?
Forty-four percent rate internal coaching very effective or most ef-

fective, while only 13.6 percent rate their internal coaching as not ef-
fective. Twenty-nine percent rate external coaching as a very effective
or most effective while only 10.7 percent rate their external coaches
as not effective.

Analysis and Discussion: There was only a slight difference be-
tween how organizations rate their external and internal coaching. Al-
though there is a slight increase in assessment of the external
coaching, overall, in both internal and external coaching, the ratings
are significantly higher than anticipated.

18. Please indicate which of the following statements apply to your
organization.
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Do you have an internal coaching and mentoring system in place?—
74 percent
Do you apply certification standards to internal coaches?—11 percent
Do you provide training for internal coaches and mentors?—
65 percent

Analysis and Discussion: Surprisingly, even though the vast major-
ity (74 percent) of respondents do, in fact, have an internal coaching
and mentoring system in place, only 11 percent apply certification
standards and measures with respect to those coaches. We expect that
the use of such standards and measures to increase over time. Indeed,
some of the underlying training is already in place, as nearly two-
thirds of respondents currently provide training for internal coaches
and mentors. We believe that this is higher than in the past as derived
from the qualitative data.

19. What leading-edge coaching models, tools, techniques, methods, and
approaches does your organization use?

Action learning—48.1 percent
Appreciative inquiry—32 percent
Behavior modeling—35 percent
360-degree feedback—62 percent
Quick feedback survey—27 percent
Peer interview—40 percent
Supervisor interview—48 percent
Shadowing—29 percent

Analysis and Discussion: Clearly, 360-degree feedback has really
caught on in the last 10 years. It is becoming customary in approxi-
mately two-thirds of the cases where internal and external coaching
is provided by an organization. Surprisingly, action learning is being
used (i.e., tailoring on-the-job learning for the coachee) in almost 50
percent of the coaching situations. Advanced concepts such as shad-
owing, although significant, are used in less than 30 percent of the in-
ternal and external coaching situations.

20. How frequently are your coaching needs delivered through the fol-
lowing means?

Face to face—greater 75 percent
Phone—greater than 50 percent
Teleconference—less than 20 percent
E-mail—approximately 50 percent



INTERPRETATIVE DATA: WHAT’S SHAPING THE MARKETPLACE 263

Videoconferencing—less than 10 percent
Group—greater than 20 percent

Analysis and Discussion: There are some surprising results here.
For instance, e-mail, at 50 percent, is far above the expectations of
our analysts. These data suggest that technology is becoming part and
parcel of the coaching experience for both internal and external
coaches. In fact, e-mail and phone rated approximately the same—a
big surprise.

21. How do you contract /structure a coaching intervention?
Specific timeframe—greater than 70 percent
One-time event—less than 30 percent
Ongoing event—greater than 60 percent of the time

Analysis and Discussion: Respondents rated one-time event coach-
ing lowest. In fact, 58 percent of respondents noted “never or almost
never” for coaching as a one-time event.

22. On what basis do you purchase coaching expertise (in rank order)?
1. Daily rate
2. Fixed rate for assignment
3. Contingency basis
4. Per individual intervention

Analysis and Discussion: It’s clear that daily rate is the most im-
portant consideration in how respondents purchase coaching expert-
ise from the qualitative discussions with organizations, the higher the
level of coaches the more inclination to daily rate arrangements.

23. Do you expect your coaching investment to increase this year (check
all that apply)?

Entry-level leadership—17 percent
Middle-level-leadership—30 percent
Senior-level leadership—25 percent
Executive-level leadership—35 percent

Analysis and Discussion: What’s interesting about this is that
whereas current spending on various levels of management and leader-
ship clearly is skewed toward senior and executive leadership, these
data suggest that this might change. Respondents suggest middle-level
leadership spending will increase at a significantly higher rate than
entry-level leadership, and even more than at senior-level leadership.



264 THE COACHING ALMANAC

This may indicate that there is a growing recognition of the need to
develop middle managers and leaders.

Summary

In addition to our survey data, we have collected many comments from or-
ganizations and individuals using internal /external coaches from interviews
over the past year. Here are some of our overall conclusions:

• Investments in all areas of leadership coaching appear to be on the in-
crease, with approximately 33 percent of the respondents indicating in-
creases in budgets going-forward for all categories.

• There is surprising evidence from respondents that investment in mid-
level managers and leaders will increase disproportionally to the cur-
rent spending in that category.

• There appears to be strong evidence that coaching through electronic
mediums, including telephone and e-mail, is increasing, with e-mail
and telephone indicated by respondents to be greater than 60 percent.
Nevertheless, face-to-face interviewing still ranks as the most preva-
lent form of coaching.

• Respondents rated cost as an important aspect in the selection process
of outside coaches. However, the most important aspects of coach
selection are coaching experience, level of business experience, and
area of expertise. It is suspected that once a decision is made to expend
funds on coaching, cost becomes less important.

• There is no question that 360-degree feedback in the coaching process
plays the biggest role in setting up the relationship, as well as in assess-
ing the success of the coaching intervention.

• It is significant that among respondents there is a high degree of satis-
faction for both internal coaching and external coaching with a slight
statistical advantage to external coaching. This is good news for those
practitioners of coaching.

• It is interesting to note that there is a strong indication that there are
new leading-edge coaching methods and models being used by coaches
inside of organizations and by outside coaches (e.g., action learning,
appreciative inquiry techniques, and behavior modeling). However,
tried and true peer interviews and supervisory interviews are still sig-
nificant techniques used by respondents.

• There seems to be evidence that there is a trend toward open-ended
coaching assignments, as well as coaching assignments in specific time
frames.
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• Overall, the greatest concern in selecting, hiring, and using internal /
external coaches is aligning the right coach with the coachee.

• Responses in our survey and our interviews indicate there is a growing
trend toward external use of coaches for all levels of managers and
leaders.

• There is no question in the minds of our analysts that currently, execu-
tive leadership and senior leadership levels within the organization are
receiving more coaching, for longer periods of time, with greater levels
of expenditures.

• There appears to be a significant increase in coaching entry-level man-
agers and leaders, which indicates the high payoff of such efforts.

• Overall, there is no question that organizations primarily use coaching
to enhance current performance and correct performance issues. The
growing evidence from respondents is that team building and managing
change, as well as succession management and ensuring the success of
the new leader are also important. Overall, coaching is most frequently
used for leadership development, followed by change management,
strategy, and then career development.

We received many contributions both in written form within the ques-
tionnaire and verbally through interviewing coaches during this process. We
have included here a number of comments that were especially noteworthy.
As you will see, many of these come from the heart and speak to many of the
larger issues that were supported in the data.

Here is the case of Barbara Beath of Ernst & Young, who expresses how
360-degree feedback as a coaching tool improved scores year over year:

After utilizing 360-degree feedback for a division’s executives, 100% of
execs in the bottom 15% of results received one-on-one coaching to help make
behavior changes and improve their scores. 100% of the bottom 15% in scores
(12 out of 12 executives) improved their scores the next year and only one of
those 12 execs were in the bottom 15% of scores in the second year.

You will note in the data, 360-degree feedback is, without a question, a
critical part of today’s coaching interventions, and we predict it will be so in
the future.

It was encouraging to hear so many touching stories of internal coaches who
are truly making a difference, as in Sylvia Brown’s experience at Boeing:

I was an internal coach for a member of the Boeing Executive Develop-
ment Program. The coachee was high-potential and intelligent but frequently
was stonewalled by her peer team on projects. Coaching enabled her to see
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her actions and gave her an opportunity to practice some changes in her be-
havior, resulting in good working relationships with her team and with the
executives to whom she was assigned.

Some offered caution like Eric deNijs at Capital One, who helps us to be-
ware of the concern that too many people are cashing in on the recent popu-
larity of coaching. Exemplary internal coaches like Eric who are dedicating
their lives to the profession of coaching are truly making a difference:

My biggest concern for coaching today is growing the coaching value
proposition. It seems that many people are trying to cash in on the recent
popularity of coaching. However, this is a profession complete with lan-
guage, technology, values, and risks. If we want to protect and enhance the
future of coaching we need to do a better job of educating the consumer
about the standards of coaching excellence.

The rewards are great. As Bruce A. McGuiness of the Department of De-
fense helps us to see, “it is the unselfish coach that succeeds.” Bruce also
notes that tools, like books and materials, can help a person along the way in
addition to the exemplary coaching provided by the coach.

Prasanta Kumar Padhy shared this wonderful quote: “explore something
out of nothing.” This is what he is doing at Berhampur University in India.

Then there is the issue of integrating coaching results/solutions and cre-
ating a whole system. As Mary Anne Rasmussen at Allianz AG advises,
there needs to be “a stronger organizational commitment to the coaching
effort.”

Clearly, the data and the comments from those who contributed indi-
cate that it does take an organization to coach a person. Coaches who 
have learned how to employ the resources of the organization, the commu-
nity, internal /external coaches and mentors, and team efforts provide the
best results.

Some of our respondents expressed concern, as did David Proctor of the
United Way of Rhode Island, who talks about how sometimes organizations
will put a “hammer on someone” through coaching. He uses a great metaphor
in saying, “much more helpful imagery is seeing the client and the coach as
fellow pilgrims on a journey with the coach bringing some of the resources
such as a wilderness guide brings while leading a group.”

Kenneth Yap at Meta HR & Communication explains it well when he says,
“Coaching is to be a guide by the side, not merely a sage on the stage.”

Patti Waterbury says it well, too, when she says, “When you understand
your old maps, you can decide whether to let them define your future.”
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Lucille Peeters-Adriaens’ quote is a great place to complete and summa-
rize: “Creating a coaching culture is only possible with full commitment of
the executive team and both bottom-up and top-down initiatives.”

We look forward to conducting a similar survey in the future so that we
can compare this survey’s results and help define how coaching is changing.
Our objective is to anticipate trends and provide direct and clear analysis
from the data that we receive. If you would like to participate in such future
surveys, please e-mail pharkins@linkageinc.com, and we will put you on the
list of future survey respondents. We wish to thank the many hundreds who
participated in the quantitative and qualitative responses that made the cur-
rent survey successful. And here are a few final thoughts from some of those
participants.

The higher one gets on the echelon climb, the lonelier is the journey. A coach-
ing hand is a welcomed rope to ease the challenge for secured footing.

—Sharifah Maria Alfah, MIHRM

One of the most critical competencies is for today’s organizational leaders to
value the people relationships to accomplish the task. Many managers are so
task-focused, they are blinded to the greatest tool at their disposal: the people.
My suggestion to any manager seeking to become a great leader is to cultivate
the people relationships with those you lead. If you do this, you will not have
to do the tasks; your people will be glad to take on those responsibilities.

—Tony Preston, Lake Community Action Agency

The value of executive coaching is revealed when trust develops between the
coach and the coachee, allowing the executive a place for honest, direct feed-
back that doesn’t compromise the integrity of his or her position. When it’s
“ lonely at the top,” a coach becomes a safe ear for thoughtful analysis without
risking professional reputation or the confidence of the staff.

—Susan O’Leary, Chanticleer Foundation

Coaching is an Art and a Science. However, in my work I find that it’s more
about the art. Each relationship requires the ability to adapt to individual
needs and learning styles, as well as grasping the motivation underlying the
perceived need to change.

—Jerome J. Behne Sr., The Behne Group
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4. See James M. Kouzes and Barry Z. Posner, The Leadership Challenge (San
Francisco: Jossey-Bass, 2003), for a comprehensive discussion of the Five Prac-
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4. For an excellent example, see the work of Rob Nickerson (www.robnickerson.ca),
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