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Introduction

————1

Our Journeys
We five authors came to executive coaching in ways similar to those who par-

ticipate in our coach training courses—from organizational psychology, con-

sulting, organization development, career counseling, and the personal

helping professions. At the time we began to coach there was no formal prac-

tice of executive coaching. The need for individualized, just-in-time execu-

tive development emerged in the 1980s, in the form of requests for help from

our human resources contacts. Taking a cue from A Chorus Line, a musical of

that era, we responded with, “We can do that!” With very little definition or

guidance, we originally provided those individual development services

under various headings, such as developmental counseling, mental health

consultation, occupational clinical psychology, or retentionwork.By the early

1990s, however, executive coaching had become the preferred label, and

somewhat consistent expectations had been defined.

Although there was no training for executive coaches back then, there

were many streams of skill, knowledge, and practice that fueled and shaped

coaching work, including individual psychotherapy, leadership develop-

ment courses, organization development (OD), and human resources con-

American Management Association • www.amanet.org
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sulting. At the same time, there were new ideas about management and

leadership that were synergistic with the increasing demand for executive

coaching. Managerial competencies beyond technical skills were gaining

prominence, including an emphasis on the manager as coach and develop-

er of talent. Approaches to leadership began focusing on soft skill areas such

as communication and interpersonal dynamics rather than formal authori-

ty or command and control. Human resources practices were moving

beyond personnel administration to include sophisticated succession plan-

ning systems and 360-degree feedback tools for individual development.

Consulting and training firms and executive education branches of business

schools were responding to, and advancing, these new ideas about leader-

ship and HR practices and incorporating them into management and exec-

utive training experiences for clients.

Our early opportunities for executive coaching work evolved out of those

swirling applications. Under the prevailing zeitgeist, executive coaching coa-

lesced with a surprising degree of consistency around a confidential one-on-

one relationship, informed by 360-degree and other assessments, organiza-

tionally sponsored, and anchored in on-the-job action planning. Certainly

there were branded labels for coaching, reflecting a particular theoretical

model or the desire to be differentiated in the marketplace, but the rough

outlines of accepted executive coaching practice became clear quickly.

Supporting that clarity was the fact that coaching was not yet a term used for

services outside of organizational contexts. In other words, the term coaching

had not yet ballooned to apply to personal, life, and career interventions.

By the early 1990s in the United States, coaching had become an accepted

option for executive development. Even those firms offering more traditional

classroom courses saw coaching as a complement to their efforts and grafted it

on. The Center for Creative Leadership was an early innovator in executive

development courses and used coaching to facilitate interpretation of assess-

ment feedback as a basis for individual development planning. In addition,

coaching found its way into increasingly sophisticated human resources prac-

tices. Competency-driven human resource planning, performance manage-

ment systems, and action learning teams all triggered identification of leaders

American Management Association • www.amanet.org
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who would benefit from individualized, accelerated development. As execu-

tives and managers were selected for development, demand for coaching

grew. Coaches were screened, introduced to prospective clients, and offered

coaching opportunities, typically for six-month engagements.

In these early years, coaching qualifications were undefined, but some

were favored: affinity for the business enterprise; insight about organizational

life, especially at the top; the ability to engage executives one-on-one in a self-

discovery process; and organizational sponsormanagement. Industry-specific

knowledge, assessment tool facility, professional/human resources networks,

and consulting experience were also immediately useful. Experience as a pro-

fessional counselor and advanced training in psychology or other human serv-

ice fields added to credibility but were not required. Eventually, a parallel phe-

nomenon emerged as HR professionals began offering forms of coaching to

managers in their organizations, and the role of the internal coach was born.

The authors participated actively in the growth of executive coaching and

also were called upon to help improve its practices. Starting in the mid-1990s,

we supported the development and case supervision of less experienced exec-

utive coaches. For all of us, these cases became very gratifying aspects of our

professional lives. We discovered we enjoyed, and were effective at, guiding

others in their coaching work. We also found a synergy between coaching the

coach and our own coaching practices: Our cases became opportunities to

extract lessons and provide examples, while the cases our students provided

drewus into broader coaching issues and considerations of how to train coach-

es, whether they would be based inside their home organization (internal

coaches) or become independent coaches offering their services to a variety of

organizations (external coaches).

Key Principles from Our Executive Coach
Training Programs
These experiences led us to deliver courses on executive coaching starting in

2002. Since then, we have refined and clarified our ideas about coaching and

how coaches learn. These insights are the basis for the design and content of

American Management Association • www.amanet.org
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this book. A core idea is that executive coaching is a whole-person activity.

All coaches bring unique knowledge and experience to their practices, but in

a more profound way we bring our personalities, values, implicit beliefs

about adult growth, and our own individual styles of connecting with others.

Thus, this book does not advocate any specific coaching methodology but

rather helps you, the reader, define your own approach and model. We are

confident that becoming overtly aware of what you bring to executive coach-

ing will provide you with a richer foundation than training in a standardized

technique.

In creating this book, we have been very aware of the importance of

doing and applying, as well as learning and understanding. To the extent a

book allows, we have tried to capture the essence of an apprenticeship expe-

rience rather than only providing guidelines. We have included numerous

examples of coaching casework. Every coaching topic is accompanied by a

detailed illustration from a case, and that case is further explored from the

perspective of a case supervisor. As our students have discovered, learning is

enhanced both by application and by reflecting on the experience. Case

supervision is the best way we have found for new coaches to use actual

experience as a springboard to understanding how executive coaching actu-

ally works and, by extrapolation, discovering their edge as a coach.

Anchored in our whole-person philosophy and no-one-best-way

approach is a strong emphasis on helping coaches to individualize their

approaches. Our preferred method is to ask every coach to reflect on, and

actually define, his or her own model of executive coaching. The Personal

Model, which you will find detailed in Chapter 1, is an organizing princi-

ple for our courses and for this book.

We believe that this learning approach prepares coaches to deliver exec-

utive coaching services better than any other method available. To the extent

possible, we have included all essential input to help you build your execu-

tive coaching practice; however, most of the success is up to you. Coaching is

a competitive field and growing more so every year. Our experience is that

those coaches who are willing to carve out time from their noncoaching work

to pursue the type of coaching that they want to do and promote their coach-

American Management Association • www.amanet.org
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ing using professional networks are the ones who get traction and engage-

ments. This applies equally to internal and external coaches.

Goals of This Book
This book is intended to give all coaches at whatever level, internal as well

as external, fresh ideas about how to improve their executive coaching skills,

expand their personal ranges, and grow their coaching practices. You, as a

reader, may have little, some, or substantial coaching experience. Our goal

is to provide varied stimuli to engage you, whatever your level, in the search

to define coaching in ways that feel right to you. We hope that even if you

have no executive coaching experience, this book will help you determine

your interest in tackling issues that are part of delivering coaching in orga-

nizational contexts. The book also speaks to challenges for internal coaches

by recognizing both similarities and differences from their external coach-

ing colleagues. Finally, the book would be useful to students in coach

training programs or to those who lead and train internal coaches within

organizations.

Recording your thoughts and reactions is always a good way to begin the

process of mastering content, and we encourage you to keep a journal as you

move through the book. In addition, think about what you are willing to do in

addition to reading this book. Doing some actual coaching and receiving

case supervision will significantly catalyze your learning as you read.

Attending forums and professional meetings, as well as doing additional

reading, will further facilitate your learning.

The goal of this book is to expand the choices and options for your excep-

tional approach to coaching. Part I consists of three chapters that build a

foundation for all that follows. Chapter 1 outlines the process of defining your

Personal Model of coaching; Chapter 2 describes what being an executive

coach requires in terms of interests and competencies; and Chapter 3 defines

key terms and provides perspectives about the field of executive coaching.

Your PersonalModel of coaching is informed in part by insights you gain

from the important content areas of coaching, which are presented in Part II.

American Management Association • www.amanet.org
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Each chapter in Part II includes our latest thinking on topics within the prac-

tice of executive coaching, influenced by the questions, reactions, and sug-

gestions of the students in our courses. These topical chapters also contain

case examples illustrating the options and case supervisors’ perspectives

about more subtle elements of the cases. The last chapter in Part II, Chapter

20, is an exception because, instead of a topic, it outlines the increasingly

important role of the internal coach.

In Part III, we prompt you to consider key questions that are essential to

drafting the three outputs of your Personal Model of coaching. Chapter 21

presents how to describe your emerging approach to coaching; Chapter 22

covers building your executive coaching practice; and Chapter 23 outlines

planning for your future development as a coach. Chapter 24, the final chap-

ter in the book, brings all the pieces of the Personal Model together by telling

the story of one rising executive coach.

We expect that youwill find some surprises in this book and possibly even

ideas you disagree with. From our teaching experience, however, we are con-

fident that this approach to teaching executive coaching will engage you.

Based on our experiences, we also know that your real learningwill happen as

you reflect on and apply these ideas to actual coaching engagements and, in

so doing, shape your own approach to executive coaching.

American Management Association • www.amanet.org
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C H A P T E R

Your Personal Model
of Coaching

1

————9

N
O TWO COACHES WORK IN QUITE THE SAME WAY. NOR SHOULD THEY.

WHETHER OFFERED FROM AN INTERNAL OR EXTERNAL PERSPECTIVE, EXEC-

UTIVE COACHING ASSUMES A SPECIAL BOND BETWEEN COACH AND CLIENT

that is genuine and well defined. It is a human partnership aimed at achiev-

ing results by exploring the individuality of you and your client. As a result,

exceptional executive coaching goes well beyond just knowing about estab-

lished coaching practices and techniques. Those coaches who are most suc-

cessful bring insights about their own identities to the activity, including

awareness of their goals, their feelings, and their interpersonal styles. They

draw on a combination of professional experience, personal characteristics,

and self-awareness, as well as formal training, to help shape their observa-

tions, questions, and hypotheses about their clients.

Ideally, your unique combination of knowledge, experience, and intu-

ition can bewoven together into a pattern that will be both similar to, and dif-

ferent from, other coaches. Having created that pattern, you will be better

able to describe your services to others, deliver them consistently, and

stretch toward handling more complex coaching challenges. This pattern

making is the basis for articulating a Personal Model of coaching, and it has

American Management Association • www.amanet.org
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both immediate practical utility as well as a broader value as a foundation for

your coaching.

Crafting your Personal Model does not happen in the first weeks of your

career as a coach. It takes time, practice, feedback, and reflection to pull one

together. On the other hand, it is never too early to begin considering ele-

ments of your Personal Model of coaching so that it will evolve as you gain

experience and reflect on what you are learning.

Especially for anyone new to coaching, shaping a Personal Model of

coaching asks a lot of you. Early in a coach’s career, there is a tendency to rely

on established protocols, techniques, and procedures that others recom-

mend. While this is understandable, it fails to leverage thewhole person that

will show up when you meet with each client. Consciously or not, who you

are has a significant impact on your relationships with clients. In effect, cre-

ating a Personal Model asks you to reach beyond impersonal descriptions of

coaching into your actual coaching experience and catalog what you know

and do not know about how you perform as a coach. The sooner you gain

insights about what is unique in your application of coaching processes, the

more you will be a thoughtful learner and practitioner.

A Personal Model can be compared to an iceberg: Some aspects of your

approach are visible to clients, but a lot of it is under the surface and out of

sight. The visible parts cannot exist without the underpinnings, and together

they make up a unified whole. Carrying the metaphor further, the visible

parts are likely to be more readily modified by external conditions, while the

foundation also needs to be acknowledged so that all the contours can be

redrawn.

Clients cannot be expected to know what coaching is or how to differen-

tiate coaching from other helping and consulting experiences they may have

had. They certainly cannot knowwhat any particular coach will do during an

engagement. It is your responsibility to explain what your approach includes

and what it does not. Coaches can more effectively do that when they have

invested the time and energy to articulate their own Personal Models.

The importance of creating a Personal Model rests on a core belief that

there is no one best way to coach; coaches, clients, and contexts are all

10————
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involved in designing the process. Learning to coach must be an active pur-

suit of internalizing, not just absorbing, wisdom about coaching. A Personal

Model describes what you are trying to do with your clients, how you believe

coaching works to create insight and change, and what you feel is relevant to

bring to the coaching relationship, as a human being and as a professional.

This foundation allows you maximum flexibility to tailor your approach to

the challenges of any particular case.

In this book, the concept of a Personal Model of coaching is comprised

of six key components, shown in Figure 1-1, that define who you are as a

coach. Three of the components are inputs to your thinking that emerge in

answer to the following broad questions:

1. What characteristics of who you are as a person may be relevant to

executive coaching?

2. What sensibilities and skills do you bring to work in organizational

contexts?

3. What concepts and practices in executive coaching have resonated

with you and you would like to adopt?

Your responses to these three input questions are often under the surface

and not apparent to clients, but they need to be explored by you in defining

the underpinnings of your Personal Model.

Three other components of your Personal Model are called outputs

because they can be described, discussed with others, and used to conduct

your coaching activities. They are revealed in formulating ideas and answers

to these questions:

1. What are the elements of your preferred approach to delivering

coaching services?

2. How do you intend to promote your coaching practice and secure

more experience as a coach?

3. What skills and abilities need to be further developed by you in order

to continue growing as a coach?

YOUR PERSONAL MODEL OF COACHING
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Figure 1-1. Personal Model inputs and outputs

Inputs Outputs

YOURSELF
What do

you bring to
coaching as a
person and as
a professional?

YOURSELF IN
ORGANIZATIONAL
SETTINGS
What sensibilities and
skills do you bring to
work in organizational
contexts?

COACHING
PRACTICES AND CONTENT

What have you learned about
coaching that you will apply?

YOUR APPROACH
TO EXECUTIVE

COACHING
Process, relationship

building, sponsor
management, boundaries,
contracting, outcomes, etc.

YOUR
PRACTICE
PLAN FOR
OBTAINING
AND DELIVERING
COACHING
SERVICES

YOUR ONGOING GROWTH
AND DEVELOPMENT AS AN

EXECUTIVE COACH

12—
—

—
—
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The inputs to a Personal Model may seem fixed, but in fact they do

change, since reflection stimulates clearer self-observations so that new self-

insights emerge. Even more dynamic are the outputs. They are works-in-

progress that continue to benefit from adjustment and updating as your

client experience, learning, reflection, and preferences build.

This book is intended to support that process by providing a structure for

your model, illustrations of coaching content, and examples of coaching

cases. You can use the questions outlined in this chapter to help you capture

your reflections about the first two inputs in a learning journal. As you go

through this book, you can also record impressions, ideas, questions, and

other reactions to the coaching content chapters in Part II. Doing so will pre-

pare you to assemble your coaching model, guided by Part III, Chapters 21

through 23, which explore the three output areas of creating a Personal

Model of coaching.

Input 1—Yourself: What Do You Bring to Executive Coaching as a
Person and as a Professional?

Coaching is a whole-person activity. You bring your various talents and life

experiences to your assignments. Although not everything in your life story is

relevant to coaching, it is important to identify and acknowledge those

aspects of yourself that may have an impact on your coaching practice and

on your client relationships. Your personality, formative life experiences,

career history, interpersonal style, interests, notions of success, skills, and

talents may all influence your approach to coaching.

Consider the following questions in reflecting on this input area to your

coaching model:

1. How might your early history, family of origin, early formative

events, role models, personality, and characteristics influence your

approach to coaching? For example, you might have grown up in a house-

hold that shaped your helpfulness, self-reliance, or introversion, all of which

would have implications for your coaching.

YOUR PERSONAL MODEL OF COACHING

————13
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2. How does your education relate to coaching? How might the con-

tents of your undergraduate, graduate, continuing or professional educa-

tion, and other coursework relate to your practice as a coach? What notions

about personality, motivation, leadership, and business that you learned in

school have application to coaching?

3. In what ways has your career brought you to coaching? Internships,

part-time jobs, full-time employment, or any work experiences may have a

direct or indirect connection to coaching. For example, you may have

worked as a leadership development consultant and been exposed to con-

cepts and models relevant to coaching.

4. What are your assumptions about adult health and growth?

Consider courses, books, mentors, and theories about adult development

that resonate for you and are likely to apply to your work with managers and

executives in coaching relationships. For example, you may have found that

emotional intelligence or cognitive-behavioral concepts appeal to you.

5. How might your own personal priorities about what is important in

life, the values that guide your interpersonal dealings, and the principles you

aspire to in your interactions influence your approach to coaching? For

example, if work/life balance and connection to family are priorities for you,

they are likely to shape the topics that you emphasize with clients.

6. What is your growing edge as a person? How are you leveraging

strengths, targeting areas for learning, identifying biases and blind spots,

and addressing personal skill gaps? Consider the connection between your

own areas of personal growth—such as being more assertive or being better

organized—and coaching. What are the ways that coaching as a practice

may align with areas you have targeted for personal growth?

Input 2—Yourself in Organizational Settings: What Sensibilities
and Skills Do You Bring to Work in Organizational Contexts?

Executive coaching almost always occurs in organizational settings. Each

coach has had different experiences in organizations. Whether employee,

14————
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manager, consultant, adviser, senior leader, board member, or coach, you

have had experiences that are likely to influence how you interact with

coaching sponsors and others in the organization. For those readers who

have done some executive coaching, either internally or externally, your

prior contact with the organizations in which you have coached is especially

relevant to your Personal Model.

Related to how you function in organizational contexts, these questions

are relevant to your coaching:

1. Since executive coaching benefits both individuals and organiza-

tions, what is your motivation to do such work? What experiences within

organizations have you had that indicate the usefulness of coaching? How

motivated are you by the organizational and individual outcomes of

coaching?

2. What are your feelings about business and other types of organiza-

tions in which you may be coaching? What preferences do you have for the

types of organizations you may coach in? What if those preferences cannot

be fully followed in your coaching work?

3. What do you know about the ways in which individual coaching

objectives tie into organizational expectations? How should the connection

be managed between business or organizational goals and individual

growth objectives that you help your clients articulate?

4. How do you respond to authority and organizational hierarchy?

Your client’s work world will probably have levels and structure—up, down,

and across the organization. It will be regimented to some degree, with

reporting lines, processes, and cycles. What has been your experience in

dealing with structure, formal authority, power, organizational politics,

teams, and leadership?

5. What has been your experience in dealing with human resource

professionals and other staff groups in organizations? What prior experi-

ences and assumptions about HR staff will you bring to those interactions?

YOUR PERSONAL MODEL OF COACHING

————15
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Howdo you feel about their oversight as they screen clients and coaches and

monitor coaching engagements?

6. What is your approach to dealing with those managers and leaders

who sponsor coaching and make decisions about funding it? How comfort-

able are you in interacting with the sponsors of your coaching work at the

same time that youmaintain your closest tie to the person you are coaching?

Input 3—Coaching Practices and Content: What Have You
Learned About Coaching That You Will Apply?

The third input to your Personal Model prompts you to consider your prefer-

ences about coaching practices, theoretical underpinnings, emerging coach-

ing topics, research questions, and other coaching content areas. While there

is a large amount of published material on executive coaching, each coach

will find certain topics and ideas more compelling and relevant than others.

The content chapters in Part II of this book discuss a number of these

topics. Here you will find concrete and practical descriptions of foundation-

al concepts that tap into theories about behavior; contextual considerations

in working within organizations; leadership challenges; and approaches to

building productive relationships with clients.

If you are an experienced coach, youmay want to select specific chapters

of particular interest to you or relevance to your practice. Whether you jump

to specific content chapters or read them in sequence, you will probably find

that the relevance of certain chapters changes with your coaching practice

and clients. Going back and forth in reflecting on the first two inputs to your

model and becoming familiar with coaching practices may be a productive

way to begin to describe the foundations of your Personal Model.

We encourage you to capture your responses to thismaterial in a journal,

both to activate your learning and to prepare yourself to pull relevant ideas

and practices into your own Personal Model. Consider these questions as

you delve into coaching topics:

1. What are your reactions to the practices described in each content
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chapter in Part II? What is engaging and may be applicable to your work as

a coach?What is appealing but would need to be tried before deciding on its

value? Which practices do not seem to be useful, in your judgment?

2. What surprises did you have as you read about the practices

described in each chapter? In what ways do these practices differ from the

coaching that you might have already done? How might you explore those

differences to determine if they should be part of your Personal Model?

3. What is your reaction to the coaching cases and supervisors’ obser-

vations presented in Part II? What subtle practice points are highlighted in

the cases? What does the supervisor bring out that may be especially rele-

vant for your coaching?

4. What topics that are not covered in the content chapters but are

allied to coaching—such as counseling, individual assessment, action learn-

ing, and organizational change—do you want to explore?

At some point we hope you will feel the need to pull your inputs togeth-

er to provide a basis for your Personal Model outputs. Detailed descriptions

of how to populate those outputs are discussed in the final chapters in Part III

of this book. To provide a preview, however, they are described briefly here.

The first output to your Personal Model, explored in Chapter 21, is the

broadest. It taps insights and inclinations from all three input categories, ask-

ing you to weave them into a description of your approach to coaching. Your

ability to articulate an engaging definition of coaching enables you to answer

the predictable question, “What’s your approach to coaching?” More impor-

tantly, it requires that you be knowledgeable about your coaching process,

practice boundaries, interpersonal presence, and other factors that are likely

to define you in your coaching roles. These considerations and others pro-

vide an essential backdrop to productive conversations with clients and

sponsors.

The second output, which is detailed in Chapter 22, explores the promo-

tional and business aspects of coaching. It is your practice plan. Because

executive coaching is usually done on the basis of contracts with organiza-

YOUR PERSONAL MODEL OF COACHING
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tions, it is valuable to know how tomanage your coaching as a business part-

ner. A successful coaching practice has a structure, marketing plan, materi-

als, references, and professional affiliations. This second Personal Model

output provides guidance about these matters so that you can successfully

promote and deliver the coaching that you want to do.

Chapter 23 covers the third output, which is an active development plan

for your role as coach. Just as your clients, you need to be an involved adult

learner, committed to your professional growth and constantly curious about

alternative approaches and new ideas. Coaching hasmany roots and branch-

es for you to explore. Some of those will require further study, courses, and

guidance frommore experienced coaches, case supervision, and other learn-

ing interventions.

Your Personal Model of coaching is both a concept and a roadmap. This

book and our teaching philosophy are based on the importance of connect-

ing who you are as a person with how you conduct yourself as a coach. There

are no universally useful techniques, so having the broadest possible foun-

dation for your coaching work is the best preparation you can have. A

Personal Model is a concrete plan for how to operationalize these points.

Reflecting on the three inputs and then extrapolating them into the three out-

puts brings impressive depth and breadth to your role as a coach. As you read

subsequent sections of this book, the Personal Model framework is used fre-

quently to guide your learning and help you become an exceptional execu-

tive coach.
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T
HIS CHAPTER IS MEANT TO HELP YOU EXPLORE THE FIRST INPUT TO YOUR

PERSONAL MODEL—THE PERSONALITY CHARACTERISTICS, INTERESTS, SKILLS,

AND ABILITIES THAT YOU BRING TO EXECUTIVE COACHING. UNDERSTANDING

this input requires a wide-ranging reflection on your education, professional

accomplishments, career path, and other formative experiences, as well as an

analysis of the qualities you have developed from those experiences.

As a framework to make your self-assessment more targeted and produc-

tive, this chapter identifies a number of key competencies that are relevant to

executive coaching. While no coach will be equally strong in all these quali-

ties, knowing which ones are strengths and which ones you struggle with can

be immediately useful in anticipating the challenges of a coaching practice.

A Key Requirement
Sometimes a question arises as to whether there are make-or-break prereq-

uisites for doing executive coaching. Although it is difficult to isolate any one

factor, the competency that seems to be most pivotal is effective self-

management. While it is appealing to be spontaneous and natural with
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clients, a professional posture that provides focus, intentionality, and disci-

pline is very important. Those coaches with problematic self-management

are emotionally reactive to clients in observable ways andmay offer advice or

solutions impulsively. By contrast, coaches whomanage themselves well are

able to identify an emerging theme and maintain a focus on it both within

and across coaching sessions.

In your self-assessment, self-management may be a difficult dimension

to appraise. However, in addition to being as honest as possible with yourself

about this dimension, seek feedback from trusted colleagues. Ask them for

their observations about your interpersonal style. If self-management

appears to be a challenge for you, having an active development plan can

help you improve your ability to contain reactions and maintain focus. As

you improve your ability to follow themes and be reflective about your own

feelings in response to clients, you can apply this important characteristic to

all your professional roles, including coaching.

In addition to self-management, there are groups of competencies and

characteristics, listed in Figure 2-1, that deserve your attention as you devel-

op your coaching abilities. These competencies fall into three categories:

building relationships, communicating, and fostering learning.

In addition to determining the extent to which you possess these compe-

tencies, three other qualities are especially important to your effectiveness as a

coach. The first is the ability to foster hope and optimism. There are never

guarantees of success in life or in coaching, but coaches who find ways to

increase their clients’ positive outlook and sense of ownership tend to empow-

er clients to persevere. Clients facemany challenges that they have little actual

control over: career disappointments, poor organizational leadership, political

maneuvers, business downturns, reorganization, acquisition by another firm,

and other setbacks. Your compassionmay be triggered by your clients’ external

challenges, and youmay even empathizewith their discouragement. However,

when clients are overwhelmed and pessimistic, it is important for you to pro-

vide a counterbalance, encouraging useful actionwhile avoiding empty cheer-

leading. When you convey optimism about your clients’ strengths and assets,

you foster hope and help them see new options and alternatives.
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Competencies
Useful in
Building
Relationships

Competencies
Useful in
Communicating

Competencies
In Fostering
Learning

Coaching
Effectiveness
Competencies

? Insight into interpersonal relationships and organizational dynamics
? Acceptance without judgment of the full range of feelings that may

be experienced by others
? Sincere desire to help others
? Transparency and integrity in dealings with others
? Curiosity about clients and their career stories
? Respect for the uniqueness of clients
? Relating to a new client so that safety is experienced and trust builds

quickly
? Being fully present while focusing on others

? Ability to ask thought-provoking, probing questions
? Ability to foster client storytelling with curiosity, questions, and

restatements
? Facility at summarizing and moving a conversation toward a

conclusion and at reframing issues
? Ability to provide useful feedback based on observations and

sensitive interpretations of data
? Ability to avoid judgment and willingness to continue trying to

understand the client
? Ability to manage time within sessions
? Ability to ask for feedback and be open to what clients suggest

? Flexibility in designing a coaching engagement to fit the client’s
needs

? Helping clients without needing much credit
? Restraint in regard to giving advice
? Ability to ask clients about their learning and noticing how they learn
? Knowledge about theories of adult development, motivation, and

learning
? Ability to find an appropriate balance between support and challenge
? Ability to adapt to a variety of personalities and organizational

cultures

? Optimism about human development and behavior change
? Attuned to own reactions and choosing in what ways to channel the

reactions
? Consciousness of and use of self
? Reaching out for guidance
? Openness to feedback

Figure 2-1. Coach competencies
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Second, those coaches who are able to be insightful about their own feel-

ings, and then use those reactions to understand others, display a talent that

serves themwell in coaching. This ability comes fromusing your own insight,

empathy, and intuition to tune into a client’s mindset and then to find ways

to use those perceptions in the service of your coaching. Sometimes referred

to as in the moment feedback or use of self, this ability allows coaches to be

genuine and bring immediacy to their work. For newer coaches, use of self

can be challenging to apply, but it can be learned, and it does have a signifi-

cant impact on strengthening the coaching relationship. This is covered in

greater depth in Chapter 13.

Third, and connected to use of self, is the willingness to ask for help.

There are many challenges and potential pitfalls in a coaching engagement.

Yet its structure and confidentiality requirements are not conducive to get-

ting help when it is needed. Effective coaches know how to seek help when

they are struggling. They understand that these are important moments in

their learning and that being isolated when faced with a challenge is coun-

terproductive. However, only you can sense a need for collegial/supervisory

dialogue, new perspectives, or direct help in dealing with a challenging client

or situation.

To prepare for that eventuality, many coaches forge relationships with

mentors or case supervisors. Typically, these are experienced coaching prac-

titioners and instructors. In this book, supervisory perspectives based on

descriptions of cases are included at the ends of Chapters 4 through 19 in Part

II. These snapshots provide samples of the added insight and value that can

come from discussing cases with a supervisor. This dialogue process is an

essential tool in managing the challenges of the coaching role and the con-

tinuing development of your coaching skills. In addition, the willingness to

ask for guidance models a characteristic you want to instill in your clients.

The Leadership Experience Myth
Newcomers to executive coaching may assume that a requirement for suc-

cess is direct experience as an executive. This is not the case. While there is a

22————

FOUNDATIONS FOR BECOMING AN EXCEPTIONAL EXECUTIVE COACH

American Management Association • www.amanet.org

www.amanet.org


legitimate need for executive coaches to be students of leadership and orga-

nizational behavior, experience in an organizational leadership role is more

of a “nice to have” than a requirement. While it is true that having been an

executive can boost a coach’s credibility in a prospective client’s opinion, this

value is short-lived.

Other factors, such as those characteristics described previously, have

more positive relevance to coaching outcomes. Furthermore, a significant

background in leadership can actually be counterproductive when it leads to

dominating conversations, telling stories, and offering advice. In other

words, having been an executive may help you win a coaching assignment,

but using your executive experience directly will not make you a better

coach. Draw on your leadership experiences to inform your questions,

hypotheses, and contextual understanding of your client’s world. However,

remember that those experiences hold no more weight in your effectiveness

as a coach than any other relevant experiences that contribute to the foun-

dations of your Personal Model.

Judging your capacity for these various competencies and characteristics

is challenging, but the effort has considerable value as inputs to your

Personal Model and to guide your development as a coach. In particular, we

recommend that you reflect on past feedback you have received—whether

from a 360-degree survey or other assessment processes—and use those

results as indicators of your capacity on these dimensions. Such self-knowl-

edge will serve you well both in providing the best coaching you can for your

clients and in learning from your coaching experiences.

EXECUTIVE COACH COMPETENCIES
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C H A P T E R

Foundations and
Definitions

3

T
HREE STREAMS OF PROFESSIONAL PRACTICE CONVERGE IN EXECUTIVE COACH-

ING. THE FIRST STREAM IS REFLECTED IN THE ONE-TO-ONE STRUCTURE OF

COACHING AND COMES FROM THE CONFIDENTIAL TALKING PROCESS THAT

therapists and counselors employ. As therapy became more common and

acceptable in the United States in the 1960s, some of those clinical practi-

tioners were invited to apply their skills to the needs of corporate executives,

even before executive coaching was labeled as a practice in its own right.

A second stream taps activities of consultants who were engaged to help

with organizational and human resources challenges. They normalized the

general use of external professionals when special expertise was needed by

organizations. As coaching gained traction, the precedent of consulting

made it easier to use outside experts to help individual managers and execu-

tives with their leadership challenges.

The third stream contributes content and processes that were designed

for leadership development programs. Paralleling the growth of coaching,

organizations were also experimenting with defining leadership competen-

cies. They relied especially on assessment tools and individual development

www.amanet.org
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planning processes. Once competencies were identified, it was possible to

design leadership courses that often combined content, individual feedback,

and action learning elements for a complete development experience.

Executive coaching draws directly from the concepts and content of the lead-

ership development movement, which has continued to generate new ideas

about what it means to be an effective leader.

Along with these streams of influence (illustrated in Figure 3-1), banks or

boundaries were defined to differentiate executive coaching from other

interventions. Specifically, executive coaching is unique because it embraces

the following characteristics:

Transparency: The process is open and observable.

Shared Responsibility: The coach leads the process while the client leads

change.

Facilitative Style: The coach helps identify client choices while minimiz-

ing being directive.

Client-Focused Narrative: The client’s stories and perspectives dominate

discussions.

Organizationally Sponsored: Engagements are supported by representa-

tives of the organization, such as human resource professionals and

client managers.

Work-Related Goals: Client development goals target important manage-

rial and leadership areas, and implementation occurs in day-to-day

performance changes.

Nonhierarchical Relationship: The coach has no formal authority over

the client.

Limited Confidentiality: Coach-client conversations are private, although

the process is transparent and plans are sharedwith the organization.

Staying within the banks of executive coaching requires the following

coaching skills:
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$ Being able to describe what you mean by executive coaching

$ Establishing your credibility as an expert on the coaching process, not

the client’s issues or field of work

$ Remaining proactive in managing the evolving relationships with the

client and sponsors

$ Establishing appropriate goals as the coaching unfolds and being open

to what emerges, while maintaining an outcome orientation

$ Shifting the responsibility for process ownership toward the client dur-

ing the course of the coaching

$ Maintaining hope and optimism about positive outcomes and change,

even as the client faces practical reality and organizational challenges

$ Tying coaching to current challenges to increase the client’s longer-

range career potential and learning appetite

$ Finding ways to be personally authentic, neither impersonal nor clini-

cal, but always professional

Definitions of Coaching
The streams and banks metaphor provides coaches with ways of describing

coaching and differentiating it from other interventions. This helps clients

and coaches understand both what coaching is and what it is not. Doing so is

part of the larger task of shaping a Personal Model.

In definitions of executive coaching, the term client is particularly impor-

tant. For some coaches, the client is the organization; for others, the client

designation is shared between the organization and the person in the coach-

ing relationship. In this book, the word client refers exclusively to the indi-

vidual seeking growth and development through coaching. It assumes that

the coach-client relationship is the primary vehicle for change rather than

the coach’s relationship with the organization or its representatives (e.g., the

client’s manager or the Human Resources partner), who are referred to here

as sponsors.

FOUNDATIONS AND DEFINITIONS
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WHY WE DON’T USE THE TERM COACHEE
This book uses the term client for the person who is seeking growth through

the relationship with a coach. The term coachee is not used since it implies

something being done to the person, rather than a relationship of relative

equals.

Some people might view this as merely a semantic distinction, but it is

much more important than that. The position you take in defining the word

clientwill show up in your coaching in important ways—in confidentiality, in

goal setting, and in the involvement of others, especially if the coaching

process comes under scrutiny or pressure. It is therefore important for you to

consider and decide how the client designation will be used in your coaching

model and practice.

Here is the definition of executive coaching that underlies this book:

Executive coaching is a one-to-one development process formally con-
tracted between a professional coach, an organization, and an individ-
ual client who has people management and/or team responsibility, to
increase the client’s managerial and/or leadership performance, often
using feedback processes and on-the-job action learning.

This definition implies several important distinctions between executive

coaching and other activities. First, it recognizes that the activity of managers

coaching their employees is different from executive coaching because of its

authority structure and lack of confidentiality. Second, while the term men-

toring is sometimes used synonymously with coaching, this book views it as

a different activity. Mentoring is valuable in supporting career access and

advancement but does not focus on performance improvement. Third, train-

ing and development programs can have similar content to coaching, but

they are delivered in group settings rather than the one-to-one structure of

coaching.

There are, of course, a variety of other definitions that have been given to

executive coaching. Several alternative definitions by other practitioners are

shown here. Each one reflects that practitioner’s favored theories or

approaches (indicated in parentheses) to fostering learning and change:

www.amanet.org


The essence of executive coaching is helping leaders get unstuck
from their dilemmas and assisting them to transfer their learning
into results for the organization.1

—MARY BETH O’NEILL

(organization development, or OD, values)

Action coaching is a process that fosters self-awareness and that
results in the motivation to change, as well as the guidance needed
if change is to take place in ways that meet organizational needs.2

—DAVID DOTLICH AND PETER CAIRO

(relationship focused on business results)

Coaching is not telling people what to do; it’s giving them a chance
to examine what they are doing in light of their intentions.

Our job as coaches will be to understand the client’s structure of
interpretation, then in partnership alter this structure so that the
actions that follow bring about the intended outcome.3

—JAMES FLAHERTY

(phenomenology)

A masterful coach is a vision builder and value shaper … who
enters into the learning system of a person, business, or social
institution with the intent of improving it so as to impact people’s
ability to perform.4

—ROBERT HARGROVE

(transformational change)

The aim of coaching is to improve the client’s professionalism by
discovering his or her relationship with certain experiences and
issues … to encourage reflection … to release hidden strengths …
to overcome obstacles to further development … to investigate the
extent to which aspects of the client’s behavior are causing or pro-
longing the issues.5

—ERIK de HAAN and YVONNE BURGER

(learning, human potential)

FOUNDATIONS AND DEFINITIONS
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The Intersection of Executive Coaching and
Consulting
The goals of executive coaching usually can be categorized under one or

more of the following headings: strengthening a client’s self-management;

interpersonal effectiveness; and leadership impact. When useful, traditional

managerial skills such as contracting for performance, delegating, and pro-

viding feedback can be included under the leadership heading.

Of course, case-specific coaching goals are always tailored to the client’s

needs and interests. Examples of a client’s needs might include being a

stronger team leader; influencing in complex systems; clarifying a vision and

goals; taking on larger or global responsibilities; or managingmultilayer exe-

cution. There may be other aspirations as well, tied to that leader’s unique

blend of skills, personality, career aspirations, and challenges.

Some executive coaches bridge their work into the content areas of exec-

utive roles—areas such as business strategy, integration of acquisitions, or

talent management processes, for example. This practice is particularly true

of consultants, human resource professionals, and organizational psycholo-

gists who have added coaching to their practices. However, this melding can

often be confusing to clients. While coaching and consulting can be syner-

gistic, the activities are quite different. Coaching leverages the client rela-

tionship within a process that fosters self-discovery, whereas consulting

brings particular content expertise to the foreground. In overly general

terms, coaches ask in order to explore, while consultants ask in order to tell.

In this respect, coaching is more aligned with the values of organization

development (OD), which seeks to draw out answers that reside in the col-

lective consciousness of the client.

Experience indicates that coaches who also consult need to make a clear

separation between these two activities in order to prevent client confusion.

In building your Personal Model, it is important for you to make a conscious

choice about your coaching/consulting balance. Without acknowledging

that boundary, you are likely to slip into consulting mode because it is what

clients are used to. Said differently, it is important for coaches who also con-
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sult to be clear with themselves and with clients about their roles in every

engagement and use different processes within those roles. It is also impor-

tant to reaffirm roles during the course of coaching engagements if bound-

aries are challenged or become blurred. For detailed distinctions among

executive coaching, consulting, personal coaching, and therapy, see Exhibit

1, which appears among the supplementarymaterials at the end of this book.

Understanding Adult Change and Growth
Through Theories that Apply to Coaching
Most people have strongly held beliefs about how people change and grow.

Somemay be rooted in philosophical tradition (e.g.,What doesn’t destroy me

makes me stronger), while others may come from religious teaching (e.g.,

Turn the other cheek). Still others may reflect values imprinted from an indi-

vidual’s upbringing (e.g., Education is the key to success). These belief struc-

tures exist for coaches, clients, and sponsors, whether articulated or not, and

they act as lenses through which behavior is interpreted. In order for you to

articulate your Personal Model and apply consistent professional judgment,

you need to identify your own philosophy of how people change and grow

and make it overt and describable, at least to yourself. For example, you may

believe that clients experiencing transitions (e.g., into leadership roles or

entering midlife or a second career) are particularly open to growth, or you

may know you would rather coach younger managers before they are set in

their ways.

In reflecting on your ownpoint of view, it is useful for you to become con-

versant with a repertoire of broader theories of adult change. These formal-

ized theories of adult change and growth represent eddies in that first stream

from therapy and counseling that flowed into coaching. They encapsulate

many useful concepts and models about adult growth.

Six of these theories are highlighted here because they have been impor-

tant influences on coaching practice; we encourage you to try on these lenses.

The six theories are psychodynamic, life stage, behaviorist, emotional intelli-

gence/positive psychology, existential/phenomenological, and cognitive.
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None of them is inherently more accurate than any of the others; each pro-

vides a useful perspective, or lens, about how adults establish and change

behavior, while at the same being applicable to coaching.

All of the approaches are likely to be familiar to executive coaches with

graduate training, but youmay not have realized that all have been applied to

coaching. In addition, any of them could be part of shaping your Personal

Model or definition of coaching. As you try on these different lenses, youmay

find one or more of the theories especially engaging and helpful in increasing

the acuity of your observations. In this regard, studying them helps you artic-

ulate your own change philosophy and expand the range of your thinking.

Since the descriptions of each approach could take a book by itself, this

chapter merely highlights how each could translate into a coaching

approach:

$ Coaches who apply psychodynamic thinking to their work are

focused on revealing insights about the client’s motivations, choices, and

defenses, especially through exploring the client’s formative emotional

experiences. They may also leverage the relationship between coach and

client and transference reactions, in which the client may experience

thoughts and feelings in response to the coach that are reminiscent of other

important relationships, such as with a parent.6

$ Coaches who apply life-stage conceptions of change look for the

accomplishment of life-stage challenges and successful transitions. They

also encourage clients to view change as a natural part of growth and plan

for transitions and challenges likely to be prominent in future stages.7

$ Coaches who emphasize a behaviorist approach target specific,

manageable, behavioral change goals and foster an environment that rein-

forces those desired changes. They focus on putting aside past ineffective

behavior by changing the context and the feedback, rather than by increas-

ing the client’s self-insight.8

$ Coaches who use emotional intelligence as a lens emphasize helping

clients improve their emotional self-management, social awareness, empa-
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thy, and effectiveness in relationships. Related to emotional intelligence is

the positive psychology movement. When used in coaching, positive psy-

chology emphasizes strengths and uses insights about them to chart a path

toward effective leadership. These ideas have been very appealing to coach-

es and clients who want to tap into the energy generated by building on suc-

cess.9

$ Coaches who leverage existential/phenomenological thinking

explore the client’s view of the world and empower the act of choosing, even

though uncertainty can never be eliminated. Some coaches may view these

ideas as bleak or fatalistic; others are truly energized by supporting choice in

the face of real-world pressures.10

$ The most widely used approaches in clinical and counseling psy-

chology, cognitive perspectives about change (sometimes called cognitive

behavioral or rational emotive) are favored by coaches as well. They com-

bine behavioral outcomes with self-insight about negative or self-limiting

thoughts and the behaviors they engender.11

While each of these six conceptual lenses has unique elements, they

also naturally overlap. Examples include a cognitive approach that lever-

ages emotional intelligence ideas, life-stage transitions that incorporate an

existential stance, and, of course, behaviorist thinking overlaps with almost

all of the other approaches in terms of tangible, behavioral outcomes to

coaching.

In addition, there are other useful conceptions of adult development,

which come from streams other than individual change but have been

applied to coaching, such as learning models and systems approaches.12

Increasing your awareness of the many ways that change can be understood

is a valuable endeavor. It will help you articulate your own beliefs about adult

growth and influence how you will apply those beliefs in your coaching

model and practice.

Consider the following questions as prompts to your own conceptions of

adult change:
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1. What do you believe are the most important influences shaping per-

sonality and interpersonal style?

2. What are the most powerful leverage points in fostering changes in

behavior?

3. In your own experiences, what influences have helped you change

and grow?

4. How do you conceptualize the connections between feelings,

thoughts, beliefs, and behavior?

The Range of Coaching Services
Even though descriptions of coaching usually focus on those services that are

delivered in a typical three- to six-month engagement, there are related inter-

ventions that fulfill our definition of executive coaching. Coaching has been

viewed along a continuum, from shorter and more targeted, to longer and

more emergent interventions. This book envisions seven distinct types of

coaching that range along this continuum (see Figure 3-2). Each one differs

from the others in important respects. All have a focus on individual devel-

opment in the work context, although breadth and other features vary. You

may not be familiar with all of them, but becoming familiar with more of

them could expand your practice, whether you are an internal or external

coach.

Moving from left to right in Figure 3-2, the types of coaching are arranged

by degree of coaching skill and experience required, as well as the likelihood

that an internal coach would be delivering this type of coaching versus an

external coach. Type I coaching is similar to a tutorial but focused on an

important management or leadership skill tailored to the needs and abilities

of the client. While this type of coaching may not arise frequently, internal

coaches connected with leadership development functions readily deliver

this type of coaching in a few sessions. Types II and III coaching are similar

because they are tied to a developmental experience (e.g., leadership devel-

opment program, assessment feedback, or 360-degree surveys) and because

they are aimed at having the client draft a well-founded development plan.
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Figure 3-2. Executive coaching continuum
Type VII

LEADER’S
AGENDA
COACHING

Open-ended
engagement
determined by the
client’s agenda; almost
always a C-suite
executive or member of
the senior executive
team; less emphasis
on stakeholders, tools,
and formalized
development planning,
more emphasis on
discussion and insight,
with the focus on the
executive’s unique
leadership challenges.
Note: This is NOT
consulting on
organizational or
business challenges,
except as a vehicle
to help the executive
grow

Type VI

HIGH-POTENTIAL
COACHING

Full coaching
engagement of 3-6
months focused
on readiness for
future opportunities,
often linked with
the organization’s
Talent Management
Planning process

Type V

LEADERSHIP
EFFECTIVENESS
COACHING

Full coaching
engagement of
3-6 months focused
on improving
managerial
and/or leadership
performance in the
context of the
client’s current job;
often there is an
issue or obstacle
that needs to be
addressed if the
client is to be fully
successful in that
role

Type IV

TRANSITION/
ASSIMILATION
COACHING

Coaching program
aimed at helping
a newly hired
(on-boarding) or
promoted manager
or executive make
an efficient and
productive transition
to a new role; may
draw upon client
self-insight, early
feedback from
colleagues, and
transition planning
tools; knowledge of
organizational
culture and values
helpful; usually
4-6 sessions

Type III

FEEDBACK
COACHING WITH
FOLLOW-UP

Same as Type II but
with scheduled
follow-up meetings/
calls focused on
progress in drafting
and implementing
previously discussed
development action
plan; could be
several sessions;
may include
facilitating a 3-way
meeting with client’s
manager

Type II

FEEDBACK/
DEVELOPMENT
PLAN COACHING

Interpretation of
360-degree survey
results and/or
self-insight
questionnaires,
simulations, and
other feedback
from leadership
training or other
experience to
help a client move
toward action
planning for
on-the-job
development plan

Type I

TARGETED
SKILLS
COACHING

One-on-one
communication,
interpersonal,
people
management,
or leadership
skills training
(e.g.,
presentations,
listening,
giving feedback;
could be several
sessions)

www.amanet.org


The difference is that Type III coaching includes follow-upmeetings after the

initial feedback discussion. These follow-up meetings require additional

coaching skill in order to adjust and confirm the implementation of a pro-

ductive development plan.

The specifics of Type IV coaching are unique for each organization.What

is common is the goal of making a transition to a new job smoother and

quicker. It may be applied to current employees or new hires (i.e., on-board-

ing) but the structure of these engagements can vary widely. Type IV coach-

ing has become very widely used and gives internal coaches an opportunity

to leverage their organizational knowledge, although external coaches deliv-

er it as well.

Types V and VI coaching are most often thought of when the term execu-

tive coaching is used. They differ only in the need that triggers the engage-

ment: Type V focuses on improving current performance, and Type VI sup-

ports a client’s promotability to a likely future job or organizational level.

What is profound about this distinction is its effect on how coaches will con-

tract and conduct the engagement. Type V, in particular, can be challenging

for all parties because job jeopardy may be implied, depending upon the

severity of the need for behavior change. Type VI, on the other hand, chal-

lenges the coach and client to extrapolate to future job challenges and create

a development plan with that vision as the focus. Typically, both types of

coaching are six-month engagements.

Last, Type VII coaching is uniquely delivered to those senior, or C-suite,

executives (e.g., chief executive officer, chief financial officer, and so forth)

who control their own budgets and developmental agendas. Goals are quite

variable—from leadership style concerns, to career quandaries, to just having

a confidential discussion partner for leadership issues facing the executive. As

long as the client remains the focus, this intervention stays within the bound-

aries of executive coaching. As indicated by the flow of the continuum, highly

experienced external coaches almost always deliver this type of coaching.

All of these coaching interventions are in active use across the spectrum

of the executive coaching field. You may choose to specialize in one or more
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of themwhile at the same time targeting your growth toward those youwould

like to add to your practice.

Part II of this book is aimed at the third input to your Personal Model:

your awareness of and preferences for executive coaching practices. As such,

Part II divides the challenges of an executive coaching engagement into six-

teen major topics, from contracting to concluding the engagement and

everything in-between. Some chapters are not aligned with the sequence of

an engagement but are important to consider, such as dealing with differ-

ences and professionalism. Each of these content chapters includes a case

study that illustrates aspects of that chapter’s focal topic, followed by a case

supervisor’s commentary. The concluding chapter of Part II addresses the

special challenges of being an internal coach, a role of increasing importance

in management and executive development.

FOUNDATIONS AND DEFINITIONS
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C H A P T E R

Managing the Coaching
Engagement

4
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E
NGAGEMENT MANAGEMENT DESCRIBES THE ENTIRE ARC OF THE COACHING

PROCESS. AS THE COACH, YOU ARE RESPONSIBLE FOR MANAGING THIS PROCESS IN

ITS ENTIRETY, FROM INITIAL INTRODUCTIONS TO THE CLOSURE MEETING. This

chapter provides anoverviewand introduces themany topics that are part of an

executive coaching engagement. Figure 4-1 provides an overview of the typical

phases of an executive coaching engagement. As you read this chapter, you can

observe the flow of the elements and be confident that those that interest you

are explored in greater depth in subsequent chapters within this section.

If coaching can be compared to building a house, your role is equivalent

to that of the general contractor—working closely and respectfully with those

who will live there as well as with the neighbors, being guided by plans that

the owners have contributed to, conforming to various practices or codes,

staying within a budget and time frame to complete the project, and sup-

porting the transition to the new space. The following are some important

considerations to keep in mind regarding that role:

$ You are the expert about the coaching process; your clients are the

experts about themselves and their situations.
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Figure 4-1. Typical phases of executive coaching

1. Someone feels a need or a problem
? Client or manager calls Human Resources, who calls you, or …
? Encouraged by the sponsor, the client calls you directly to arrange a

meeting.
Gather initial information from HR and/or manager.

2. Entry—first meeting with client
? Engage in conversation to learn about each others’ backgrounds and

experience and to start building trust.
? Check for suitability; arrive at a tentative agreement to have a working

relationship.
? Introduce contracting, the coaching process, confidentiality, sponsor

involvement, possible data gathering, and such.
Gather initial self-insights and developmental perspectives from client.

3. Next set of meetings
? Draw together further information from client and sponsors.
? Look for opportunities to reframe presenting issues [“Aha” experiences].
? Offer your impressions; hypothesize about client and context.
? Revise statement of the “problem” or “development need” in positive terms.
? Identify strengths, gaps, fears, and blind spots.
Use openness, empathy, and authenticity to foster insight, trust, and motivation.

4. Data collection and feedback session(s)
? Contract about data to collect, whom to sample; involve sponsors in that

decision.
? Collect information, prepare summary, discuss with client.
Help the client distill information into engaging headlines/themes; further refine
and articulate development needs.

5. Draft of developmental action plan with the client
? Shape developmental goals to meet both client and organization needs.
? Brainstorm on-the-job action ideas, including timing, resources, outcomes.
Orchestrate sharing the plan with sponsors; obtain consensus and support.

6. Monitoring development progress in subsequent appointments
? Provide cognitive, tactical, and emotional support.
? Acknowledge success; debrief and learn from setbacks.
? Adjust development plan as needed; look toward closure.
Help client obtain other support and ongoing feedback.

7. Evaluating progress and discussing next steps with client and sponsors
Reflect on learning; hand off development plan to client and sponsors.

8. Bringing closure to the engagement.
Arrange follow-up support as needed.
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$ As process expert, you are responsible for anticipating the flow and

providing the client and sponsors with guidance about each step and

expectations for it.

$ Doing process checks with the client and sponsors will help you stay

attuned to their reactions and needs, allowing you to address any

concerns that arise.

$ While there may be pressure to define coaching goals early in the

process, it is more important that goals feel right to the client and

motivate action, even though that may take longer.

$ The essential challenge of engagement management is alignment:

you and the client, the client and sponsors, and you and sponsors.

This can be tricky but it is what makes executive coaching challeng-

ing and gratifying.

Pre-Engagement Events
Although you cannot begin the engagement until the organization contacts

you, the events that led up to the decision to find a coach influence how you

set up and manage the engagement. Whether triggered by a problem, an

opportunity, or possibly both, the possibility of coaching for your client was

likely to have been discussed by the client’s manager, human resource pro-

fessional, and others in leadership development or a related function.

They have agreed that coaching would be the intervention of choice for

your client. You can therefore assume that they considered and rejected

other alternatives. Their decision implies a consensus that both the client

and the need are important enough to warrant the expense and effort of

retaining an executive coach. You can also infer that they believe coaching

has a higher probability of success than other possible interventions.

However, the strength and consistency of their agreement may be more

uneven than it appears. Exploring the events and decision process that pre-

ceded your arrival may provide valuable information about how your client

is perceived, the goals that have been discussed, and the ways that sponsors

work together and with the client.

MANAGING THE COACHING ENGAGEMENT
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Effective Communication Is Key
How well you are able to manage the engagement depends on how well you

communicate with the sponsors and the client about their expectations and

vision for the process. In particular, you need to know what factors caused

them to call you in and what they hope will be different after coaching is fin-

ished. With this knowledge, you can propose a coaching process that is most

likely to achieve what is envisioned.

Some sponsorsmay have clear opinions about process requirements and

others will defer to your judgment and your recommended engagement

steps. As you become a more experienced coach, you will be able both to

explore options with sponsors and to offer variations based on the details of

the case. It is through such give-and-take that you have the best chance of

reaching agreement on the coaching process and milestones that everyone

believes will support successful outcomes.

Initial Steps in the Process
Engagementmanagement begins from theminute a sponsor calls you to dis-

cuss using your services. In addition to the issues described thus far, there are

other important topics to cover even before youmeet the client. Among these

are the client’s prior development efforts, assessment data about the client

that may be available, and existing development plans. This history may pro-

vide you with indications about the potential challenges in the engagement.

It is also important to explore the client’s key relationships, such as those

with sponsors and with others in the client’s organization (such as dotted-

line managers, mentors, talent management professionals, and coaching

coordinators).

Building on information from the sponsors, you can then use your initial

meeting with the client to get a sense of whether this is going to be a work-

able coaching assignment with a good likelihood of success. In particular, it

is important to evaluate whether:
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$ The need, as described by the sponsors, is an acceptable starting

point for the coaching even if it differs somewhat from the client’s

articulation.

$ There are no major personal or professional impediments to the

client making a commitment to coaching.

$ The organization has the capability and willingness to support the

client’s development in terms of sponsor involvement and organiza-

tional values that encourage development.

$ There is mutual interest in a coach-client developmental partner-

ship, sometimes called positive chemistry. (Typically, coaching

clients are interested or even excited to engage in coaching, even

though feelings of uncertainty and nervousness may be present,

too.)

$ You are comfortable with the proposed terms of the contract—time

frame, fees, deliverables, and general objectives.

When all these variables have been explored and found to be acceptable

to you, to the client, and to the sponsors, the coaching process has an excel-

lent foundation for more detailed contracting, which is discussed in the next

chapter. However, even before those details are agreed to, you are beginning

to build a working relationship with your client. Rapport may emerge easily

out of this collaboration, or it may take longer. Either way, there is informa-

tion to be noted about your client on variables such as communication style,

interpersonal comfort, openness, and self-insight. These early impressions

may prove useful later as you gather other perceptions about your client and

provide feedback.

An especially pivotal discussion is about what you and the client should

work on. In most cases, this is a substantive exchange that has several dis-

cernable stages. These stages fall under the heading called goal evolution,

and they represent an important aspect of engagement management. They

are summarized here and discussed in detail in Chapter 8.

MANAGING THE COACHING ENGAGEMENT

————45
American Management Association • www.amanet.org

www.amanet.org


Goal Evolution: Starting with Felt Needs
Identifying goals begins in the earliest stages of coaching as you and the

client explore ideas about what to focus on together. We call these ideas the

client’s felt needs. The sponsors are likely to also articulate their own versions

of felt needs for the client’s development. In most cases, there is conceptual,

if not literal, overlap between client and sponsor felt needs. Alignment

between the client’s and the sponsor’s felt needs should occur at some point,

but it does not have to be forced in the early stages of coaching.

With the client’s felt needs as a starting point, you and the client will

begin to discuss goals for the coaching assignment: “What should we focus

on together? What goals are realistic to achieve?” Those discussions are like-

ly to result in greater clarity and understanding of what you and the client will

work on. When that happens, we say that negotiated goals have emerged.

These goals are often felt needs reframed to be engaging and actionable for

clients. They may contain client aspirations and ways to expand the client’s

repertoire of behaviors. For example, a client’s felt need might be to Become

a stronger leader, or Step up to the challenges of my new role. Your early

coaching conversations might have helped these felt needs evolve into nego-

tiated goals such as Set and maintain higher performance standards for my

team, or Build relationships with my new peers.

Articulating negotiated goals often triggers interest in confirming that

these goals are worth working on. You may already have the sponsor’s felt

needs to guide you, but gathering the perceptions of a wider group becomes

relevant. Consider these two questions:

1. Who can provide a perspective about the client’s strengths and devel-

opment areas?

2. Who can confirm and clarify the negotiated goals?

You and the client can discuss these questions and reach agreement

about a data-gathering process (often anticipated by the contract and with

support from sponsors). This process may utilize coach informational inter-
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viewing, a multirater or 360-degree survey, client self-report questionnaires,

and other assessment tools.

Providing feedback from data sources leads to the next stage of goal evo-

lution, identifying designed objectives. These are clear statements of what the

client would like to achieve. By their nature, they imply on-the-job actions

that will support their implementation. The objectives and the linked action

ideas are often shared with sponsors in a document called a development

action plan. Its creation brings the goal evaluation process full circle and

links original felt needs with an articulation that is compelling and contains

detailed action plans.

Implementing the actions generated by development planning is a tan-

gible way to foster the client’s growth. Coaching supports that by providing

the client with a confidential forum to debrief efforts and make adjustments.

You, your client, and the sponsors then can use the development plan as a

shared guide to keep your coaching on track and to evaluate progress as

coaching reaches closure.

The Importance of Alignment
Alignment occurs when everyone in the process—coach, client, and spon-

sors—share the same or a similar vision for the engagement and, equally

important, for the development objectives. Success in managing the engage-

ment requires paying close attention to alignment and taking steps to

reestablish it when gaps occur.

Giving clients positive feedback is an important aspect of sustaining their

involvement and demonstrating that you and they are focused on the same

objectives. Acknowledging support from sponsors helps to encourage their

active participation in the process. Sponsor reward and acknowledgment of

the client’s progress brings greater alignment between the sponsors and the

client. Your role is to orchestrate as much of these alignment-supporting

activities as possible, although some will be outside your purview.

Whenmisalignment occurs, it is usually because one or more of the par-

ticipants fails to fulfill commitments to the process. Examples include a lack
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of involvement by the sponsors, scheduling problems, inadequate follow-

through by the client, and shifts in the level of enthusiasm exhibited by the

client or the sponsors. All of these factors signal the need to address expecta-

tions with the appropriate person so that issues can be discussed and align-

ment be reestablished.

Both gravitas and sensitivity are required in handling these situations. If

the client, or sponsors, or both are not meeting their commitments to coach-

ing, you need to call attention to that gap and invite dialogue about it. At the

same time, it is important for you to remain flexible. Even with everyone’s

commitment to coaching, clients and sponsors have many other demanding

obligations. Approaching misalignment diplomatically and with curiosity is

always preferred. Most of the time, raising the question is enough to resolve

it, although adjusting the contract based on emerging situational constraints

or shifting roles is also an option.

Achieving Closure
Near the end of the engagement, both you and the client may reflect on it:

What has the client learned? How has behavior changed? What requires fur-

ther developmental attention? How can sponsors continue to support devel-

opment? Updating the development plan to indicate progress and areas of

opportunity is a useful step as the engagement ends. In addition to what hap-

pened for the client, you can consider your learning from the engagement:

What worked well, what was difficult, and how did your Personal Model fit

this assignment? Formal follow-up evaluation of the coaching is also recom-

mended. This is often achieved by polling the sponsors about the effective-

ness of the process, goals achieved, and follow-up that would be useful.

This chapter has illustrated that executive coaching is much more com-

plex than just a series of conversations between coach and client. The

process must engage sponsors, produce tangible results, and provide for the

client’s continued development, as well as trigger the client’s self-insight and

increased awareness. Coaches often place less importance on those macro

aspects of their work, preferring to focus on the micro aspects of building
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productive relationships with clients. Our position is that for you to be an

exceptional executive coach, you need to manage the overall engagement as

well as apply excellent coaching skills within coaching sessions. Subsequent

chapters present more detailed considerations about both the macro and

micro challenges of executive coaching.

CASE ILLUSTRATION: ENGAGEMENT MANAGEMENT
TOUCHES ALL PARTS OF COACHING

Engagement management requires attention to many aspects of the coach-

ing process. There are the major steps of relationship building with your

client and sponsors, contracting the process, shaping a development plan

that aligns with both client and organizational needs, and conducting

progress checks along the way. Some of these may be straightforward, but

often there are unexpected challenges that call upon both your problem-

solving skills and assertiveness. The following case illustrates both standard

and unique engagement elements that the coach must manage to achieve

success.

Mark, the coach, was called by Gail, the VP of HR, about a potential coaching

case. He met with her and they discussed coaching for Cindy, the head of

sales. Gail described Cindy as a very dynamic person who was somewhat

eccentric, but generally competent and productive. At the same time, high

turnover among the sales staff, along with a series of complaints about

Cindy’s behavior, highlighted the need for a coach.

When Mark met Cindy several days later, he found her to be energetic,

socially skilled, and eager to discuss her situation. Disarmingly, she readily

admitted that she couldbeadifficult boss. She reportedbeingdemandingand

especially tough on low producers. She brushed aside Gail’s reports of com-

plaints about her and wrote them off as “collateral damage” when holding

people to higher performance expectations. To Mark’s surprise, however, she

was happy to engage with him about a developmental challenge that was of

her own choosing, but also reflected sponsor concerns: namely, broadening

her range of people management skills. While this was a general goal, Mark

agreed that they could begin their coaching engagement with that focus.

Gail requested thatMarkget in touchwithMargaret, theCOOandCindy’s

direct manager, and Althea, the HR generalist dedicated to Cindy’s depart-

MANAGING THE COACHING ENGAGEMENT

————49
American Management Association • www.amanet.org

www.amanet.org


ment. However, Mark found out that Margaret was about to go on maternity

leave and couldn’t be very involved in the coaching. Therefore, it looked like

Altheamight be theprimary sponsor contact. Although shewaswilling to take

on that responsibility, her time was limited because she had several other

departments to cover. Mark was concerned about the lack of organizational

involvement, and after checking with Cindy, he arranged an appointment

with Margaret and Gail to clarify sponsorship of the engagement.

During the meeting, Mark reviewed Cindy’s felt need of broadening her

peoplemanagement skills, and they agreed it was a useful start. Gail empha-

sized, however, that the bottom line was that the complaints should stop.

They agreed on a coaching process that would include informational inter-

viewing of Cindy’s colleagues and direct reports, regular process check-ins,

and a meeting to review a development action plan. Mark emphasized that

he would require their active participation during the engagement. Change

would take both time and their involvement.

GivenMargaret’s impendingmaternity leave, shewas hesitant about her

commitment and suggested closer involvement by Gail and Althea. Gail was

willing to stand in for Margaret. However, Mark noted to himself that

Margaret didn’t sound like a very strong supporter of Cindy. Even with

Margaret’s impending leave, he felt certain he had to find ways of keeping

Margaret involved, even if less frequent than usual for amanager. At the end

of the meeting, Mark expressed thanks to the sponsors for their support and

noted that he looked forward to subsequent conversations as the process

unfolded. He also reminded them that he would review the engagement

details with Cindy so that everyone was on the same page.

Surprisingly to Mark, both the data-gathering process and the develop-

mental planning with Cindy went quite smoothly. Direct reports respected

Cindy, but they said her demanding style was too “one size fits all” and often

resulted in demotivation. Cindy’s peers also found her to be too direct, so

there were development issues with them as well. Mark was able to get Cindy

to experiment with more facilitative ways of communicating and, for her

part, Cindywaswilling to takemore timewith people if it resulted in stronger

engagement. These ideas and experiments resulted in a development action

plan that expanded Cindy’s repertoire of communication skills both down-

ward and across the organization. She was actually quite open to learning

and brought both successes and setbacks to her sessions with Mark.
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As soonas possible after the development planwas drafted,Markwas able to

arrange a four-way meeting, including Margaret by phone and Gail in per-

son, to get everyone’s reactions and suggestions. There was strong support

for the plan and for Cindy’s efforts.

After their commitment was on the table, Mark followed up with Gail

and Margaret to encourage them to provide Cindy with continuing support

and feedback. During one of their calls, Mark perceived a warming in

Margaret toward Cindy, and he hoped this was a positive sign for their future

relationship. He also checked in with Althea regularly to learn how Cindy

was managing her staff and used that feedback to fine-tune Cindy’s action

plans.

At the end of six months, Mark moved the coaching toward closure with

a final meeting that included just Gail and Althea, since Margaret was

unavailable. The complaints about Cindy had largely stopped. It was

acknowledged that turnover in Cindy’s organization might have contributed

to the improvement, as had the coaching. However, Cindy reported that she

now believed it was possible to balance her high standards with the need for

positive rapport with her team. Still, since she didn’t find it easy, she expected

some backsliding. She also talked about managing herself in stressful situa-

tions and seemedmore attuned to her inner indicators.

Cindy and the sponsors considered the coaching to be a success for the

reasons they reported, although everyone was realistic about the need for

continued attention to the changes. With Gail’s approval, Cindy and Mark

agreed that they would check in by phone every month for the next six

months to support Cindy’s development, and Gail would meet with Cindy

regularly, too, in preparation for Margaret’s return.

Supervisor’s Observations _____________________

Engagement management isn’t one element of coaching—it’s all of them!

There isn’t a complete checklist, although the coach has to think about all

aspects of coaching and how they come together: How to do the con-

tracting? Who should be involved? Who has a hidden agenda? Where are

the pitfalls? What does the client really want from the coaching? What is

the process for making it all happen within the allotted time frame?
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Complicating matters, sometimes a coach has his own agenda to get

the process going quickly in order to close the sale. The danger here is that

moving too quickly can limit the coach’s perspective to understand all the

concerns from client tomanager and Human Resources. One can easily see

how rushing ahead and assuming standard contracting may actually

lengthen the time it takes for the client to fully engage and for sponsors to

be as supportive as needed. Coaches need to have the presence of mind

to build the best foundation possible given the constraints of the partici-

pants and the situation. Of course, stepping away from an untenable

process should always be an option as well.

Coaches become increasingly confident about managing engage-

ments based on learning from experience, whether that experience is pos-

itive or frustrating. Still, even for coaches who have completed dozens of

engagements, it takes a measure of courage to advocate engagement

management choices that may contrast with what sponsors envisioned. In

this case, Mark leaned on Margaret to stay involved to the extent that she

could, even as he kept Gail involved as a senior sponsor and relied on

Althea for close-in support. Mark accepted that the organization’s felt

need (stop the complaints) was different from Cindy’s (broaden her style)

and trusted that the process had a good chance of bringing the two goals

together. Was that too big a risk? It might have been if Margaret had had a

hidden agenda and/or became distant from the process or if other

unknown obstacles had surfaced. Still, it is important for coaches to use

their intuition in making decisions about engagement details. It is some-

what reassuring that most of these decisions are adjustable, if addressed

on a timely basis.

There was much in this case that a supervisor could commend. Mark

effectively connected with Cindy as a client, despite Cindy’s tough

demeanor and the difference between her own goal and management’s.

He took a leadership role in designing a process and getting others

involved. He anticipated how the assignment would flow. He maintained

good transparency and managed everyone’s expectations. There was

solid progress in terms of Cindy’s learning; her leadership behavior also

appeared to improve. The organization’s felt need, the cessation of com-

plaints, also appeared to have been met, although as with all outcomes,

the causes were multidetermined.
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The unexpected can happen and challenges sometimes emerge—in

this case, the concerns were Margaret’s potential distance from Cindy and

whether those voicing complaints would be quickly responsive to Cindy’s

behavior change. To deal with these possibilities, coaches need to pay

close attention and build in process checks along the way. When a coach

makes all that happen and then makes adjustments as feedback is

received, the ending is not a surprise to anyone. That’s good engagement

management!

Takeaways
$ Engagement management refers to the entire arc of the coaching expe-

rience. It is a process you lead from design through closure.

$ As the expert in the process, you suggest and monitor the structure of

the engagement. You anticipate steps and obstacles and establish clear

process expectations.

$ You encourage periodic reflection about the process and progress

toward change to reveal questions or concerns as early as possible.

$ You facilitate the evolution of development goals—from felt needs to

negotiated goals to the designed objectives in a development plan—as

the client gains insight and commitment to change.

$ It’s important to initiate coaching with asmuch clarity as possible; even

so, adjustments and realignments may be necessary.

$ You are an advocate for greater alignment between your client and

organizational stakeholders. If the client, sponsors, or others involved

are not meeting their commitments, you can be a force to resolve gaps.

$ Each engagement is an opportunity to learn more about yourself as a

coach.

MANAGING THE COACHING ENGAGEMENT
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C H A P T E R

Contracting the
Coaching Process with
Clients and Sponsors

5

C
ONTRACTING CAN BE COMPARED TO PREPARING A ROOM FOR PAINTING:

IT MAY SEEM TO DELAY THE START OF THE NEEDED WORK, BUT PREPARATION

ALWAYS PAYS OFF LATER IN BOTH EFFICIENCY AND QUALITY OF RESULTS.

That same principle applies to contracting the coaching process, even

though you may be tempted to bypass this step out of urgency to get started.

Nonetheless, this step, whether simple or complex, needs to be part of the

start of every coaching engagement.

As mentioned in the previous chapter, various discussions and decisions

may have preceded your initial meeting with the sponsors of the coaching

engagement. In order to inform your contracting, you need to uncover what

was previously discussed by asking several questions:

$ How is the development need described and by whom?

$ Why was coaching selected and why now?

$ What preferences, if any, do sponsors have about the coaching process?

$ What is the organization’s experience with coaching?
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Contracting provides an opportunity for you to discuss these questions

with sponsors, and later with the client, so that the coaching process can be

designed to fit both organizational and client needs.

Contracting: Definition and Challenges
Contracting is the step that enables the sponsoring organization, the client,

and you, the coach, to reach agreement on the coaching engagement

process—in other words, how coaching can best achieve the results that are

envisioned. The contract may be written as a letter or as a more formal doc-

ument, or it may even be left as an oral understanding if you and the organi-

zation have worked together before. As the first step you will take to manage

the engagement, contracting is aimed at aligning expectations for all those

involved in the process (see Figure 5-1).

In organizations where coaching is well established or where you have

coached before, contracting may be a matter of confirming your usual

process and highlighting any exceptions within a particular case. In organi-

zations where you have never coached and/or where there is little experience

with coaching in general, you may need to clarify your approach and discuss

important details before you start. In fact, it is in those situations when awrit-

ten contract or letter of agreement is particularly important.

The Contracting Process
There are three parties to contracting with overlapping interests: the client,

the sponsoring organization, typically represented by a human resource pro-

fessional and/or the client’s manager, and you. All parties can, and should,

play a role in shaping the contract. The contract reflects your mutual agree-

ment about the implementation and the general outcomes of the coaching

process that are critical to establishing a working relationship among all the

parties.

The client’s involvement in pre-coaching contracting may be minimal,

but it is no less important. Client-coach contracting usually occurs during the

initial meeting with the client. Progress on your Personal Model of coaching
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Figure 5-1. Contracting: Setting process expectations

What is typically in a contract?

? Reason for initiating the coaching

? Probable duration of the engagement

? General flow of the coaching assignment: data gathering, feedback,
revision of goals, action planning, implementation, review

? Frequency and length of meetings

? Privacy, confidentiality, and reporting issues

? Relationships with significant stakeholders

? Data-gathering methods: interviews, assessments, observation, and the like

? Fees and terms

What are possible formats of the contract?

? Letter of agreement or formal contract between coach and the organization

? An agreement letter to the client

? Outline shared by the coach

? Discussion and oral agreement

What other documents might be requested by sponsors?

? Nondisclosure agreement (NDA) provided by the sponsoring organization

? Progress reports (subject to confidentiality guidelines)

? Action/development plan shared with sponsors

? Closure review: coaching evaluation, wrap-up, and development ideas
for the future

will prepare you to discuss the elements of your preferred process with the

client and negotiate any modifications requested. If a written contract has

already been drafted, it can be shared with the client, although fees usually

are not included in that draft copy. Typically, clients have already been

briefed about their organization’s approach to coaching, but it is always use-

ful for you to confirm process elements, especially about confidentiality.

Clients can be encouraged to express reactions, ask questions, and suggest

process adjustments that they prefer.

www.amanet.org


This early discussion before coaching has begun to reach mutual con-

sent about the coaching process also serves a more profound purpose: It

allows you to establish whether the right chemistry exists for you and the

client to work well together. If this appears likely, even though coaching has

not officially started, you may choose to move into a coaching interaction

with the client. Youmight explore the client’s felt needs for coaching, making

observations about them or even reframing those needs to make them clear-

er and more actionable. In this way the client can immediately experience

what working with you would be like. Youmight even label the interaction as

a sample of your coaching and explore the client’s reactions to it. Making this

chemistry meeting substantive will also give you a sense of the client’s open-

ness, self-insight, and readiness for coaching. Agreeing on the coaching con-

tract is important, but getting a coaching relationship started with the client

may be an equally important aspect of your initial meeting.

The broad and specific topics that are usually addressed in a standard

coaching contract include:

1. Scheduling—when you might be available to start the engagement

and the frequency of meetings

2. Nondisclosure—your assurance that youwill never disclose any orga-

nizational information you may be exposed to

3. Confidentiality—how you will handle information you obtain about

the client, including interview and assessment results, feedback sum-

maries, and development plans

4. Time frame for the engagement

5. Location for the coaching

6. Frequency of coaching sessions

7. Data-gathering processes or instruments that the organization typi-

cally uses

8. Deliverables expected from the coach

9. Evaluation of results

10. Definition of successful outcomes

CONTRACTING THE COACHING PROCESS WITH CLIENTS AND SPONSORS
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11. Fee and payment options

12. Milestones in the coaching process

Although all the issues listed are potentially relevant to your agreement

with the organization, it is especially important that the contract be explicit

with respect to confidentiality and how client information used at any point in

the coaching process will be handled. Most coaches prefer to keep the details

of confidentiality agreements as simple as possible. When organizations

require you to provide progress reports or other content information, it is also

important to clearly agree on what topics those reports should contain and

how they will be handled. Often you and the client will jointly produce them.

A typical way to contract about confidentiality is for you to be open about

the coaching process but to hold all content confidential, except for the draft

of the development plan. Such an approach encourages progress checks

between coaches, clients, and sponsors but avoids pressure to reveal any

client data or what has been covered in coaching sessions. Contracting for

this level of privacy helps to establish and sustain the client’s trust.

Organizations that are interested in hiring you as a coach tend to respect

your experience in structuring engagements and therefore they are not like-

ly to inject requirements that conflict with either usual coaching practices or

your specific Personal Model. Occasionally, however, the organization has

requirements that may not be part of your usual coaching process but that

can be made acceptable. These might include the use of a particular assess-

ment method or adhering to specific touch points during coaching.

More rarely, organizational preferences may diverge in important ways

from your coachingmodel. For instance, the organizationmay specify a pref-

erence for telephone versus in-person sessions, or ask that an engagement be

unrealistically brief given what is expected. Other examples of potential con-

tracting conflicts: a manager who opts out of the coaching process, assess-

ment results that are shared with the sponsors, expectations for you to also

help the client’s team, or a requirement that you teach organization-favored

leadership models.
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Contracting empowers you to bring your preferred coaching process to

the foreground, even if to do so will highlight differences between your

approach and the organization’s preferences. In those situations, sponsors

often relent when you explain your concerns. For example, an HR sponsor

may have neglected to build in an opportunity for you and the client to share

a development plan with the client’s manager. The sponsors are likely to

approve that step when you explain the importance of getting the manager’s

suggestions and support for implementation.

Hopefully, you can negotiate elements so that they are aligned with your

preferred approach. If your requests are rejected or the process requirements

are in stark contrast with your approach, you can consider declining the

engagement. It is always better to reveal process expectations before coach-

ing begins rather than stumble over them later and find yourself with

process, or even ethical, quandaries.

Once engaged, you can begin monitoring the behaviors of the client and

sponsors with regard to the standards expressed in the contract. When man-

agers fail to honor their obligations to attend meetings or return phone calls,

or clients consistently show up unprepared for sessions, alignment with the

contracted process is potentially at risk. Often just a reminder about what was

agreed to in the contract is enough to bring participants back into alignment.

Having an active partnership with your HR sponsor can be very valuable both

to communicate the problem and to get internal leverage to correct it.

The contract is also useful for addressing more serious or prolonged

digressions from the agreed-upon process. As leader of the coaching process,

you have the right to call for a meeting with client and sponsors in such situ-

ations to discuss and resolve threats to the overall success of the engagement.

However, the need for such a measure is less likely if you have invested the

time it takes to get all the parties to accept the contract before coaching starts.

Sample contracts are included as Exhibits 2, 3, and 4 in the supplemen-

tary material at the end of this book.
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CASE ILLUSTRATION: CONTRACTING PROVIDES A
SOLID FOUNDATION TO COACHING

Contracting gives both the coach and the organization time to consider process

options and confirm all important details. While there may be pressure on the

coach to engage quickly, there is always time to contract with key participants

in the process. Sometimes this contracting phase is straightforward, as in the

case described here. Other times, it reveals important history, obstacles, and

other details that need to be considered when designing the engagement. In

both instances, however, contracting serves as an opportunity for the key par-

ticipants to begin collaborating on an important developmental project.

Richard, an executive coach, was contacted by Lorraine, the head of HR for a

large professional services firm. He had been recommended by a colleague

and had never worked with the firm before. During a phone conversation,

Richard and Lorraine discussed how the chief administrative officer (CAO)

was frustratedwith his direct report, Craig, the chief information officer (CIO).

The key goal of coaching turned out to be to help Craig embrace his current

responsibilities. Recently promoted, he appeared to be doingmore of his pre-

vious technical job instead of the thinking and planning that his new job

required. After further discussion of the CIO’s development need, the firm’s

prior use of coaching, and Richard’s relevant coaching experience, Lorraine

asked him to send her a proposal.

Richardwas able to tailor his standard proposal to reflect the specifics of

the case. In the modified proposal, he mentioned very generally what he

understood about the organization’s goal for the CIO (help Craig step up to

his new level in the organization) and summarized the coaching process that

he recommended: initial meetings with HR and the CAO; coaching meetings

with Craig; 360-degree interviewing; feedback to Craig; development plan-

ning; a four-way meeting to get consensus on the plan; biweekly coaching

sessions to support implementation of the plan; regular progress and process

checks with Craig’s manager as well as with HR; and follow-up support to be

structured later. The proposal also included information about confidentiali-

ty, fees, and Richard’s usual invoicing practice.

Richard e-mailed this document to Lorraine, inviting her questions and

requesting that she initial the document and send it back if everything was
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acceptable. She did thiswith the understanding that Richard should set up an

initial appointment with Craig to do a “chemistry check” and get Craig’s okay

to proceed. During that appointment, Richard introduced himself, asked

about Craig’s sense of areas for development, and reconfirmed the coaching

process (steps and confidentiality guidelines). They also talked about Craig

taking the lead on selecting 360-degree interviewees but also reviewing

his list with his manager and HR, since the sponsors had indicated they

wanted to be included in that decision process. The coaching then proceeded

according to the contracted plan and resulted in both insights and behavior

change for Craig.

Supervisor’s Observations _____________________

While discussing and confirming the elements of the coaching process

may not be the most complex part of coaching, it is an essential founda-

tion to a successful engagement. Coaches often neglect important details,

such as steps in the coaching process, data gathering, or confidentiality. In

the case described here, the negotiations had moved along very quickly,

and the sponsoring organization clearly wanted the coach to engage with

the client without any delay. The coach was responsive to that urgency,

but also took the time to make sure the HR sponsor had a written contract

in hand and could confirm its acceptability before any coaching began.

Contracts are not always shared with clients, but in this case, with a job

potentially in jeopardy and pressure for a quick start, discussing the con-

tract with the client (without reference to fees and invoicing) may facilitate

progress.

Also, since the CAO seems to be the driving force behind the need for

the coaching, the coach found it helpful to interview him very early in the

process, get his feedback on the client’s needs, and contract with him

about the time and steps required for the coaching. This type of discussion

helps to prevent gaps from emerging later in the process. The coach can

also discuss with the manager the interdependency of client, coach, and

sponsors and how each supports developmental progress.
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Takeaways
$ There are three parties to contracting, with overlapping interests: client,

sponsoring organization (typically represented by the client’s manager

and HR), and you, the coach. All three parties can and should have a

hand in shaping the contract.

$ Whether written or oral, a contract comprises the recommended

elements: steps in the coaching process, roles and responsibilities,

data-gathering process, time frame, frequency of coaching meetings,

confidentiality, and other details. It may also include a general state-

ment about the goals of the coaching.

$ Client-coach contracting is the initial part of establishing a working

relationship, so the elementsmust bemutually agreed to. They are usu-

ally addressed orally, but a written contract can be shared with clients

as well.

$ Your Personal Model of coaching can help you determine the suitabili-

ty of the case. If you become aware that anyone—the sponsoring organ-

ization or even the client—has process expectations that conflict with

yourmodel or appear to reduce the likelihood of success, youmay need

to negotiate these elements or consider not taking the case.

$ Time spent in the contracting process can pay off by keeping the client,

sponsors, and you aligned with an effective coaching process.
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E
VEN IF THE CLIENT INITIATED CONTACT WITH YOU, IN AN EXECUTIVE COACH-

ING ENGAGEMENT, THERE ARE OTHER PARTICIPANTS WHO ARE STAKEHOLDERS

AND ESSENTIAL TO ITS SUCCESS. THESE PEOPLE INCLUDE YOUR CLIENT’S

immediate manager and, if appropriate, a Human Resource manager who

has an interest in, or some actual responsibility for, the client’s organization.

We call these participants sponsors of the coaching. In larger organizations

there may be others in this sponsor group, such as a centralized coaching

coordinator or talent management professional. Inmost coaching situations,

sponsors have responsibility for evaluating your qualifications and approv-

ing your proposal to deliver coaching.

Engaging sponsors productively is a key difference between executive

coaching and other types of coaching in which the client contracts with you

directly. Establishing your relationship with sponsors at the same time that

you build and maintain a partnership with your client reflects both the defi-

nition and a key challenge of executive coaching. Sponsor involvement,

while often stipulated in the contract, has significant upside potential in sup-

porting your client’s development, so it is worth your effort to keep them

appropriately involved. During most coaching engagements, you are also
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likely to interact with a wider stakeholder group around the client, such as

peers and direct reports, especially when gathering information about your

client.

In working with sponsors and other stakeholders, keep in mind that:

$ Planning for the participation of sponsors and other stakeholders

will make their involvement more useful and productive.

$ The client, usually in conjunction with the sponsors, determines

which other stakeholders to include in the process and how to approach

them, relying on your guidance as the coach.

$ The involvement of sponsors and stakeholders in the coaching

process needs to be transparent to the client.

The Role of Sponsors in the Coaching Process
Coaching is just one of many elements in the ongoing relationship between

the sponsors and the client. It is your responsibility to be sure that coaching

does not replace any aspect of that relationship or get lost in the flow of usual

work interactions. In fact, an implicit goal in yourmanagement of sponsors is

that coaching improves relationships between client and sponsors and

enhances their developmental collaboration.

Engagements that become frustrating or disappointing can often be

traced back to the lack of sponsor involvement. When sponsor involvement

in coaching is planned, there are fewer distractions in your relationship with

your client, and you are better able to capitalize on sponsor intentions to sup-

port the effort. Without such planning, sponsors may feel the need to push

for involvement or insert themselves at inappropriate times.

You can anticipate the sponsors’ legitimate needs for input to the coach-

ing process and interest in its progress by building sponsor touchpoints into

the process. These touchpoints may have different schedules and content

depending upon the type of coaching you are doing and the process you have

contracted.

64————

TOPICS IN EXECUTIVE COACHING

American Management Association • www.amanet.org

www.amanet.org


Touchpoints for Sponsors
Of all the participants in the coaching process, sponsors are involved over the

longest period of time. There are six points at which they participate during a

typical executive coaching engagement:

1. Before coaching in screening coaches

2. During the contracting of the coaching process

3. At the point that a development plan is drafted

4. As support during the implementation of the plan and for providing

feedback and course corrections

5. At the conclusion of coaching

6. During post-coaching evaluation and client support

Touchpoint 1

Usually, a coach is brought into an organization because the sponsors have

evaluated developmental options for the client and recommended coach-

ing. Less frequently, the clientmay approach sponsors to initiate coaching. In

both cases, sponsors usually set up criteria and screen coaches before any

are introduced to clients, even if the organization already has a pool of qual-

ified coaches. For most engagements, therefore, your first contact in a coach-

ing engagement will be with sponsors as they screen coaches and discuss

contracting details.

Touchpoint 2

As discussed in the previous chapter on contracting, sponsors are involved in

all aspects of designing and approving plans for the coaching process. The

key decisions they need to make in creating the contract have to do with the

budget for the engagement, the time frame, how confidentiality will bemain-

tained, and what assessments will be used and whom to sample in data-

gathering. Clients are involved in some of these decisions, too.

Paying attention to how sponsors handle the contracting process may
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reveal information that will later be helpful in your coaching. Youmight note

the speed at which the organization makes decisions, the organization’s pre-

ferred arrangements with vendors, how much involvement the sponsors ask

for, whether this is the first time the organization has used coaching, and

what the sponsors know, or think they know, about the process. It is also very

important to explore the sponsors’ perspectives about client development

needs. How they describe felt needs may inform your recommendations

about assessment choices and how development goals are phrased.

Be careful about assuming that the sponsors know much about coach-

ing, even when they talk authoritatively about it. Especially with the client’s

manager, it is safer to confirm all touchpoints, need for support, and how the

coaching process will unfold rather than being disappointed later.

Touchpoint 3

After data gathering and giving feedback to the client, you and the client will

distill themes from the feedback as a basis for drafting a development action

plan. The development plan (described in detail in Chapter 11) typically lists

between one and three developmental goals and ideas for on-the-job actions

to help achieve those goals.

Obtaining sponsors’ reactions to, and suggestions about, the develop-

ment plan is an important part ofmost executive coaching. Not only can their

suggstions strengthen the plan, but their input to it builds buy-in and support

for the client’s development. Involving the sponsors, particularly the client’s

manager at this point, demonstrates that the development plan is shared and

provides an opportunity for collaboration, while indirectly supporting the

confidentiality of all other content in the coaching relationship. It should be

noted that while the Human Resources representative may get the engage-

ment started, the client’s manager more often takes the lead during the

development plan discussion and subsequent implementation.

Sponsor involvement in development planning is frequently accom-

plished during a three- or four-way development planning meeting with

coach, client, and sponsors. Other options for getting their involvement
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might have the client eliciting comments from the sponsors and bringing that

information back to you. Whichever way it happens, sponsor buy-in to the

development plan is essential to the success of coaching.

Touchpoint 4

Once you are assured that you have the sponsors’ support for a development

plan, you and the client can focus on its implementation. This is when spon-

sors can really enrich and empower the client’s progress. With a well-found-

ed and motivating development plan, the manager is in a much stronger

position to provide feedback and managerial coaching to the client. The HR

professional can do the same, often observing aspects of the client’s behavior

that the manager may not perceive. Following up with the manager and HR

during this phase keeps them involved and provides useful feedback on

progress to you and your client.

Touchpoint 5

Often at the conclusion of coaching, sponsors participate in a program

review meeting. Also structured as a three- or four-way meeting, it reaffirms

the key role of the sponsors in continuing to support the client’s development

once coaching comes to an official close, even if the coach will also provide

predetermined follow-up support steps.

This is the point in coaching when you officially hand the client’s devel-

opment back to the sponsors and, particularly, to the client’s manager. It is

important for the closing meeting to highlight progress as well as those areas

needing ongoing developmental attention and vigilance in maintaining the

changes that have started during coaching. Coaching initiates a process of

continuing development that sponsors are now expected to support. You

may find yourself offering suggestions to the sponsors about how they can

support the client’s development. As in a relay, you are passing the baton to

those who are continuing the long-distance event.
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Touchpoint 6

Some coaching contracts anticipate the value of follow-up support, but more

often it is discussed as coaching comes to a close.With sponsor approval, you

and the client can decide the best way that you can support the client’s on-

going development. This is also an appropriate time for you to ask for feed-

back from the sponsors about both their satisfaction with the overall process

and their evaluation of its effectiveness.

Some organizations require that you provide sponsors with progress

reports at key milestones in the engagement. Other organizations may ask

for a jointly written report from you and the client after initial goal setting and

then later with the development plan. These requests are meant to be

helpful to the process in fostering accountability, although coaches and

clients sometimes experience them as intrusive. In order to respond to

those requests without unsettling the trust that you establish with clients,

make your contacts with sponsors transparent to the client whenever

they occur during the coaching process. In addition, whatever is conveyed in

progress reports to sponsors can be prepared jointly by you and the client.

The Wider Group of Stakeholders
Beyond the sponsors, a wider group of stakeholders, comprised of colleagues

who interact with the client, may be invited by the client to provide their per-

spective to inform the client’s development plan. Stakeholdersmight include

peers of the client, the client’s direct reports, executives in a matrix relation-

ship to the client, internal customers, and others. Their involvement with the

coaching process is limited but useful, and it would have been incorporated

into the contract with sponsors and your client. (How to tap their input is

covered in Chapter 9.)

Some clients may involve stakeholders more than others. They may, for

example, ask you to sit in on meetings to observe their interactions with

stakeholders (sometimes referred to as shadowing the client), share all or
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part of their development plan with them, or encourage them to provide

ongoing feedback about areas the client is working on. Other clients choose

to have coaching and their development maintain a lower profile. The pref-

erence depends on several variables: the client’s openness to feedback, the

visibility of the development goals, the organization’s culture about feed-

back, and the way that coaching is structured in that organization.

Some coaches “shadow” clients by being present when the client makes

a presentation, sitting in at staff or one-to-one meetings with direct

reports and colleagues, or undertaking other, similar observing opportuni-

ties. The coach is like a shadow falling behind the client, staying in the

background, hence the term. The client needs to introduce the coach to

others but usually the coach does not interact with others or contribute to

the meeting.

Shadowing a client introduces amore public element into coaching than

is usual when coach and client meet out of the sight of others. The client’s

organizational culture needs to support this more exposed use of coaching.

Shadowing a client works best in organizational cultures where coaching is

widely used, seen as positive, and colleagues aremutually supportive of their

development.

You can influence the degree of stakeholder involvement, informed by

your PersonalModel of coaching. Your preferences about contact with stake-

holders reflect your beliefs about how best to foster change. Some coaches

make the involvement of stakeholders, both as contributors to development

planning and as evaluators of progress, a central element of coaching. Other

coaches place more weight on building deep and trusting relationships

with clients, fostering self-insight, and learning. The question of stakeholder

involvement deserves attention in how you shape your approach to

coaching. Having a clear sense of the rationale for your preferred level of

sponsor involvement will allow you to advocate for your approach during

contracting.
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CASE ILLUSTRATION: THE DISAPPEARING
SPONSOR

This chapter addresses one of the public aspects of executive coaching: how

to involve sponsors and stakeholders in the process. Not setting expectations

about their involvement can create unnecessary obstacles and challenges for

your coaching and the relationships between your client and the client’s

manager, such as a surprise demand from a manager who wants to know

details of your conversations with your client. Sponsor involvement has the

potential to be awkward at the least or may even undermine coaching if it is

not managed. Ideally, the client’s energy and enthusiasm for development

will grow with the process. This is facilitated by having appropriate involve-

ment by sponsors throughout the coaching. The following case illustrates

some of the challenges of making that happen.

Rita engaged Sal, the coach, for a six-month coaching assignment for her

direct report Marco. He had been promoted recently to the position of

Director of Sales and Distribution for the company’s Eastern Region. Rita

described Marco as an outstanding district salesman and team leader. She

believed that he was now ready to take on broader responsibilities and also

increase his exposure within the company. She also believed that this would

be a big step for Marco and that coaching would help him step into his new

role and become the leader he was capable of being.

The coaching got off to a good start with Rita’s active support. Very early

on in the engagement, however, Sal began to understand a different side of

Rita. Marco told Sal that Rita “never kept appointments” with him and sched-

uled team meetings that usually were postponed. Marco had heard about

Rita’s unpredictable schedule in his prior job, but he had been quite removed

from regular contact with her. Now he was experiencing it firsthand and was

feeling somewhat abandoned.

At first, Sal was surprised to hear this, since Rita had expressed a clear

commitment to provide whatever support Marco needed. But Sal began to

experience her lack of availability also. On several occasions, Sal called Rita

and left messages, which Rita responded to, yet somehow was not able to

actually schedule time to talk. Rita’s initial enthusiasm for Marco’s develop-

ment and coaching was beginning to ring hollow to Sal. He could also see

thatMarco’s enthusiasmwas diminished by Rita’s lack of availability. Sal was
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transparent about his calls to Rita; they were, after all, part of the coaching

contract. When Marco asked about them, and Sal reported that conversa-

tions hadn’t happened, it was easy to see Marco’s disappointment. In addi-

tion, Sal was conflicted about showing his own irritation. He didn’t want to

set up a dynamic in which he joined with Marco to complain about Rita. Sal

also didn’t want to pester Rita or annoy her, even though he was increasingly

frustrated. He would have gone directly to her office and scheduled time

through her assistant, but this wasn’t possible given the distance between

headquarters and Marco’s location.

Sal decided that disparaging Rita with Marco would not help either of

them. In giving the situation some thought and discussing it with a trusted

colleague, Sal realized that hewas taking the situation too personally.Maybe

Rita was unusually busy or shemisunderstood how important her role was in

the coaching process. Sal also admitted to himself that he might not have

been as clear as he should have with Rita about the touchpoints. He realized

that maybe he needed to try some different tactics for engaging with Rita.

Sal decided to speak with the HR contact and ask for help in getting on

Rita’s calendar. TheHR sponsor provided aperspective by explaining that this

was an especially busy time for Rita, but also provided Sal with the direct line

for Rita’s assistant. Sal was able to connect with Rita by scheduling time

through the assistant. He also sent Rita an e-mail in advance of the call, writ-

ing it in an upbeat, positive tone and highlighting that he was looking for-

ward to Rita’s input to facilitate progress of the coaching. During that call, Sal

made sure that Rita understood how important her involvement was and

bracketed the time frame of the next touchpoint in the process. Both Marco

and Sal were relieved to have that conversation behind them, and Sal felt

more confident about Rita’s accessibility in the future. They were also able to

use this experience to giveMarco a springboard in his owndealingswith Rita:

Be resourceful, not discouraged, in finding ways of getting whatMarco need-

ed from Rita.

Supervisor’s Observations _____________________

In hindsight, it is easy to see that Rita and Sal were in different places

about how best to involve sponsors in coaching. This can happen for

many reasons: The coach’s contracting may have assumed too much; the

SPONSOR AND STAKEHOLDER INVOLVEMENT

————71
American Management Association • www.amanet.org

www.amanet.org


manager’s expectations may have been wishful thinking; or unexpected

pressures may have emerged. But when a manager does not follow

through on a meeting time or on another commitment the manager

made to the coaching, it is very apparent and unsettling to both coach

and client. The coach is excited to be working with the client, and hope-

fully the client is excited too, but the manager may not realize how

pivotal her involvement is to capitalizing on that enthusiasm. In fact,

managers sometimes worry about interfering in the coaching and pull

back too far. It is not unknown for a manager to be quite enthusiastic

about engaging a coach and then disengage, perhaps relieved to have

delegated development as if it is a task that the coach can do by himself

or herself.

Keeping managers aligned with the progress of the coaching engage-

ment is a key challenge in executive coaching. Their involvement is

essential to creating a well-founded development plan, as well as demon-

strating support for the client’s development. Later in the coaching, the

manager’s involvement is equally important because once coaching is

ended, then the manager again must assume a lead role in the client’s

development. Gaps in understanding can occur, and in this case, Sal’s

efforts to engage Rita were being watched by the client, most likely

because Marco wanted to gauge his own challenges in getting more time

and attention from her. This made it more important for Sal to succeed in

a way that would be a model for Marco.

Sal made good choices here. First, he avoided publicizing his frustra-

tion, no matter howmuch it reflected the client’s own experience with the

boss. Second, he took responsibility for the lack of contact and thought

creatively about what he could do differently. As a result, he started

operating differently in terms of actually getting on her calendar and in

mirroring her enthusiastic style and emphasizing her importance to the

engagement. He also reached out to the HR sponsor to get some useful

perspective and advice, viewing it as a challenge to be solved rather than

personalizing the situation and becoming overtly frustrated. Sal’s success

in renewing Rita’s involvement was both important to the coaching

process and encouraging to Marco in his other dealings with her.
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This is not to say the challenge won’t happen again. Managers can be

extremely busy; some schedules are truly impossible, and even high-

priority items can get postponedwithoutmuch explanation. It is natural to

be puzzled or frustrated by a sponsor’s lack of involvement; after all, the

organization is paying for the coaching, so you would think the sponsors

would do everything requested in support of it. But there are many ways

in which good intentions can go astray, and coaches need to model opti-

mism, resourcefulness, and accountability, especially when the client is

tending toward powerlessness or blaming others. In all circumstances, you

need to find ways of working with the situation as it presents itself, even

when sponsors are not helping as they should.

Takeaways
$ While your relationship with the client is your first priority, you are also

accountable to the sponsors of the engagement.

$ There are at least six touchpoints where you will want to anticipate and

plan for sponsor participation.

$ Other colleagues, such as peers and direct reports, are frequently

important to the process as well, both as feedback providers and

progress observers. We refer to them as stakeholders because they

stand to benefit from the client’s development.

$ The stakeholders’ involvement in the coaching process is much more

limited than that of the sponsors. It is usually determined by the client,

the sponsors, and your preferred coaching approach.

$ Communications with sponsors and other stakeholders are most effec-

tive when kept transparent and done in partnership with the client.

$ One of the more challenging parts of a coaching engagement is to keep

the right amount of connectivity between sponsors and you as the

coach. It is your responsibility to find ways of keeping to the contracted

process and engaging with them, even when schedules are truly chal-

lenging.
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$ Your dealings with sponsors serve as a model to your client beyond the

coaching engagement.

$ Responding to sponsor absence with optimism and resourcefulness

can foster those same qualities in clients dealing with disappointment.
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C H A P T E R

Building Early
Relationships with Clients

7

A
S IN OTHER HELPING PROFESSIONS, THE QUALITY OF THE RELATIONSHIP

BETWEEN YOU, AS COACH, AND YOUR CLIENT IS A MORE IMPORTANT DETER-

MINANT OF POSITIVE OUTCOMES THAN ANY OTHER VARIABLE UNDER YOUR

control.1 Creating and sustaining a safe but engaging relationship with clients

is the cornerstone of a successful coaching process. Coaches who rely on a

formulaic process or favored instruments are under-leveraging the potential

power of that relationship. Clients who feel that you are truly seeing themwill

be much more engaged and open. Your particular style of relating to clients

is grounded in your Personal Model, but there are several general points to

guide you, especially in early sessions.

Trust … based on client safety and clear confidentiality guidelines

Honesty … based on your observations and fostering client openness

Caring… based on your empathy and connection with the client

Credibility … based on your professionalism and command of the process

Throughout the entire engagement, it is vital to maintain trust, honesty,

caring, and credibility. These characteristics are even more critical in the

early stages when anxiety may be high and progress is just beginning.
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Although contracting establishes the foundation for these characteristics,

clients need to be reassured in early sessions about confidentiality and other

process elements. Your behavior during sessions conveys that reassurance.

Clients are very observant about your communication and interpersonal

skills. You are a high-profile role model for clients, so how you handle your-

self needs to be intentional. Being open and genuine without being unfo-

cused and reactive is a tricky balance. You need to know your own strengths

and vulnerabilities in achieving that balance even when the client’s and your

own anxieties are pulling you in other directions.

Thorough preparation for sessions can help you manage your anxiety

and present the credible image you want. Assuming that you check and

organize your notes as soon as possible after a session, find a time to review

them and plan an agenda for the next session (e.g., immediately after the last

session, after your thoughts settle, or just before the next session). As you

review your notes, reflect on themes that can be carried forward or that you

want to explore with your client. Make note of your thoughts and build a flex-

ible agenda for the next session. Identify session goals, both for you and for

the client. Your goalsmay highlight ways youwant tomanage the interaction,

whereas your client’s goals would focus on progress toward development

insights and actions. For example, you may target a goal of staying more

focused on key issues and not getting sidetracked, whereas for your client,

the session should produce at least one possible development theme.

You can also record your reactions to the client’s characteristics and

behaviors, both those that attract you and those that you find off-putting.

When you encounter something that is off-putting, counterbalance a sense of

distance with stronger empathy, to show you understand what the client

might be experiencing. Those characteristics may be temporary nervous

responses to the unknowns of a coaching relationship. If these tension points

continue beyond early sessions or are echoed in others’ descriptions of your

client, observing themmay contribute to your ability to form hypotheses and

provide feedback later.

Your hypotheses do not need to be used in early sessions, but without at

least capturing them, you will not be able to use them later. For example, a
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client’s initial handshake and early demeanor seemed to convey lack of inter-

est to his coach. In fact, it became apparent later that the client was deeply

interested in his own development and was unaware of the mixed signals he

was sending. How the client’s cues played out in his wider relationships

became a key focus of his coaching.

Paradoxically, thorough preparation allows you to relax and tune into

what the client is saying and feeling. Conscious preparation, encompassing

session agendas, goals, and reactions to client characteristics, provides a

foundation for you to be present and responsive to the client instead of strug-

gling to remember what you wanted to cover. As in all interactions, prepara-

tion does not guarantee that important topics will be covered, but it certain-

ly helps you be ready when issues emerge.

What happens during coaching sessions is the intersection of many fac-

tors, including your preferred coaching style, the process you have designed,

the client’s personality, and the organization’s agenda. In early sessions the

interplay of these elements is still fluid. Clients may be unsure of how to use

coaching and bring their day-to-day challenges to you as theymight to a con-

sultant. Clarifying your coaching role and the process may be necessary.

Hopefully, you can redirect what a client brings to early sessions toward dis-

covery and development versus advice and recommendations. This is part of

educating the client about how to get the most from coaching, but it can be

challenging when the client has a pressing problem and wants help.

Translating that urgency into a topic that fits under a coaching framework

draws on your resourcefulness.

Session agendas need to allow for responsiveness to the client but also

instill a feeling of progress. At the start, ask clients how they feel, inquire

about their actions and thoughts since the last coaching session, and ask

them to tell you what they would like to cover. This sets a pattern that clients

can depend on, as well as confirming that the agenda is a shared responsi-

bility. Youmight ask any one of several questions:What have you been think-

ing about or tried since we last met? What hasn’t worked out as well as you

would have liked? What topic would you like to go back to? What would be a

useful place to start today? Or youmay choose a question that reflects a focus
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within your Personal Model. For instance: “What has gone well this week?”

or “What insights have emerged?”

Steps to guide you through the initial coaching session are shown in

Figure 7-1.

Figure 7-1. Guidelines for the first coaching session

? Introduce yourself fully and provide a general overview about the
coaching process and confidentiality guidelines (i.e., the contract).
Bring your biographical sketch and contact information even if available
from HR or online.

? Start where the client wants to start. Consider broad questions and the
client’s need for clarity and reassurance.

? Always think about relationship building and partnership. First
impressions are important; be engaged, genuine, and patient.

? Gather initial information about the client’s career and performance
story; use your facilitation skills. There is great value in just feeling heard;
don’t try to do too much too fast.

? Assess how much short-term pressure the client is under to change or
grow. This pressure may be organizationally driven, internal to the client,
or both.

a. If pressure is high, explore the causes and mobilize the process
more quickly.

b. If pressure is low, you can take more time for insight and learning.

? Think about, and possibly suggest, a “doable” development goal or two,
consistent with the contracting details of the engagement. You are
beginning to set expectations for the coaching relationship.

? If needed, clarify the balance of responsibility between you and the
client. Show your commitment to the client’s emerging goals but within
the boundaries of what you can do in your role as coach.

? At the end of the first coaching session:

a. You and/or the client summarize in simple terms what has been
covered; highlight emerging goals and other insights.

b. Reconfirm process expectations and mutual commitments.
c. Ask for reactions to the session and coaching in general.
d. Schedule session two and beyond, if possible.
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As the client responds to your interest, your comments and nonverbal

cues convey what you feel is productive to discuss. Your facilitation of what

the client presents, assuming it is within the boundaries of executive coach-

ing, enhances the relationship and builds a bond that is both motivating and

reassuring. By uncovering insights, making linkages between points, and

expressing ideas that might be pivotal, you are assuring your clients that they

are being truly heard. This is the basis formoving the agenda forward, toward

the articulation of important development themes.

Another important step in building a productive relationship is thinking

about a client from several different perspectives. Some coaches may be

attuned to career issues, others to leadership issues, and still others to emo-

tional variables in a client’s life. Your preferred perspective—whether it is

cognitive, career, behavioral, emotional, or something else—is reflected in

your Personal Model. Even though you have a preferred lens, it is useful to

expand your focus and learn to use multiple lenses in viewing the client.

Refining your understanding of the client involves familiarizing yourself with

a range of theories about adult change and growth (summarized in Chapter

3) that have been applied to coaching. Generating alternative hypotheses can

expand your understanding of specific clients andmake you amore versatile

coach in general.

Clients are very observant about your adherence to the confidentiality

commitments you have made. Pay special attention to the transparency of

your contacts with sponsors and others in the organization. Even casual or

unexpected interactions, such as bumping into your client’s manager in the

building lobby or being observed talking to a colleague of your client, should

be noted and described to your client to prevent any misunderstanding

should it be mentioned to the client.

Making sure that coaching appointments have the highest priority on

your calendar models what you expect from clients and will reduce post-

ponement or rescheduling. Not moving a scheduled appointment with a

client, except in an emergency, demonstrates that commitment. You must

align your behavior with what you have told the client about the coaching
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process in order to foster trust, which in turn encourages openness. (For

additional suggestions about structuring sessions, see Figure 7-2.)
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Figure 7-2. Session structure

Suggestions for structuring ongoing coaching sessions (standard active
coaching sessions rather than unique sessions, such as a feedback or
development planning meeting):

? Greetings, reactions to last session; ideas that resonated

? Client’s current feelings and stress level

? Client’s goals or agenda items for the session

? Coach’s agenda items

? Debrief on-the-job action plans implemented or other homework
activities

? Consider progress and topics from the development plan

? Discuss and contract for actions aimed at development progress

? Reflect on learning, motivation, and situational variables; encourage
feedback-seeking behavior

? Confirm phase of the coaching engagement and next session

Questions helpful in moving through the session structure:

? What interactions have you had since we last met that you were pleased
with?

? What’s a recent situation that presented an opportunity for you to try
something new and how did it go?

? What are your goals for this session?

? What ideas from the last session have been helpful?

? What barriers and obstacles to development exist?

? How difficult were the changes attempted?

? What challenges are coming up?

When you encounter client behaviors that are negative, demanding,

critical, defeatist, or defensive, it is possible that the client is acting out of

fear of change or loss of what is familiar. Although these behaviors are some-
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times labeled resistance to change, it is more helpful to reframe them and

refer to them as reluctance to change. This semantic distinction makes a big

difference in your coaching posture. Explaining client behavior as reluc-

tance is more likely to prompt your curiosity about the reason for the

hesitation. As you convey acceptance instead of judgment of your client’s

feelings, you are providing your client with needed support for any fears the

client may have.

It is key for you to be patient in appreciating and understanding your

client’s reactions to the organization’s felt needs. Changes that may appear

obviously appropriate to you, or to the organization, may not be clear to the

client in the early stages of coaching. Even clients who are creating negative

work environments through their behavior may reject the need for change.

They need time to consider their impact and explore other approaches to

their work. Coaching can facilitate that by providing a safe environment for

exploring how change might feel to them.

Your patience in responding to a client’s reluctance also conveys positiv-

ity and hope. Clients who are wary and hesitant often feel locked into behav-

ior patterns that they know are not ideal, but they are unaware of other

options. Organizations can be politicized and conflicted, adding to a client’s

hesitant reactions to coaching. Exploring the client’s hesitations and the

organizational constraints while reinforcing your own trustworthiness can

begin to move difficult clients in productive directions. (Additional material

on reluctance is presented in Chapter 14.)

Theories of intentional change are also helpful in dealing with reluctant

clients.2 According to these theories, there are several natural, preliminary

steps that must be accomplished before people commit to plans for making

changes in their lives. Pre-contemplation, contemplation, and determina-

tion must precede action that makes change happen. Helping clients move

from each step to the next can be quite challenging. Some clients may have

already had feedback and are contemplating the changes that coaching will

support. For other clients, lack of feedback and their own hesitation may put

them in a pre-contemplation stage where any suggestion of change is a new
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and unsettling idea. Applying these stages to your clients’ state of mind can

help you anticipate what you need to do to help themmake progress.

With those clients, moving them from pre-contemplation to action uses

a process known asmotivational interviewing.3 It relies on broad, open ques-

tions to explore with the client both current conditions and what change

might bring. Motivational interviewing embodies a patient, client-centered

process of movement toward change. The questions that motivational inter-

viewing employs are useful in a range of coaching situations: What does

changemean to you?What are the pros and cons of change in your situation?

What would you need to give up tomake a change?What are the upsides and

downsides of the status quo? What past attempts at change have worked and

why? For hesitant and reluctant clients, these types of questions can make

change less threatening so that they can take a step toward considering it.

CASE ILLUSTRATION: TRUSTING THE PROCESS IN
EARLY COACHING

An important element of building relationships involves keeping your coach-

ing hat on, even if the client is pulling you into a more consultative stance.

While this may be a challenge in themoment, the greater good of your work-

ing relationship depends on your staying the course in your role as coach.

The following case illustrates the kinds of challenges that can come up in the

early stages of relationship building.

Sarah, the coach, and Brenda, the client, had started their coaching relation-

ship a month earlier. They had discussed several preliminary goals and get-

ting feedback from Brenda’s colleagues. But at the start of their third

appointment, Brenda asked for help on an especially difficult project that

would draw upon several lines of business in the consulting firm she worked

for. This project would be a hybrid, and evenwriting the proposal would raise

client management and delivery issues. It was a pressing challenge: She had

been assigned to pull together a proposal for an existing client that was

unusual in thatmost projects were categorized and controlled by a particular

practice.

After listening to Brenda’s description of the challenge, Sarah was a bit
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conflicted. On the one hand, she thought, “I shouldmeet Brenda where she is

and encourage her to bring challenges to our coaching sessions.” She cer-

tainly could come up with ideas for Brenda, and the topic was appropriate

because teamwork and collaboration had already surfaced as likely develop-

mental themes. But on the other hand, Sarahwas aware of the downside—by

moving into consulting mode, she would not be modeling the coaching

process that she had described to Brenda, and it could derail the progress

they had already made toward identifying development goals.

Sarah decided that it was very important at this early stage of coaching

to refuse to simply answer Brenda’s immediate need about this pressured sit-

uation. If she didn’t, she would be setting an expectation of solving future

challenges, too. This was a precedent she did not want to set. So, anticipating

Brenda’s frustration, she decided to push the challenge back to Brenda. This

way she would convey both confidence in Brenda’s ability to meet her own

challenges and also establish how they should work together.

In fact, Brenda was disappointed about not getting Sarah’s immediate

suggestions and even implied that Sarah was holding back on expertise

when Brenda really needed it. But Sarah held to her decision. She asked

Brenda to summarize the key issues about the client’s need and the internal

challenges, asked follow-up questions, and restated frequently. As the oppor-

tunities and obstacles emerged, Sarah asked Brenda to think about identify-

ing leverage points with stakeholders, how best to include them, and what

her role should be.

As Brenda formulated ideas and progress wasmade, Sarah took the con-

versation in a slightly different direction. She suggested that having made

productive use of this challenge, they could continue using it toward Brenda’s

development. Since collaboration skills had been emerging as a likely devel-

opment area for Brenda, Sarah suggested that this project would be a useful

forum for applyingnewskills and furtheringBrenda’s development objectives.

Supervisor’s Observations _____________________

Early in coaching relationships, clients may challenge coaches in various

ways: to give them direct advice, to intervene on their behalf, to feel sorry

for them, to join them in their victim status, and the like. They may not be
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consciously aware that these are challenges to the coaching relationship

and may believe that the coach is supposed to help them in whatever way

would be useful or supportive. Coaches, however, need to gently but firm-

ly establish a helping relationship consistent with the coaching role that is

focused on facilitating discovery. This is especially important in the early

stages of coaching. Newer coaches may feel the pressure of the client’s

expectations and give in to providing answers and advice, since they may

not be as secure in their roles as they will become later. They need to be

able to risk the client’s frustration and anger at not being given the help

that is asked for.

Sarah was able to tolerate that risk and partner with the client to help

her in a different way, by becoming Brenda’s facilitator rather than con-

sultant. Faced with this kind of difficult decision, there is the potential for

the coach to be fraught with fears about the client’s anger or even rejec-

tion. As helping professionals, coaches sometimes overlearn their mission

and fail to differentiate what clients actually need from what they ask for.

Sarah was able to stay on course with Brenda at this early stage of coach-

ing. She also found a way to tie the specific challenge back into the client’s

likely development need, further cementing her position of supporting

Brenda’s growth but not reducing Brenda’s responsibility for progress.

Furthermore, coaches often assume that clients see the development

potential in the challenges that present themselves, but it is always useful

to point them out. Most of the time, clients won’t notice the developmen-

tal value that could be obtained from a new challenge because they are

immersed in just getting the work done. An important part of the coach’s

role in helping the client develop is to look past the actual work pressures

and demands and see opportunities for learning and growth.

Finally, at a later session, Sarah could further affirm her coaching role

by referring back to this very exchange as an example of the push and pull

that is inherent in coaching. It is a tangible example of the coach-client

partnership, and making it overt may help the client understand how to

work with the coach to get the help that is needed. While she might have

done all that in the session when it happened, time doesn’t always allow

for a complete discussion. Nothing is sacrificed, and a time lag may even

be beneficial, allowing the coach to go back to reflect on a lesson and, in a

subsequent session, to highlight that learning with the client.
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Takeaways
$ A productive coaching relationship is based on contracting that sets the

ground rules and eases client concerns about the process and confi-

dentiality.

$ How you prepare for sessions and behave during them are important

elements of establishing the trust, reliability, and authenticity neces-

sary for an effective coaching relationship.

$ A safe place where conversation can flow is created when you demon-

strate your full interest. Use focused listening skills and show support

for the client with open questions and reflective responses.

$ It is important throughout coaching, but especially in the early stages of

relationship building, to focus on facilitation and discovery instead of

providing answers or advice. How youmanage yourself models the type

of relationship you want to have with clients.

$ Some tension with your client is typical, but as you stay on track in your

coaching role, it benefits the client in the longer term.

$ Redefining client opposition or lack of cooperation as reluctance (as

opposed to outright resistance) will stimulate your curiosity about what

is important to your clients and what they need to protect; trying to

understand works better than applying pressure.

$ Some clients will not have even contemplated the need for changes in

their behavior; consider using the techniques of motivational inter-

viewing to help move them toward change.
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C H A P T E R

Goal Evolution

8

A
S THE COACHING RELATIONSHIP WITH YOUR CLIENT STRENGTHENS, DEVEL-

OPMENT AREAS BECOME CLEARER AND ACTIONABLE GOALS EMERGE.

THIS PROCESS OF GOAL EVOLUTION, WHICH WAS DESCRIBED BRIEFLY IN

Chapter 4, begins with general needs and progresses to development objec-

tives that become part of a well-founded action plan. While subtle, this

process adds value to your client’s development by facilitating the identifica-

tion of goals that both resonate for your client and incorporate the organiza-

tion’s viewpoint.

Development goals need to be shaped, not imposed, and tied to the real-

ity of the client’s context. One of the pivotal moments in any coaching

engagement happenswhen the client realizes, “That’s what I should bework-

ing on!” These aha!moments occur after you and the client have bonded in

a professional alliance and are in alignment regarding the client’s challenges.

Merely reiterating organizational descriptions of what the client needs to

work on will not generate insight or commitment.

As development goals evolve, keep in mind these important considera-

tions:

$ While the time frame contracted in a coaching engagement needs to be

respected, goal evolution should not be unduly rushed, since it is one of

the key benefits of coaching.
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$ By the conclusion of goal evolution, development objectives have been

informed by a variety of perspectives—client, coach, sponsors, and

often other colleagues.

$ Typically, the emergence of goals occurs in stages, although they are

always open to fine-tuning and action planning.

You may encounter organizational policies that are not sensitive to the

time needed to allow resonant goals to evolve. For instance, you may be

expected to define coaching goals as early in the process as possible. Indeed,

protocols for coaching often assume that the coach will define developmen-

tal objectives by the end of the first session and sometimes even before

coaching starts! This requirement offers the benefit of establishing a focus

for coaching from the beginning but compromise clarity, depth, and sense of

client ownership. Both the coaching process, which usually generates data

about the client, and the dynamics of creating a coach-client working

alliance are needed to effect a clear articulation and buy-in of goals. When it

comes to establishing an appropriate time frame for goal setting, you can

compromise by articulating very general goals initially with the expectation

of more specific ones later.

In addition, you can educate sponsors about the evolution of goals with-

in the coaching process. They will gain an appreciation of the value of goal

evolution if it is presented as a key contributor to successful coaching out-

comes. One way to explain it is by describing the three typical phases, as

shown in Figure 8-1.

Figure 8-1. Goal evolution

FELT NEEDS NEGOTIATED GOALS DESIGNED OBJECTIVES

Felt needs are the goals that the organizational sponsors and/or client

articulate when you are first contacted. These needs are often described with

general labels such as executive presence, influence on others, or better dele-

gation. Alternatively, behaviors that sponsors would like the client to elimi-
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nate can be felt needs, such as control outbursts, be less pushy, or stop micro-

managing. These descriptions may provide some guidance in the early

stages of coaching, but they rarely offer enough clarity to focus developmen-

tal efforts. If clients found such descriptions useful, coaching would not be

needed, since these articulations have been available long before you

arrived. An important reason coaching is initiated is that these descriptions

have not generated productive action.

In point of fact, felt needs are only useful as points of departure and as

very general standards for what the coaching might accomplish. After you

and the client discuss them and explore the client’s history, you can look at

whatever prior feedback is available and examine the client’s self-percep-

tions. Then you and the client will be in a better position to articulate more

clearly what the client would like to accomplish through coaching. These

statements are called negotiated goals.

The term negotiated doesn’t refer to the way adversaries arrive at agree-

ment, but to the way a ship enters a channel or a race car driver handles a

curve on the track. Although still not as clear as they might be, negotiated

goals are more specific and more meaningful for the client than felt needs.

They move the process, and the relationship, in a productive direction. As a

result of participating in their articulation, clients have an increased com-

mitment to working on them. Useful insights, action ideas, and even behav-

ioral progress can occur based on negotiated goals. Empower my staff more

and let go of some control, or Recognize challenging situations before I get

into them and have strategies to control my reactions, are two examples of

negotiated goals that suggest areas to explore and where to focus assess-

ment choices while still allowing more specificity or even other themes to

emerge.

Negotiated goals provide a productive focus for you and the client while

other necessary processes are being completed. One of the most valuable

processes is the application of structured assessments of the client. Coaching

often includes informational interviewing of stakeholders, sometimes called

360-degree interviewing. Other assessment methods can also be used to fos-

ter insight about the client (covered in Chapter 9). The next goal evolution
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milestone, designed objectives, is usually reached only after assessment

results and other data are analyzed, summarized, and discussed with the

client.

Designed objectives are key to creating a development plan that includes

on-the-job action ideas. Most of the time, they are refinements of negotiated

goals, but they may diverge from goals that were previously identified.

Extrapolating from the two aforementioned examples of negotiated goals,

the designed objectives based on them might be, Become a more empower-

ing leader and stretch the skills of my team, and Expand my influencing style

to bemore positive and inspiring. These statements are aspirational and opti-

mistic, expressing a vision for the client’s future leadership style. Unlike

objectives that may have been suggested by others, these designed develop-

ment objectives are jointly created by you and the client, built on earlier

insights by a thorough data-gathering process. Because they have been co-

created using multiple perspectives, designed objectives have greater poten-

tial to motivate the client and generate willingness to devote precious discre-

tionary time to their achievement.

A final task in this evolution is for you to consider the connection

between the original felt needs, especially those expressed by the sponsors,

and the final designed objectives. Most of the time, there is a clear conceptu-

al link, and it is obvious that general or negatively expressed felt needs have

evolved into clear, actionable, and positive statements. Clients will readily

see the similarities, but those connections are not as apparent to sponsors,

who were not privy to the process that supported the evolution. When you

get to the point of discussing designed objectives with sponsors, you may

need to make those connections more obvious so that sponsors will under-

stand that their felt needs have been incorporated into the development

plan, although the language has changed in ways to better support the

client’s development.

Designed objectives represent an important and tangible work product

of coaching. Adding action ideas to move the client toward those objectives

yields a development action plan that can serve as an excellent basis for a

development discussion between client and sponsors. Producing a develop-
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ment action plan (covered in Chapter 11) demonstrates progress in coaching

and invites support for the client’s growth.

Although the evolution of goals from felt needs to negotiated goals to

designed objectives may take four to eight weeks or even more elapsed time

from the start of coaching, it is time well invested. Coaches can use the three

stages of goal evolution to pace themselves, trusting that a well-founded

process, not unduly truncated by organization pressures or administrative

requirements, will yield progress and an action plan that the client truly

owns.

CASE ILLUSTRATION: GOAL EVOLUTION
REFLECTS A PRODUCTIVE COACHING PROCESS

Understanding typical coaching processes and anticipating steps allows

coaches to make choices with greater confidence. Even if those choices have

some degree of risk, choices do need to be made and clients need guidance

from coaches about how best to make them. The following case illustrates

how understanding the goal evolution process is essential in choosing paths

to productive action with clients.

Howard, a vice president of IT in a financial services organization, was intro-

duced to Ankit, a coach who had worked with the firm in the past. Howard’s

manager had articulated a felt need for coaching in order to reduce Howard’s

reliance on micromanaging. His manager described to Ankit that Howard’s

overly controlling management style was an impediment to considering him

for a promotion to managing director. Howard agreed that he needed to

back off and empower his direct reports more, but he was unsure how to

relinquish control and still maintain his high standards on so many critical

projects.

Early in the coaching relationship, it became clear to Ankit that Howard

had a long history of being clear and exacting about projects. He had talent

in breaking down complex goals into tasks that others could execute. These

project skills had served him well, and he had a very positive reputation

among his internal clients for both understanding their needs and delivering

IT solutions. It was also clear from their discussions, however, that the pro-

motion to managing director would change the nature of Howard’s chal-

lenges. Both the scope of the work and the level of his direct reports would be
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elevated. A particularly enlightening question that Ankit asked Howard was,

“How would you describe the leadership style that you, in your current role,

would findmotivating?” Howard’s reflections on this question had led him to

embrace that he needed to make changes, even though the specifics were

unclear.

Through their early conversations, Howard and Ankit evolved a negoti-

ated goal and fleshed out some of the details of how to achieve it. Howard

definitely needed to empower his direct reports with more responsibility for

project management, including client relationships and overcoming obsta-

cles. In order to meet this objective, however, he realized that he needed to

shift some of his focus toward building more robust partnerships with the

members of his team. He needed to get to know them better, including their

interests and aspirations, so that he could raise the bar on their accountabil-

ities in handling broader aspects of projects. They described this change in

terms of building partnerships for better empowerment. Howard would need

to take some risks to accomplish this objective, but he began to embrace that

these were risks worth taking.

Howard and Ankit continued to explore and apply a negotiated goal of

greater empowerment and, at the same time, Ankit conducted a series of

informational interviews of Howard’s direct reports and other colleagues.

The resultswere both confirmatory and useful. Fromall perspectives, Howard

was clearly a strong contributor, set a high standard, and had the best inten-

tions in his drive for project progress. Yet there was clear agreement that he

was distant, formal, and often judgmental—hewas all business. Ankit found

that how Howard communicated was an impediment; he needed to listen

more carefully, have a less autocratic style, and enter into brainstorming dis-

cussions without judging. This was a very consistent theme across the inter-

views that Ankit conducted, but considering Howard’s self-assessment and

the sponsors’ felt needs, Ankit decided to keep the focus on Howard’s man-

agement of direct reports and put the peer relationship issues aside at this

point in the coaching.

Based on this feedback, Howard and Ankit articulated a designed objec-

tive that had a different emphasis than the negotiated goal: Buildmore com-

plete relationships with direct reports to support greater empowerment. The

action ideas cascaded directly from this objective, informed by the feedback

results. As they shaped these points into a development plan, Ankit could see
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Howard’s commitment to the plan increase and looked forward to the discus-

sion of the plan with Howard and his manager. Ankit also knew that, given

Howard’s style, the changes wouldn’t happen overnight, and some changes

would be quite difficult for him to make. Ankit was confident, however, that

making these changeswould indeed resolve questions aboutHoward’s readi-

ness for the promotion.

Supervisor’s Observations _____________________

Ankit knew that goal evolution is integral to building a productive coach-

ing relationship and to creating a development plan that channels the

client’s motivation. By conceptualizing a felt need, moving to a negotiated

goal, and then evolving into designed objectives and a development

action plan, Ankit was able to work productively with Howard. At the same

time, he understood that sponsors may not immediately see the connec-

tion between their felt needs and the designed objectives emerging from

coaching. Ankit was willing to have his work exposed to that scrutiny and,

at the appropriate time, support Howard in explaining those connections

to sponsors in order to achieve their support of the development plan.

Moving from an early focus that initiated the coaching to evolving

specific, actionable objectives is rarely a linear process. It can be a chal-

lenge for a coach to assist the client in getting greater clarity on what is

important, while also identifying what might evolve into a motivating

development plan. Ankit, while sensing a larger issue, engaged Howard in

multiple conversations about his management style and need for change.

This process allowed a clear focus, anchored by felt needs at the same time

that it encouraged a wider discussion about what change would actually

look like. Howard was able to reflect and gain awareness of what he need-

ed to do differently. By embracing this process, Ankit was able to give

Howard the time and support he needed to create a development action

plan for his most pressing needs.

Ankit was also making a very important decision about what to focus

on in coaching. Goal evolution and data gathering clearly highlighted

where to start. At the same time, Ankit knew that even designed objec-

tives can evolve further and, in Howard’s case, that such additional change

is likely.
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Howard’s interpersonal style extends beyond his relationships with his

direct reports. Data gathering revealed unproductive distance with peers

and other colleagues as well. Ankit, however, decided to keep the focus on

empowerment issues at this point, staying as close as possible to felt

needs and Howard’s motivation for his promotion. As they make progress

on the development plan, Ankit can choose the right time to suggest a

wider focus for change. Even well-articulated goals can evolve as they are

addressed. As clients experience success with new behaviors, they gain

the confidence to tackle other areas of development.

Takeaways
$ Clients and sponsors may be unsure how best to articulate goals and

select themost useful ones; it is your role as coach to help resolve those

questions as a natural part of the coaching process.

$ Case-specific coaching goals that are targeted and customized to the

individual evolve as a result of data generated by the coaching process

and the dynamics of the coach-client partnership.

$ Felt needs are the initial wishes articulated by organizational sponsors

and sometimes by clients.

$ Useful negotiated goals evolve from an exploration of the client’s histo-

ry, feedback, and self-perceptions and increase the client’s focus and

energy, even though they may still be somewhat tentative.

$ Designed objectives are shaped from negotiated goals that are informed

by data gathered during coaching. They almost always relate conceptu-

ally to the original felt needs and are specific and actionable, providing

the foundation for a development plan that mobilizes progress.

$ As coach, you are simultaneously focused on those client goals reflect-

ing current needs and on being open to incorporate new directions as

they emerge, even after the development plan is implemented.
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C H A P T E R

Assessment and
Information Gathering

9

D
ATA FROM ASSESSMENTS AND OTHER SOURCES ADDS TO THE DISCUSSION

ABOUT CLIENT DEVELOPMENT AND IS USEFUL IN EXPANDING ON YOUR

CLIENT’S SELF-INSIGHT AND YOUR OWN IMPRESSIONS. THIS NEW DATA

includes the results of informational interviewing of your client’s colleagues

as well as the results from standardized questionnaires or other assessment

tools. These additional perspectives can help your client move from negoti-

ated goals to designed objectives.

When approaching this aspect of the coaching process, consider the fol-

lowing points:

$ Decisions about what types of data to collect are shaped by multiple

factors, such as the circumstances of the case, negotiated goals, the

organization’s prior use of particular methods, your own preferences

for certain assessments, your Personal Model, and your client’s interest

in feedback.

$ Using several data-gathering methods can be especially helpful if the

client has limited self-insight or is really unsure about what improve-

ments or changes to work on.
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$ Assessment methods differ with respect to how visible they are to the

rest of the organization (e.g., assessment questionnaires versus 360-

degree interviewing of colleagues), which may also be a consideration

in selecting assessment methods.

Types of Data
There are two broad categories of data that can be collected for use in coach-

ing: quantitative (i.e., scorable, standardized) and qualitative (i.e., subjective,

descriptive). Data of both types can be very helpful in building your working

relationship with clients and in suggesting insights. When you use multiple

assessment methods, it is useful to interpret assessment results both sepa-

rately and collectively. In otherwords, the total picture of a client using assess-

ment results is often greater than the sum of the separate assessment parts.

Quantitative Data

Quantitative data come from standardized instruments that describe the

client using various dimensional terms, often based on conceptualizations of

personality, interpersonal dynamics, communication style, and leadership

competencies. Quantitative data can be collected both through self-report

assessments and multirater (360-degree) instruments.

$ Self-Report Assessments. These assessments are completed by the

client, usually online, and then scored by the publisher of the questionnaire.

Results, profiles, and narratives based on the client’s scores are sent to the

coach for interpretation and for sharing with the client, almost always in

conjunction with a feedback discussion. The most common categories of

self-report questionnaires used in coaching include:

1. Personality Assessments (e.g., I6PF and California Psychological

Inventory)

2. Motivational/Values Instruments (e.g., Hogan Values Scale)

3. Communication Preference Indicators (e.g., MBTI and DiSC)
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4. Interpersonal-Style Measures (e.g., FIRO-B)

5. Learning Preferences (e.g., Learning Styles Inventory)

$ Multirater Assessments. Multirater surveys, also called 360-degree

questionnaires, capture perceptions of the client and colleagues on a wide

range of skills and leadership dimensions. The colleagues typically include

manager(s), peers, direct reports, and potentially other groups such as inter-

nal customers. These surveys became popular in the 1990s as a means of

providing developmental feedback. (For some of the more widely used 360-

degree instruments see Figure 9-1.) They have continued to grow in appli-

cation and complexity and have become so widely used that it is not unusu-

al to find a prospective coaching client with the results of such a survey on

hand.

Figure 9-1. Popular 360-degree feedback instruments

Examples of widely used 360-degree tools include

CCL’s Benchmarks

PDI’s Profilor

Clark Wilson’s Management Practices

Management Research Group’s Leadership Effectiveness Analysis

Denison’s Leadership Development Survey

Many large organizations have customized these instruments or created their
own, reflecting a competency model that the organization has embraced.
There are also numerous computerized survey engines that can be used to
create a 360-degree feedback tool from start to finish.

The client and as many as eight to twelve colleagues, representing differ-

ent perspectives, complete the questionnaire online. Peer, direct report, and

other group data are averaged for anonymity. Many standardized 360-degree

questionnaires include norms so that clients can benchmark their scores

against an external reference point of how managers are typically rated. The
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profiled results are provided to you, the coach, in preparation for a feedback

discussion. These surveys focus on soft-skills areas that have become recog-

nized as keys to leadership success and derailment avoidance. Capturing the

perceptions of colleagues on these skills areas is compelling input to a coach-

ing process and a development plan.

Early innovators in using 360-degree questionnaires conducted research

on managerial jobs to determine objectively the competencies required;

those competencies were further divided into key behaviors that were used

to create the items to be rated. Different classes of jobs have different com-

petencies, and so corresponding questionnaires were created: for middle

managers, for executives, for sales, for individual contributors, and so on.

There are also 360-degree questionnaires linked to particular leadership

concepts such as conflict resolution and emotional intelligence.

As the use of these questionnaires has expanded, they have become a

standard part of both feedback and leadership development processes.

Multirater assessments are also sometimes used to aid in performance rat-

ings for compensation and in bonus determination, although their use for

these applicationsmay distort their developmental meaning. In other words,

if you have access to 360-degree feedback for your client, ask why it was col-

lected and how it is used in the organization because itmay not have asmuch

developmental value as one used exclusively for that purpose.

Most often, 360-degree questionnaires use a five- or seven-point scale of

effectiveness or frequency on each of the skill questions, with higher scores

better than lower ones. There may be anywhere from a few dozen questions

to over a hundred, depending on the complexity of the underlying

model. Most questionnaires also ask the rater to identify the most important

skills for job success. Open-ended, write-in questions yielding qualitative

feedback are often included, using prompts such as, “In your own words, list

the manager’s key strengths and development needs.”

Coaches, trainers, facilitators, as well as management and executive

development professionals, all need experience in using 360-degree feedback

tools. Interpreting the results to get to a well-founded development action

plan is a frequent activity of all these professionals. You don’t have to be an
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expert in the psychometrics of such tools in order to use them effectively.

Some of these tools require training and certification, but supervised experi-

ence is always recommended before using a specific survey with clients.

Many coaches working at the executive level prefer informational inter-

viewing to multirater surveys. (Informational interviewing is a qualitative

method discussed further in the next section.) For short-program coaching

or at middle management levels, however, 360-degree questionnaires are

more consistently used because they are more efficient in terms of profes-

sional time and cost. In addition, they provide comprehensive skills coverage

and quantitative ratings so that the relative size of a particular strength or gap

is indicated. Also, it is easy for the sample of colleagues included to be larger

than with time-intensive interviews.

With regard to quantitative methods overall, both self-report and multi-

rater, you may want to identify questionnaires popular among the coaches

and Human Resource professionals you know as the starting point for your

own toolkit of measures. Certification courses, manuals, user guides, and

guidance from other coaches are all helpful as you begin to use question-

naires with clients. Adding additional measures is a lifelong activity for

coaches as new conceptualizations and questionnaires become of interest.

Building a foundation of how to learn about and use assessment methods

facilitates that growth as you encounter new tools and apply them to client

challenges.

Qualitative Data

Qualitative data come from perceptions that others have about the client as

well as from your own impressions. There are many types of qualitative data

available to you in your coaching work. Your own observations of the client

in sessions and in the office environment, along with descriptive documents

such as performance appraisals, can provide helpful qualitative data. Your

shadowing of the client in actual meetings, when properly set up, can also

yield useful information about client behavior. In executive coaching, how-

ever, the most frequently used qualitative data-collection method is infor-

mational interviewing of the client’s colleagues. Figure 9-2 is an example of
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how a coach might initiate an informational interview with a client’s profes-

sional colleagues.

Figure 9-2. Introduction to the informational interview

SAMPLE INTRODUCTION for an INFORMATIONAL INTERVIEW (as input to a
transition coaching engagement)

Coach: I’m Susan Spence, an executive coach working with Brad Winter
as he transitions into his new position as Director. What is your
understanding as to why we are meeting?

Colleague: Brad asked me to participate in this meeting about his
development. That’s really all I know.

Coach: Yes, we are focusing on his development, particularly areas of
strength that he can further leverage and any gaps going into his new
job. Because leadership doesn’t happen in a vacuum, we agreed it
would be beneficial to obtain the perspective of those with whom he
works. I will be summarizing in my own words what I hear from all those
interviewed into themes to be shared with him. I will not be attributing
remarks to any individual. I may ask follow-up questions. Examples
are useful so I thoroughly understand your point of view, but those
examples will not be shared with Brad. Any questions about why we
are talking or the process we will use?

Colleague: No, it is clear now. What do you want to know?

Coach: You can start by describing the context in which you and Brad
interact; for example, how long and in what capacities you have worked
with Brad? Then I’d like to hear about your observations of what Brad
does well as a leader. I am also interested in areas you consider
opportunities for him to develop, especially in terms of this job. Finally,
I would welcome any specific suggestions you have about what Brad
should start or stop doing now. Any questions before we proceed?

In early interactions, clients will share their self-perceptions, and youwill

form impressions of them. Tapping into others’ perceptions of the client

builds on that foundation and provides context that will be useful to you in

development planning. The goal of informational interviewing is similar to

other assessment methods: to gain a broader and deeper understanding of a

client more quickly and efficiently than could be done just through dialogue
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with the client. Based on the ease of application and the usefulness of the

data, informational interviewing has become a standard element in support-

ing movement from relationship building toward insight and designed

objectives.

Like all aspects of the coaching process, the specifics of arranging and

conducting interviews require transparency and planning, especially with

the client. Here are the recommended steps in arranging informational inter-

views:

1. Contract, or confirm earlier contracting, about the specifics of the

informational interviewing process.

2. Discuss whom to interview and have your client gain the sponsors’

support for the respondent list. Typically, this list includes the client’s spon-

sors, direct reports, a sample of peers, and other colleagues whowork or have

worked with the client for at least six months. The total is usually eight to

twelve people, but the number could go higher to include key stakeholders.

3. Support the client in finding a comfortable way to inform respon-

dents about the process, request their participation, and set expectations for

you to contact each person. (This is often completed via e-mail.)

4. Collaborate with the client about what his or her topics of interest

are, what questions you should use, and what you should listen for in the

answers. Be sure to consider your own preferred questions as well.

5. Confirm with the client the confidentiality of respondent informa-

tion. Generally, results are shared only with the client and only as themes.

Manager information/feedback can be usedmore directly or even verbatim,

although this should be confirmed with the manager.

6. Discuss client follow-up, such as thanking the participants or later

sharing with them the development themes that become part of a develop-

ment action plan.

7. Consider the logistics of the interviews (where, when, how long).

8. Establish a general but consistent structure for the interviews, con-
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sidering what you will say about yourself and the process and the questions

you will ask; budget appropriate time and make sure respondents know

what to expect.

9. Consider asking sponsors special questions about the client’s

career, advancement potential, goals of coaching, and similar topics that

only they would have information about.

10. Conduct the interviews (by phone and/or in person).

11. Analyze the contents of your interview notes.

12. Distill key points about the client’s strengths and development

areas, looking within groups (e.g., direct reports) and across groups, focus-

ing on specific questions that were of interest to the client.

13. Prepare a written summary to be shared with the client highlighting

strengths, development areas, and other useful information.

14. Plan and conduct your feedback conversation.

Becoming both familiar with, and facile in, using a range of qualitative

and quantitative assessment methods is an important component of your

growth as a coach. The qualitative methods especially will draw on your well-

developed questioning and listening skills and will be useful in most engage-

ments.

CASE ILLUSTRATION: HIGH-POTENTIAL
COACHING USING INFORMATIONAL
INTERVIEWING

While coaches often need to contract for their choice of assessment methods

at the start of coaching, some organizations standardize assessment process-

es, often in conjunction with leadership development efforts that have class-

room, coaching, and action learning elements. This makes the coaching con-

tracting much easier but sometimes introduces other challenges for the

coach in conforming to the organization’s process.
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Following a leadership development program, Henry, the coach, was

assigned to work with Marty to help create and implement Marty’s develop-

ment action plan. This follow-up coaching was standardized in that it was

provided to all participants in the program using informational interviews

with six to eight colleagues. Self-report assessment results that had been

used during the leadership programwere also available as part of the coach-

ing engagement. This structure made for a smooth transition from the pro-

gram into coaching without any risk of stigma and with the clear support of

others in the organization. However, the organization used 360-degree ques-

tionnaires as part of the performance management process, and so the

coaches were asked not to refer to the informational interview as a “360

process.” Instead, it was called “developmental feedback” and included a list

of consistent open-ended questions (e.g., strengths, development areas, job

challenges, recommendations for success) to be asked of respondents.

Like most participants in the program, Marty was thrilled to be seen as

part of the future bench strength of the organization. Still, Henry was sensi-

tive to the exposure that such a process brings with it. During their first meet-

ing, he carefully explained to Marty the structure of the coaching and the

“development feedback” interview process. He confirmed that data he gath-

ered from the interviewswould be held in confidence and hewould prepare a

thematic summary for Marty. Henry and Marty would use this summary,

along with other assessment results coming from the leadership program, to

create a development action plan. The coaching process also included a

three-way meeting with Marty’s manager, Yolanda, to review that plan and

four follow-up coaching sessions to get the plan off to a solid start.

Henry conducted a thorough interview ofMarty, making sure to ask him

the same questions that were to be included in the development feedback

process. They also discussed Marty’s experience during the leadership pro-

gram and Marty’s ideas about possible development goals. Henry asked

Marty to list six to eight colleagues, including Yolanda, who would provide

feedback, and he encouraged Marty to get Yolanda’s suggestions for the list,

too. Ideally, creating the list was the first step in facilitating Marty’s and

Yolanda’s collaboration about his development. Henry also provided Marty

with a standard e-mail request that the coaching program had created for

participants to signal to others in the organization that the coach would be

calling for feedback.
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A standard practice is to interview the client’s manager first and then

continue with remaining interviews in whatever order is convenient. Henry

made an in-person appointment with Yolanda and used the first fewminutes

to contract with her about the process and the three-waymeeting that would

occur after a development planwas drafted. He then asked her the questions;

the other seven interviews flowed similarly, minus the process contracting.

Each interview required approximately forty-five minutes.

Henry had significant experience summarizing informational inter-

views, and he readily organized what he had heard into strength and devel-

opment categories. However, he found that Yolanda’s data had a unique

element that he felt was important to share. While in this particular program

evenmanager feedbackwas intended to be anonymous, Henry felt that feed-

back from Marty’s manager was different from that of other colleagues.

Additionally, he knew from what Marty had told him that Marty’s relation-

ship with Yolanda had been difficult but seemed to be improving. Holding

back or merging Yolanda’s unique views may blur information important to

Marty. After consulting with an experienced coaching colleague, Henry

decided to err on the side of caution and get Yolanda’s permission to use her

feedbackmore directly. Henry alsomade amental note to set aside time dur-

ing the three-way meeting to explore Yolanda’s feedback in reference to

Marty’s development plan.

Yolanda agreed that Henry could quote her if that would be useful, how-

ever, he decided to use his own words to summarize her viewpoint and pres-

ent that information, with attribution, as part of the overall summary of

development feedback data. Henry was confident that handling Yolanda’s

feedback in this way, along with themes from the other interviews, kept the

spirit of how the data was intended to be used, and he felt prepared for the

feedback discussion with Marty.

Supervisor’s Observations _____________________

Prestructured coaching processes reduce the need for contracting with

clients and sponsors, but challenges remain. Coaches sometimes mistak-

enly assume that because the coaching protocol has been set up in

advance, everyone is familiar with and comfortable about what will hap-
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pen. In fact, clients can have many reactions, including trepidation, dis-

trust, excitement, or even disinterest, that need to be heard and explored.

Henry wisely did not assume that Marty had clear information about

the coaching process andmade sure to have a thorough conversationwith

him about the data gathering that would be taking place. Doing so builds

the connection between coach and client, even though process changes

are unlikely. In this case, Henry did a good job both of explaining the data

gathering and of differentiating it from similar, but nondevelopmental,

processes that the organization used.

In addition, even in prestructured processes, special challenges can

arise. Henry believed that merging Yolanda’s point of view in with the oth-

ers would lose important information. Even though Yolanda may have

expected that her information would be used more directly than that of

others, Henry did not make that assumption. He wisely sought counsel

from a trusted colleague about how to balance the general requirement

for confidential feedback with the need to share Yolanda’s specific con-

cerns. He also found his own way to use her information directly, choosing

not to quote her even though she gave him permission to do that. He also

used the fact that a three-way meeting was a standard part of the process

to make sure that Marty and Yolanda would have an opportunity to

explore her point of view along with the draft development plan.

Takeaways
$ Decisions about the types of information and the timing of data collec-

tion in coaching depend upon many factors tied to client, context, and

your preferred coaching process.

$ The goals of data collection include expanding your understanding of

the client, the client’s own desire for self-awareness, and the need to

explore how the client is perceived and experienced in the work context.

$ Both qualitative and quantitative assessment results can also be used to

pique clients’ interest in development by providing new perspectives

that are seen as credible.
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$ A consideration in collecting qualitative information from colleagues is

how public the coaching should be, as determined by you, the client,

and the sponsors.

$ Involving colleagues using a 360-degree survey or informational inter-

views adds complexity but can be very beneficial in terms of capturing

perceptions of the client, surfacing action ideas for on-the-job develop-

ment, and gaining wider support for the client’s growth.

$ It is important to select questions and focal topics for use in your

informational interviewing and to include your client in identifying

them.

$ Selecting respondents can be a milestone since it includes the

client’smanager and can reveal your client’s comfort in seeking feed-

back.

$ Ideally, data enriches your discussion with clients and provides new

ideas and perspectives while building your working relationship in

the journey toward a well-founded and motivating development

plan.
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C H A P T E R

Feedback:
What and How

10

W
HILE APPROACHES TO EXECUTIVE COACHING DIFFER, THEY ALMOST

ALWAYS INCLUDE INFORMATION GATHERING ABOUT THE CLIENT AND THE

RELATED RESPONSIBILITIES OF INTERPRETING RESULTS AND PROVIDING

feedback. As you prepare to do this, it is important to bear in mind that:

$ Interpreting the results of self-report questionnaires, 360-degree sur-

veys, informational interviews, and other assessment methods is a

core challenge of coaching.

$ Offering useful feedback from those sources relies on your ability to

extract meaning from the results; it becomes even more valuable if

you can also consider the client’s priorities and context.

$ Feedback is meant to facilitate the client’s self-insight and motiva-

tion toward growth by sharing views from different angles and per-

spectives.

$ Confidentiality of feedback is important so that clients will feel more

open to respond and willing to consider even critical, challenging

results.
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Feedback that is tailored to the client’s needs and interests is muchmore

likely to be accepted and then incorporated into development action plans.

In other words, regardless of the rigor and research base of the feedback

source, it is useful only insofar as it facilitates self-insight and motivates pro-

fessional growth. Even the most sophisticated and valid tool is a means of

fostering insights that resonate with your client. The tools and measures

themselves should be in the foreground of the conversation only long

enough to be understood.

The goals of feedback differ depending on the type of coaching you are

doing. Some coaching engagements are quite short, only a session or two,

and just involve interpretation of a 360-degree survey and a self-report

instrument. These types of engagements are referred to as feedback coaching

or development plan coaching. (See Figure 3-2, The Coaching Continuum, in

Chapter 3.) They are aimed at achievingmodest gains in self-insight and sug-

gesting areas to consider for development. More typical three- to six-month

coaching engagements often use comprehensive assessment methods, and

so the feedback comes from both quantitative and qualitative sources, such

as informational interviews. Those feedback sessions draw on both your

interpretive and client-relationship skills in highlighting results that are par-

ticularly relevant for development.

In the usual coaching engagement, you will also be expected to compare

the negotiated goals that emerged in your earlier coaching sessions with

assessment-based feedback so as to arrive at designed objectives and devel-

opment action plans. Often, the connections among the feedback, objec-

tives, and plans fall into place as you discuss the feedback; other times, you

will need to point out connections, linkages, and possible interpretations.

Whenmultiple measures are being used, integrating all of them can be com-

plex. Your guidance is the essential factor in transforming assessment results

into client insights and agendas for change.

All feedback is not created equal. Even when it is judged by the client to be

accurate, we must ask: Does it matter to the client’s managerial or leadership

effectiveness?
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Feedback of Quantitative Assessments
Clients, even those eager for feedback, are usually apprehensive about

receiving the results of standardized assessments; numbers and graphs can

be intimidating. That is why feedback is best explored in the context of a

trusted relationship. Even if the coaching engagement is short and does not

allowmuch time for relationship building, it is important for you to be sensi-

tive to your client’s potential anxiety and create a safe environment in which

to look at results.

Facilitating feedback based on quantitative measures that yield dimen-

sional scores is a unique challenge since numerical results sometimes carry

more impact than is warranted. Indeed, to balance that impact, narrative

reports often accompany the dimensional scores that are provided from

quantitative instrument feedback. Some test publishers use lengthy comput-

er-generated reports to turn scores into descriptions or even developmental

recommendations. However, as the coach, you are in a position to help your

client make sense of scores, graphs, and narrative reports and decide what in

that material has developmental relevance.

It is important that you are familiar enough with the measures you are

using to explain scales and scores, sharing examples as needed. You also

need to help the client understand any inconsistent results and unusual

score combinations. These interpretive skills draw on your experience with

the instruments and knowledge of the possible patterns. Giving feedback

from standardized questions sometimes requires you to explain specialized

terms unique to those instruments; at other times it is more simply offering

your descriptions of how the client’s behavior might be represented by the

dimensional scores in the results.

Coaches usually develop their own flow in discussing quantitative feed-

back. For example, loosely scripted explanations of the rationale and prem-

ise of a questionnaire and how the results are displayed can be a useful pre-

amble to giving the client the results. Some coaches also like to arrange the

discussion so that those tests which are likely to be most interesting to the

client are discussed first. You might experiment with different introductions
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and flows to arrive at what feels right to you. If you have the opportunity to do

a number of development plan or feedback coaching engagements, having a

consistent flowmakes it easier for you to prepare and facilitate these interac-

tions.

Feedback of Qualitative Information
The use of informational, or 360-degree, interviews by coaches is pervasive,

but there is a wide variation in how coaches conduct feedback from them. For

example, some coaches use verbatim comments, some rely on written sum-

maries, some prefer oral feedback discussions, and some structure the feed-

back by competency or perspective (e.g., from direct reports, from peers, and

from other stakeholders). Regardless of what you choose to do, when you

combine the results of interviews with assessment scores, extracting interest-

ing themes and suggestions may be all that is necessary, since there are often

many points to interpret. Remembering that feedback is a precursor to a

development plan, you can highlight those themes, in effect confirming nego-

tiated goals as well as pointing out results that require further consideration.

Just as results associated with quantitative tools, analyzing feedback

from informational interviews draws on your interpretive skills. In addition,

summarizing interview feedback also draws on your ability to express your-

self and capture themes in writing. A two-step process is customary in

preparing interview-based feedback: (1) analyzing the content of the inter-

views, and (2) writing a summary of that analysis that can be given to the

client directly and/or used as a guide to the feedback discussion.

While there is no rigid formula for the first step, distilling strengths and

development needs from your interview notes well before your feedback dis-

cussion is the usual approach. This effort will make the feedback meeting

much more efficient and also will reduce the risk of revealing a source

because you will not be using your interview notes directly during the meet-

ing. If colleagues are promised confidentiality of their comments, as they

usually are, it is the coach’s responsibility to uphold that commitment rigor-

ously. The use of direct quotes or situational examples, when they add
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important information, needs to be handled carefully. Using these com-

ments needs to be contracted with interviewees or should be avoided.

Paraphrasing an interviewee’s intent or putting sentiments in your own

words is fine and consistent with your task of summarizing themes.

Comments from the client’s manager can be used more directly in situations

where that adds essential information. On balance, however, most coaches

prefer to interpret all feedback instead of sharing it verbatim, confirming to

the client that a rigorous process has been used to extract themes from the

interview notes. The decision about how directly to use interview data also is

guided by your Personal Model in how best to motivate change.

In terms of the second step, coaches usually design a written summary

format that is clear and comprehensive. This document is often the most

impactful of all the feedback provided, so crafting the summary is important.

There are no hard-and-fast rules about writing a summary of informational

interviews, but there are options and choices you can make. The objective of

the written feedback summary is to help clients reflect on and absorb the key

points as a precursor to development planning. Since you want to capture a

complete picture of the client, consider sharing strength themes first, fol-

lowed by possible development areas that came out of your interviews. These

themes can then be discussed with respect to the development areas already

under consideration, whether felt needs or negotiated goals. This approach

sets up a discussion about what themesmay end up in the development plan

and which ones may be less clear or important for the client’s development.

Regardless of the style of feedback report you choose—narrative, bullet-

ed, verbatim, thematic, by perspective—it is preferable to arrange extra

meeting time, present the report in person, and walk the client through

the report in detail while maintaining a posture of discovery. Remind your-

self and your client that perceptions are based upon observations:

Perceptions are not facts. Perceptions are altered as changed behaviors

are observed.

When interview results vary based on perspective (i.e., respondent
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groupings, such as peers or direct reports), you can show those differences as

clustered themes, as long as you have sufficient numbers in each category so

that no feedback can be tied back to any particular person. Usually the

requirement is three or more respondents per perspective. The client’s man-

ager is a special case since this person usually does not require strict confi-

dentiality. Still, you may choose to weight the manager’s feedback more

heavily in the summary and weave it in to broader themes rather than call it

out as a separate perspective. In general, bullet points are used rather than

narrative paragraphs. Note: Exhibits 5 and 6 are examples of two different

styles of interview feedback reports.

Integrating Feedback Sources
When there are both quantitative and qualitative feedback sources, your goal

is to help the client look across all the results and identify themes; there is no

need to utilize every score or feedback element. You, as coach, are the filter

by which clients will avoid being overwhelmed by feedback. You can help

your client understand that all feedback is not created equal. Feedback can

be true and yet irrelevant to the client’s life. Current priorities, organization-

al context, and career plans are key moderators of the value of even accurate

feedback.

In that respect, feedback is better thought of as a view through a different

lens or a new perspective worth discussing, rather than as information that is

right or accurate. That is why it is best shared in the context of a confidential

discussion. The goal of a feedback meeting is to foster discovery and insight.

To reinforce that feedback is neither right nor wrong; it is best to use terms

such as descriptive, clear, useful, interesting, thought-provoking, or confusing,

inconsistent, vague, and the like. This way you help the client keep a balanced

perspective about the feedback rather than feel compelled to use all of it. As

mentioned previously, a written feedback summary of interviews is an

important addition to a feedback discussion. When a written summary com-

plements results from standardized assessments, it often generates themes

that can serve as a framework for development planning.
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The complete feedback picture may take the form of a packet of findings

reflecting results from both quantitative and qualitative assessments. This

material reduces the need for the client to take notes during the feedback dis-

cussion, although clients can be encouraged to make margin notes and cap-

ture other emerging insights, just as you will also be doing. Since the inter-

view data is often very compelling, that written summary is essential in pro-

viding the client with a means to review and reflect upon the themes after a

feedback meeting. It also provides the coach with a written record of what

was covered in the feedback discussion.

A feedback discussion is one of the most pivotal moments in coaching.

The client’s eyes are opened to input and perspectives that may never have

been considered before. The feedback discussion may produce significant

shifts in the client’s insights and contain opportunities for breakthroughs. As

the coach, you can capitalize on these opportunities by helping clients make

productive use of all the sources of feedback that are available.

Delivery of feedback is best thought of as part of an ongoing conversation

about development, not an event to be checked off a list. It requires patience

and process skills, not to mention in-depth experience with the tools and the

results they provide. Clients may ask for time to consider the feedback, to

integrate it into their own thinking, to make sense of it, and to link it to pos-

sible action. You want to be sensitive to these natural processes while still

encouraging movement on the coaching engagement and development

action planning. At its core, the feedback discussion should help the client

answer just two questions: How useful is this description of you? What, if

anything, do you want to do about it?

CASE ILLUSTRATION: FACILITATING RATHER
THAN TELLING

Feedback facilitates insight, but predicting where that insight will come from

isn’t easy. Even when coaches are very familiar with assessment measures

and there is a tight time frame on the coaching engagement, it is important

for the feedback discussion to emphasize facilitation rather than the coach’s
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own recommendations. There may be a time for coaches to share their con-

clusions, but the emphasis is more usefully placed on clarifying results and

helping clients reach their own interpretations.

Max was a novice coach who felt fortunate to be part of a large-scale

coaching intervention aimed at middle managers in a consumer-goods

firm. Each participant in the program received four coaching sessions. The

first two sessions focused on feedback from leadership assessments that

had already been administered, as well as discussion of the client’s emerg-

ing development goals. After the second session, Max interviewed six col-

leagues whom the client and his manager had previously agreed would

provide useful perspectives about the client’s development. Max would

then summarize the data for a feedback discussion during the third session.

Optionally, the client could bring in other materials, such as performance

reviews, for discussion. The fourth session would be used to pull all this

material together into a development action plan that the client would dis-

cuss later with his manager.

One of Max’s clients in this process was Eric. He was an up-and-coming

young executive, moving from a purely professional role into leadership

responsibilities. During the first and second sessions, Max facilitated Eric’s

understanding of the leadership assessments. Using the information, Eric

was able to identify several areas where he could improve, such as being a

better feedback provider and coach to his team and achieving a better

work/life balance. Max felt that these sessions provided a productive start

toward devising a development action plan with Eric.

Max conducted the six informational interviews, including one with

Eric’s manager, and summarized the results. However, as Max was preparing

for the feedback meeting, he was aware of several sensibilities to consider.

With only a single feedback session, growth areas would need to be priori-

tized. And even though Eric was a bright young man and eager to develop,

Max was also aware that Eric had a healthy ego and hadn’t had much feed-

back before. While the assessment feedback had gone well, Max was con-

cerned about Eric’s openness to the feedback from colleagues, especially

when several problem areas were highlighted.

Max settled on two developmental themes: helping Eric understand that

he needed a wider repertoire of people management skills than his very

direct style, and explaining how time management and delegation skills
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could contribute to more quality time at home. These themes were well sup-

ported by the interview results, but some of the findings of the leadership

assessments were not as clear.

Max struggled with how to integrate all the pieces into conclusions for

Eric. In the end, he decided he was working too hard to reach conclusions for

Eric and instead would be more helpful if he presented Eric with a compre-

hensive summary of all the data and let him determine the final interpreta-

tions. So, in addition to the interview summary, Max prepared summary

points for the other measures but decided not to share his recommendations

until he and Eric had reviewed all the results. Although Max ran the risk of

confusing Eric, given the limitations of a single session, the approach he

decided to use also set the expectation that Eric needed to prioritize what

should be on his own development plan. Max was confident that he could

help Eric extract what was most important for him, even if it differed from

Max’s preferred interpretation.

Supervisor’s Observations _____________________

Providing feedback can be very helpful in both shorter and longer coach-

ing engagements. However, with piles of interview notes and other

information it is easy for a coach to slip into overkill and share everything

without much interpretation. On the other hand, when coaching time is

limited, there is a tendency to describe results too broadly, hoping they

resonate with the client. In framing feedback, it is important for you to

consider several variables, including how much time is available in the

engagement, the goals and interests of the client, and the client’s open-

ness and curiosity.

It is best to connect feedback to what is likely to be important to the

client. In this case, Eric was concerned about how his management style

was perceived and how to better balance his work and personal life. Any

larger themes of Eric’s personal ambitions and his sensitivity to criticism

would need more time than this engagement provided. Still, very useful

coaching could be accomplished within the constraints of the engage-

ment, and Max effectively focused on Eric determining what was impor-

tant from the data.
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`Max, like most coaches, needed to choose between the clarity of the con-

clusions and client buy-in, based on the client’s own interpretation. He

chose the latter approach, which demonstrated his commitment to the

coaching process, even under time constraints. There are no guarantees as

to how things will turn out, but generally it is better to build on the

momentum that is there and see if the client is interested in exploring

other points. The two themes that Max identified would certainly have

been important for Eric to work on, but Max was willing to let them go if

Eric’s interpretation and priorities went in a different direction. The specif-

ic conclusions may be less important than the quality of the coach-client

working relationship, which is needed to produce a compelling and

actionable development plan. Whichever way the conclusions went, Max

and Eric would have a working relationship to support the preparation of

a practical, actionable development plan.

Takeaways
$ Because clients are usually apprehensive about discussing feedback,

it is best explored in the context of a confidential, trusting relationship.

$ The goals of feedback differ depending on the type of coaching you are

doing.

$ Shorter coaching engagements may be limited to facilitating interpre-

tation of quantitative instruments or 360-degree feedback surveys.

$ More comprehensive coaching may use feedback from both quantita-

tive and qualitative sources.

$ Quantitative instrument feedback is provided in dimensional scores,

often accompanied by a standardized report.

$ The coach’s job is to help the client make sense of scores, charts, and

standardized narrative reports and decide what specific information in

that material has developmental relevance.

$ It is essential to spend time analyzing and summarizing feedback from

informational interviews prior to offering it to your client, since this

kind of data can carry great weight and significantly impact the client.
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$ When there are both quantitative and qualitative feedback sources, you

can help the client identify the most useful themes across both.

$ Feedback is often a pivotal moment in coaching when the client’s eyes

are opened to new perspectives; it is best approached as a discussion of

what is useful in the data rather than what is right or wrong.
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D
EVELOPMENT PLANNING REPRESENTS A MILESTONE IN THE COACHING

PROCESS BECAUSE:

$ It begins the formal transition from discovery to implementation.

$ It bridges the private and public elements of coaching.

$ It links today’s developmental actions with future aspirations.

Development planning embodies key principles of adult learning. It is

anchored in client self-insight, so it is designed to fit the individual in the

context of that person’s work challenges. It extrapolates from awareness to

clear, positive development goals, supported by specific behavioral action

ideas. Lastly, development action planning assumes that growth is iterative;

actions are followed by reflection, feedback, adjustment, and more action to

yield progress. All of these points reflect ways in which adults learn best.

Ideally, development plans are the natural outgrowth of the earlier stages

of coaching. Goal evolution, discussed in Chapter 8, describes an important

aspect of that process. Clients value and feel ownership of development
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plans that have incorporated their self-discovery and situational reality.

Needs that were felt but only vaguely expressed now have clear articulation;

new paths forward have been identified. These steps help to optimize client

commitment and motivation toward change.

Development planning begins with the negotiated goals that you and

your client have articulated. Through the feedback steps in your coaching

process, designed objectives will emerge, constituting the headlines on the

client’s development plan. On-the-job implementation ideas, based on dis-

cussion and brainstorming with your client, are natural next steps in helping

the client make progress toward objectives. Those ideas for action in devel-

opment plans are identified in the spirit of the expression: A plan is a basis

for change. The actions tied to designed objectives are subject to revision as

the client tries out new approaches and works with you to evaluate results.

Even as actions may be changed, discarded, or added, designed objectives

remain, anchoring the overall developmental effort

Once the designed objectives are clear to you and your client, and action

ideas are emerging, it is time to begin creating a written plan. This process

can happen during and between coaching conversations and via e-mails

aimed at drafting this tangible work product of coaching. Who begins the

process of drafting development plans, whether you or the client, is a deci-

sion that may reflect your approach to coaching or practical considerations

about moving the process along. Also, development plans are written with

the expectation that they will be shared with sponsors, so they need to be

clear to those who have not been part of the process of creating them. Help

your client step into the sponsor’s shoes andmake the objectives and actions

as clear as possible.

Formats for development plans can vary based on the client’s specific sit-

uation. Typical sections, however, include a brief statement about the

process that has yielded the plan, client strengths, and each designed objec-

tive, followed by the action ideas to make progress toward that objective.

There are many variations on these standard sections, including implemen-

tation details; resources, obstacles, and time frames for action; situational

factors that may help or hinder progress; and examples of what to do and
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what to avoid doing as change takes hold. The particular structure of devel-

opment plans that you help to create is an opportunity for your creativity to

be responsive to the needs of specific clients and their organizational set-

tings. (In the supplementary material at the end of this book, Exhibit 7,

Exhibit 8, and Exhibit 9 provide sample development plans using different

formats.)

Here are some questions to help you make sure the plan is robust:

$ Towhat extent does the plan provide a balanced picture of the client,

showing strengths as well as developmental areas?

$ How well do the designed objectives capture the client’s aspirations

for being a more effective manager and leader?

$ What is the conceptual overlap between the original felt needs and

the designed objectives in the plan?

$ To what extent are the objectives broader than the action ideas so

that they will remain valid even if some actions are discarded?

$ How manageable is the plan in the short term given your client’s

workload and other constraints?

$ If there are ambitious and longer-range aspects of the objectives,

how might they be implemented in stages?

Once development plans are drafted, sharing them with sponsors usual-

ly occurs during three- or four-waymeetings devoted to achieving consensus

on objectives and actions. At a development planning meeting, your client

can present the plan for reactions and suggestions. Not every coach feels

the need to be present at all development planningmeetings, and this choice

may be an aspect of your Personal Model.

Your participation can be very useful, however, because it provides you

with information about the client’s relationship with her manager and that

manager’s support for the client’s development. (Note: TheHuman Resource

sponsor may or may not be present during development planning meetings,

depending on the organization’s culture and structure, although the plan
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would generally be shared with that person, present or not.) Your presence

also is a clear reminder to the manager that this plan reflects the work of the

coaching process. Furthermore, it is simply easier for you to hear reactions

and suggestions directly, instead of having them conveyed to you via your

client. Finally, as a participant in the discussion, you can ask questions that

would be difficult for your client to ask, such as, “In what ways will you sup-

port this development plan?” and “What might get in the way of implement-

ing these changes, and how can we prevent that from happening?”

If you do participate in a development planningmeeting, your role is that

of facilitator. It is your client’s meeting and your objective is to encourage

direct dialogue between client and manager. You can provide perspective

about the coaching process and prompt issues that need to be discussed. It is

the client’s responsibility to present the plan and foster reactions to it. This is

particularly important for the client’s ownership of the plan and its imple-

mentation after coaching is concluded.

A typical development planning meeting might flow as follows:

1. The coach states the goal of the meeting and provides an overview of

the process that has led to this draft development plan.

2. The client presents the plan to the manager (and HR sponsor, if pres-

ent), going section by section to ensure understanding and encour-

aging questions and suggestions about development actions.

3. The client highlights the process of arriving at designed objectives

and links them to the original felt needs.

4. The coach can foster the manager’s participation, if necessary, by

asking for reactions and additional ideas about goals and actions.

5. After the entire plan has been discussed and suggestions made, the

coach can raise broader questions about ongoing support and feed-

back.

6. The parties thank one another, and the coach confirms the next steps

in the coaching process, noting that subsequent contacts will use the

plan as a basis for discussion.

7. Coach and client debrief the meeting.
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If the plan has been revised, the client can provide the revised plan to the

manager within a short time after the meeting.

Figure 11-1. Benefits of Development Planning Meetings

? Observe developmental alignment between the client and manager

? Elevate the profile of development in the organization, especially if HR
participates

? Model a developmental process and create well-founded development
plan

? Confirm that manager and client can have development conversations

? Estimate the overall length of the coaching engagement and consider
next steps

? Gain overt support for development from the manager and thus increase
the client’s motivation to implement the plan

? Anticipate the close of coaching, at which time the plan will be in the
hands of the manager and others supporting the client’s ongoing
development

While the payoffs of Development Planning Meetings can be high (see

Figure 11-1), there are also risks. These include:

1. The client’s manager may demonstrate an evident lack of interest,

negativity, or shift in the needs originally stated.

2. The client’s performance in presenting the plan may be poor (e.g.,

talking too much, appearing overtly anxious or disorganized).

3. The manager or the HR sponsor may raise negative feedback about

the client that had not been offered earlier in the process.

4. Issues may surface that were not previously raised by any of the

parties, including new political realities, job changes, or other

organizational events that can impact the execution of the client’s

plan.
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It is important for you, as coach, to be mindful of these risks and be clear

about the alignment between the client and the client’s manager before pro-

ceeding with this meeting. Coaches often make preparation for the develop-

ment planning meeting a topic for the session preceding it. You or the client

under your guidance can share an agenda and the development plan docu-

ment in advance with the sponsors and answer any questions they may have

about the meeting.

If significant time has passed between themanager’s input and themeet-

ing, it may be advisable for you to reach out to the sponsors and ask for feed-

back about the client’s progress and any new issues that have emerged. It is

better to delay the meeting and address concerns rather than be blindsided

by negative feedback during the meeting. After the meeting, it is also helpful

to debrief with your client. Congratulations are in order, and it is natural for

the client to ask you for feedback. In addition, you can prompt reflection by

asking: “How did it go?” What messages should be taken away? What adjust-

ments to the plan are necessary? You or the client can also follow up with the

sponsors to ask for feedback about the meeting itself and any other thoughts

they have about the client’s plan.

The development planning phase of the engagement focuses on your

responsibility to link the initial work of coaching (relationship building, iden-

tifying negotiated goals, gathering data, and giving feedback) withmore pub-

lic and formal aspects of development. The private elements of coaching—

everything you have learned in your coaching conversations—meet the pub-

lic aspects of what the organization expects the client to do in furthering his

development. The art of coaching shows in your ability both to partner with

the client privately at the same time that you are guided by input from coach-

ing sponsors and other stakeholders.

The development planning phase also represents an opportunity for

direct collaboration among the client, the sponsors, and you. During the

coaching engagement, sponsors—and the client’s manager in particular—

can be very helpful in supporting change. While the development plan is

never finished in any absolute sense and needs to remain amenable to
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adjustment, it provides a guide that gets everyone on the same page in sup-

porting the client’s development.

Having a development plan also makes for a smoother handoff of the

client’s development back to the sponsors at the conclusion of coach-

ing. Although a development planningmeetingmay occur as early as the first

quarter in a six-month coaching timeline, it actually anticipates the conclu-

sion of coaching when the client’s manager will again be in the foreground of

the client’s development. You can consider reconvening for a program review

meeting near the close of coaching and use the development plan to

acknowledge progress and note areas needing more developmental atten-

tion after coaching concludes.

CASE ILLUSTRATION: DEVELOPMENT PLANNING
IN ACTION

Development planning is the culmination of the earlier stages of coaching. By

design, sponsors are not aware of the discussions that have occurred between

you and your client, but a development plan is one way they will judge

progress and positive return on their coaching investment. It is also exciting

for your client to see efforts in the coaching process yield tangible results

toward growth and development. Here is one coach’s experience in making

development planning a gratifying stage for all in the coaching process.

Brian, the coach, had met with Joy five times as part of their coaching

engagement. They had worked through the stages of relationship building,

Joy’s self-assessment, and obtaining input fromhermanager, John. Based on

all that work, they determined that Joy’s immediate development goals were

likely to be focused on her behavior as a leader. She was new to the executive

level and felt unsure about how to both engage and motivate her multilay-

ered staff. She and Brian had agreed that feedback from peers and direct

reports would be useful. Brian had conducted twelve informational inter-

views. The feedback was quite enlightening and helped Brian and Joy isolate

a key objective for her development, with many specific action ideas to sup-

port her movement toward it. Based on that feedback, they worked together

to draft a development action plan for her continued growth as a leader.
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The draft development plan highlighted Joy’s strengths, which she need-

ed to continue leveraging. In the feedback, Joy was described as being:

1. An extraordinarily caring leader; someone people like working for

2. Committed to doing the right thing for the company

3. Results-oriented; thorough and dependable

4. Highly collaborative with peers

5. Well networked across the organization, but not at upper levels

6. Someone whose work and life are well integrated

The plan also articulated Joy’s key leadership challenge and action steps

for making progress on it:

Developmental Goal: More fully embrace my leadership persona in all its

elements.

Action Ideas:

1. In team settings, counterbalance my natural reticence with more candid

sharing of my leadership values and priorities.

2. Because leadership is a performance art, my activities as a leader don’t

always have to align with my natural preferences.

3. Share more of my career to date and the trajectory of where the team

might go together.

4. Pick the times when it is necessary to show more of my command pres-

ence; many onmy team need to have clearer marching orders.

5. Don’t assumemymotivational profile is the same as others. People need

me to show more active interest: follow up and acknowledge their

efforts.

6. Seek outmore opportunities to be exposed to other executives and espe-

cially senior leaders. Ask John for support and access.

7. Be more assertive in meetings with my peers and in John’s staff meet-

ings. Collaboration is fine, but I compromise too much.
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Brian and Joy worked on the development plan in a coaching session

and then exchanged drafts via e-mail until both were satisfied that it was

clear and engaging. They also agreed that Brian would facilitate a three-way

development planning meeting with Joy and her manager John, and they

scheduled it for the following week. During that meeting, Joy took the lead,

and John added several suggestions to the development action plan. For

example, he encouraged her to try out her career story and future vision with

him before using it with the team. He was very encouraging of her contact

with other senior leaders of the firmandoffered to set up someof thosemeet-

ings. John also responded to Brian’s question about what might derail the

plan by noting that there was a likely acquisition in the next six months that

wouldmake Joy’s organization bigger, but this pending change could also be

a good opportunity for Joy to demonstrate her leadership.

Brian and Joy debriefed the development planning meeting and both

felt that it had gone well. Brian committed to following up with John in the

next day or two to get his candid view, and Joy felt that she would follow up

with him in the normal course of events. She was surprised to hear about the

possible acquisition and wondered what other news John might be holding

close to his vest. Still, she was glad that he supported her development plan,

and shemade amental note to question himmore and be a bit less accepting

of whatever he chose to tell her. Brian thought Joy had done a good job in the

development planning meeting and it was a strong start to the implementa-

tion phase of coaching.

Supervisor’s Observations _____________________

As an experienced coach, Brian understood the importance of this devel-

opment planning phase of coaching. His client’s insight that leadership is

a performance art parallels his own understanding of the performance

aspects to coaching. Creating a rich process that culminates in a well-

founded, resonant development plan demonstrates to client and sponsors

that development is possible.

In addition, the duet of coaching became a trio during the develop-

ment planning meeting; this was only possible because of solid prepara-

tion. Brian orchestrated the preliminary steps and the meeting itself so
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that Joy and her manager could really focus on her development and his

role in supporting it. As a result, new information on a pending business

acquisition emerged in a safe setting, which allowed Brian and Joy to

incorporate this information into her development plan. In fact, based on

what happened during the meeting, Joy might choose to take more risks

with John. This would become more likely because Brian was a witness to

their interaction and his support for her changes. Brian also realized that

this action was aligned with other steps for strengthening Joy’s leadership

presence. Applying it to John offered another opportunity for her growth,

but it also expanded the possibilities in their ongoing work relationship.

Takeaways
$ Moving into the development planning phase of coaching is a mile-

stone in the process and is the juncture between the private and public

aspects of coaching.

$ A written draft of a development plan containing both designed objec-

tives and actions reflects a productive collaboration between you and

the client.

$ Designed objectives on the development plan look forward to the

client’s aspirations while the action ideas ground those goals in the here

and now.

$ The spirit behind the development planning process is that application,

reflection, and adjustment will keep actions focused on the objectives.

$ Development plans are often shared with the client’s manager and pos-

sibly the HR sponsor during meetings devoted to achieving consensus

and involving them in the client’s development.
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C H A P T E R

Encouraging Dialogue
and Stories

12
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C
OACHES ACHIEVE RESULTS BY FACILITATING CLIENT DISCOVERY. RATHER

THAN PROVIDING SOLUTIONS, COACHES HELP CLIENTS USE CHALLENGES AS A

PLATFORM FOR GROWTH. THIS PROCESS RELIES HEAVILY ON A COACH’S

listening and communication skills. Although every coach has preferred

ways of encouraging clients to self-reflect, all coaches use skills aimed at

facilitating the client’s story and stimulating dialogue around it.

There are many facilitation skills you can apply to your coaching:

$ Open-ended questions, such as those that askwhat and how, or ask the

client to explain, elaborate, or describe

$ Supportive/positive comments, such as That’s interesting; I under-

stand; Tell me more; or That’s a real achievement.

$ Restatements of information, such as You believe that your biggest

strength is ... and,What I hear you saying is ...

$ Summary statements at transition points, such as Before we close

today, let’s summarize what we have covered ... and, The theme that

I am taking away is ...
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$ Reflection of feelings, such as You sound disappointed about what’s

happened ... and, I can hear the energy in your voice.

$ Nonverbal signals of attention and interest, such as making eye con-

tact, leaning in toward the client, and using positive, encouraging

facial expressions

Experienced coaches employ these and other facilitation skills the way an

artist selects from a wide-ranging palette of colors to best reflect a particular

subject. It takes practice and self-awareness to apply these skills naturally and

effectively. In early sessions, you can use facilitation skills to explore events in

the client’s education andwork history, formative experiences, achievements,

setbacks, transitions, and milestones. These events are used as a basis for

highlighting your client’s skills, personal characteristics, strengths, gaps, inter-

ests, and values. With your help, patterns will emerge, triggering both follow-

up questions and insights. This process strengthens the coach-client bond as

the client experiences your help and interest.

Broad questions, such asDescribe your leadership experiences, orWhich

organizational values are most important to you? tend to prompt answers

that often lead to client stories. Here is an example of how a story can begin

to reveal a client’s personality:

At the first meeting in Fredericka’s office, Ethan, the coach, looked
around and noticed windows on three sides of her office, which over-
looked a river and the city beyond. It was bright and airy, not what he had
imagined. On her large dark mahogany desk sat dozens of playful trin-
kets and family photographs. These surprised him because they appeared
out of character from what he had heard about Fredericka.

Ethan introduced himself and provided a brief overview of his coaching
experience. He told her that every time he meets a new client, he feels as
if he is walking into a movie late, well after it had begun. This made him
want to catch up on what he had missed. So, he suggested that she might
bring him up to date on her movie.

Ethan listened as Fredericka began her story. She described her family
first and the history of the whimsical trinkets on her desk. She told him
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that each one came from a satisfied client or from one of her four chil-
dren. She mentioned that she knew she was a bit “rough on the out-
side” and she expected that they would focus on that in their coaching.

“But,” she offered, “I’m more bark than bite.” Then she smiled. She
went on to suggest that maybe her upbringing had something to do with
her demeanor. This admission surprised Ethan, but he remained atten-
tive, aware that he was sensing both serious and playful currents from
listening to her and seeing her office. She continued, “I grew up as an
adopted child in a household that expected boys to achieve while the girls
were to stay at home. The only problem was that I was always raising my
hand in school, getting top grades, went to college on scholarship, and
finished with honors. I wasn’t supposed to do all that.”

As Fredericka talked, she toyed with a trinket and looked out the win-
dow. Ethan was attentive and leaned toward her to encourage her to con-
tinue telling the story. She said that she had learned to break out of the
stereotype where girls were not expected to achieve by moving into roles
that her upbringing had told her were “reserved for boys.” “I always felt
that I shouldn’t be so smart because that wasn’t what was expected in my
family; but I couldn’t help myself.” At that point she paused reflectively
as if hearing herself in a different way. Then she said, “I don’t try to be
mean. I just want to get things done.”

Ethan sensed that even this brief piece of Fredericka’s story was an
important start to their work together.

Stories are the descriptions of our life events that define who we

are. They contain factual information but, more important, they include

explanations and rationales for our experiences, both positive experiences

and those that are disappointing. As such, they are subjective interpretations

of past events. After multiple tellings, they may take on aspects of myth. They

illustrate organizing principles for how we live, and often are used to justify

the choices that we make.

Some storiesmay be short yet pivotal anecdotes about past events; others

are longer, involving plot elements, challenges, and characters. Each story has

the potential to tell you how your client sees life inside and outside the orga-

nizational context. Whilemost stories show clients in a positive light, they can
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also illustrate difficult lessons, setbacks, and disappointments. Your questions

about stories can help clients identify the meaning that they take from them

and perhaps even rewrite lessons that have outlived their usefulness.

“A personal myth is an act of imagination that is a patterned integration of

our remembered past, perceived present, and anticipated future.”

—Dan McAdams1

Usually clients are heroes of their own stories, but not always. As protag-

onists in their own stories, clients depict themselves as actively shaping life

events. If a client tells passive stories in which things happen to him or his

stories lack a hero, he may feel like a victim. Such a posture needs to be

addressed, explored, and hopefully changed because no progress can hap-

pen when the client is a passive recipient of the world’s actions. Think about

what this client is saying in telling his story:

Wherever I have been, I’ve had managers who don’t appreciate my spe-
cial talents. I’m a great technology person and have demonstrated that I
understand systems and how to imagine, design, and get new projects
completed on time. I keep having bosses whose job I can do better than
they can. My current manager is no different. I find myself going around
him to get what I need. Also, I deserve a promotion and it’s clear he
won’t help me. Why is this always happening to me?

Clients’ roles in their stories and interpretations of meaning can act as

springboards toward deeper and richer understanding. Stories can reveal

alignment or conflict across a client’s positions as well as indicate life priori-

ties. Keep your focus on what the story is saying about a client and try not to

get unnecessarily involved with factual content.

As you listen to a client’s story, you may see an opportunity to highlight

an area for development. These opportunities often are revealed through an

unresolved question, a dilemma, a frustration, a challenge, or an aspiration.

Deciding whether to use a story to suggest a development goal requires

understanding the client’s interests and context. For example, hearing a story

about a leadership lesson or a career mentor may provide fruitful material
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with a newly promoted manager that you are coaching (e.g., What parallels

do you hear between that story and your new challenges?). In contrast, you

may choose not to seek further meaning from a story about that manager’s

technical skills. Stories also may reveal life lessons that are limiting or coun-

terproductive. These stories can be questioned to explore the possibility of

alternative interpretations (e.g., What are the opportunities in your current

context to explore a different resolution to that story?).

Here’s another client story to consider:

I was always a good student and my parents put a lot of value on educa-
tion, even though we moved around a lot. I came to see that my good
grades were the way I got recognition. I always wanted to be at the top
of the class even though my social interactions suffered. I am singularly
focused on doing my best, whatever it takes. To this day I maintain the
highest standards and apply the same to others. I don’t understand when
some of my staff members try to just get by. It gets frustrating because I
won’t accept that in myself.

As you facilitate client stories, reexamination often takes place without

much prompting. In the context of a coaching relationship, clients hear their

stories with greater self-awareness and open-mindedness. Your act of listen-

ing can foster new insights as the client hears, occasionally for the first time,

elements of the story that are negative, passive, positive, or empowered.

These can be very revealing aha! moments as your client recognizes that a

familiar story contains insights applicable to current challenges.

Some stories, even from work experiences, can be deeply felt and upset-

ting to revisit. They may include disappointing career outcomes, unfairness,

rejection, blame, stress, and other painful on-the-job events. The extent to

which a client can disclose such troubling stories is a positive indicator of the

bond between you. In telling such a story, your client is sharing a very trying

time and is therefore less alone with it. Difficult feelings can be experienced

and eased. Trust is strengthened when those stories are shared with you,

whether or not they have direct relevance to the developmental agenda. The

coaching challenge is to find the middle ground between tapping deeply

emotional experiences that you are not trained to deal with versus avoidance
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of difficult subjects. Examine your own reactions to painful stories to be sure

that you appropriately support their telling.

Listen to a client’s leadership story:

Leadership is about having a big picture and getting others to do what
you want. It’s important to surround yourself with bright, talented man-
agers who will execute on your vision. I hire smart people who want to
succeed and play by my rules and whom I can trust. That way I can
assure good results. It’s what has gotten me to the executive suite. [Long
pause.] Wow, you know, that sounds kind of arrogant. I don’t know if I
would want to work for me! Where does that leave me as a leader?

Clients often have repeated stories that are almost automatic in response

to specific questions. The emergence of less rehearsed, more ambiguous sto-

ries is an indication of a client’s growing trust in you and the coaching rela-

tionship. Accepting the earlier stories is fine as long as the subsequent stories

get more of your coaching time and attention. For example, if your client tells

an early story about being at the losing end of various endeavors, you may

choose not to explore it. Later in the coaching, the client may reveal a story

about an unresolved quandary or disappointment that may get your full

facilitative attention. You have considerable latitude in deciding what to do

with a story based on what will help your client move toward productive self-

reflection and insight.

As you listen to stories, meaning can be conveyed through description of

events as well as your client’s nonverbal signs. When those appear to be

incongruent, there is an opening to better understand your client (e.g., You

don’t sound very pleased about that promotion.). Supportive comments and

restatements can sharpen gaps between content and behavioral cues (e.g.,

Help me understand your mixed feelings about that.). Summary questions

bring a pause that may prompt the client to reconsider interpretations (e.g.,

What new meaning did you hear in that story?).

Coaching a client in a more senior leadership role brings a stronger

emphasis on storytelling. Stories with a clear message told well are essential

tools for leaders at the top of organizational units. As a coach, you may want

to listen for the qualities of those stories that convey leadership style, values,
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vision, and motivational ideas. Aspects of leadership stories can provide

insight into your client as well as illustrate opportunities for leadership devel-

opment. In some cases, tellingmore impactful and inspiring stories becomes

part of a client’s developmental objectives. (More information on this point

is provided in Chapter 15, Coaching for Leadership.)

While emphasizing client stories, coaches may occasionally tell a story

from their own lives to illustrate a point, pique curiosity, or ease a particular-

ly difficult moment. If they are done with the right intention at the right

moment, coach-generated stories can help a client see a point differently or

feel less alone. Also, stories tend to beget stories. When a client listens to you

telling a story, associations,memories, and other ideas are triggered that oth-

erwise might not have occurred. Those stories, however, should be told very

selectively and only in the service of client needs, never your own enjoyment

of an audience. Here’s an example of how a coach might interject a personal

story to make a point with a client:

That reminds me of a story. Years ago before I was a coach, I was
appointed as director of a large group. I believed I was up to the task, but
I was concerned about being the boss of people with whom I had worked
as a colleague for a long time and who were much more expert in their
areas than I was. I thought of myself as a collaborative person and saw
the new position as needing me to be more overtly in charge of the work
of others. Through discussions with my mentor, I realized that I didn’t
have to radically change my preferred leadership style, but I did need to
add some pieces to it. There was a lot I had to learn about working at a
higher organizational level, but my leadership values still applied. That
was both reassuring and challenging.

As you continue your development as a coach, regularly evaluate your

effectiveness in fostering dialogue and client stories. Self-assessment can be

aided by asking for feedback and suggestions from case supervisors and col-

leagues. Both verbal and nonverbal facilitation skills need to be scrutinized.

Some coaches regularly record sessions for their own reflection and learning

(with the client’s permission, of course). These recordings are valuable in

highlighting opportunities for better facilitation of client stories. Part of your
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ongoing development as a coach is striving to improve listening and story

exploration skills.

CASE ILLUSTRATION: THE STORY OF “POOR ME”
While stories that clients convey are usually engaging and revealing, some-

times they are not. Clients can use stories to deny responsibility, prove them-

selves superior to others, or criticize others. Such stories are diagnostic and

useful in a different way. They hold up a screen that obscures the client’s char-

acteristics and may reflect defensiveness or lack of trust. Nonetheless, a

range of facilitationmethods can be used to leverage storiesmeant to deflect

attention, as the following case illustrates.

After three coaching sessions with Rick, the CFO of a large insurance compa-

ny, Rachel hadheardmanyof his stories, and they all had the samemessages:

Life just wasn’t fair, and the company was filled with “inept incompetents.”

In response to Rachel’s questions about his work life, Rick’s answers tended to

be, “I am the only one that pulls through,” or “They brought me in to get

things done, but all I get is grief.” Rachel began to think that Rick was always

sharing “poor me” stories, and she was becoming frustrated with how to

make the dialogue more productive.

Rick’s approach to work also included an officious style that valued clo-

sure over everything else, including understanding processes and building

relationshipswith others. ChangingRick’s stylewas the felt need described by

Rick’s sponsors, but he was not buying into their view. When he made overly

general statements blaming others for performance problems, Rachel tried

to challenge him using pure logic: “Are you sure that no one else ever makes

a positive contribution?” Rick just brushed aside these challenges. Rachel

also tried to engage his stake in the situation by asking, “What might you do

to improve what’s happening?” or “What’s your best shot at making a differ-

ence?”

These questions didn’t make much progress, either. Rachel needed dif-

ferent tactics. In discussing the challenges of “victim posture” clients with her

supervisor, Rachel hit on several new ideas. First, she would stop responding

with logic and start responding empathetically. She would reflect feelings

that she assumedwere part of Rick’s experience and try to draw out the emo-
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tional aspects of his stories. She felt that if she could get him to acknowledge

the feelings behind the frustration and anger, such as fear or a sense of isola-

tion, shemight be able to connect his stories with a need for change. She also

realized that she could use her own frustration positively. While this tactic

could be confrontational, she felt that itmight be necessary to react to Rick as

othersmust, with remarks such as “Rick, when you tell a ‘poorme’ story, I stop

listening.” Or even more pointedly, “Rick, if it’s all about them, I can’t help

you.” Rachel decided to try these approaches in the first half of the next ses-

sion to see if he could actually tell a story that was about himself, without

blaming others.

Supervisor’s Observations _____________________

There are all kinds of stories that clients will share. One of your jobs as a

coach is to use facilitation skills to convey sincere interest so that clients

feel safe going beneath the surface facts. It is possible that Rick’s stories

have an underlying purpose that is more self-protective than exploratory.

In such situations, coaches have to be careful not to let their own frustra-

tion and negative judgment color their reactions. It is important for them

to recognize when this is happening, as Rachel did when she began think-

ing about the poor me label she was using for her client.

Once that challenge is identified, you have choices about how to use

your awareness. Given the sessions that had passed, Rachel believed that

Rick’s approach to coaching was not going to change based on time, no

matter how attentive she was to him. So creating more trust and safety

didn’t appear to be the best approach at this point. Instead, she decided to

try something different—first, by facilitating the underlying feelings, and

second, by making use of her own natural reactions. This use of self can be

powerful in coaching, especially when you translate your frustration into

Imessages and observations.

As a coach, your self-awareness of your own reactions to a client’s

story is key to making choices about how to respond. It is not uncommon

to get caught up in a client’s story and forget to step back and think about

its meaning, the client’s objective in telling it, and how you feel as you lis-

ten to it. If you focus too much on the content of the story, you will over-

look more important questions for the client to consider. When you use
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what you observe in the client as the story is told, what you feel in

response to the story, and the message the client is conveying, then you

can facilitate a different story experience. Your goal is to help generate

insights and ideas that the facts alone will not prompt. The extent to

which your clients respond with growing interest in your questions and

observations about their stories is usually an indicator of their readiness

for coaching.

Takeaways
$ To foster client self-reflection and insight, coaches use skills that facili-

tate dialogue, such as open-ended questions, supportive comments,

summary statements, reflection of feeling, and positive nonverbal cues.

$ The use of broader, self-reflective questions is a facilitation skill that has

particular value since these types of questions tend to prompt client

stories.

$ Telling a story often suggests new meaning and messages to the client.

$ Client disclosure of troubling or upsetting stories creates bonds and

trust with you.

$ When coaching leaders, you need to tap into your client’s stories, not

only to understand them, but also to assess the impact their stories have

on the people they are leading.

$ When clients tell stories that deflect inquiry and serve to maintain the

status quo, facilitation skills can help in getting to deeper meaning.

$ In some cases, youmay choose to tell a story from your own experience

that illustrates a leadership principle or a developmental struggle.
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T
HERE ARE MANY CONSIDERATIONS AND CHALLENGES IN AN EXECUTIVE COACH-

ING ENGAGEMENT. SPONSOR ROLES, CONTRACTING, GOAL EVOLUTION, DATA

GATHERING, AND DEVELOPMENT PLANNING ARE ESSENTIAL ELEMENTS FOR

successful outcomes. At the same time, there are factors operating at the

interpersonal level that are equally important but can get overshadowed by

the more visible aspects of coaching. One of the less obvious but critical fac-

tors is the coach-client partnership.

To summarize fromChapter 7, the quality of the relationship you are able

to build and sustain with your client is the most important factor that you

have control over when it comes to influencing positive outcomes.1 Trust,

honesty, caring, and credibility should characterize relationships you estab-

lish with your clients. Your ability to foster these qualities depends upon:

$ Modeling the communication and interpersonal skills conducive to a

productive relationship.

$ Awareness of how to adjust your behavior to strengthen the partnership

$ Avoiding responses that may distance you from clients
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Clients and coaching situations that trigger your fears, frustrations, or

anger can be especially challenging. For example, clients who do not follow

through on committed tasks, clients who work at a different pace than you

do, or sponsors who offer support but are unavailable—all these situations

can be very frustrating. You may feel angry, misled, or even irrelevant. These

are natural reactions, but expressing them spontaneously is not useful and

can damage a fragile relationship. Even when your reactions are related

directly to how the client treats you, such as canceling appointments on short

notice, the ability to contain, consider, and productively channel those reac-

tions is an important skill for you to develop. Self-management, which is part

of the concept of containment (illustrated in Figure 13-1), involves noting

your reactions as objectively as you can, reframing them as data that may be

used later, or quieting yourself meditatively so that you can listen to the client

more closely.

Your time in the coaching role and the accumulation of experiences with

different types of clients will help this self-awareness and self-discipline hap-

pen. Also supporting this growth is reflection and discussion with trusted

colleagues or case supervisors about the difficult moments you have experi-
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enced with your clients. Turning those encounters into learning experiences

contributes to your skill in tolerating and modulating your reactivity to your

clients, sponsors, and other organizational contacts you may have.

As you become better able to look honestly at the quality of your rela-

tionships with clients, youmay discover areas for improvement. Youmay feel

stuck, lose your focus, talk too much, give advice too quickly, work too hard,

or evidence other less-than-ideal behaviors or feelings. These reflect insecu-

rities and skill gaps that you need to address more productively. You may

decide to prepare for sessions with greater self-awareness or consciously

calm and balance your interpersonal posture. You may seek counsel from

more experienced coaches about these challenges or scan the coaching liter-

ature for ideas. The point is that you cannot tune into the client’s emotional

state if you are confused and unsettled in your own feelings.

Make choices that enhance the quality of the coaching relationship.

Consider: your pacing, client feedback readiness, work context pressures,

stage in the coaching process, and behavioral traction with the client.

Once you gain an awareness of your reactions to clients and are better

able to sort out your own emotions, your intuition becomes very useful. For

example, you might notice that you feel unsure or unsettled with a client. On

reflection, you realize it is because the client is sending mixed facial cues,

such as smiling when angry or frowning when thinking about an issue.

Furthermore, you hypothesize that the client’s direct reports may experience

the same confusion. This hypothesis becomes something you listen for dur-

ing the informational interviews. Alternatively, you may decide to share that

observation with your client based on your intuition that it could be impor-

tant to his or her development.

Deciding if and when to use your observations, feelings, and intuitions

with a client, which can be thought of as use of self, is an important skill for

coaches.Use of self is a key component of building an open and trusting rela-

tionship with clients (also discussed in Chapter 2), but its very subjectivity

makes it challenging to learn. As you gain coaching experience, you will gain
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confidence about noticing and valuing your own reactions to clients.

Refining that skill involves becoming an astute observer of client words,

behaviors, and nonverbal signals, noticing your reactions to these character-

istics, and allowing those sometimes discrete elements to coalesce into an

observation, intuition, or hypothesis. Although your skill at doing this will

grow over time, it is never too early to begin reflecting about, and describing,

your perceptions about clients.

If you choose to share an observation or reaction with a client, examine

your words for any hint of negative judgment. Deconstruct your observation

to get as close as possible to your own experience of the client and be

descriptive of the client’s behavior. For example, saying, “I have noticed that

you seemuneasy whenwe talk about Bill,” is better than saying, “Why are you

uncomfortable when we discuss Bill?” As the coach, phrasing feedback as an

Imessage makes it more neutral, immediate, and inviting.

It is important to bring immediacy to those moments and speak directly

to your client without apology or lengthy explanations. Invite discussion of

possible parallels between your observations and broader issues or chal-

lenges that your client is facing. As you take prudent risks with sharing hon-

est and interesting use of self observations about clients, your partnership

with them strengthens.

To augment your use of self with clients, here are a few suggestions:

$ Becomemore confident about the usefulness of your own personal and

emotional reactions to clients and sponsors.

$ Be able to empathize with a wide array of different personalities and

backgrounds, even if your life experiences are very different.

$ Tune into what is going on in your own emotional reactions during an

otherwise intellectual conversation with a client.

$ Improve your verbal facility to channel your reactions into observations

about your client and their situation; be willing to be controversial.

$ Practice narrating your feelings and reactions in your journal, with a

supervisor, and with a trusted colleague. Distill those feelings and reac-

tions into messages that may be useful in coaching.
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$ When you feel stuck or lost with a client, reflect onwhat the client is say-

ing or doing that has diminished your control or confidence; then con-

sider what to do to rectify the situation.

As you experiment with these suggestions and make choices about how

best to connect with your clients, you can be confident that whatever con-

tributes to the quality of your relationships has the highest probability of pay-

ing off in terms of coaching outcomes.

CASE ILLUSTRATION: PRAISE CAN INTERFERE
WITH A RELATIONSHIP

Coaches often find themselves caught between their natural human reac-

tions and what they feel are the responsibilities of the coaching role.

Especially when you are put off by something the client has done or said,

there is ambiguity about what you should do in response. You could do noth-

ing and continue with coaching, but if your reactions are getting in the way

of a productive relationship or they are reflective of others’ experience of the

client, you need to find ways to share those reactions with the client. Some of

the most pivotal coaching moments happen when you are able to use your

reactions wisely and sensitively to provide in-the-moment feedback to your

client. This case shows how one coach handled that challenge.

Hani, an organization development professional, had received training to

provide internal coaching services in her organization. She was very excited

about the one-on-one activity of coaching and more directly using her inter-

personal skill set. In one of her first engagements, she contracted with Elliot,

a newmanagingdirector, to help him step up to the demands of his new level.

He had gotten feedback about empowering his direct reports and setting

higher performance expectations. Also, he’d been told he needed to improve

his strategic thinking and longer-range planning skills

Hani knew that Elliot had worked his way up in the organization during

his eight years with the company from supervisor to manager and now to

managing director. She learned from Elliot that he had enjoyed his manage-

rial work and was considered an excellent developer of people. He also felt

that he was a good team player and supported his peers as they worked

toward organizational objectives. Elliot reported that he did not see himself
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as ambitious or competitive, but did see himself as very committed. After his

recent promotion, he realized hewas taking on broad responsibility for areas

completely new to him, and so he had requested a coach to help himwith the

transition.

Hani and Elliot met several times. They were moving toward drafting a

transition plan that would have developmental elements for Elliot. He

seemed very open to the process and eager to apply what he was learning. In

fact, after each session, Elliot repeatedly thanked Hani for “giving so many

good suggestions.” While Elliot’s gratitude appeared to be sincere, Hani felt

put off. She was intentionally avoiding giving Elliot suggestions, consistent

with her training as a coach and her Personal Model. If he was experiencing

what she said as suggestions, maybe she was doing something wrong. She

reexamined how she was listening to his stories and exploring his ideas. Yet

his effusive thanks continued to grate on her. She saw herself as a journey

partner, not the expert at what was best for her client. Hani knew she needed

to address her feelings in some way and yet hesitated; it felt risky.

Internal coaches at Hani’s company were provided with case support by

an outside, experienced coach supervisor. Hani and her supervisor quickly

determined that her own reactions to Elliot were getting in the way of her lis-

tening because she experienced Elliot’s frequent thanks as ingratiating. Hani

wondered if othersmight have the same reaction to Elliot. She alsowondered

if being so nice was preventing him from empowering others because he

might have to deal with performance shortfalls.

Hani resolved to use her own reactions more directly with Elliot,

although she didn’twant him to feel criticized for being appreciative. Still, she

believed that this was useful data for Elliot to have, and so she rehearsed sev-

eral ways of phrasing her feedback.

At the end of the next session Elliot once again thanked her by saying,

“Hani, your ideas are great; I wish I had youwithmeall the time.” Hani paused

before responding, “It feels good to be thanked, but if I were with you all the

time, who would actually be making your decisions?” Elliot was listening, so

she went on: “We spent time discussing your situation and coming up with

ideas, but I don’t see myself as needing to be with you to help you run your

department.” Elliot was quiet and thoughtful. He agreed that she was right

and would think about why he said what he did.

Hani didn’t have to prompt Elliot at the beginning of their next meeting.
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He was excited to share that her comment had made him think about other

situations when others had expressed discomfort about being thanked. This

topic had come up recently with his direct reports because he was asking

them to domore, but thanking them so effusivelywas confusing. He andHani

agreed that this apparently habitual behavior was not supportive of his new

role. They continued their discussion to understand its unintended but nega-

tive impact on others andwhat he could do tomodify his behavior. They also

contracted for Hani to gather early perceptions of Elliot fromdirect reports to

see how they would describe his leadership style. This time when Elliot said

“thanks!” for the session, it felt genuine and appropriate.

Supervisor’s Observations _____________________

Strengthening a coaching relationship requires the coach to notice and

understand reactions to a client’s behavior and then to determine if it

might be useful to share them. This is not as easy as it sounds because our

reactions can sometimes be confusing. Hani had mixed feelings about

being praised for something that she believed she shouldn’t be doing in

the first place. Rather than trying to ignore her reaction, she made it a

topic for discussion with her supervisor. She then began to consider the

meaning of her feelings, and several interesting hypotheses emerged. She

concluded that the client’s behavior might extend beyond the coaching

relationship and that her reaction to it could be useful.

A coaching relationship has the unusual potential to take those reac-

tions seriously and put them on the table for discussion. Very few other

relationships in life support that level of attention and honesty. Most

clients will experience these use of selfmoments as indicating true caring

and deepening the coach-client partnership.

Use of self can seem very challenging to a newer coach, but it is emi-

nently learnable. It does require self-reflection to understand your reac-

tions, but as you get better at figuring out those reactions, you can use

them more quickly. While using a reaction spontaneously can have great

impact, a client’s patterns tend to repeat themselves, so other opportuni-

ties are likely to arise. Although you can’t always be sure where sharing

your reactions will lead, tapping into them will enhance the relationship

and self-discovery for the client.
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Takeaways
$ The quality of the coach-client relationship is the most important

ingredient under the coach’s control in the client’s progress and

change.

$ It is important to monitor and manage your conduct in order to be

experienced as a caring and receptive partner as well as a model of

effective communication and interpersonal characteristics.

$ Your reactions to the client are an important source of information

and insight, but it is important to distinguish your reactions about

the client from those that come from your own concerns or

insecurities.

$ There are a variety of choices about what to do with your useful reac-

tions to the client. Deciding if and how to use your reactions is a

coaching skill called use of self.

$ Use of self involves taking risks, but it can be learned. Even experi-

enced coaches can deepen their ability to self-monitor and capital-

ize on tuning into the impact clients have on you.

$ If you choose to share an observation or reaction, deconstruct it

and be descriptive of the client’s behavior. Then invite dialogue to

explore its meaning for the client.
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A
S YOUR RELATIONSHIPS WITH CLIENTS STRENGTHEN DURING COACHING

ENGAGEMENTS, THEY STILL REMAIN IN FLUX. DIFFERENT CHALLENGES

EMERGE REQUIRING ADJUSTMENTS IN YOUR APPROACH. JUST AS A GROWING

tree can support more weight as it ages, the coach-client partnership needs

to be able to handle more intensity and pressure as the engagement pro-

gresses.

Keep in mind that:

$ The support you provide during the early stages of coaching will shift

toward expectations for behavioral change as coaching progresses.

$ As clients try new behaviors, you can set expectations for reflection

and fine-tuning.

$ Your encouragement will help clients surface obstacles and use

coaching as a forum for problem solving over time.

$ You and your clients can begin to ask for feedback from managers

and other stakeholders as implementation of the development plan

occurs.
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A natural shift of responsibility occurs during the course of a successful

coaching engagement. In the early stages of coaching, you are more respon-

sible for leading a process that yields insight and developmental plans. Later

on, it is up to your client to take more responsibility for developmental

progress. A useful indication of the success of the coach-client relationship is

a lessening of your role and a corresponding increase in your client’s com-

mitment and activity level.

Having earned your client’s trust in the earlier stages of coaching, you are

in a position to encourage, even urge, action on the challenges in the devel-

opment plan. Your support, acceptance, and ideas remain valuable, but

probably your expectations have increased that your client can accomplish

developmental tasks even if they are difficult. At the same time that you

empathize with those challenges, you convey confidence that the client can

engender positive change. Clients need your optimism and support, along

with focus and discipline, to take the necessary risks inherent in implement-

ing the behavior changes in the development plan.

The reality is that there will be setbacks as well as successes. Progress

does not follow a straight ascending line. Your openness to client discour-

agement provides a safe context to explore challenges, make adjustments,

and get back on track. Being able to openly discuss disappointments moti-

vates clients to stay focused on development objectives even though actions

may not be yielding the intended results. Most clients will want to please you

with reports of progress, but a strong relationship supports the open sharing

of discouragement as well. It provides both the safety to admit the need for

help and the collaborative structure to arrive at better options. If your coach-

ing partnership is to foster change, mistakes andmisfires are asmuch oppor-

tunities for learning as are successes.

A common challenge in coaching is associated with the mixed feelings

most clients have about change. Even change that is designed by your client

and aimed in a clearly positive direction will trigger concerns and doubts:

Have we figured out the right things to focus on? Will others support me in

doing things differently? Is the effort to change worth the risk? As clients
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depart from familiar patterns, they know there are no guarantees of success,

so doubts are close to the surface.

Compounding those concerns, some clients may associate change with

the loss of predictability, even if the original situation had been quite prob-

lematic; familiarity is a powerful force. The loss of what is known may be

emotionally evocative, connected with other losses in the client’s life. While

we cannot always predict these responses to change, as professionals we

need to understand and accept emotional reactions that are stronger thanwe

might have expected, even when they are associated with ineffective behav-

iors and backsliding on commitments.

In view of the risks inherent in change, it is not surprising that clients are

hesitant at various points in change efforts, even when they are making

progress. A coachmight think,Why isn’t he doing what we agreed to? orWhy

is she moving so slowly to implement the plan? As was mentioned in Chapter

7, labeling lack of follow-through or delay as resistance reflects a negative

judgment that does not support openness and joint problem solving. Since

change is difficult and caution is appropriate, client hesitation is to be

expected and accepted with curiosity rather than a negative label. Figure 14-1

offers suggestions on how to reframe resistance.

Reluctance to change can appear in the guise of a legitimate obstacle

over which your client has little or no control. You may hear the client make

statements such as, “I’m too busy to see you this month,” “I didn’t get a

chance to try that new behavior we discussed,” or “I thought you were going

to send me the development plan draft.” All these claims may be true at a

rational level, but they reflect feelings of reluctance.

You cannot see those inner vicissitudes, but you can respond to their

outer manifestations. Although clients seeking praise may report progress,

you can demonstrate acceptance of reluctance by encouraging dialogue

about doubts, difficulties, and perceptions of risk. Accepting the legitimacy of

your client’s mixed feelings, even as you support the need for change,

prompts exploration and understanding along with renewed commitment.

Encouraging openness when reluctance surfaces helps you find out
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Some clientsmay credit youwithmore power and authority than you feel

you have. They may convey admiration, submissiveness, frustration, or

resentment, verbally and nonverbally, toward you. When clients project

strong feelings onto a helping professional it is called transference. It is

a central element of psychodynamic approaches to therapy originally

described by Freud, but as a concept, it can be applied to any professional

relationship. For practitioners trained to understand and use transference

reactions, it can provide leverage in facilitating insight and growth. You need

to recognize the presence of transference when it happens, but that may be
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Figure 14-1. Reframing resistance

? Reframe resistance as reluctance to view it as a natural response to
change and uncertainty.

? Exploring reluctance can reveal strongly held beliefs and values.

? Reluctance can be triggered by feelings of loss or disappointment,
which need to be acknowledged.

? Change involves risk; imagine worst-case and positive outcomes.

? Change is iterative, a series of experiments rather than right answers.

? Reduce barriers by reframing success as learning, becoming rather than
perfection.

? Even with the best of intentions, advice implies a negative judgment,
which can trigger reluctance.

? Reluctance may also indicate deficiencies in the plan or goal; explore
alternatives.

more about what matters most to your client. In fact, the stronger the reluc-

tance is in terms of avoidance, excuses, and inactivity, the greater impor-

tance you can assume the old behavior has. This awareness can suggest that

you explore considerations weighing on your client about the real costs and

benefits of behavior change. It is important for clients to feel safe in the

coaching relationship to benefit from your questions about the fears and

risks.
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all you choose to do. This awareness can help you keep your focus even if a

client is reacting to you in ways that feel more extreme than warranted.

Sometimes these reactions can be discussed with clients through use of self

to bring more attention and understanding to them. If such reactions threat-

en to derail your relationship with a client, seek out counsel from a coaching

supervisor, possibly one who has clinical training.

Another leverage point that should be used sparingly is your description

of how similar challenges were handled by others. No one likes to be com-

pared to someone else or lumped into general categories of people with

problems. When you tell the success stories of others, especially if they were

your clients, there are risks to your current relationship. Even well-intended

comparisons can imply that others have the correct answers or that theywere

somehow better or stronger. A client may even misconstrue an example as if

it conveys your recommendation about what the client should do.

Occasionally, however, a client will find the success stories of others use-

ful. For example, telling a client about another manager’s successful passage

from being too hands-on to empowering the team, or about the behaviors

used by a naturally reticent leader to become more visible and interperson-

ally engaged, can legitimize the challenges of making these changes and pro-

vide specific ideas. Such stories convey that your client is not alone and that

change efforts yield results.

CASE ILLUSTRATION: TOUGH TALK LATER IN
COACHING

Healthy growth in the coach-client partnership supports a shift of responsi-

bility from coach to client.When such a shift occurs, coaches are freer in what

they can do to foster client progress, especially when that progress plateaus.

Of course, leveraging the partnership involves a professional judgment that

contains some risk, but the coach in this case has decided to take it.

Martha had been coaching Jim for about three months. Jim is a thirty-eight-

year-old director of marketing for a large consumer-goodsmanufacturer. He

worked his way up in the field from sales to supervisor and then to district
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salesmanager before beingpromotedabout a year earlier to his current posi-

tion at headquarters (HQ). Jim was very successful in his prior field roles,

applying his energy, outgoing style, and competitive spirit in leading his

teams toward positive results. However, as he andMartha determined, those

skills weren’t as effective in his new job at HQ. Data gathering had revealed

that there seemed to be a “fit” problem: His strong presence, assertiveness,

and directness did not endear him to his HQ colleagues, whoweremore even-

ly paced, measured, and diplomatic. Some of his coworkers described Jim as

“walking over people” and abrasive or even combative.

While Jim felt defensive about the feedback and resented the suggestion

that everyone had to have a similar style at HQ, he did like his job. Being in

marketing was allowing him to have a larger impact on the overall business,

and he was learning a lot about analytical tools and marketing programs.

Still, he recognized that his rocky relationships with several colleagues were

getting in the way of his success. He found coaching useful in charting these

unfamiliar waters.

Martha and Jim drafted a development plan. It challenged Jim to be

more sensitive to his general interpersonal impact on others and to use a

more collaborative style when working on teams. However, from progress

checks that Martha did with sponsors, it appeared to her that Jim wasn’t

applying the new behaviors that were in the plan. And when they discussed

his implementation of the plan, he described distractions or unusual circum-

stances that seemed to have gotten in the way of trying new behaviors.

Martha decided that her relationshipwith Jimwas strong enough to sus-

tain a more challenging posture from her. At their next session, she put her

concerns on the table: “Jim, from what I am hearing, your progress has lost

somemomentum.” Being no wallflower, Jim disputed this claim and asserted

that he felt he was making positive changes. Martha confronted him with a

summary of her progress checks that showed others were not seeing much

difference and hadn’t changed their perceptions of Jim. She drove the point

home with an analogy: “Just as in your marketing work, having a plan is less

than half the battle; implementation canmake or break even the best ideas.”

This seemed to get Jim’s attention. Martha turned the conversation to what

was getting in the way of his making the changes they had planned. He

admitted these changes were more difficult than he imagined and that he

wasn’t really putting in the effort to try themout. Martha challenged him fur-
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ther by adding, “The question I have for you is, since when has a goal’s diffi-

culty stopped you before?” She observed his posture change as he reacted to

her challenge.

He and Martha continued the dialogue, highlighting several specific

changes he could apply in the coming week and how he might partner with

someone to get immediate feedback about how he did. She knew there were

no guarantees, but she felt that Jim’s commitment was stronger, and she was

confident that progress would help to reinforce the changes.

Supervisor’s Observations _____________________

By the second half of a typical coaching engagement, coaches have estab-

lished a working partnership with clients. Trust has deepened, and clients

are actively engaged in making changes. This shift gives the coach a lot of

leverage to be more assertive and to hold clients to commitments. So, it is

important that Martha was able to use that leverage directly. On the con-

tinuum from being supportive, on one hand, to challenging the client on

the other, both are important competencies for coaches so that they can

respond effectively to the varying needs that clients have. Martha was able

to move along that continuum by drawing on several other factors in the

coaching relationship. She had consciously thought through the risks and

potential gains in changing her posture with Jim. She was confident that

the relationship would support more challenge. Finally, she knew Jim well

in terms of his emotional stability and motivational structure so that she

could both push and pull him toward the plan that he had committed to.

She may not have been consciously aware of all these factors, but clearly

her intuition tapped into them.

As is true with many forms of power, however, push works best when

used very sparingly. If Martha decided to continue pushing Jim to imple-

ment change, then there are other issues that she would have needed to

address. Marthamight prepare for implementation by imagining herself in

Jim’s place and thus tune into what else he needs. She may decide that

even goal-driven Jim is a bit out of his element at HQ. He may need more

time in his role to gain confidence and get more of a team feel in his rela-
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tionships with peers, or build other hidden but important support sys-

tems. Martha has shown that she can be as direct as she needs to be, but

she also will need to keep her empathy tuned into what Jim might need,

beyond the specifics of the development plan.

Takeaways
$ All change is difficult. You can support your client by being positive and

hopeful even at times when your client is discouraged.

$ Reluctance, instead of resistance, is a more useful label for client hesi-

tation and concerns about change because it tends to open up dialogue

and helps you focus on the issues behind the reluctance that you can

address.

$ When you have earned the trust of a client, you may shift to a more

assertive and expectant posture to support your client’s approach to

challenges that have been agreed to.

$ As you leverage yourmaturing relationship with your client, it is impor-

tant for you to remain connected emotionally to your client’s develop-

mental experiences.

$ When clients are looking for ways to deal with long-standing or frus-

trating issues in themselves or in their context, an occasional story of

another’s success can be motivational.
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C H A P T E R

Coaching for Leadership
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L
EADERSHIP IS EXERCISED BY PEOPLE AT ALMOST EVERY LEVEL OF THE ORGANI-

ZATIONAL HIERARCHY. THAT IS WHY THE TOPIC OF LEADERSHIP IS OFTEN A

FOCUS IN COACHING. MOST COACHES SEEK TO DEVELOP A KEEN UNDERSTAND-

ING of leadership concepts and practices, as well as an appreciation for the

special challenges and quandaries that leaders face. Some coaches become

expert on the subject and use it as the foundation of their Personal Models of

coaching. The majority, however, use their own professional and consulting

experiences, augmented by reading and courses, to integrate leadership con-

cepts, guidelines, and challenges into a broader coaching practice.

Understanding the demands of leadership in today’s organizations is

essential. Although it can be challenging, many coaches without much orga-

nizational experience do absorb leadership vocabulary, learn to appreciate

organizational challenges, refine their grasp of leadership options, and thus

grow more confident about using their leadership insights in coaching

leaders.

From your own experiences in organizations—as a leader, follower, con-

sultant, volunteer, or observer—you probably have developed a wealth of

ideas about leadership. Depending on the type of experience you have had,
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you might have made observations about formal authority and structure,

dealings between staff groups and internal customers, power versus influ-

encing, the challenges of leading physically dispersed locations, connections

between leadership development and organizational objectives, organiza-

tional culture, and many other topics. These observations may have led you

to consider broad questions about leadership: What does it mean to be an

effective leader? How do leaders balance ambition and humility? Who are

your role models for leadership effectiveness? What skills do leaders need to

conduct the important interactions they have with others, such as building

teams, running meetings, encouraging diversity, resolving differences,

providing feedback, and so forth? The more you are a thoughtful student of

organizational dynamics and leadership, the more able you will be to work

with a real-life organizational leader who is struggling with similar questions.

Broadly speaking, coaches are called upon to work with leaders on their

self-management, interpersonal effectiveness, and leadership impact.

At the same time, your clients will have their own ideas about leadership.

Exploring their leadership principles, assumptions, and values is often a

fruitful line of inquiry. A leader’s development may be narrowed by fixed

beliefs about leadership, such as Leaders must drive people forward, or

Leaders should be above politics. You can help clients by engaging them in

questioning their leadership assumptions and identifying ways they emerge

in behavior.

Leadership Challenges
Leading others is a very complex human endeavor. Leaders need confidence

and self-esteem if they are to provide consistent direction and withstand

scrutiny and criticism. On the other hand, excessive confidence has been

shown to be a significant problem in isolating leaders from needed feedback

and learning. Finding a balance between confident decisiveness and open

humility is a key challenge for leaders.
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In some situations it is also difficult to maintain the distinction between

leadership and management. Leadership is a broader topic than manage-

ment and is associated with vision, strategy, inspiration, challenge, and

charisma. Management, on the other hand, may be thought of as the imple-

mentation of what leaders initiate. Managerial skills, such as contracting for

performance, delegating, and providing feedback, may be subsumed under

the leadership umbrella. Development goals may be tied to both managerial

skills and leadership topics, often in the same client, regardless of level or

title.

Another issue for leaders is decision making. Organizations are dynam-

ic, and leading them requires making many decisions. There will be winners

and losers as leaders make decisions that support some people but not oth-

ers. While it is important for followers to feel that these decisions have a basis

in logic and fairness, leaders cannot please everyone. In garnering support

for the decisions they make, leaders must use informal alliances, positional

power, and clear reasoning. Leaders who depend too much on pure logic or

positional power will lose support from constituents. As an executive coach,

you can counterbalance this tendency by helping leaders use a wide range of

skills in conveying decisions.

Leaders frequently need to initiate change and make decisions with lim-

ited information; decisiveness is key and may be more important than find-

ing the perfect answer. These decisions, especially when they affect people’s

careers, are difficult on many levels—analytical, political, and emotional. In

addition, these decisions sometimes cause leaders to isolate themselves to

avoid being petitioned by those affected. You can help leaders make more

balanced, tough decisions by facilitating a full exploration of the options,

showing them that there is no commitment in listening to constituents, and

providing support when they are feeling the weight of their impact on their

employees.

Leaders also need to become comfortable with the exposure that leader-

ship roles involve. Small actions and casual comments can have impacts

beyond what the leader intends or is even aware of. Examples include who

COACHING FOR LEADERSHIP

————155
American Management Association • www.amanet.org

www.amanet.org


the leader says “hello” to in the morning, who is included in meetings and

memos, where the leader eats lunch, or whose jokes the leader laughs at.

Successful leaders need to learn to live in a fishbowl and find ways of tuning

into how their words and actions are being perceived while maintaining the

ability to think independently. You can provide an honest perspective about

how leaders’ actions might be misperceived and help leaders build aware-

ness of the alignment, or lack of it, between their intentions and how their

actions might be perceived by others.

Leadership roles often require the performance of various symbolic tasks

and appearances to reach as many employees as possible. These activities

require much time and energy without clear or immediate payback. Thus,

leaders also need to be skilled communicators and presenters, able to trans-

late complex situations into readily understood explanations. Depending on

the leader, these activities may be challenging and engaging or boring and

frustrating. You can help leaders accept their mixed feelings about these

activities and tolerate them better by helping them understand their impor-

tance to others in the organization.

It has been said that ultimately leadership cannot be taught but it can be

learned. In facilitating that learning, you can stay attuned to four issues that

come up repeatedly in coaching leaders:

1. The choice to lead

2. Stories that leaders tell themselves and others

3. Organizational influencing and politics

4. Polarities that drive the leader’s style choices

Choice to Lead

As described previously, management and leadership are conceptually dif-

ferent, but in practice they overlap. Every manager’s job has some leadership

elements, even if on a small scale. However, as managers begin to advance

through themanagerial ranks, their responsibilities as leaders may be down-

played. As a result, managers may find themselves in roles with significant
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leadership demands without having consciously chosen to become leaders.1

They may have been promoted without really appreciating the demands of

being a leader, or they may have been following advancement and financial

incentives without fully considering their actual interests and other trade-

offs.

In the context of a trusted coaching relationship, youmaywant to explore

your client’s choice to lead. It is possible such a choice has never been con-

sidered. Questioning your clients about their real interest in leadership chal-

lenges, aspirations to higher levels of leadership, and strengths and gaps for

leadership activities may both deepen their understanding of leadership and

confirm their true interest in the role. On the other hand, your queries may

reveal a lack of connection to leadership demands and unspoken concerns

about trade-offs in being a leader. These issuesmay be a hidden drag on your

clients’ energy. Either way, conversation about the choice to lead can yield

useful insights.

Leadership Stories

As discussed in Chapter 12, eliciting a client’s career story is a way to foster

dialogue and build a productive coaching relationship. In coaching leaders,

however, stories take on even more importance.2 Leaders rely on the stories

they tell themselves about how and why they have achieved what they have.

Those stories clarify their values and confirm lessons learned. They also

reveal the client’s implicit beliefs about leadership, which may need to be

explored and expanded.

Leaders also tell stories to their followers to engage and inspire them.

Some have said that successful leadership depends on the ability to tell com-

pelling stories. As experienced sounding boards, coaches can help leaders

explore the power of their stories, especially those they tell others. Coaches

can help leaders evaluate key questions about stories, such as: How engaging

is the vision described in the story? How clear is the message about what

needs to happen? How well does the story strengthen leader-follower con-

nections? How strongly does the story motivate followers to be part of the
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organization’s future? You can use these prompts to increase a leader’s

impact through both delivery and content improvements.

Organizational Influencing and Politics

Stories are especially helpful to the formal part of leadership in painting a

picture of the organization’s future. Equally important are the stories that

leaders use in the informal processes of persuasion: seeking support among

influential followers; creating opportunities for informal discussion; giving

some topics prominence over others; taking advantage of interactions that

happen in the hallway, during lunch, or during travel or other occasions that

can give a leader significant leverage. These informal influencing activities

can be referred to as organizational politics, although the term carries a neg-

ative connotation for some clients. Clients who have been on the losing side

of influencing a decision or who have been outmaneuvered by others may

have rejected politics as an influencing tool, which is unfortunate. You can

help those clients understand that politics do not need to be negative and are

a fact of organizational life; avoiding them weakens leaders by reducing the

number of tools they have to exert influence. While some clients may equate

politics with underhanded or destructive behavior, you can help them iden-

tify the natural and essential elements of informal influencing that organiza-

tional politics embody.

Leadership Polarities and Choices

While there are many lists of leadership competencies, using polarities illus-

trates leadership skills more accurately than lists do. Every behavioral or sty-

listic choice that a leader makes tends to limit another choice that exists on

the other end of the same continuum. For example, leaders who choose to

encourage harmony cannot at the same moment foster overt debate.

Another implication of this idea is that too much of a particular leader-

ship dimension can be counterproductive. As such, more is not necessarily

better. Making informed choices requires leaders to have well-tuned situa-

tional judgment so that they can choose the side of the polarity, as well as the
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amount, that is needed at a particularmoment.3 Taking the idea further, lead-

ers who are more skilled and comfortable at one end of a polarity may tend

to overuse that skill and miss opportunities for using its opposite. For exam-

ple, leaders who are very comfortable with operating environments and

making tactical decisions may rely on these skills too much as they advance

in an organization’s hierarchy, resulting in the lack of empowerment of oth-

ers. Limitations due to overuse can be significant gaps for leaders that you, as

the executive coach, can help them overcome.

Examples of other leadership polarities include: interpersonal closeness ver-

sus distance, pride versus humility, approachability versus toughness, and

empowering versus directing. Leaders need to be able to range across these

continua and make conscious choices about which skill to use and how

strongly to apply it.

You can help to bring these four leadership challenges to the forefront of

your client’s awareness through asking questions and encouraging discus-

sion. To the extent that you can anticipate these topics and leverage your

ability to explore them, your leader-clients are likely to have more insights

about likely developmental issues and what skills or behaviors they might

need to work on in coaching.

Coaching Senior Leaders
Leadership issues for senior level, or C-suite executives (such as the chief

executive officer, chief financial officer, chief operating officer, chief market-

ing officer) require a modified approach to coaching—a change of style that

allows you to be in sync with the pressures of being at the top of an organiza-

tional hierarchy.

Senior leaders generally do not get to their positions because they are

reflective or even conceptual. Moreover, they probably do not want to give up

whatever set of skills and behaviors got them to their current level. Thus,

when building credibility with senior-level managers, you may want to avoid

too much introspection, abstraction, or critiquing past habits. The willing-
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ness to do these things may come in time but requires patience as your cred-

ibility is tested more than at lower organizational levels. When working with

senior leaders, it is even more important for you to do your homework about

the client’s organization and background, as well as about the broad topic of

leadership at the top of organizations.

The use of psychometrics and standardized 360-degree questionnaires is

generally less frequent at senior levels of the organization. The statistical

norms are less meaningful, and clients are likely to find less value in being

labeled using dimensional language. Unless the assessments are tied to a

developmental program that senior leaders attend, they generally prefer that

you do qualitative data gathering. In addition to doing informational inter-

viewing to gather data about these clients, youmay also be able to contract to

shadow them during actual meetings, and some coaches emphasize it in

their Personal Models. Because shadowing involves your direct observation

of the senior leader in action, during daily activities or importantmeetings or

presentations, it presents an opportunity for you to provide immediate feed-

back that can be a powerful intervention. Shadowing requires that the client

be completely open with others about your presence and the coaching

process.

Senior leaders are likely to treat all outside professionals as consultants.

Unfortunately, they may lump you into that same category. As a result, they

expect you to be prepared, even though they may not be. They may also

expect you to be unusually flexible about scheduling and changing appoint-

ments. In addition, they may seek to change your contracted work if it suits

their needs or interests. So-called mission creep can occur as your coaching

relationshipmorphs into recruiting, team building, and even career counsel-

ing. You need to know your own boundaries and how much you can flex

them in order to be prepared for senior leaders who have expectations that

are not part of your usual coaching relationships.

As confident as senior leaders can appear, they often really need and

value a journey partner. Their executive roles can be isolating and lonely, at

the same time that they are heady and privileged. Coaching can help meet

their emotional needs for connection, honesty, and support in ways that
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their collegial relationships may not. Senior leaders appreciate the contrast

to their thinking that your observations and ideas represent. In fact, senior

leaders may contract with you to be a sounding board for their thinking and

not be that interested in data gathering or development plans. Such a rela-

tionship can be very useful to senior leaders as long as it focuses on a leader’s

development and does not become consulting on HR or organizational deci-

sions.

Finally, C-suite executives may or may not want their Human Resources

VP involved in their coaching. Be careful not to assume that involvement as

you might with coaching at lower levels. Instead, contract with the leader

about how to include HR, if at all. Looking in the other organizational direc-

tion, you may want to explore if there are board directors who have a role in

the senior leader’s development and contract for their involvement as spon-

sors or stakeholders in the coaching engagement.

CASE ILLUSTRATION: NICE GUYS SOMETIMES
GET THE TOP JOB

While stereotypes abound, senior leaders are not always confident, polished,

and politically astute. Those qualities are certainly valuable, but there are

many ways to be a leader and still achieve great things. All leaders bring to

their roles both strengths and deficiencies. Organizational culture plays a

role in the type of leadership style that will be effective in each situation. In

the case that follows, the senior leader’s professional and personal charac-

teristics had served him well, and they are likely to be essential to him in the

future, but only with the coach’s help in making adjustments and building

confidence about leadership at the top.

Marsha, an executive coach, was asked by her HR contact, Eric, to meet with

the COO, Tom, who was interested in working with a coach. Eric told Marsha

that he would not have his usual involvement in the engagement and that

Tom had his own budget for development. Marsha had substantial prior

experience coaching in the organization, but she had nevermet Tom. She did

know that he was respected for his technical expertise, was generally liked,

and had been asked to head up a new business venture for the company.
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Marsha did not know what to expect at their first meeting, but they quickly

clicked and began getting into the serious issues that were troubling Tom.

First, there was the issue of Tom’s boss, the CEO. He had made it clear to

Tom that he believed Tom needed a stronger leadership presence. Tom didn’t

disagree with this assessment, but from a practical standpoint, he didn’t

know what he actually should do differently and even if he did, whether he

was capable of being a different type of leader. Marsha’s follow-up questions

and explorations during the next two coaching sessions revealed Tom’s story.

He was proud of his engineering background and enjoyed applying its disci-

pline even to nonengineering problems. In the current job, however, there

was never enough information, and the time frames were too short to allow

the usual analytical rigor that he preferred. In some cases, he even was

unsure if he had identified all the essential variables, let alone get thorough

information about them. He also had strong inclinations to be cooperative

with others and a supportive teammember.

Nowhewas headof the team, and the climatewas not to his liking. There

was internal competition for his support, and he sensed some crosscurrents

among people who might actually gain something by his failure. He also

admitted that the jobwas draininghim.He couldn’t seem to stay aheadof the

demands and sincerely didn’t know if he could satisfy all the internal clients,

his own staff, and his boss. Finally, during earlier assessments, he had learned

that he preferred an introverted style. He could be effective leading people,

usually on technical challenges, but he needed his private time, too. He won-

dered aloudwhether hewas cut out for the constant exposure, demands, and

political forces at his current level in the organization.

Tom seemed to find some benefit in unburdening himself to Marsha;

trust had developed. However, they both agreed that they needed someaddi-

tional data. Since standardized assessments had not helped Tomevaluate his

suitability for leadership, Marsha chose a qualitative approach, opting to

interview Tom’s boss and eight other colleagues. This process even included

getting Eric’s perspective on the situation. After completing the interviews

and summarizing the themes, Marsha discovered that Tom was doing better

than either he or his boss thought. He was well regarded for his integrity,

intelligence, dedication, and experience. His unforgiving standards for him-

self did not really show up in what others were experiencing. People recog-

nized that this new venturewas amajor challenge for all concerned, and they
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offered suggestions. However, they all believed that Tom had a good chance

of making it succeed. They also suggested that Tom’s boss had unrealistic

expectations for progress. Marsha confirmed that competition and politics

surrounded Tom’s role; the company’s recent and rapid growth had created a

scramble for resources and influence.

Marsha and Tom discussed the situational variables, his strengths, and

his new challenges thoroughly. There were several outcomes from this dis-

cussion. First, they agreed that Tomhad some equity as a leader in the organ-

ization and that it would buy him some time to adjust to the new role. They

labeled it his “learning to lead” agenda and decided that they would use it to

shape immediate and short-term leadership challenges that Tomwould need

to learn to deal with. They would also include Tom’s boss in some of that dis-

cussion. Second, they would take seriously, but hold in abeyance, decisions

about whether Tom really wanted to be a leader at his current level. Third,

theywould identify the truly exciting challenges that the position offered and

bring out more of the upside of them, while still being cognizant of the

demands on Tom. Finally, they contracted for biweekly coaching sessions for

a longer course than the usual six-month engagement, estimating that it

would probably take closer to a year to provide Tom with both the learning

and interpersonal support that he would need.

Supervisor’s Observations _____________________

Coaching senior leaders is a challenge that requires both significant skill

and flexibility. Executives expect you to step into their situations quickly

and make positive contributions based on very limited information. They

also expect you to take the lead on devising a coaching process that meets

their needs.

Marsha appears to be handling the situation with Tom well. She creat-

ed a safe place for Tom to deal with his uncertainties, and she was able to

contain themwithout denying their importance. She used his story well to

build insight about both strengths and possible gaps. Using qualitative

data-gathering methods provided valuable input and, more important,

room to maneuver.
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There are several scripts in Tom’s thinking that they will need to revis-

it several times and hopefully rewrite, such as his need to lead through

being technically correct and his belief that conflict is bad and to be avoid-

ed. In addition, she will find it helpful to remember that clients sometimes

confuse the results of quantitative and other standardized tests with truth;

introversion is a preference, not a dictate. It will help Tom to be reminded

that there are many very effective leaders who are introverted. Leadership

is about behavior, not traits, and Tom has choices, which Marsha can help

him make, especially as he develops his own sense of what effective lead-

ership means for him.

They have made a good start on their coaching relationship and Tom’s

development, but there is much work to do. In addition to a substantial

leadership learning agenda, tailored to Tom’s particular style and situation,

he may need help managing his boss’s expectations. The boss probably

has a very different leadership style, and Tom needs the confidence to

differentiate the boss’s approach from his own. Tom also needs help

accepting some of the trade-offs in being a senior leader, such as constant

visibility, balancing personal and professional priorities, empowering oth-

ers but also holding them accountable, and wanting to be a nice person

but making decisions that some people won’t like.

Assuming the coaching succeeds in themedium term,more advanced

topics will increase in importance. Tom could then work on being more

political in building alliances within the culture and setting a vision for his

unit that ties in with the larger organization. Ultimately, the success of

Marsha’s coaching supports the success of the company, truly showing the

action learning aspects of senior leadership coaching.

Takeaways
$ While not every coach is an expert on leadership, it is important for you

to have familiarity with leadership definitions, concepts, and models.

$ There are key challenges in being a leader that coaches need to grasp:

exposure, difficult decisions, symbolic activities, and constant commu-

nication demands are examples.
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$ Leadership and management are different but overlapping concepts;

coaches often work on both.

$ Four issues that come up repeatedly in coaching leaders are the choice

to lead; stories that leaders tell themselves and others; organizational

influencing and politics; and the polarities that drive the leader’s style

choices.

$ Senior leaders are apt to treat coaches as consultants, somission creep

needs to be monitored. Most leaders, however, really value a coach’s

observations and perspectives as a counterbalance to the isolation of

their executive roles.
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C H A P T E R

Differences

16

F
OR MOST PEOPLE, SIMILARITIES, EVEN SUPERFICIAL ONES, MAKE INTERPERSON-

AL CONNECTIONS EASIER. WE TEND TO FEEL SAFER WITH WHAT IS FAMILIAR.

ON THE OTHER HAND, DIFFERENCES, BOTH OBVIOUS AND SUBTLE, CAN BE VERY

enlightening to explore. This is particularly true in coaching. Differences

between your clients and their colleagues with regard to background, prefer-

ences, interpersonal style, and other variables often figure into the develop-

ment challenges of your clients. Differences between the coach and the client

also can be relevant to the progress made in coaching. It is important to help

clients avoid overemphasizing similarities while ignoring relevant differences.

Traditional diversity categories that organizations use for various inclu-

sion initiatives include:

$ Ethnicity/Race

$ Gender

$ Religion

$ National Origin

$ Disability Status

$ Sexual Orientation

These categories, however, are actually a subset of themuch larger group
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of differences; there are many other ways in which your clients can differ

from their colleagues or we, as coaches, may differ from our clients. For

example:

$ Age

$ Education (both level and field of study)

$ Work Experience

$ Interests

$ Problem-Solving Style

$ Interpersonal Style

$ Income/Status

Since coaches work at the level of the individual, it is important for you

to consider the possible impact of all relevant differences that may exist

between you and your client and within your client’s work world. If you focus

only on the usual diversity categories you may miss important challenges

facing the client.

Coach-Client Differences
You and your clients are likely to differ on one or more observable character-

istics. Some clients may comment indirectly on your characteristics as com-

pared to their own (e.g., “This business attracts a very young employee pop-

ulation,” or “Maybe you can help me understand the women on my team”).

Most will not. Instead, it is up to you to observe differences, especially during

initial coachingmeetings, and consider the implications of those differences.

How do you feel about differences between yourself and the client? How

might those differences inform or distract from the focus of the coaching?

What are the big differences? What are the small ones? To the extent that

observable coach-client differences may have implications for coaching, the

responsibility is yours to put them on the table and discuss them with your

client.

For example, you may decide it is important to ask minority clients how
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they feel about working with you if you are a nonminority coach, or how an

older client feels about working with a younger coach. First, you must notice

differences to consider the relevance of pointing them out and discussing

their implications for your coaching relationship. If you feel that the differ-

ence may be of concern to your client, tactfully inviting discussion about it

would be consistent with your coaching role.

Among the less visible differences that coaches need to be aware of

are those involving preferred learning, interpersonal, and problem-solving

styles. For example, your clients may be more concrete or short term in their

thinking than you are. Differences such as these may generalize to issues in

the client’s work context (e.g., a very logical manager leading creative direct

reports). Even when such differences do not emerge directly, coaches usual-

ly take responsibility for tailoring their approaches to suit their clients’ pref-

erences. For example, when coaching a client who is very fast-paced, you

might shorten your explanations, emphasize quick wins, and deal with

immediate pressures. On the other hand, this adjustment would not be help-

ful with a client who thinks in more strategical and longer-range terms.

Both differences and similarities between coach and client can occa-

sionally influence how clients are matched with coaches. A client may select

a coach based on a preference for a similar age or industry background. On

the other hand, clients sometimes seek a coach who is different from them-

selves when a point of difference has implications for their learning. For

example, a client might want to learn to improve relationships with a partic-

ular age group or race and may choose someone from that group for the

coach role. In these cases, coach-client diversity becomes especially com-

pelling when there is a direct application to the client’s work effectiveness. A

discussion of differences between coach and client can be an honest, safe

forum for the client to explore issues and obstacles in working with differ-

ences affecting professional performance.

The Coach’s Responsibility
It is important to heighten your self-awareness and insight about the possi-
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ble effects of differences in your relationships.We, as coaches, tend to believe

that we are more accepting than we really are, or we gloss over differences by

latching onto superficial similarities with clients, just as most people do.

Feeling discomfort about differences or the reverse—experiencing an exces-

sive pull toward collegiality with clients—are indications that it would be

helpful for you to explore those reactions with a mentor or case supervisor.

Even when the similarities or differences between you and the client have

contributed to the sponsor or client choosing you as a coach, the differences

may be worthy of discussion.

Use Figure 16-1 to become more self-aware about your reactions to dif-

ferences.

Figure 16-1. Self-assessment about differences

MYSELF:

? What do I notice about myself when I feel different?

? What do I see when I encounter differences between myself and others,
and between others among themselves?

? In my past, if my difference was celebrated, how did that occur and what
do I remember most about its celebration?

? What is my first impression when I encounter someone different? What is
my first customary response?

? How do I make a distinction between something new and something
different?

? Are there some differences around which I feel more comfort/discomfort?
Which ones?

? What happens inside me when I encounter people whose values are
not only different but in opposition to mine?

? How important are my values and biases when differences show up?

? How do I know I am judging? What do I see, hear, feel, do?

? How do I know I am observing? What do I see, hear, feel, do?

Continues on page 170
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Figure 16-1. Self-assessment about differences (continued)

MY COACHING

? In what categories do I notice differences between myself and clients?

? What do I consider in the context of coaching to determine if
differences matter?

? How important is it to notice differences?

? How do I decide to openly acknowledge a difference or not?

? When was there a time where I handled difference well and what
did I do?

Differences in the Workplace
In the course of discussing felt needs, clients may point out differences they

have noticed at work. These may run the gamut from traditional differences

of age, gender, race, nationality, religion, and sexual orientation to some dif-

ferences that are less common, such as organizational and cultural differ-

ences within a newly merged company. These differences could occur

between your client and specific individuals or between departments and

teams.

Your client may want help with how to address differences that may be

triggering tensions among individuals or subgroups. Coaching is an excel-

lent forum for the clients to consider the implications of the many differ-

ences that may exist in their organization. You are empowered to raise ques-

tions about those differences, especially if you believe that the client would

be amore effective leader withmore overt attention paid to them.While you

are not a diversity consultant, raising your client’s awareness about differ-

ence issues within the organizationmay fit directly into the client’s develop-

ment plan.

Coaching to Support Diversity Initiatives
Despite a significant increase in acceptance of differences and an emphasis

on inclusion in corporate cultures, minorities, women, and other diversity
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groups experience obstacles to advancement. Many organizations are sensi-

tive to the career aspirations of these groups and others who are under-

represented inmanagerial and executive ranks. To address these issues,most

large organizations have introduced diversity or inclusion initiatives, men-

toring programs, and employee support/affinity groups. It is not uncommon

for them to engage coaches to accelerate the managerial and leadership skill

development of minority employees and to create more acceptance and

openness among majority employees. Some coaches, whether minorities

themselves or not, have chosen in their Personal Models of coaching to spe-

cialize in these types of engagements. In addition to their expertise inmatters

of inclusion and expanding opportunities, these coaches need to possess a

capacity to tolerate and manage tense interpersonal situations.

Figure 16-2 presents a decision guide to help coaches determinewhether

to bring a differences issue into coaching discussions.

CASE ILLUSTRATION: OBVIOUS SIMILARITIES, BUT
IT’S THE SUBTLE DIFFERENCES THAT MATTER

There are often differences between coach and client. Interestingly, obvious

differences are sometimes less important than the more subtle ones: the

client whose regional American accent you find off-putting or the client who

is disappointed that you don’t play golf. You need to know your biases and

personal triggers, and be able to manage them so they do not interfere with

your job of creating and facilitating a safe environment for change. As a

result, it is impossible to know for sure what differences will affect you or the

client, even when there are obvious similarities. This is illustrated in the case

that follows.

An external coach of Hispanic origin, Andrew, had a regular contract to work

with high potentials in a client organization as part of an ongoing leadership

development program. Matches between coach and client were made ran-

domly. Through this process, Andrew was assigned to work with a client

named Jean-Claude, and they set up an initial meeting. The HR coordinator

knew both of them, and while they had been assigned to work together by

chance, she assumed that since they both had immigrated to the United

States from other countries, they would have much in common.
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Figure 16-2. Differences decision tree

A DECISION POINT

Information Gathered From:
CONVERSATIONS OBSERVATIONS TRIGGERS EXPERIENCES

Use to help coach decide whether to discuss differences with client.
Paying attention / Heighten awareness / Expand a way of thinking about choices / Decide

YES
I Choose to Act on

Information

NO
I Do Not Choose to Act on

Information

NOT NOW
Holding

What Do I Say
and Do?

When to Do It? Best
Opportunity Considerations,

Timing Issues

Anticipation of My Client’s
Responses

My Reasons: Personal, Contextual,
Client’s Signals and Anticipated

Responses, Timing Issues, Relevancy to
Project, My Limitations

Reflection Opportunity:
What Stops Me from Acting on

This Matter?

What Did I Learn? What Might Be My
Future Considerations? If I Played Back
the Moment, Would I Have Made the

Same Choice?
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During the initial session, Andrew conducted his usual contracting con-

versation, just to be sure everyone had the same expectations. He then

moved into learning about Jean-Claude’s education and professional back-

ground. Andrew learned that Jean-Claude was born and raised in Haiti, had

come to the United States for college, and had become a U.S. citizen. He still

hadmany familymembers in Haiti. Andrew realized early in themeeting that

he and Jean-Claude had several notable similarities: Both had immigrant

parents, coincidentally from the same island (Hispaniola, which is divided

between the Dominican Republic and Haiti), neither spoke English in their

childhoods, and both had African-American heritage. However, Andrew real-

ized immediately that this created a challenge for him. He didn’t want to

overemphasize their similarities, even though notable, because they were

superficial. On the other hand, he and the client couldn’t ignore them, both

because they were so apparent and because ethnic background could figure

into Jean-Claude’s professional history.

Andrewdecided to dealwith this challenge by noting the similarities and

asking Jean-Claude for his reactions. In their first meeting, this strategy

workedwell. They didn’t dwell on the coincidence of the apparent similarities

and were able to have a very productive conversation about Jean-Claude’s

professional history, his self-assessed strengths andgaps, andhis career aspi-

rations; in otherwords, for Andrew, this was a typical initial coaching session.

Between the first and second sessions, Andrew spokewith his case super-

visor and reflected on his session with Jean-Claude. He concluded that the

ethnic and cultural overlap between himself and Jean-Claude needed more

exploration. At the start of the second session, Andrew asked Jean-Claude for

his reaction to their similarities. This opened up a new perspective for

Andrew. It turned out that Jean-Claude wasmuchmore aware of their differ-

ences than their obvious similarities. He was concerned because they came

from very different cultures; even though on the same island, their countries

of origin are culturally distant. Similarly, theywere divided by an obvious lan-

guage difference, but more important to Jean-Claude, Andrew’s English was

clearer and less accented than his. On the other hand, Andrew had a more

varied professional career here in the United States than Jean-Claude, which

impressed Jean-Claude but alsomade him a bit envious. Finally, Jean-Claude

questioned whether the organization had reduced them to superficial pro-
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files in an effort to match them. This bothered him because coach-client

matching was supposed to be random.

Andrew felt as if his eyes had been opened to Jean-Claude’s reality, and

he thanked him for his honesty. It was immediately apparent to Andrew that

having their differences on the table might facilitate the discussion of Jean-

Claude’s development. Andrew also acknowledged the importance of Jean-

Claude’s question about whether they had been profiled.

They didn’t specifically work on these issues, but Jean-Claude seemed

genuinely relieved to have been able to open up about his concerns. Andrew

was very glad he had reopened the topic, confirming that assumptions about

similarities and differences are often erroneous. They need to be explored to

build trust and to avoid misunderstandings that might surface later.

Supervisor’s Observations _____________________

The irony here is apparent and worth repeating: Obvious similarities may

be distractions to more important differences. While Andrew and Jean-

Claude have a surprising number of similarities, it is the more subtle dif-

ferences that the client was focused on. Andrew wisely did not overem-

phasize the importance of the similarities, which could have been off-put-

ting for the client who was more sensitive to an entirely different set of

variables. Stressing similarities (rather than differences) or exaggerating

them to get close to clients are common mistakes coaches make when

they feel uncomfortable or nervous.

With sensitivity, Andrew did not try to use common histories but

instead gave the client room to explore his reactions to Andrew’s back-

ground. Doing so not only allowed new information to emerge, it modeled

risk taking and openness as part of the coaching relationship. If these

issues come up again—for example, if they came up in the client’s work

relationships—there is now readiness to discuss them further.

Andrew will need to stay attuned to the need to discuss both their

similarities and differences. In particular, the client’s question about the

matching process implies a tension that Andrew will need to continue to

tolerate and discuss. That question may also make Andrew wonder

whether he is viewed by the organization as specializing in minority
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clients. Like the client, he has mixed feelings about being tracked toward

certain engagements. This is something that he may need to discuss and

try to resolve with his human resources contact, without revealing any-

thing about his discussions with the client.

Takeaways
$ There are many possible differences between you and clients and

between clients and colleagues that go beyond the traditional diversity

categories of ethnicity, gender, religion, national origin, and sexual ori-

entation. Clients may want help bridging whatever difference issues

they are facing.

$ Deciding if and when to point out differences between you and a

client should be based on questions or concerns that you believe the

client may have; tact and timing are essential, but it is better to raise

it directly than avoid it.

$ It is important for you to develop self-awareness and insight into the

possible effects of differences on your reactions to clients; your toler-

ance of tension about differences can serve as a model for clients.

$ Similarities and differences between you and a possible client occa-

sionally can be a factor in making the coach-client match.

$ Coaches, whether minorities themselves or not, may choose to spe-

cialize in engagements that support diversity initiatives and develop

expertise in inclusion programs.
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C H A P T E R

Closure

17

C
LOSURE, OR ENDING THE COACHING ENGAGEMENT, IS NOT SIMPLY A CESSA-

TION OF THE PROCESS; IT IS AN IMPORTANT AND DISTINCT PHASE. IF

APPROACHED WITH ATTENTIVENESS AND CARE, IT WILL ANCHOR THE

continued development of your client on the basis of the work that you have

done together.

Closure ismultidimensional and involves all participants in the coaching

process:

$ At its most basic level, it is about what you, the coach, do to prepare

your client and sponsors for the end of active coaching and to capital-

ize on future learning opportunities.

$ For your client, it can be an opportunity to evaluate a range of issues:

What has been accomplished?What areas need continued focus and

attention? What new challenges may emerge as growth continues?

$ Sponsors likely also have opinions about what has been accom-

plished and what needs more attention. Their role in your client’s

development becomes more important as coaching ends.
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Development themes and other insights from the coaching process often

are reiterated during the ending phase. There is a natural desire to reflect on

and review key learning points that have helped your client during the

process. Your closure steps can build on that tendency as well as highlight

any new insights that emerge. At the same time, youmay encounter awkward

reactions from your client, including discomfort, humor, and avoidance.

Accepting these reactions, while at the same timemaking closure steps clear,

will support a powerful and positive ending to the coaching.

Good endings have important characteristics:

$ Expectancy of closure (anticipated and planned; not abrupt)

$ Opportunity for reflection and discussion

$ Acknowledgment of both closed/resolved and open/unresolved

items

$ Consideration of future support and relationships

$ Celebration of achievements

$ Acceptance of feelings of loss

Anticipating Closure
A productive closure process depends on what you do to anticipate and plan

for the end of coaching. Usually coaching has an expected time frame that is

part of the original contracting. While that time frame may not be rigidly

binding, it conveys the notion that coaching is an intervention or a jumpstart

and therefore of limited duration. Because of the engagement’s temporary

nature, it is important to acknowledge its transience at a relatively early stage

in the process. Every beginning anticipates an endpoint, and it is never too

early for you to openly refer to that eventuality. Doing so helps to mitigate

whatmight be amore difficult discussion if it came up late in coaching. It also

conveys an appropriate challenge to your client to make the most of coach-

ing so that development will have momentum as the formal coaching

process concludes.
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In your own life, you should take particular care with endings, for their color

will forever tinge your memory of the entire relationship and your willing-

ness to re-enter it.

—Martin Seligman, Authentic Happiness1

Formost people, endings can be emotionally evocative. They create both

obvious and subtle reminders of endings of other relationships, both person-

al and professional, some of which might have been quite difficult. Strictly

speaking, the coaching engagement is ending, but your relationship with

your client continues in a different form. You and your client are moving into

a phase without the regularity that characterizes active coaching. Depending

on how you structure the next phase, with supportive contact scheduled or

only provided on an as needed basis, your client may feel nervous, isolated,

or even abandoned. Client reactions depend on past experiences of endings.

Providing opportunities for these reactions to be discussed can help your

client move forward to acknowledge and accept the feelings that are trig-

gered. Waiting until the end of coaching to introduce closure does not pro-

vide adequate time to reflect on these feelings and responses to closure.

A complicating factor in closure is determining the right schedule for

ending the coaching process. Even with contracts that stipulate a specific

time frame of three or six months, the actual last coaching appointment

would need to be labeled. By openly referring to an end session during the

coaching process, and noting progress as milestones are achieved and

passed, you are empowered to suggest a final appointment date. For most

clients, this date will be an endpoint consistent with the original contract

stipulations. For others, however, additional coaching may be warranted as

you anticipate the final session. How much value a formal extension of the

process will add is a difficult judgment to make, but you do need to have an

opinion about it. Clients may express an interest in continuing and they may

ask for your recommendation. Anticipating closure will help you prepare for

that question and for the discussion with your client about how to proceed.

In those situations when you and your client agree that an extension of
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the coaching would be useful, you need to be aligned with your client about

how to support the recommendation with sponsors. Usually, the rationale is

based on what a particular client needs in order to capitalize on the work the

client has already done in coaching. It might relate to the challenges of sus-

taining the particular behavioral changes in the development plan, the need

formore opportunities for the client to practice new behaviors, organization-

al changes that slowed progress, or anticipated changes the client wants help

navigating. After analyzing these or related elements, you and your client will

be prepared to propose a possible extension to the sponsors so that everyone

can decide together how best to design the structure of the extended coach-

ing. This extension of the coaching engagement would constitute recontract-

ing. As such, it benefits from specifying the process as well as the goals, if they

are different from those in the original engagement.

Assuming that an extension is not needed, it is important to set a final

session date well in advance. In fact, the ending of the coaching engagement

may have a penultimate session that looks backward, while the final session

is reserved for looking ahead. While these plans can shift by mutual consent,

it is important to avoid letting the final session be a surprise either to the

client or to you. Targeting a final session makes the ending tangible and

prompts discussion of both plans and feelings about them. With the date set,

ending and related issues can be regular topics during the coaching sessions

that lead up to the final session.

Providing several coaching sessions to discuss closure is typical. You can

use this time to ask your client to reflect on a number of issues:

$ What has your client learned during the coaching engagement?

$ What worked and what could have worked better?

$ What was accomplished, and what items are still open?

$ What experiences has the client internalized?

$ What issues will the client continue to work on in the short, middle,

and long term?

$ How will the client continue to focus on development in the future?
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$ What learning resources are available for the client to access in the

future to support growth?

$ How can the manager and HR sponsor support the client’s future

developmental opportunities?

$ What role, if any, will the coach play in the client’s future?

$ Howwill the ending of the coaching engagement be clearly noted for

the client, stakeholders, and coach?

An important consideration is your client’s future willingness to ask for feed-

back and help. Hopefully, coaching has removed some of the hesitation to

seek help. Your clients can become more successful learners after coaching

if, during the closure process, you reflect on how they learn when they get

stuck, and how they continue growth. Using ideas from these considerations,

you can use the concluding phase of coaching to help the organization sup-

port the future development of their employee, your client.

Part of that support involves you. Whether ending within the expected

time frame or not, you need to consider what type of follow-up support

would be useful with each client you work with (including the frequency and

type of contact). Some coaches meet with clients quarterly for a session or

two, schedule phone calls, or just rely on ever-present e-mail communica-

tions. Although you will have your own perspectives, your client’s follow-up

needs and how to address them should be discussed with your clients and

appropriate sponsors so that a consensus can be reached about the support

that you can provide after regular coaching meetings have concluded.

Another element that is sometimes planned to mark the end of coaching

is a meeting that involves you, the client, the client’s manager, and some-

times the HR representative. This program reviewmeetingmirrors the devel-

opment planning meeting (discussed in Chapter 11) in the earlier stages of

coaching. The goal is to acknowledge progress openly, encourage the conti-

nuity of changes that have been made, and anticipate future support that

would be useful to your client. Part of that discussion could also involve con-

tracting how to structure an extension (if that has been agreed to) or how to
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provide appropriate follow-up support to the client. Whether you propose

this meeting or it is built into the process, it can be a useful conclusion to

coaching and formally re-engage the manager-client developmental part-

nership.

Endings demand self-management from you, demonstrating an example

for your client to follow. Both of you may find some discomfort when think-

ing about ending the coaching engagement and what shape the relationship

might take in the future. It is important to discuss endings to allow concerns

about setbacks and obstacles to surface so that they can be discussed.

Addressing these issues supports your client’s resilience and energizes the

strategies the client has used to stay active and focused in challenging situa-

tions. Accepting ambiguity, uncertainty, and unexpected emotion is impor-

tant in all phases of coaching, but especially important during the ending

phase.

Ending coaching is also an opportunity for you to reflect on your own

experience. Everyone has feelings about endings; therefore, your self-aware-

ness and self-monitoring are important so that any fears or concerns you are

having are not inadvertently projected onto your client’s particular experi-

ence of closure. Among other ways these emotions may influence your

behavior is to cause you to try to forestall the ending. While the appeal of

staying actively involved with the client is natural, it is both inconsistent with

the typical coaching contract and may inadvertently convey a lack of confi-

dence in the client, or even in yourself as a coach. Youwould never want your

own needs or insecurities to suggest that the client should continue in a

coaching relationship with you.

Ideally, the ending point is an opportunity for your own development. It

is a chance for you to reflect on your growth as a coach, identify gaps in your

abilities, and consider future experiences you would like to have. These

reflections are likely to be tied to perceptions about your client’s relative suc-

cess and what you might have done to make it a stronger experience. While

under some circumstances youmay discuss some of these observations with

clients, they are topics best discussed with your case supervisor or coaching
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mentor. Your openness about endings presents a real opportunity for your

own development, reflecting a parallel with the process established between

you and your client.

Other Considerations
As mentioned previously, be sure to provide adequate time in the coaching

process to accommodate your client’s possible reactions to the ending. Some

clients prefer a definitive break, while others want to know that there will be

follow-up contact. You also need to negotiate what form the follow-up will

take. Some coaches like to build in follow-up contact(s), by phone or in per-

son, within one to three months to ease the transition and provide the client

an opportunity for course adjustment; others invite the client to reach out to

them on a more ad hoc basis.

While contact will be significantly reduced after formal coaching has

concluded, it is important for you to continually maintain the role and confi-

dentiality boundaries established during the engagement. If you feel a pull to

shift your relationship with a client in a different professional or even a per-

sonal direction, you should discuss this with your case supervisor. In any

helping profession, deviating from the boundaries of a contracted relation-

ship is fraught with complexities and should be avoided, even if it has been a

long time since the engagement ended.

These boundaries may be especially difficult to monitor and maintain in

the age of social media. Clients may ask coaches to be linked in various net-

works to keep in touch or be part of the client’s social media contact list.

While some amount of social networking involvement may be harmless,

coaches need to be self-aware and mindful about such contacts with clients.

There are no definitive answers about where coaches should be in the client’s

list of contacts, but there is a growing concern about becoming a friend or a

buddy on variouswebsites or online networks. It is easy to see how these con-

nections, however innocent, could erode boundaries and diminish the value

you had in your client’s professional life, not to mention potential violations

of confidentiality.
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Often your client’s general self-efficacy is enhanced through coaching,

even though it is not an overt goal. As part of the closure process, consider

asking your clients what attitudes and beliefs have strengthened during

coaching that will allow them to better weather the ups and downs of organi-

zational life. You might encourage clients to reflect on what self-perceived

limitations have been confronted and disarmed, or what client characteris-

tics have been empowered to face future challenges better. Such questions

tap into implicit learning from coaching and support the client’s future

resilience.

Another aspect of closure may be considerations involving your client’s

legacy. Depending on your client’s life and career stage, coaching can trigger

a pull toward leaving a stronger legacy. Clients further along in their careers

may also wonder how they can foster others’ growth and give back more to

those they care about. These feelings may reflect a shift in the client’s priori-

ties as a side effect of coaching and raise questions about who the benefici-

aries of that shift should be. Not all clients will want to reflect on these lega-

cy issues, but for those who might, you should be prepared to facilitate their

thinking and capitalize on the moment.

Involving Sponsors
You can also help sponsors, and especially the client’s manager, anticipate

the end of coaching by being transparent about the coaching process. As

coaching moves toward closure, your contacts with sponsors can anticipate

questions about challenges to future development, the post-coaching rela-

tionship between you and the client, and ad hoc follow-up support. As men-

tioned , you can structure and then facilitate a closingmeeting with the client

and sponsors to encourage open discussion of these same questions with

everyone present. Usually, such a meeting will focus on acknowledging the

employee’s progress, but it should also identify areas needingmore work and

engage the sponsors in actively supporting your client’s continuing devel-

opment. Sponsors appreciate your initiative in scheduling such events

because, unless these meetings are built into the process, they may not feel
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empowered to call for them. It is in both your immediate and longer-term

interests to build and maintain positive relationships with sponsors, and

ending provides an opportunity to do so.

Ending is a phase of coaching that is challenging in several respects, yet

is very important to both the integrity of the process and the affirmation of

the gains the client hasmade. As a coach, get in touch with your own feelings

about endings, both positive and negative. Use these reactions to create an

ending process with clients that instills positive closure, confidence in the

future, and a support structure that encourages continuing development.

CASE ILLUSTRATION: PLANNED ENDINGS NEED
FLEXIBILITY

Many coaches have a clear structure to their process and set the closing ses-

sion date well in advance. This provides clarity to all concerned, but it may

not provide enough flexibility to accommodate changes in plans. As a result,

there can be misunderstandings that occur between you and your client

about closure. Here is how one coach sought to close that gap.

Josh had been coaching Meredith, a partner in a management consulting

firm, for approximately sixmonths. The engagement had gonewell, and Josh

was looking forward to their final session. Unfortunately, Meredith had

to cancel two sessions in a row because of a major commitment to an

out-of-town project. This postponement left Josh in a bit of a quandary.

The next session was scheduled to be their final meeting, yet there were

several important topics to follow up on, and they had never really

discussed Meredith’s reaction to ending coaching. Josh sent Meredith an

e-mail confirming their next meeting, mentioning the open topics to cover

(including closure), and suggesting that they needed at least one additional

meeting.

Meredith did confirm the appointment but did not address Josh’s sug-

gestion about an additional meeting. She actually began the session by not-

ing that it would be their finalmeeting. Joshwas taken aback because he had

conveyed to her that there wasn’t adequate time in one session to cover

everything they needed to discuss in order to effectively end the coaching.

Her action also triggered self-doubt and even a feeling of rejection, although
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Josh had been assured by Meredith and the sponsors that the engagement

had gone well. After a pause, he was able to note that they had missed the

previous two sessions, and he thought they needed to schedule another ses-

sion to bring the coaching to proper closure. Meredith resisted, saying she

thought they could get it all done today. Josh relented and said, “We’ll try.”

As Meredith described the developmental actions she had been taking,

Josh began thinking about closure in Meredith’s life. He knew she was strug-

gling to support aging parents and that a big project was nearly concluded

while others were waiting in the wings. Thinking about these other closure

issues, he grew more uncomfortable with the prospect that this session was

unlikely to provide Meredith with a productive closure to their coaching. He

recognized that he had his own feelings in response to her officious agenda,

but he could put those aside and was still convinced that it was truly not in

Meredith’s best interests to shortchange the closure of coaching.

As she came to apause in her update, Josh stoppedher and expressed his

concern that they would run out of time in the session and not do justice to

both open items and the need to discuss the closure of coaching. Going on, he

said he wanted to ask Meredith two questions: First, he asked her, “What’s a

good ending?” He paused to let her think about her answer. She responded

with a sense of achievement, goals met, acknowledgment, and similar

points. Second, he asked her, “What’s a bad ending?” Again, hewaited for her

response, and she took a few moments to consider it. She mentioned terms

like “unexpected,” “no resolution,” and “final.” Josh paused and then asked

her which of those words would describe the end of coaching if they conclud-

ed without adequate discussion.

Meredith anticipated where this line of inquiry was going and she was

willing to concede that Josh was making an important point. While he knew

that she hadmany pressures in her life, truncating an end to coaching would

reduce the positive impact of what they had achieved together. Josh articu-

lated what he felt they were both thinking by recommending that they

schedule another coaching meeting dedicated to a productive end to their

coaching. Meredith paused, then smiled and agreed.
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Supervisor’s Observations _____________________

Both coach and client had the best of intentions in planning the coaching

process and scheduling the last session well in advance. However, the

client’s work life interfered with their schedule and there had not been

enough contact between them to adjust and plan a new ending date. As a

result, they were in different places as the last scheduled coaching meet-

ing began. While the coach assumed that they could extend to another

session to deal with closure issues, the client preempted him by pushing

to keep to their original schedule. Meredith’s behavior also confused, and

possibly hurt, Josh, which gave him a lot to deal with.Wemay wonder why

a client might want to end coaching prematurely, but there are many rea-

sons, especially when a client is feeling overwhelmed bywork and sees the

end of coaching as one less thing to schedule. Even though she had a very

positive experience in coaching, Meredith’s absence from the process for

several weeks and other pressures led her to put the utility of a quick clo-

sure ahead of the value of a good closure process.

There are many things Josh could have done to reassert the need for

a more productive end to coaching. Before he could decide what to do,

however, he had to listen to his own feelings. He knewMeredith had exert-

ed unexpected control over the last session, and his general tendency was

to try to accommodate a client’s preferences. But he also became more

certain that ending without adequate discussion was not in her best inter-

ests, not to mention his own. He also reminded himself that he had a pos-

itive and trusting relationship with Meredith that he could draw on. He

could have made these points directly with Meredith, and this might have

been successful. Instead, however, he felt that a more indirect, rhetorical

methodwould help him to persuade her. So, he spontaneously introduced

two questions designed to get the client to draw new conclusions. This

tactic bought him time and gave Meredith insight into Josh’s concerns.

Their appropriate recontracting gave Josh the process he was seeking and

slowed Meredith down to remind her of what was truly important.
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Takeaways
$ Closure is a definitive step in the engagement that coaches plan for, and

it is best if understood and anticipated from the beginning.

$ Closure provides a clear opportunity for celebrating success, consid-

ering extensions of the coaching, and for handing off development

from the coach to the client’s manager.

$ The closure process needs to include honest discussion of progress,

gaps, and the challenges of post-coaching growth.

$ Clients interested in extending the coaching must gain agreement

with you and the sponsors about how extended coaching will work.

$ Endings may be emotionally evocative and demand heightened self-

awareness and self-management from you as well as from the client.

$ Be sure you are clear about post-coaching supportive contacts with

clients. These contacts may be planned or ad hoc in nature, but they

must always maintain the boundaries and the professionalism of the

relationship.

$ It is important for you to thank and obtain feedback from the client

and sponsors and reflect on your own learning from each case.

CLOSURE
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C H A P T E R

What Happened: Self-
Reflection and Evaluation

18

A
T THE TIME THAT YOU ARE INTERVIEWED FOR A POSSIBLE COACHING ENGAGE-

MENT, YOU MAY BE ASKED HOW YOU EVALUATE THE EFFECTIVENESS OF YOUR

COACHING. THIS QUESTION IS NOT AN INVITATION TO DISCUSS THE LATEST

research on coaching outcomes, although some sponsors may find that an

interesting topic. Instead, it is an opening for you to demonstrate your credi-

bility as a coach. Those who hire you want to be assured that you are seri-

ously committed to achieving results. Also, the criteria you use for evaluation

are an indication of what you see as important aspects of coaching. Lastly,

your own observations and feedback from others on how well the process

worked are invaluable for your own continued learning and development. It

makes sense that your approach to evaluation be built in from the start of

coaching.

Here are some of the important points to remember about how to evalu-

ate your coaching effectiveness:

$ Learning from your coaching experience assumes intentionality about

your choices and awareness of what has happened during the engage-

ment.
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$ One way to inform self-reflection is to be direct and ask your clients

what they are experiencing during coaching—both what works and

what could be done better.

$ As coaching progresses, there are usually opportunities to gather

feedback from the client, sponsors, and other colleagues.

$ Your post-coaching self-reflection can be informed by more formal

data gathering using questionnaires aimed at getting feedback from

both clients and sponsors.

Being Intentional: Coach and Client
The convergence of your client’s behavior change and the development

objectives you have helped to set largely determine the effectiveness of the

coaching. However, goals are often broad and aspirational and are unlikely to

be fully accomplished during the time frame of a coaching engagement. For

instance, if a client’s development objective is improving her ability to inspire

others, her development plans would include intermediary behavioral steps

to reach that goal. Both clear goals and specific behavioral indicators are key

to evaluating progress.

Your own subjective judgment of your client’ s progress is the first step in

evaluation. This begins with self-reflection as you compare what your client

was trying to do with what you believe actually happened: To what extent did

the client act on the commitments embodied in the development plan?Many

coaches seek to capture their thoughts, reflections, and feelings using their

own notes to filemethods. As was suggested in the Introduction, some coach-

es keep a journal about coaching sessions, with both client-specific andmore

general points. This is an excellent means of establishing a self-monitoring

discipline to help you evaluate progress as you go and adjust accordingly.

Journaling often addresses such questions as:What did I intend to do in a ses-

sion? What do I believe happened for my client? What happened for me? How

will what happened show up in the client’s behavior in the organization?

What might I do differently during the next session? While answering these

questions is purely subjective, your responses can be surprisingly accurate as
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to what is going well and what needs more of your attention. Also, your self-

evaluations do becomemore accurate as your coaching experience increases.

Sources of Information for Evaluating Coaching
Just as feedbackwas used to create your client’s development plan, it can also

be used to help determine client progress. As an engagement advances, your

client’s behavior during sessions with you is an important indicator of

progress. Being prepared, keeping appointments, following through on com-

mitments, and other behaviors are telling signs of client progress. In addition,

your client’s and other stakeholders’ observations about the effectiveness of

coaching are important sources of evaluative data.

After your self-reflection, evaluation focuses on your client. That is why it

is especially important for you, as coach, to ask your clients about their expe-

riences during coaching:What insights or learning did they have during the

session? Howmight it affect their behavior?What should the two of you spend

more time exploring? While these types of questions are essential to tuning

into your client and adjusting your approach, they also model openness to

feedback and a learning posture that support the client’s development.

In some coaching engagements, you may have the opportunity to

observe your client directly during businessmeetings (a technique described

previously as shadowing) or less formally by simply being present in their

offices. These situations put you in a position to observe the client’s behavior

in person, in the moment, with others, and while dealing with workday chal-

lenges. While these are useful coaching interventions, they also allow you to

evaluate progress that may inform adjustments to your coaching approach.

As coaching progresses, there may be various opportunities to hear from

your client and others about behavior changes. You and your client can con-

tract about the frequency that feedback should be asked for andwhether you,

the client, or both of you should make those inquiries. For some coaches,

empowering clients to obtain and integrate ongoing feedback is an impor-

tant element in their Personal Models. For other coaches, it can be accom-
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plished as a more joint effort, consistent with your responsibility to keep in

contact with sponsors after a development plan is in place. Their opinions

and observations about your client’s behavior are important guideposts for

your work. Whatever way the observations are obtained from sponsors, you

and your client can compare what others are saying about progress and

together strategize adjustments that may be warranted.

Formal Approaches to Gathering Evaluative
Information
During the 1970s, a psychologist named Donald Kirkpatrick identified four

types, or levels, of variables to use in evaluating the impact of training inter-

ventions.1 These also are appropriate criteria for evaluating coaching. They are:

1. Reactions or Relative Satisfaction. This first level addresses evalua-

tion in a completely subjective way: How satisfied were clients and sponsors

with the coaching program that you delivered?

This is a relatively easy level to measure. Clients and sponsors can be

surveyed about their satisfaction after coaching is completed with a simple

questionnaire or with a few direct questions in a discussion.While these sur-

veys are sometimes discounted as applause meters, they can be useful in

identifying important positive and negative reactions.

2. Learning or Retention. Focusing on cognitive change, this level of

evaluation attempts to answer the question, What did clients actually learn

during coaching? Although concern about cognitive growth reflects

Kirkpatrick’s roots in training, it is not formally measured in coaching,

where cognitive learning is not the main focus. Coaches do not focus on

intellectual growth as one might do in a training program. However, to the

extent that a coach uses readings, books, or conceptual models (such as sit-

uational leadership, emotional intelligence, or listening skills), learningmay

be an important outcome—at least for the client. Such learning could also

be queried on a post-coaching questionnaire aimed at the client.
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3. Behavioral or Observable Changes. This level of evaluation address-

es the primary focus of coaching by asking to what extent the client has

changed in terms of the stated objectives and behavioral actions in the

development plan.

Development plans lend themselves to being transformed into a cus-

tomized multirater form (i.e., a full 360-degree survey of stakeholders,

manager alone, or some other sample) or conceptually tied to a standard-

ized multirater (360-degree) questionnaire. Although these are not strictly

measurements of behavior (they express others’ perceptions of the client’s

behavior), most people consider them as close as we can get to actual

behavior.

At the same time, this type of evaluation is very sensitive to how long

others have had the opportunity to observe the client’s new behaviors. The

client’s behavior may have changed based on the coaching, but the aware-

ness of others will naturally lag behind those changes. Therefore, while this

level of evaluation is clearly aligned with what is typically in a development

plan, it should only be applied later, well after the client has implemented

behavioral changes and others have opportunities to observe them.

4. Organizational Results or Return on Investment (ROI). This level of

evaluation estimates whether coaching has yielded tangible benefits to the

organization; for example, increased revenue, more customers, or more effi-

cient and cost-effective processes. ROI evaluation aims to provide a tangible

link between the cognitive and behavioral goals of coaching and organiza-

tional value.

This is a difficult connection for coaching to make, not because coach-

ing lacks a bottom-line impact, but because coaching is always a one-at-a-

time endeavor whereas organizational results always involve others. While

you might believe that the big new account or the creative breakthrough of

the team is a result of your client’s coaching, this hypothesis would be spec-

ulative at best. A stronger argument could be made if there were several

clients whose coaching-sparked activity coincided with business success.

Improvements in your client’s performance appraisal, promotion, or talent
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management review could be used as part of this level of evaluation,

although these results may not align closely with the coaching time frame.

The first and third levels of Kirkpatrick’s hierarchy (satisfaction and

behavioral change) can be routinely evaluated during and after coaching

programs. More practically, you can always have your evaluative antennae

up, seeking information about how the client is doing from all sources avail-

able to you.

Kirkpatrick’ s four levels of evaluation can also be used to prepare you for

the question that began this chapter: How do you evaluate the effectiveness

of your coaching? You may be asked this question both before coaching, as a

way of evaluating the sophistication of your approach, as well as after coach-

ing, to tap your ability to tune into coaching outcomes. Consider answering

such questions by describing your focus on the satisfaction, learning, and

behavior change of your clients, based on input from all perspectives—the

client’s, the sponsor’s, and your own. Whether you want to reach for organi-

zational impact evaluative metrics will depend on the scope of your engage-

ment and your own rhetorical skills.

In large organizations where many coaching assignments may be active,

internal research programs may exist to evaluate the effectiveness of coach-

ing. These programsmay use satisfaction andbehavioral changemeasures (as

described previously), but they do not usually involve feedback from coaches.

In addition, if sufficient numbers of coaching cases exist, they may study the

longer-term impact of coaching at the ROI level, such as changes in client per-

formance ratings, awards received by clients, retention rates of clients, and so

forth. When such research is being done, you can still conduct your less for-

mal follow-up evaluation and later request the results of the organization’s

efforts. Both approaches can be very useful for you to reflect on. Just as with

clients, your learning depends on feedback, reflection, and adjustment.

For those coaches who are interested in conducting research or being

published in coaching journals, outcome studies of coaching do exist and

can be replicated.2 They usually use a sizable number of cases so that statis-
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tical analyses can be applied. Data is typically collected both before and after

coaching using the same 360-degree survey of client performance. More of

these types of rigorous outcome studies would be of wide benefit to the field

of coaching.

CASE ILLUSTRATION: INTERIM EVALUATION HAS
MANY BENEFITS

Asking your client and sponsors about changes in the client’s behavior

should occur periodically in the normal course of coaching and it is helpful on

many levels. It provides feedback so adjustments can be made; it provides

indications about whether developmental changes are being noticed; and it

encourages all to be committed to the development plan. Coaches, however,

have to make decisions about who should ask for feedback, and there are

some subtle considerations that the coach in the following situation is incor-

porating into the inquiries that she and her client are making.

Kathy and Jim were well into their coaching engagement. They had built a

productive relationship based on Jim’s sincere interest in growing into his

new VP role. Kathy had conducted informational interviews and organized

the information into strength and development themes. An action plan that

Jimwas implementing had emerged. Their biweekly sessions had established

a rhythm: discussing actions Jim had taken, debriefing results, looking for

insights about his behavior or the situation, and then targeting opportunities

likely to arise in the coming two weeks. These were tied to the goals in the

development plan, but Jim was also learning that implementation was fluid

and could be tailored to what he faced day-to-day.

Kathy felt it was time to get some feedback on his progress. Shewas cog-

nizant of the time lag between a client’s own sense of improvement andwhen

others begin to perceive it, but she felt that input at this point could be very

useful in knowing whether to stay the course or make adjustments in Jim’s

efforts.

They discussed how to collect this input, and Kathy determined that Jim

hadn’t yet asked anyone, even his manager, for feedback. They decided that

at this point, Jim could ask for his manager’s observations as part of their

weekly one-on-onemeeting. They also identified a peer who had a lot of con-
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tact with Jim and who had been included in the original data-gathering

process. In addition, Jim’s HR generalist was well aware of the process and

may have observed Jim during staff meetings or picked up something

through others’ comments.

Jim was comfortable about approaching all of them directly. Kathy and

Jim rehearsed a contextual statement as a lead-in to one or twoquestions. He

would explain that he was actively implementing his development plan, and

while it was early, he was open to their feedback andwouldwelcome hearing

what they noticed in his performance. If they hadn’t noticed anything at all,

Jim would be interested in knowing in what aspects of his behavior they

would expect to see changes. Kathy and Jim also discussed remaining non-

defensive and appreciative, whatever the feedback was.

They agreed that he could show the peer the actual development plan, if

he needed a prompt as to what the peer might look for. Themanager and HR

person had received the revised plan after the development planning meet-

ing. Kathy and Jim agreed that Jim would reach out to them in the next two

weeks and that Kathywould followupwith themanager andHRperson a few

weeks after that. Kathy chose this sequence of feedback requests to empow-

er Jimmore about owning his plan fully and flexing it as situations occurred.

The fact that Jim hadn’t asked for feedback from his manager during the six

weeks since the development planning meeting was an indication to Kathy

that hewas holding the plan too tightly. Even though shewould be asking for

feedback too, she decided to make the responsibility of having a regular dia-

logue about his developmental efforts with his manager a priority for Jim.

It also sounded to her as though the manager needed a little prompting

since he hadn’t inquired about Jim’s progress either. She knew thatmanagers

are often inhibited to ask questions about how coaching is going and what

the client is getting from the process out of a misplaced fear of interfering.

Actually, their questions facilitate that shift in responsibility from coach to

client that should occur as coaching progresses.

At their next session, Kathy and Jim reviewed what he had discovered in

asking others for feedback. The peer hadn’t noticed anything, but he and Jim

had a useful conversation about what Jim was trying to do and what oppor-

tunities there were to make changes. Jim’s manager and the HR person were

encouraging, and they had noticed Jim handling interactions differently and

being more active during meetings. Kathy also took the opportunity to ask
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Jim about his self-perceived progress in making changes. That question,

combined with Jim’s data gathering from others, seemed to raise his owner-

ship of the plan. They discussed several adjustments Jim would make in his

developmental efforts. Kathy praised his new attitude about the plan and

encouraged him to make it a topic for discussion with others.

Supervisor’s Observations _____________________

Thinking about evaluating coaching, whether during or after an engage-

ment, is usually framed in terms of answering the question, How effective

was coaching in achieving the results envisioned? Behavioral data is very

relevant in determining what the client is actually doing differently as a

result of coaching. Gathering behavioral feedback from sponsors, as well

as from the client himself, keeps the sponsors engaged and provides just-

in-time data to support your efforts with clients.

Kathy decided to use the timing of interim feedback collection as a

way to encourage the client to take a stronger role in his own develop-

ment. Some clients need that push and hopefully it extends beyond

coaching in empowering clients and sponsors to take a more proactive

role in the client’s development. Coaches are also interested in asking

sponsors for feedback about progress, but Kathy decided to delay her

outreach in favor of making the client’s efforts more prominent with the

manager.

An unstated but important goal of coaching is to increase the client’s

feedback-seeking behavior and the manager’s feedback-giving behavior

as part of instilling a developmental mindset. In addition to encouraging

Jim’s outreach to others, Kathy built on his feedback-seeking behavior

by asking him to reflect on his own view of what he was getting out of

coaching. Doing so may help Kathy in her coaching because her client’s

self-perceptions about what is making the difference for him can provide

fascinating insights for the coach.

In this case, since the client is actively implementing a development

plan, it would be interesting to get his feedback about how he sees

himself differently, what he has learned about himself, and what is still
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emerging for him. Clients report greater self-awareness, an appreciation

that even good intentions are often not visible to others, and increased

confidence that they can change their behavior for the better. The impact

of these self-perceptions cannot be measured, but coaches do recognize

their value, especially as cognitive-behavioral approaches to change

have been successfully applied to coaching. While coaches are fostering

observable behavioral change in clients’ performance, intangible cogni-

tive changes are happening too. Coaches have a unique opportunity to

highlight both of those kinds of changes for clients. Not all clients are

going to be interested in this consciousness-raising, but for many the addi-

tional insights will help sustain motivation to change and they will inform

your learning as well.

Takeaways
$ While the evaluation of coaching is a frequently discussed topic, within

individual cases, evaluation is based on perceptions—yours, your

client’s, and those of stakeholders.

$ Those perceptions are useful onmany levels, including adjusting devel-

opmental efforts, confirming your coaching focus, empowering others’

involvement in development, and instilling in clients a curiosity about

the impact of their efforts.

$ Your self-reflections about client progress and encouraging clients to

assess their own efforts are always useful; insights on many levels can

emerge from those discussions.

$ After coaching has ended, clients and sponsors can be surveyed more

formally about their satisfactionwith the coaching and the results of the

process on the client’s behavior.

$ Evaluation, unless done for research purposes across a number of

cases, can inform your learning. How your coaching efforts are facilitat-

ing change and growth in a client is very useful in shaping your devel-

opment as a coach.
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C H A P T E R

Professionalism and
Responsibility

19

F
OR ALL THE GOOD THAT COACHING CAN DO, THERE ARE NO GUARANTEES. YOUR

OPTIMISM NEEDS TO BE BALANCED WITH A REALISTIC AND PRAGMATIC PER-

SPECTIVE ABOUT CLIENTS AND ORGANIZATIONS. ALONG THE WAY, THERE MAY

be situations that challenge your values as a coach—unfulfilled commit-

ments, goals that shift unpredictably, or pressure to reveal protected infor-

mation. While these situations are unusual, you need to be prepared to deal

with them as well as other challenges. Consider the following reminders.

$ First of all, do no harm.When your sense of fairness is aroused, be care-

ful about being too activist and becoming a client-crusader. Consider

all the possible risks of your actions. Doing less is often the best

response.

$ Put what is best for the client and sponsors ahead of your own needs for

professional activity. Align the coaching process with their expecta-

tions.

$ Become familiar with professional guidelines about ethical behavior,

commitments to clients, confidentiality, and role boundaries for execu-

tive coaches or from related fields of practice.
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Challenges the Client and the Organization Pose
Occasionally, every experienced coach has to deal with challenges to his or

her operating values. In the spirit of prevention and to keep such challenges

to a minimum, it is best to explore potentially negative factors when you are

contracting a coaching engagement. Organizationally specific negative indi-

cators to the success of coaching include ambiguous or qualified support for

the client’s development (e.g., threat of termination looming over the client);

an absent, oppositional, or skeptical manager (e.g., manager expresses little

optimism that coaching will help the client); organizational upheaval and

uncertainty (e.g., downsizing and mergers); and a highly political, low-trust

organizational culture (e.g., aggressive internal competition where your loss

is my gain). There may be other organizational factors that threaten to dis-

tract your client from a developmental focus. If you encounter any of these

challenges, remember that it is easier to delay or step away at the outset than

after coaching begins. At the very least, you can contract to build in needed

organizational support—such as more contact with sponsors, adequate time

for coaching, checkpoints with all participants, or even an early process

reviewmeeting—in response to the challenges that your contracting conver-

sations reveal.

In addition, not all clients will be able to use coaching to the same

degree or, in some cases, at all. Clients may have characteristics that make

them unlikely to benefit from coaching. While there may be some indica-

tion of client-specific challenges to coaching in your pre-coaching interac-

tions, they are more likely to surface in the early stages of the process. They

can include a personal or family crisis, extreme defensiveness, emotional

fragility, or low motivation to understand and change behavior. If these

characteristics are apparent during the contracting phase, you may decide

to step away, delay, or adjust your contract. If you do move ahead, contract-

ing a coaching process that provides more latitude can help to mitigate

these client-based risk factors. There are times when youmust adjust expec-

tations for progress downward so that a client with significant limitations

can make productive use of coaching. You may find it in your client’s best
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interest to slow the pace, draw in more involvement of others, or redefine

progress indicators to be more in line with what that particular client can

manage. The aim is to make your coaching process robust enough to

accommodate needed adjustments.

For a summary of both organizational and client-specific variables that

can compromise coaching, see Figure 19-1.

Figure 19-1. Coaching caveats1

Organizational Context

1. Equivocal organizational commitment to the client’s development

2. Organization upheaval, such as merger, downsizing, or reorganization

3. Quality of the sponsor/manager’s relationship with the client

4. Internally competitive, ends-over-means organizational climate

5. Coaching tied to a larger organizational program, such as leadership training,
360-degree feedback, or talent management process

Client Characteristics

1. Significant personal or familial problems, upheaval or upset in the client’s life

2. Risk tolerance: the willingness to try new approaches and tolerate some
discomfort and vulnerability

3. Emotional resilience: the ability to accept feedback, depersonalize setbacks,
and stay motivated

4. Psychological curiosity and insight

5. Motivation to change

Coaching Challenges
There are also several temptations and vulnerabilities inherent in the coach-

ing role that require both self-awareness and self-management on your part.

For executive coaches, confidentiality is one issue requiring special vigilance.

This begins with being very clear in distinguishing between confidential

information (generally whatever the client, or anyone else, tells you, as well
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as your own observations) and that which can be shared (coaching objec-

tives, general statements about progress, and the development plan).

While in principle these are easy to separate, in practice the boundaries

may be challenged, even inadvertently. A sponsormay ask you how the client

handled 360-degree feedback; an HR person may ask when the client will be

ready to move into an open position; a colleague may express extreme dis-

trust and animosity toward your client. In these awkward moments and oth-

ers thatmay arise as you come in contact with the organizational context, you

need to remain confident in your role, even if that means sidestepping the

implied demand or pressure for information. It is always safe to listen, restate

what you are hearing, ask clarifying questions, and if need be, reassert the

requirements and boundaries of your role. You need to be willing to disap-

point, or even frustrate, whoever is making the request, confident that in

doing so, you are honoring your commitment to the client and the process.

Evenwhen you are clear about the ethical response, however, thesemoments

can be lonely or even unsettling, and you would benefit from discussing

them with a trusted colleague or your case supervisor.

Therapists and other helping professionals use the concept of contain-

ment (introduced in Chapter 13) in creating safety for clients and coaches

can borrow it to expand their grasp of confidentiality. As a coach, you are

the container of your client’s hopes, fears, resentments, and other difficult

feelings. You provide a safe place where the client can explore these reac-

tions.

Contracting about confidentiality is the first element of providing that

safe container, but there are three others. The second element is your com-

petence as a coach. This arms you with knowledge about coaching practices

so that you can anticipate challenges and adjust the process accordingly. The

third element is self-management, which asks you to know your own vulner-

able moments, anticipate them, and respond intentionally rather than

impulsively. Lastly, if you are to provide your clients with a structurally sound

safe container, youmust have your own safe haven in which to discuss quan-

daries and challenges. This means that you have established a relationship
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with a coaching mentor or case supervisor in advance of when you need it.

These four mutually supportive elements provide the professional support

that you need to create a safe and productive relationship with clients even

when faced with unexpected difficulties (see Figure 13-1).

In every engagement, preserve the integrity of your relationship with the

client. To do this, you need to protect the boundaries between providing con-

sultative expertise, facilitating client self-insight, and empowering change.

Difficulties arise if your clients are particularly needy, bereft of ideas, and

pressure or tempt you to provide recommendations or answers. There may

be rare times when it is appropriate to be more directive; for example, if your

client is engaged in blatant self-sabotage (e.g., emotional outbursts, verbal

attacks on others, or being overtly oppositional). In themajority of situations,

however, the power inherent in your role as coach is best used to cultivate the

client’s self-efficacy instead of responding tomomentary pressure to save the

client or solve the client’s problems.

There are also challenges to your boundaries that arise after the engage-

ment is concluded. The guiding principle is the importance of being sensitive

to your client’s potential exposure and vulnerability even after coaching has

ended. It is also vital to demonstrate responsible handling of a former

client’s feelings. For example, you will be expected to maintain confidential-

ity indefinitely. Continue to treat your clients as clients even after coaching

has ended. This means avoiding social contact or any change in your rela-

tionship with them (related matters are discussed in Chapter 17 on closure).

In this regard, consulting projects that happen to have a client in an impor-

tant role can be especially challenging, and it may be best to delay your par-

ticipation until after coaching has concluded. If you have former clients in an

organization where you are currently coaching or consulting, consider

informing them in advance that you may be observed on their premises and

reaffirm your confidentiality commitments to them.

Your own personal needs may also exacerbate boundary challenges. In

becoming an exceptional coach you assume responsibility for a higher level

of self-monitoring and self-management. You should not seek to satisfy your

own needs for companionship, acceptance, credit, admiration, or evenmore

202————

TOPICS IN EXECUTIVE COACHING

American Management Association • www.amanet.org

www.amanet.org


PROFESSIONALISM AND RESPONSIBILITY

————203
American Management Association • www.amanet.org

business through a coaching relationship. However, all coaches have human

frailties and want to be helpful, so there may be times when you feel weaker

in terms of your commitment to the values inherent in the role. Some of

those times are predictable, as when you remind yourself that being too help-

ful with needy clients is less valuable than supporting and empowering

them. Other especially sensitive challenges to your role that may tap into

your own needs can emerge from your contacts within the organizational

context: with the HR manager who controls your future work in the organi-

zation and who asks to know what the client thinks of him; with the manag-

er who asks you to convey her evaluation of the client because she doesn’t

have the time; with a client who asks you to discuss the development plan

with his manager because they have a strained relationship. These individu-

als and others will challenge you to stay within the boundaries of effective

coaching.

In maintaining boundaries and confidentiality in coaching, internal

coaches have a more complex task than external coaches. Most internal

coaches have responsibilities besides coaching: leadership development,

training, talent management, organization development, and HR generalist

activities, for instance. As a result, internal coaches often have multiple con-

tact points with coaching clients or their client’s colleagues and direct

reports. (This subject is presented in detail in Chapter 20 on the role of the

internal coach).

Some internal coaches seek to reduce such contact points by providing

coaching services only to divisions of their organizations where they have no

other responsibilities. However, it is the responsibility of the organization to

create an overall structure that protects the role of its internal coaches. Clear,

organizationally supported guidelines for internal coaching can be very

helpful, and these policies need to be clarified and confirmed each time an

engagement is contracted.

An anchor in navigating difficult situations is to become familiar with

practice and ethical guidelines in larger and more established helping pro-

fessions, such as psychology, social work, medicine, and so on. Whether or

not you are a member of one of these professions, their ethical standards are
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usually broadly applicable to coaching and may help guide your choices in

difficult situations.

CASE ILLUSTRATION: WHEN COACHES FACE
TOUGH CHOICES

There are times when clients make requests that are heartfelt but that would

take you outside of your coaching contract. While empathy is an important

capacity for coaches, so is sound reasoning, and at times these two charac-

teristics are in conflict. Ultimately, your professional judgment must focus on

what is in the long-term best interests of the client, and compromising your

role is unlikely to meet that criterion.

Fred is the VP of corporate communications for a high-profile cosmetics com-

pany. He has grown up in the company and now, after twenty-five years, he

needs to make some changes because he is being pressured to do more with

less. He is also challenged by a younger, female direct report team. HR deter-

mined coaching would have the best chance of helping him improve his

respect toward themanagers onhis teamand empower themmore. Steve, an

external coach, had a lot of experience with the client organization and was

engaged to work with Fred.

As was customary, Steve spent the first few coaching sessions getting to

know Fred, identifying self-perceived strengths and development areas, and

building trust. It was clear that, given the organization’s felt needs, input from

Fred’s team was essential. So he and Steve planned the data-gathering

process. Steve followed his usual protocol in interviewing members of Fred’s

team, along with a few of his peers, and then carefully pulled themes togeth-

er. He knew from looking at the results that Fred would have a tough time

accepting the feedback, much less using it productively, but that was why

Steve had been called in to coach him.

During the feedback discussion, Steve had a difficult time drawing Fred

out; his client seemed genuinely deflated by the developmental recommen-

dations. While Fred’s strengths were expressed too, he tended to dwell on

themes having to dowith his need to bemore accepting of new ideas. Hewas

upset that people sometimes experienced him as an obstacle to innovation.

Both direct reports and peers were in agreement about Fred’s “rain on their

parade” responses. Steve and Fred briefly covered what he could do differ-
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ently in response to other’s ideas, but his motivation seemed low. Steve

encouraged Fred to review the summary on his own, indicating they would

dig into action ideas during their next session.

At the next session, however, Fred surprised Steve by handing him his

résumé. He requested that Steve help him revise it because he had reached

the conclusion that he just didn’t fit in at the firm anymore and that he prob-

ably needed to find a job elsewhere.

While taken aback, Steve had faced these types of client requests before.

He knew that actually helping with résumés was not within his coaching

boundaries, and more important, such requests were often expressions of

vulnerability and a veiled request for a different type of help.

Steve did not respond directly to Fred’s request and instead asked about

his response to the feedback. What actually upset him the most was that he

wasn’t getting the respect he felt he deserved. Stevemade the connection that

ironically, the staff ‘s reactions mirrored Fred’s own feelings; in their view, Fred

wasn’t adequately respecting their ideas. Since both sides were focused on the

same issue, Steve pointedout that theway to get his staff’s respectwas to learn

what he needed to do tomodelmore respect by showing respect for them.

The feedback contained a lot of ideas and suggestions about how to do

that, and Steve was ready to work with Fred on trying them out. Before they

embarked on this exploration, Steve pointed out that coaching was like a liv-

ing laboratory where Fred could experiment on his team leadership, which

would be useful now and in the future, no matter where he might go. Fred

paused and then smiled, “I guess you won’t be helping me with my résumé,

but then again, maybe I won’t need it.”

Supervisor’s Observations _____________________

There are many facets to coaching as well as many potential pitfalls. Here,

Steve bumped into a very common one—when a client asks a coach to go

outside the established contract to do something more personal or instru-

mental for him. It’s not uncommon for clients to ask for recommendations

or consulting help, rather than coaching. Help with résumés sometimes

comes up in response to frustration on the job, conflicted relationships

with more senior leaders, or a values clash with the manager. As a coach,
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however, your agreement with the sponsoring organization is to help

clients develop in their context, not to help people leave the company or

change the organizational culture.

On the other hand, clients do sometimes have legitimate reasons to

aspire to an internal move, promotion, or even job reconfiguration. As

long as you determine that these desires are aligned with the client’s

career direction and are not a flight reflex caused by a difficult situation,

coaching can continue very productively. The goal may shift toward

strategizing and empowering the client to build the necessary relation-

ships and have the needed conversations with decision makers. Ideally,

this shift is led by your client, transparent to the sponsors and supported

by them.

Again, it is part of your role as coach to help bring alignment

between your client’s actions and the situational expectations, even

while you are primarily supporting the client in stretching toward his or

her aspirations.

Takeaways
$ There are organizational and client-specific challenges to effective

coaching; to the extent possible, try to size them up during contracting

and design a robust process that can accommodate adjustments.

$ It may be prudent to withdraw yourself from consideration for a

coaching assignment when you sense mixed organizational support

and a client with significant limitations.

$ Containment is a broad concept supporting confidentiality. It

includes clear confidentiality guidelines, knowledge of effective

coaching practices, knowledge of our own vulnerabilities, and the

availability of a case supervisor for those times when you need pro-

fessional support.

$ If you are an internal coach, you need to pay particularly close atten-

tion to confidentiality, boundaries, and contracting. In addition,

organizational policy support for the internal coaching process is
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vital, given the multiple roles that internal coaches perform and the

many relationships they have in their organizations.

$ Review ethical guidelines from other professions, especially those

you are part of, to help anchor your coaching practice; tailor those

guidelines to your Personal Model of coaching and then adhere to

them.

$ Utilize a coaching mentor, case supervisor, or coaching colleague as

a discussion partner when cases are at risk of crossing boundaries or

you are experiencing pressure to do something that does not feel

right to you.
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C H A P T E R

The Role of the
Internal Coach

20

T
HE TERM EXECUTIVE COACH CONJURES AN IMAGE OF A PROFESSIONAL

ENGAGING WITH CLIENTS IN A VARIETY OF ORGANIZATIONS, BUT THIS IMAGE

DOES NOT FULLY REFLECT THE REALITY OF HOW COACHING IS DELIVERED. AS

mentioned in the previous chapter, coaching services are increasingly pro-

vided by professionals internal to the organizations in which they work. Our

definition of executive coaching in Chapter 3 encompasses both internal and

external coaching engagements, and several of the case examples in Part II of

this book focus on the work of internal coaches. In addition, if you are, or

aspire to be, an internal coach, the following points should be considered:

$ Effective internal coaches need to have the same sensibilities and com-

petencies as external coaches.

$ Well-conceived coaching methods and processes apply equally to

external and internal engagements, with several important adjust-

ments to contracting and boundaries.

$ In keeping with the premise of this book, your particular approach to

internal or external coaching can be accommodated within an artic-

ulation of your Personal Model.

www.amanet.org


THE ROLE OF THE INTERNAL COACH

————209

$ Internal coaches benefit from organization knowledge but must

carefully manage multifaceted relationships with clients, sponsors,

and other colleagues.

The growth of internal coaching reflects both increased organizational

need for coaching and its perceived value to the organization. As summa-

rized in Chapter 3, individual development planning components have been

added to many training, feedback, and leadership development processes.

Traditionally, these one-to-one components were delivered by external

coaches brought in especially for that purpose. Triggered by logistical and

budgetary challenges, these arrangements were examined more closely to

reveal that organizations often have internal staff whose interests and skills

are similar to external coaches.1

With that realization, organizations have invested in professional devel-

opment for those internal resources to more directly build their coaching

skills. For example, a typical short engagement for internal coaches is to help

managers analyze the results of 360-degree feedback to facilitate creating

detailed development action plans. The internal coaches delivering those

engagements need interpretive skills for the particular assessment instru-

ment used, and more important, they need coaching skills to engage clients

in creating a much more actionable and motivating development plan than

would have happened on their own.

As internal coaches have proved they are useful and cost-effective, their

activities have expanded to cover engagementsmore traditionally covered by

external coaches. These engagements include on-boarding or transition

coaching, individual development as follow-up to leadership courses, facili-

tating manager-client development planning meetings, and development

through action learning projects. In organizations where internal coaching

has several long-established practitioners, they also may take on three- to

six-month coaching assignments usually handled by external coaches. This

growing use of internal coaches does not appear to have adversely affected

the amount of external coaching being provided; in a sense, both internal

and external coaching have benefited from the expansion of coaching. The
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result is that coaching is available to more managers, deeper in organiza-

tions, and as enrichments to larger initiatives. Some organizations have

embraced this trend and made it a cornerstone of their organizational iden-

tity, labeling it a coaching culture and bringing other developmental initia-

tives under that umbrella.

While internal coaches feel gratified by their popularity, there are obsta-

cles and challenges to overcome. A frequent one is finding the proper bal-

ance between time devoted to coaching and other responsibilities that are

part of their jobs. In our experience, internal coaches must carve out coach-

ing time from other roles, such as learning and development (L&D) or organ-

ization development (OD) responsibilities. Other internal disciplines also

produce internal coaches, such as Human Resource generalists, talent man-

agement specialists, and performance management experts. Even line man-

agers or executives get involved by setting aside time to devote to coaching

outside their usual chains of command. Providing coach training to man-

agers from many different backgrounds is certainly a challenge, but an even

bigger one is securing the time and structure to support their coaching activ-

ities. Nothing undermines an internal coaching initiative faster than launch-

ing it only to find that none of the coaches have time to actually coach.

Another challenge for internal coaches is that definitions of their roles

vary greatly from organization to organization. While in some organizations,

internal and external coach roles are almost interchangeable, more often

internal coaches are expected to deliver very specialized services reflecting

specific organizational needs. For example, an organizationmay have internal

coaches deployed to help salespeople make better presentations, support

managers to improve their own coaching skills, or explain and coach about a

customized 360-degree feedback tool that is being rolled out. The specificity

and diversity of internal coach accountabilities means that training them

requires customization. This is especially true if the internal coaches are being

drawn from disciplines that do not have a history of one-to-one helping expe-

rience, such as leadership development, OD, or talent management.

Other special challenges attached to internal coaching are due to the

coworker relationship between coach and client. An internal coach is likely

www.amanet.org


THE ROLE OF THE INTERNAL COACH

————211
American Management Association • www.amanet.org

to have continuing contact with a client even after an engagement is over,

even if that contact is casual or informal. Internal coaches need to anticipate

how to handle unplanned contact with clients and client managers. For

example, an internal coachmay, as part of her other duties, deliver a training

program that a client is attending or facilitate a team-building exercise that

includes a past client. In both cases, the coach needs to keep the coaching

separate from other activities and to reassure clients about the boundary

between the activities.

Informal interactions between internal coaches and a client’s colleagues

may also be common, and innocent questions can lead to awkward situa-

tions for internal coaches (e.g., “How’s the coaching going?” or “Are you guys

still meeting?”). More complex challenges to confidentiality can occur when

a coaching client is being considered for a promotion or other change in

employment status. Internal coaches need to have both the organizational

support and their own backbone to diplomatically sidestep involvement in

those discussions that would erode the boundaries of their coaching roles.

Creating and following clear confidentiality guidelines is critical for

internal coaches. Just as with external coaching, not everything is confiden-

tial, but defining protected information needs to be clear and supported by

the organization. If an internal coach is treated as just another HR person,

clients may participate in coaching, but they are likely to hold back on mak-

ing significant revelations out of uncertainty about where that information

might end up.

The effectiveness of internal coaches, therefore, cannot be separated

from the organizational context in which they work. The accountabilities,

goals, and structure of the internal coach role need to be described in detail,

in policy guidelines supported by senior executive sponsors. These guide-

lines need to be included in coach training and communicated to managers

and clients before a coaching engagement begins. Unless such guidelines are

in place, clients are less likely to trust an internal coach’s assurances about

confidentiality.

Organizational guidelines for internal coaching can include a definition

of the internal coach role, a description of the types of engagements internal
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coaches will be delivering, and confidentiality definitions in terms of what is

protected information and what can be shared (such as development plans).

Other details might include how to determine when internal coaching is

appropriate, directions and processes for how to access those services, and a

coach-client matching process that reduces overlap between their job con-

texts. In organizationswhere internal coaching ismore ad hoc and initiated by

informal request, contracting between coach and client becomes especially

important, while still relying on formal support of organizational policy.

Figure 20-1 outlines the advantages of internal coaching, and some of the cau-

tions and accommodations that must also be taken in these arrangements.

Internal coaching can be customized to organizational needs but there

are several trends in how it is used. First, internal coaches tend to coach at

varied levels in the organization, from supervisor to middle manager, and

much less likely in executive ranks. As a result, their clients are often earlier

in their careers and therefore these coaches may provide more basic mana-

gerial skills building. This is not a problem, and it can be very gratifying to

help clients at more formative stages, but it does mean that internal coaches

need to be well versed in a wide range of managerial topics. Often they will

draw from concepts and models used in the organization’s management

training programs. In fact, this type of engagement may be formalized when

internal coaches do follow-up facilitation after clients attend a management

or leadership training program. Similarly, internal coaching engagements

are often shorter andmore targeted than those of external coaches. Theymay

stipulate a specific number of sessions or a tangible deliverable, such as

interpreting results of a 360-degree survey or drafting a development plan.

Second, internal coaches are often involved in engagements that capital-

ize on their intimate knowledge of the organization, its culture, and its key

leaders. This foundation is especially useful in on-boarding new managers

who are coming in from outside the organization, but it can also be applied

to significant promotions and transitions that internal managers make. One

could make a case that the organizational knowledge of an internal coach

provides an advantage over an external coach for this transition support

work.
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Figure 20-1. Internal coach considerations

Advantages of
Internal Coaching

Cost-effective
for the
organization.

Internal coaches
know the business
or segments of the
business, culture,
and managers,
and may have
familiarity with the
challenges the
client faces.

Internal coach
insights may
support faster
initial progress
toward a
developmental
agenda.

Internal
coaches have
ready access to
information and
the client’s
stakeholders.

Cautions for
Internal Coaching

? There are complex matching
considerations for client and
coach: the client’s level and
function, organizational unit,
and relationships present
confidentiality challenges.

? Some clients view external
coaches as more credible,
having more experience;
external coaches are more
likely to work at senior levels.

? Regardless of what an
internal coach knows
about the organization
and brings to the coaching,
it is important to understand
the client’s experience and
viewpoints.

? Relying too heavily on
an internal perspective
may interfere with the
client’s need to explore,
discover, and take a new
direction.

? Gathering available
information may be too
easy and the usual
contracting may get over-
looked and the information
may be unbalanced.

? Clients may be uncomfortable
with the amount of access
that the internal coach has to
colleagues.

Internal Coaching
Accommodations

? Establish guidelines for
client-coach matching and
addressing each request for
a coach on its own merits.
This builds credibility of
both internal and external
coaching within the
organization.

? There will always be
engagements better served
by external coaches.

? Deciding when to use
internal perspectives
and when to reach for
other insights is a particular
challenge for internal
coaches.

? Having a neutral
perspective, as an
external coach, might
be an advantage in
some politically fraught
situations.

? Contracting for information
gathering is always
important even if the
internal coach has ready
access to the information
(e.g., performance reviews
or talent assessments).

(continued on page 214)
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Advantages of
Internal Coaching

Internal coaches
may have
independent
relationships with
a client’s manager,
peers, or direct
reports due to
current and past
work contact.

Internal coaches
are more likely to
have informal
opportunities to
observe clients in
action.

Cautions for
Internal Coaching

? Internal coaches may be
tempted to act on their
clients’ behalf instead of
fostering client action.

? Internal coach notes and
records may be considered
property of the organization.

? Well-established
relationships of the internal
coach around the client can
provide information but the
internal coach needs to keep
an open mind and tap the
client’s perspective.

? Stakeholders may approach
the internal coach directly to
give or request information
about the client, challenging
confidentiality agreements.

? While not all contacts with
clients can be anticipated by
internal coaches, shadowing
or observing clients,
especially on behaviors
targeted for development,
should be contracted with
clients.

? Internal coaches need to
anticipate unplanned contacts
with clients, such as being in
the same meetings, casual
contact in the elevator or
cafeteria, and know how to
deal with those situations.

Internal Coaching
Accommodations

? Internal legal opinions and
internal coach guidelines
may be useful in terms of
how records and coach
notes should be handled.

? Coaching requires
deepening relationships with
clients rather than benefiting
coach relationships with
stakeholders.

? Confidentiality and other
boundaries need to be
explained and written into
internal coach policy.

? Internal coaching should
not unsettle existing
relationships between client
and colleagues; they should
be encouraged to deal with
each other directly.

? Early in coaching
relationships, internal
coaches need to be
transparent about roles that
they are in so that they are
known to clients and the
best way to handle them
can be determined.

Figure 20-1. Internal coach considerations (continued)
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A third trend is that, once assigned to the role, internal coaches are like-

ly to be asked for counsel, advice, and other guidance outside the boundaries

Figure 20-1. Internal coach considerations (continued)

Advantages of
Internal Coaching

The multiple roles
of the internal
coach bring with
them advantages
in understanding
clients’ situations
and also
responsibility for
keeping the roles
clear and separate.

Cautions for
Internal Coaching

? Internal coaches can use
their observations about
clients, even in casual or
social situations, in support
of development progress.

? Clients may be unsure
about how to deal with
their internal coach in other
contexts.

? Internal coaches’ other roles
may create questions for
clients about confidentiality.

? Internal coaches may need
to step away from other
roles when there is overlap
with the client’s department
or abstain from participating
in decisions affecting the
client.

? Internal coaches may
possess information from
their other roles that could
be useful to clients;
confidentiality needs to be
respected in all directions.

Internal Coaching
Accommodations

? Role boundary issues are
always present and
challenging for internal
coaches to manage;
organizational support for
the role is important.

? In general, having the internal
coach and the client in
different chains of command
or even business units can
reduce boundary confusion.

? Experienced internal coaches
try to be sensitive to even the
appearance of conflict of
interest or boundary
concerns with clients.

? Anticipation of situational
conflicts and transparency
are useful strategies; avoiding
and abstaining from some
situations may be warranted.

? Internal coaches should
probe client feelings and
reactions to any boundary
challenge that occurs, even
when there is no actual threat
to the role.

www.amanet.org


of an actual engagement. These ad hoc consultations may draw on the

coach’s skills in listening and offering a different perspective, but strictly

speaking, they are not coaching relationships because no process has been

agreed upon. Internal coaches use their judgment about whether an ad hoc

counseling session is sufficient or if a coaching engagement should be con-

tracted. When there appears to be need and interest in a coaching process,

the internal coach would discuss with the potential client a design for a

coaching engagement, whichmay include the usual steps, such as data gath-

ering, sponsor involvement, and development planning. The challenge for

internal coaches is to move these interactions either into an actual coaching

engagement or refer the colleague to other helping resources. Continuing to

meet and talk without contracting next steps in an actual engagement is an

inefficient use of both coach and client time. Unfortunately, internal coaches

can be in high demand for these counseling conversations, eroding their

avaliability for actual contracted coaching. While it is always flattering to be

sought out, counseling conversations that do not result in productive next

steps are a significant risk to the productivity of internal coaches.

For those readers interested in internal coaching, the considerations pre-

sented in this chapter are intended to provide a glimpse into the breadth of

the role and its challenges. If you are already operating as an internal coach,

apply the contents of the preceding chapters to your internal coach activities

and shape a personal model for your coaching that supports your work and

is aligned with your organization’s needs. You may discover important ways

in which your internal coaching can be more effective and satisfying. You

may also discover ways in which your organization needs to better support

your internal coachingwork. Both your skills and your organization’s policies

must be well developed for an internal coaching program to succeed. If you

are an external coach, being familiar with the details of the internal coach

role will make you a better partner with them.

Part I of this book built the foundation for becoming an exceptional exec-

utive coach by introducing the idea of creating a Personal Model based on

three inputs and three outputs. Input 1 is your own self-assessment about

216————

TOPICS IN EXECUTIVE COACHING

American Management Association • www.amanet.org

www.amanet.org


characteristics you bring to executive coaching. Input 2 prompts you to think

about strengths and experiences you bring to working in organizational con-

texts. Input 3 asks you to consider key topics, practices, and options in exec-

utive coaching using the content chapters in Part II of this book. The next

chapter begins Part III, which describes how to articulate the three outputs

that constitute the more public aspects of your Personal Model: (1) your

approach to delivering executive coaching engagements, (2) how you might

build your coaching practice, and (3) what your plans are for further devel-

oping your coaching skills.

At this point in your learning, you may feel that drafting the outputs of

your Personal Model of coaching is a stretch. We acknowledge the challenge

of that task, and our students experience similar concerns. At the same time,

the sooner you begin to articulate your PersonalModel, the better youwill be

able to both promote your practice and deliver effective coaching services.

This is not to pressure or rush you, but instead to help you make tangible

progress at whatever level you can manage. Your model will continue to

evolve as you accumulate and reflect on new coaching experiences. It would

not be desirable or expected for your coaching abilities and approach to

remain static. As you celebrate the emergence and continued evolution of

your model, you can anchor it in the self-awareness of where you are now,

while consciously adjusting as circumstances and your preferences interact.

Chapter 21, highlighting Output 1 of your Personal Model, offers guid-

ance on how to articulate key aspects of your approach to delivering execu-

tive coaching services. Chapter 22 focuses on Output 2: how you will secure

the coaching work that you seek. Chapter 23 offers suggestions about your

continued growth and development as an executive coach; your profession-

al development plan is Output 3. While these three outputs overlap concep-

tually, each has unique elements for you to consider. Finally, Chapter 24

presents a composite but realistic description of a newer coach on a journey

toward learning coaching skills and creating her Personal Model.

THE ROLE OF THE INTERNAL COACH
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A
S YOU READ THE PREVIOUS CHAPTERS, YOU STARTED BUILDING A FRAME-

WORK FOR YOUR PERSONAL MODEL BY REFLECTING ON WHO YOU ARE AS A

PERSON, WHAT YOU BRING TO WORKING IN ORGANIZATIONAL CONTEXTS,

and your preferences for coaching concepts, practices, and techniques.

Putting these three inputs together informs this first and most comprehen-

sive output of your Personal Model—a description of your approach to

coaching.

Integrating all of the elements mentioned surfaces a surprising number

of issues. Many of these tap directly into the coaching process options that

were described in the chapters of Part II. Your understanding of that content,

filtered by your own preferences and experience, gives you a basis for choos-

ing how you operate as a coach.

Statements about coaching approaches are as varied as the coaches

making them. We encourage you to find ideas and concepts that appeal to

you and articulate the elements that go into your approach to coaching.

Some coaches emphasize the ways they help clients; others focus on the

theoretical lenses they use to understand clients, or they put a primary

emphasis on their relationships with clients. Every coach brings his or her
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own history and character into the relationship, and some reflect on these as

a starting point for explaining a preferred approach.

The following statements are excerpts from the first output of Personal

Models we have read, sorted into several categories. They may be helpful as

you think about this first output for yourself.

Helping Clients

Coaching is helping someone maximize his impact and effectiveness.

The development plan will be a dynamic statement of my client’s aspira-

tions and ideas for getting there.

My approach to coaching is a results-oriented process that helps clients

discover and implement solutions tomeet their leadership challenges.

Theory Preferences

I think about change in cognitive terms while always aiming for behav-

ioral outcomes. Thoughts and feelings come through in our words

and language, which in turn determine behavior and job perform-

ance. Along the way we will surface client assumptions, causative

beliefs, and other mental models.

I use emotional intelligence as a core framework to help clients target

their learning opportunities.

My primary approach to coaching involves leveraging mindfulness to

fully investigate, understand, and empathize with the client’s inten-

tions. Each session with a client should encourage unstructured con-

versation about thoughts, feelings, events, and challenges.

Relationships with Clients

The coaching process allows me to run alongside the moving train that

the client is already on, so for a while we can move at the same speed.

I will be a journey partner for my clients, drawing out stories and

looking at situations from a variety of perspectives to unlock new

possibilities.

For me, the cornerstone of effective coaching is the coach-client relation-

ship. My first challenge is to build trust, which I do by being fully pres-
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ent and an active listener. I need to move along the continuum of

empathizing with the client versus challenging her, based on what a

client needs at any particular moment.

Acknowledging How Personal Style Affects the Coach-Client
Relationship

I have tools that I use with clients, such as goal evolution, informational

interviewing, and use of self. Importantly for me, I also have tools

that stay inside my head to guide what I do: organization develop-

ment/process consultation values and existential psychology or the

importance of client choice.

My approach to coaching is anchored in my naturally friendly and

disarming style. My demeanor makes people feel comfortable and

reduces obstacles to openness.

Learning and Change

My coaching presence tunes into what a client needs at each moment to

learn and grow. I work with clients to build awareness about needed

change, gather others’ perceptions, explore interpretations, commit to

change, and implement new behaviors.

Clients are always in a state of personal and professional transition. Their

current story needs to be reframed into the next story, andmy job is to

help them make conscious choices about what to do and what to

leave behind.

As a coach, I see myself as a catalyst for the client’s lifelong learning and

change effort. I believe people are capable of doing this at any age.

With my support, the client can keep experimenting until the desired

change becomes internalized.

As an internal coach, I focus on coaching leaders during change initia-

tives. This requires that I juggle the organization’s objectives and the

individual leader’s strengths and gaps.

The Coaching Process

I collaborate with my client and the sponsors to determine a coaching
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process that fits their needs. If they charge me to design the process, it

would have the following steps: determine readiness for change, gath-

er and interpret information about the client, implement the change

process, check for progress, and sustain the change.

My approach is collaborative and customized. I want to ensure that the

client’s experience is productive and that the organization sees the

effort as value-added.

I think that it will help clients, sponsors, andme if I write up a guide to the

coaching process and share that with everyone. It will include the fol-

lowing steps: discussion of process and boundaries, discussion of felt

needs with client and manager, start of coaching with self-discovery

and data collection, feedback to client and goal setting, three-way

meeting with manager to gain consensus on goals, writing action

plan, implementing the plan and having the client get feedback from

the manager during regular one-on-one meetings, targeting end

point to the coaching and reaching closure.

With those examples as a springboard, below is a series of questions that

will help you be comprehensive in articulating Output 1 of your Personal

Model. Your answers to these questions represent the core of your approach

to executive coaching. Writing answers to these questions may take several

pages or more, depending on the detail you wish to include. A visual image,

diagram, or flowchart might be useful and illustrative of your approach.

Bulleted points, descriptive paragraphs, and your own examples may be

helpful in capturing the essence of what process steps and coachingmethods

you want to include. Working on Output 1 of your Personal Model will pre-

pare you to answer the question that clients and sponsors are likely to ask,

“What’s your approach to coaching?”

Your Presence as a Coach. Envision yourself working as a coach and

reflect on any coaching or helping experiences you have had: What

stands out as unique about you? How do you use your own feelings

and reactions to understand others (use of self) during coaching
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interactions?What is likely to be your interpersonal style with clients?

Your responses:

Your Boundaries as a Coach.Where do you prefer to help clients focus

on the continuum from personal insight to organizational results?

In your view, what topics, roles, and activities are key parts of your

executive coaching, and which ones are not? How prepared are you

to create clear coaching contracts with sponsors and clients? What

are your preferences in handling confidentiality and other aspects of

containment?

Your responses:

Your Approach to Relationship Building with Clients. What facilita-

tion skills will you apply to building a relationship of trust and dis-

covery? How might you use client stories as an intervention? What

are your self-management issues and how will you address them?

How will you address reluctance and difference issues that may arise

with clients?

Your responses:

Your Approach to Sponsors. In what ways will you include the stake-

holders in immediate proximity to your client and those somewhat

more distant? How will you balance individual development goals

with organization expectations for coaching outcomes? In what ways

will you support the client in enlisting resources for development

after your engagement is concluded?

Your responses:
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Your Current Coaching Process.What types of coaching are you attract-

ed to delivering and what sequence of steps do you envision using?

What elements of a coaching process would you contract for and how

would you structure coaching sessions? What may be milestone

events in your coaching process?

Your responses:

Your Use of Assessment Methods. What assessment tools and methods

do you expect to use and which ones may be optional for you? How

much emphasis will you place on assessment within coaching and

how interested are you in expanding your repertoire of assessment

tools? What is your approach to providing feedback to clients so that

assessment results inform development goals?

Your responses:

Your Dialogue/Conversation Methods and Eliciting Stories. What

questions and facilitation techniques will you use to engage clients

and facilitate openness? What will you do to take their answers to a

deeper and more reflective place? How will you foster and interpret

their stories? What questions will you use with sponsors?

Your responses:

Your Grasp of Leadership Concepts and Issues.What leadership ideas

and models appeal to you and howmight you use them with clients?

What level of leadership do you feel ready to coach? How firm is your

grasp of management and leadership competencies to help define

client development goals? What will you do to help leaders leverage

the stories they tell followers?

Your responses:
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Your Approach to Development Planning. What is your approach to

helping your clients evolve and structure compelling development

goals? Describe how you will help translate those goals into on-

the-job action ideas that can result in observable change. What

process will you and your clients use to share development plans with

sponsors?

Your responses:

Your Approach to Evaluation. How will you know if your coaching

is effective, both during the process and after? What methods will

you use for progress checks and post-coaching evaluation?What will

you do to capitalize on evaluation for your own learning?

Your responses:

Organizing Principle
Some coaches find that in reflecting on their approach to coaching, a unify-

ing theme emerges that links the elements together in a cohesiveway.We call

such a theme an organizing principle.

An organizing principle for a Personal Model tends to be a simple state-

ment that connects coaching with your personal view of what matters most

in finding fulfillment and effectiveness. This statement is often anchored in

your values. As such, it can offer a useful way to tie the elements of your

approach together and foster clarity in your work. It also offers a powerful

way to explain your coaching approach to others.

Some examples of organizing principles are:

I believe everyone is responsible formaking their own choices, andmy role

in the relationship is to help clients clarify their options and support

new choices.
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In my view, learning is a continuous process and an underpinning of all

change.

To my way of thinking, the synergies and possibilities of combining action

and reflection are enormous.

My core belief in coaching is that managing oneself is invariably linked to

managing others.

My coaching emphasizes the struggle to bring an honest understanding of

complex feelings into day-to-day roles.

Because I approach clients as whole people, it is important for me to help

clients find a work/life ratio that feels right to them.

If an organizing principle emerges for you, it may be useful to incorpo-

rate it into your explanation of your approach. In practice, there is no set

script to use in communicating your approach. All executive coaches are

similar in some ways, but a Personal Model helps to identify the ways in

which you are unique and different from other coaches.

Having articulated your best thinking about Output 1 of your Personal

Model, you are in a much better position to explain your approach to coach-

ing to clients and sponsors. In addition, your approach to coaching provides

a foundation upon which your model can grow and evolve as you gain more

experience and become a more confident coach.
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T
HIS CHAPTER SUMMARIZES THE BUSINESS OR PRACTICE ASPECTS OF EXECUTIVE

COACHING AND PROMPTS YOU TO CREATE A PLAN TO INCREASE YOUR COACH-

ING WORK. THIS IS THE SECOND OUTPUT OF YOUR PERSONAL MODEL. IT

extrapolates fromOutput 1—your approach to coaching—into your future as

a coach. It asks you to reflect on how to integrate coaching with your other

professional activities. Youmay be an internal or external coach with varying

interests and opportunities to do coaching. Whichever aspects of the profes-

sion you choose, it is essential that you secure real-world application to con-

tinue to build your coaching skills, whether your coaching services are fee-

free or income-producing.

Since most coaches are also consultants, they usually provide a range of

services. This means that your coaching work must be given conscious plan-

ning and prominence within the services you offer. Otherwise, coaching risks

being overshadowed by the other services (such as consulting or training)

that you have traditionally provided. It is never too early to begin considering

and planning how you will make the time available to structure, promote,

and deliver your coaching services.
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Getting Started with an External Practice
There are dozens of books on how to start consulting practices and how to

add new services to your list of offerings. There are no universal answers.

Because very few coaches make all of their income from coaching, it is usual

for coaching to be included with other consulting services (e.g., training,

facilitation, HR consulting, recruiting, or career counseling).

Here’s how some external coaches have described building the coaching

part of their practices:

I will finish my website so that it is engaging and describes what I do,

make sure clients know that I have expanded my practice to include

executive coaching, leverage my experience with branded 360-degree

tools, and focus on getting development plan coaching assignments. I

also plan to create a small group of peer coaches for mutual support

and joint business development.

I will reach back to my well-established network of contacts. By making

repeated contacts I will make sure they are aware of my ability and

interest in taking on coaching cases.

During the next year or two, I would like to have had about ten coaching

clients. I will put gaining the experience ahead of getting my full fee.

That will give me the flexibility to offer coaching to mid-level man-

agers who have been promoted to larger leadership roles.

I will start as an external coach as soon as I officially retire from my cur-

rent job. In anticipating that, I need to pay much more attention to

building an external network, becoming involved in professional

associations, and gaining more exposure through speaking and

writing.

Targeting Your Marketing
No coach can market services to every segment. How focused should your

practice be? That’s a simple question with a complicated answer. Many

coaches try to focus on a niche because it taps into the input side of their
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Personal Models in terms of interests and experiences. They may also have

more contacts in a particular market segment or industry.

Here are a few examples of targeted marketing statements:

I especially hope to coach people in transition, such as newly hired lead-

ers, those newly promoted, leaders going through career transitions,

and leaders in organizations where significant change is occurring.

I will target executives focused on improving their leadership skills, and

on executives new to an organization, such as assisting foreign

nationals on assignment here in the United States and assisting exec-

utives who are preparing for retirement.

I have a particular interest in coaching entrepreneurs. These engagements

may have a different process than the usual coaching assignment

because the client may be the sponsor. Entrepreneurs often are hungry

for feedback.

Getting Started with Internal Coaching
Coaches working inside of organizations have to think about how they are

going to find coaching opportunities since their job titles may not mention

coaching. The issues here include making time, getting support, managing

boundaries, and finding ways to promote one’s services internally.

Sample statements frompracticing internal coachesmay be useful in for-

mulating your own plan:

I will remain an internal coach for the next four years, taking on about

one client per quarter to keep in practice. Then I expect to become an

external consultant and offer coaching as part of my mix of services.

I am very excited to be putting on my ‘coaching hat’ and using these skills

internally. I have a clear understanding of when I can offer my coach-

ing services and how to contract the process, so there should be ample

opportunities for me to be a coach. I have strong support from my

boss for this work.
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As an internal resource, I will work with management on the talent iden-

tification process and bring coaching to the high-potential pool.

Development plans can be individualized while also having elements

that are shared with other high potentials.

Your Practice Plan
If you are committed to growing your coaching practice, there are several

important specifics that you’ll want to consider. By thinking through answers

to the following questions and discussing them with colleagues and case

supervisors, you will be closer to having a plan to build your practice:

$ Howmuch time do you have or can you make available to both deliver

and pursue your coaching interests?

$ What industry, function, or client type will you specialize in?

$ What do you need to do to become comfortable in describing your

approach to coaching (i.e., Output 1 of your Personal Model)?

$ What types of coaching services do you want to offer and what

coaching examples can you provide to support those offerings?

$ Where (e.g., your office? client’s office? other locations?) andwhen in

your usual schedule will you deliver coaching?

$ What forums, groups, or professional associations would be most

useful for you to participate in to promote your coaching?

$ What exposure opportunities do you have to present yourself as a

coach? What speaking, writing, or teaching opportunities may there

be for you?

$ If fee-based coaching is not available to you at this time, how might

you secure fee-free coaching assignments in order to build your

experience?

$ How might you approach existing or new sponsors/clients to offer

them a service that is different fromother services you have delivered?

Marketing coaching services often involves networking. There are coach-
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es of many types, so it is not always easy for buyers to differentiate them. This

makes it more difficult for prospective sponsors to source, meet, and hire a

coach, whether new or experienced. Often, the pivotal difference that allows

you to stand out from other coaches is who you know and who they know.

This is classic networking, used in many service fields, as well as in finding

full-time employment. Networks reflecting your education, career, profes-

sional identity, interests, life stage, and others all may be sources of coaching

work directly or indirectly. These can now be accessed more easily through

various online sites.

Effective networking starts by making lists of contacts and relationships,

independent of any immediate prospects for work. Tomake them pay off, the

lists need to be as long as possible.

Here are some questions that may remind you of contacts to build your

list:

$ Who should be informed about your work as a coach?

$ Who might have contacts that you’d like to reach out to and include

in your network?

$ What can you do to increase the number of names on your list?

$ How can social media be useful to you (e.g. webinars and podcasts)?

$ Consider creating your own website or expanding the one you

already have.

$ What can you learn by looking at the websites of other coaches and

professionals who are effective at marketing their services?

Regardless of what you do with online marketing, you still need to pre-

pare and keep on hand descriptions of your services in hardcopy form.

Sometimes it is simply easier and more immediate to hand a biosketch or

brochure to someone you have just met at a professional gathering or con-

ference, or to send a digital copy by e-mail. It should be clear and descriptive

of the services you offer. Review the materials of successful executive coach-

es to get ideas about how to structure these and what to include.

OUTPUT 2: YOUR EXECUTIVE COACHING PRACTICE

————233
American Management Association • www.amanet.org

www.amanet.org


What is most important is that you commit to promoting your coaching

services actively in whatever market segments you identify. Some coaches

retain advisers or consultants who specialize in marketing professional prac-

tices. Whatever methods you choose, gaining coaching experience, even if

fee-free, and persisting in the marketplace are essential requirements.

Prepare your support documents, online resources, and articulations of your

coaching approach and let people know that you are offering coaching

services. That direct contact will help you refine your presentation, and

hopefully land coaching business.
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T
HE THIRD OUTPUT OF YOUR PERSONAL MODEL IS A DEVELOPMENT PLAN FOR

YOURSELF AS COACH. THIS PLAN TAPS INTO THE STRENGTHS AND GAPS OF

BOTH YOUR APPROACH TO COACHING AND YOUR PRACTICE PLAN FOR GETTING

more coaching work. Addressing your areas for growth strengthens your

approach and potentially increases your effectiveness in the marketplace.

Every coach should have a personal agenda for becoming a better coach.

Below are developmental ideas from other coaches’ Personal Models that

reflect their awareness of competencies that need to be developed. They tend

to be more interpersonal and emotional competencies than cognitive ones.

I need to upgrademy listening and communication skills in order to be an

effective coach. I need to be able to listen without jumping in with

advice. Similarly, I need to really consider what a client is saying,

without judgment or forming an immediate opinion.

As a coach, I need a much more reflective, calmer style than in my usual

roles.

I need to have a stronger presence with those leaders who have big egos.
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Whether clients or managers, they tend to dominate conversation

and put me into a passive mode. I need to have strategies for holding

my own with them and leveraging my point of view.

To be a more effective and versatile coach, I need to remain sharp and

present when I am tired or distracted. I tend to move into my comfort

zone of consulting and advising.

A challenge I have is to become more comfortable with silence and giving

the client time to really think about what we are discussing.

There are skills, knowledge, and abilities that may benefit your coaching

practice as well, as expressed in these sample statements:

My plan for ongoing development as a coach includes learning more

about positive psychology, exploring the topic of psychological loss,

and becoming certified in an emotional intelligence instrument and

a 360-degree feedback tool.

I need to understand more concepts about leadership and management

so that I can listen actively and respond with substantive ideas, yet

stay away from providing answers.

My development plan includes learning more about theoretical models

such as appreciative inquiry. Also, I want to get experience with cross-

cultural coaching by securing an international client.

I will become certified in several of the psychological and interpersonal-

style assessment techniques that are often used in coaching engage-

ments.

All coaches have their own preferred way of learning. These methods

might include study, courses, peer learning groups, or an arrangement with

a case supervisor. Here are some practicing coaches’ reflections on their

learning methods:

Every engagement holds the potential for learning. I have used journaling

to make my reflections more productive. I will continue to journal,

but in future cases, I will target my journaling on several key ques-

tions aimed at each coaching assignment: What am I learning about
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myself? What feels risky with this client and what should I do about

it? What needs to happen so that the balance of responsibility is

tipped toward the client? What about this client is unclear and what

can I do about it? To what extent am I modeling what we are talking

about?

My meditative discipline outside of sessions is an important contributor

to being less reactive and more present during sessions. I would also

like to identify a set of mindfulness exercises to use before I meet with

clients.

Since I learn best by doing, I will use my coaching work to be my teacher.

It will take a disciplined approach to reflection, which I plan to do

in three contexts: on my own, after each session, and at milestones;

with a peer-coach support group of three to four colleagues; and

with a more senior case supervisor, on more complex cases or when I

feel stuck.

The following questions are designed to help you consider your own

future learning:

$ Reflecting back on your current experience, what areas of coaching

would you like to improve?

$ What personal or professional characteristics would you like to

address because they hold you back as a coach?

$ What can you do to expand your interpersonal range with clients?

$ What types of clients do you find most difficult or challenging?

$ How can you learn to work more confidently with a wider range of

clients?

$ Building on your practice plan, what personal strengths can you

build on?

$ As you consider approaching the groups, business sectors, and types

of organizations that you would like to work with, what hurdles

might you want to overcome?
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$ What might you do to expand your repertoire of coaching methods?

$ How would you assess your listening skills, and what about them do

you want to further leverage?

$ What questions do you have about theories, principles, or concepts

that are linked with coaching?

$ What models, approaches, or coaching techniques (Part II of this

book) do you want to learn more about, and how might you experi-

ment with them?

$ What personal development areasmay hold you back from being the

coach you envision?

$ Howmight you work on your own personal growth as you do coach-

ing?

$ What learning resources might you access to further your profes-

sional development (e.g., case supervision, support or professional

learning groups, tutorials), and how will you contract them?

$ What challenges do you face as an internal coach in terms of time,

boundaries, senior leader support, program definition, case supervi-

sion, and continued investment in your growth as a coach?

$ Howmight you address and get support in addressing internal coach

challenges?

As you develop as an executive coach, you will find that your approach

expands and becomesmore robust. At the same time, working on your devel-

opment plan will enhance your presence in the marketplace and add to the

overt skills needed for coaching assignments. As with the rest of your

Personal Model, it is meant to be fluid and changeable as you grow and

gain more experience. Even senior coaches maintain development plans,

although with less of a focus on skill areas and more attention given to theo-

ries or new approaches. Most important, your development plan links you

with your clients’ struggles to learn and grow so that you can better identify

with their experiences during coaching.
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P
EOPLE COME TO EXECUTIVE COACHING FROM MANY DIFFERENT EDUCATIONAL

AND PROFESSIONAL BACKGROUNDS. THE USUAL PROFILE INCLUDES EDUCATION

IN HELPING PROFESSIONS OR IN ORGANIZATIONAL DISCIPLINES AND EXPERIENCE

in leadership development, talent management, or human resources. Less

frequent is the linemanager or executive who aspires to become an executive

coach.

In order to illustrate the range of backgrounds that coaches come from,

this chapter profiles the experience of one of those line managers who felt a

calling to become a coach and found a way to make it happen in her career.1

We hope Amber’s story helps you understand and anticipate what you may

experience in becoming an exceptional executive coach.

Amber hadmany years of experience as amanager in a large corporation

and enjoyed her career, although not always the work itself. She had known

from an early point that she got more satisfaction from helping a staff mem-

ber learn and grow than she did from her own technical assignments. People

at work seemed to gravitate to her when they had a problem or a quandary,
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and she had developed a reputation as an excellent listener and idea gener-

ator. “I knew my style and interests were different from other managers,” she

said, “and I had a reputation as a talent developer, but I didn’t think much

about it in terms of my career.”

Over the years, these qualities and skills became integrated into her

managerial style, and she had more recently embraced the mission of nur-

turing and supporting others in the advancement of their careers. This mis-

sion was even more pronounced outside of work in organized activities she

enjoyed in her community. In those organizations she was often called upon

to resolve sensitive interpersonal and leadership challenges.

Amber had heard about executive coaching at work and at times she

wondered, “Am I doing coaching or is it just my need to help others?” That

question sparked her to learn more about the profession of executive coach-

ing. She became convinced that what coaches did was what she now wanted

to do. Synchronicity was in her favor since she expected to be offered a pack-

age as her employer cut staff.

Amber targeted coaching as a second career and investigated various

executive coach training courses. Since she didn’t have the usual background

of coaches, Amber decided that she wanted an in-person class experience

where she would be provided with a coaching approach to channel her nat-

ural helping style and a managerial client to gain practical experience doing

actual casework. As she noted, “At that point, I was actually hoping for some

type ofmagic formula for how to coach and keepingmy fingers crossed about

whether I would be good enough to use it.”

She took a deep breath and signed up for such a course. She dove into the

pre-reading, including books on executive coaching, and she completed sev-

eral self-assessment instruments and reflective questions. The appeal of that

content was counterbalanced by doubts that became stronger as the pro-

gram approached: “Can I actually do the type of coaching work described in

the books? What can I bring to a client I have never met before? Who would

hire me to help a client change? Am I just fooling myself?”

These doubts and anxieties are not unique to Amber. To varying degrees,
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they are part of every new coach’s experience. In fact, the anticipation of

meeting a client can spur a new coach on to becoming serious about learn-

ing. Amber channeled her anxieties into a search for the definitive guideline

for effective coaching, but she hadn’t found one when the course began.

Amber’s anxiety increased when she met her classmates on the first day

of the program. They were an impressive group withmany years of corporate

HR or professional helping experience. Therewere even therapists and coun-

selors who had graduate training and deep understanding of personality and

change. They were gracious and interested in her technical background and

business career, but she definitely felt less prepared than they were. She was

convinced that if this group represented the norm in new coaches, she would

never measure up.

However, the course included one-on-one time with a faculty member

who served as Amber’s case supervisor. Meetings with her supervisor

allowed Amber to share her initial fears. This was helpful in easing her con-

cerns and reminding her that she had many practical organizational and

managerial assets to bring to coaching.

In the early class sessions, Amber was surprised to discover that every-

one had doubts about their ability to become an executive coach. Even the

experienced HR people were worried that, stripped of the credibility of their

usual roles, they would have no leverage with clients. Each student seemed

to have areas of self-perceived deficiency, but all could be summed up under

the heading, What makes me think I can help anyone else, let alone a man-

ager or leader I have never met? Everyone in the class felt very insecure

about providing value to a client and dealing with the complexity of sponsor

agendas and organizational dynamics.

Amber was able to explore her concerns with her case supervisor. She

knew from her other helping experiences that she tended to be reactive to

other people’s problems. Sometimes this tendency led her to be overly help-

ful and to take action on another’s behalf. Given how committed she was to

helping, she saw herself becoming frustrated when others didn’t act on her

well-meant advice. She didn’t know how to fix these tendencies, which
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added to her worry. “I knew I had some natural abilities I could apply to

coaching,” she observed, “but there were so many unknowns: the client, the

organization, and how to conduct myself as a coach. It was intimidating!”

Still, she pressed ahead and took on faith both the guidance she was receiv-

ing and the prospect of working with an actual client.

The initial client meetings were surprisingly gratifying to Amber. She was

struck by how unique her client’s challenges were—a complex mix of skills,

gaps, aspirations, and situational constraints, all in an organizational culture

that was completely unknown to her. She lost interest in a coaching “formula”

and began to see the wisdomofmore genuine responses within the context of

the coaching engagement. Instead of working to adhere to a predetermined

path, she was able to focus her full attention on her client. Her confidencewas

bolstered by her keen listening skills, which led to moments when her ques-

tions made her client pause to think, or when her observations were a useful

reframing of what the client was experiencing. With her supervisor’s encour-

agement, she found that she could draw on her business experience to ask

incisive questions. Her grasp of organizational dynamics and corporate poli-

tics informed her understanding of the client’s challenges. As she noted, “I

was discoveringmy ownway of helpingmy client; it wasme, but tailored to fit

within the boundaries of the coaching relationship. I was surprised at how

freeing that was.”

When new coaches begin to apply their listening and interpersonal skills

in the context of a coaching process that has structure and goals, they begin

to feel they are making progress in learning to coach. It confirms both that

they can be an agent of changewith their clients and that there is no one right

way to do it. This can be a liberating moment even though there is still much

more to learn. Doubts begin to ease and are replaced by the challenge of

becoming more intentional about choices with clients.

Amber and her supervisor examined those choices and expanded her

range of options: “I was feelingmore confident in the role, but I knew I still had

a lot to learn—about my own blind spots, such as my tendency to help too

much, about how to handle sponsors and get to a development plan that every-

one could support. I had to accept that my learning would have some dips.”

242————

ARTICULATING THE OUTPUTS OF YOUR PERSONAL MODEL

American Management Association • www.amanet.org

www.amanet.org


Amber also realized that the ups and downs of her confidence level con-

tained clues to her Personal Model. Reflecting on these fluctuations would

enable her to articulate her approach to coaching. When she saw the client

getting excited about insights or behavioral progress, she got confirmation

that what she was doing was effective. On the other hand, when she felt her-

self trying too hard, feeling unsure, or saying things she regretted, she would

analyze why those moments had happened to target what she needed to do

differently. While the task of articulating her Personal Model still felt quite

daunting, she was beginning to accumulate insights that would inform it.

To Amber’s credit, she was open with her supervisor about ineffective

tendencies. As she had anticipated, she did talk too much when nervous or

unsure of what to do next with the client. More challenging was not going

into savior mode in response to requests for help: Her habit was to solve the

problem. “I was always the go-to person at work, but I was learning that it

wouldn’t fly in a coaching relationship,” she observed. Since her client would

have been happy to have her solve his problems, Amber faced significant

pressure in avoiding that entrenched behavior in herself.

She and her supervisor had rich conversations about that struggle.

Amber’s first challenge was to change her attitude about jumping in to help

by accepting that it conveyed a lack of confidence in the client’s own abilities

and reduced his commitment to what he would do differently. As Amber

incorporated these ideas, she grew less focused on solving the client’s prob-

lems. Instead, she tried using inquiry to facilitate the client’s ideas and keep

the lines of responsibility clear. She also found that when she ignored the

implied demand to provide solutions, she had more time to think creatively

about the client, making associations between the specific problem they

were discussing and others, helping him voice his doubts and fears, explor-

ing payoffs and risks in making a change, and reframing specific challenges

as opportunities to make progress on his development goals. She was sur-

prised to find that this way of thinking turned out to be more exciting than

trying to satisfy his need for help.

It also allowed her to discover that her intuition about the client’s mental

state, and why, was usually on target. Encouraged by this feedback, Amber
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took more risks in making observations about how he might be feeling, how

she experienced the client, and what the client did in their sessions that

reminded her of his development needs. She hadn’t known that she could

use her self so actively, and it gave her a stronger presencewith her client. She

realized that other characteristics—her warmth and optimism particularly—

worked in concert with her intuition, providing a nurturing environment in

which the client was safe to consider Amber’s sometimes pointed observa-

tions.

She and her supervisor labeled this her tough but caring style, and it

became the organizing principle for her approach to coaching. Having an

awareness of it was the beginning of articulating her own Personal Model of

coaching, and it buoyed her confidence more than any formula ever could

have. According to Amber, “I remember starting to feel that, if I could be my

best self, then effective coachingwould follow. Suddenly it started to feel pos-

sible.”

Looking back on this process, reflection, discussion, and experience

combined to create insights. In the early stages, as Amber became more

accepting of herself as a coach, she became aware of experiences, values, and

abilities that she could bring into the role. Some of these qualities have been

mentioned, but one that emerged later was a strong emphasis on under-

standing the client’s motivation. She had taken a psychology course in col-

lege that emphasized the motivational roots of all behavior, and she had

applied this model in her own life. She found that she was naturally inclined

to use a motivational viewpoint to better understand her client: What did

he really want? What were the hidden forces shaping his motivation, or lack

of it? How might she explore those variables with him? By putting a

motivational lens in her model, she felt more empowered to use it in her

questions.

In addition, a message from her childhood kept coming back to her:

Never forget how hard it is to try something new. Her father had been partic-

ularly patient with her when she was learning a new sport or skill. When she

later asked him about it, he explained that he had wanted her to experience
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both the challenge and the excitement of learning, and that meant he had to

back off and let her succeed and fail at her own pace. Recalling those past

interactions helped her shift her usual push for results to a pull toward learn-

ing. Both curiosity about motivation and an appreciation of how to empow-

er learning became aspects of her Personal Model.

Shaping a Personal Model also includes insights about fears, gaps, and

ineffective tendencies. Amber believed that there was more to be gained in

fostering discovery than providing answers, but at first this didn’t ease the

pressure she felt when she sidestepped the client’s clear request for more

direct help. In the past, when she heard “What should I do?” from a col-

league, it would have brought out all of her problem-solving resources. Now

as a coach, that question, whether overt or implied, made her hesitate and

look for a different direction. Sometimes the client’s distress or dissatisfac-

tion made her doubt she could provide help in a new way. As a result, she

wasn’t always able to do what she intended. However, these situations were

opportunities for reflection and her courage and versatility increased over

time.

Amber also found that she needed to build more skills in how to involve

sponsors appropriately in her client’s coaching. She needed to find ways of

listening to sponsors neutrally so that she could more fully understand the

client’s context and put aside her inclination to protect or advocate for her

client. “It surprised me how defensive I felt when my client’s boss told me

she hadn’t seenmuch change. But I took a deep breath and askedmore ques-

tions.”

Her client also challenged her in unexpected ways. As is usual in execu-

tive coaching, she and the client had been meeting in a conference room

near the client’s office. Unexpectedly before the next session, he sent Amber

an e-mail requesting that they meet in a local coffee shop. While Amber’s

tendency was to accommodate this request, her intuition told her that she

should be careful. She had learned that clients sometimes test boundaries,

drawing coaches into topics or relationships that may not be appropriate for

executive development.
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When they did meet in the coffee shop, Amber wasn’t surprised that the

client requested her help with his interviewing skills because another firm

was recruiting him. Her preparation allowed her to reflect on how she felt

about this request and how not to simply comply. She had decidedly mixed

feelings about what hewas requesting and shewas able to voice her concerns

clearly but empathetically. She told him that she appreciated his confidence

but was not comfortable taking a position on his interest in another job. At

the same time, she brought their focus back to making the most of his learn-

ing opportunities in his current job. “That was a very tough moment for me,”

Amber recalled. “I thought, ‘What’s the harm in helping him with interview

skills?’ But I couldn’t do it. My worst fears flashed before my eyes: Would he

storm out of the coffee shop if I refused? Would he reject me as a coach? I

guess I chose the lesser of the two evils in keeping our focus where it was.”

Amber felt proud about how she had handled the situation, and her supervi-

sor summed it up: She hadn’t let her drive to help overwhelm the importance

of keeping coaching boundaries clear.

Shaping a Personal Model of coaching serves many functions. In

Amber’s situation, it served as a quality-control mechanism on the boundary

challenge that her client made. She had accumulated insights about use of

self, acquired the learning that she needed about coaching practices and

choices, and considered the type of coaching she aspired to deliver. Although

her model had not yet been written, the process of creating it had given her

important guidelines for what she needed to do in handling a difficult situa-

tion. “I was so glad I didn’t get off track,” Amber said. “In the end, I think I had

a stronger relationship with my client because I stayed the course. He

respected my decision and maybe it gave him an anchor to have a more rea-

soned response to being recruited.”

A Personal Model has many other practical implications. It can serve as

a source for statements about what distinguishes Amber as a coach. “I bring

a wealth of real-world organizational experience to inform the discovery

process I use with clients. I also bring a willingness to provide direct feedback

in a safe relationship that supports tangible progress on development.”
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Sponsors and clients expect coaches to be articulate about their approaches,

but it is also important to present approaches in distinctive and engaging

ways. There are also times when awareness of her model may help Amber

avoid engagements that do not suit her—for example, if the time frame is too

short for her or the opportunities for coach-client relationship building are

limited.

After coaching for a period of time, Amber understood that these public

dimensions of her model would not exist without a lot of private work. Her

Personal Model is much deeper and more faceted than clients or sponsors

need to hear, but the sample of it that she shares with them is tied directly to

those variegated roots. As she has observed, “Personal Models reflect a lot of

influences and contain many elements, and I guess I will always be honing

mine. But even as a work-in-progress it has increased both my personal self-

awareness and my outward confidence as a coach.”

Amber also appreciated the broader philosophical benefit of creating her

Personal Model. Every client can be thought of as having his or her own

implicit model for leadership or change. Having shaped her own coaching

model, Amber is more attuned to exploring the components of her clients’

mental models of how they see the world.

Amber did eventually draft her model: her approach to executive coach-

ing, her practice plan for getting more coaching work, and her development

plan. She hadmixed feelings about formally writing it down because to do so

felt too final, whereas she, and the model itself, remained works in progress.

The discipline of actually having to describe her model to others, however,

was beneficial in pushing her to take the articulation of hermodel, and there-

fore her coaching, to the next level.

Amber found that there were similarities between her model and those

of other students in the class. For example, many people drew upon their

experiences of leadership in the real world of organizations, their core facili-

tation skills, and the newfound facility in using their own reactions to the

client as part of the helping relationship.

However, there were important differences among models, too. Some
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were grounded in particular theories of adult change, such as cognitive,

behavioral, or emotional intelligence. Some emphasized a structured

process; others weremore emergent. Some took an activist role in facilitating

the client/sponsor relationship. Of course, the internal and external coaches

had very different plans to get more coaching work.

In the end, having a tangible Personal Model was both an appropriate

benchmark for Amber’s learning experience and a foundation for launching

her new career as an executive coach: “I guess we all expect clients to beat a

path to our door, but that isn’t realistic. Coaching is a competitive field, and I

won’t stand out if I don’t know what I stand for. My Personal Model helps me

meet prospective clients, size up engagements, work with sponsors, and

most importantly, be a change agent in my own way in my role as coach.”

All executive coaches have unique ways of approaching the challenge of

helping clients change. For the reasons reviewed in this chapter, it is valuable

tomake these conscious and intentional choices. However, that is not an easy

task and Amber is a case in point.

Hopefully this book has fostered your thinking about your own unique

blend of knowledge, experience, and intuition as theymight apply to becom-

ing an exceptional executive coach. The book has been designed to reflect

the process that Amber and others have gone through as they create Personal

Models of coaching. Its content should allow you to begin creating your own

Personal Model and start or expand your coaching practice.

Ultimately, your model will always be a work-in-progress. It is iterative,

based on formal learning, coaching experiences, case supervision, and your

own career interests. Nonetheless, in the spirit of every journey beginning

with a few steps, we hope that the principles we have provided here start you

toward your Personal Model, so that you can become the exceptional coach

you are capable of being.
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Exhibits
Exhibit 1. (Chapter 3) Distinctions Among Executive Coaching,
Personal Coaching, Therapy, and Consulting

CONSULTING

Wide range of topics
and technical or
professional specialties
providing expertise and
advice to individual
clients and client groups
within organizations and
at many levels

Typically contracted and
provided by independent
consultants or
consultants associated
with a consulting
organization

Also provided internally
by designated internal
consultants

One-on-one or a group
of consultants with
individuals or a group
of organization
representatives

An individual client or
groups within an
organization often
centered on strategic
change and
implementation

Consultants conduct
individual
and organizational
assessments
and provide expertise
on process and/or
content

PSYCHOTHERAPY

Personal counseling
and therapy on a wide
range of personal,
familial, emotional, and
behavioral issues

Various approaches:
cognitive, behavioral,
hypnosis, Gestalt,
psychoanalytic, etc.

Typically provided via
licensed independent
clinicians, clinics,
social service
organizations, and
hospitals

One-on-one with
“patient”; spouse,
family, and group
combinations as the
issue warrants

The patient’s
emotional health and
overall functioning

Insight and
uncovering/ solving
problems in patient’s
character traits or
long-standing ways of
thinking and behaving

Most therapies explore
early life experiences;
patient histories are
used to understand and
interpret stressors and
patterns of thinking or
acting

PERSONAL
COACHING

Personal, Life,
and Career
Coaching

Other specific
forms of
coaching on
personal or
career topics

Typically
provided via
independent
practices,
career services
firms, and
outplacement
organizations

One-on-one
coach and client

The client’s
personal life or
career

Centers on
changes in one
or more areas of
client’s personal
life

Career coaching
centers on
career direction,
job search, and
job satisfaction

EXECUTIVE/
LEADERSHIP
COACHING

Coaching managers
and executives
within
organizational
context. Manager,
HR, and
organization
support and sponsor
the coaching

Typically provided
by independent
coaches, coaching
organization, or
internal coaches
and conducted on
organization
premises

One-on-one coach
and client

Also, periodic meet-
ings with sponsors

The client within the
context of his/her
organization

Focused on
behavior change,
skill enhancement,
work transition,
leadership, and
on-the-job action
learning

Here and now
perspective with
coach and client
very active

Types

Participants

Focus

Continues on page 250
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Exhibit 1. (Chapter 3) Distinctions Among Executive Coaching,
Personal Coaching, Therapy, and Consulting (continued)

CONSULTING

From brief projects to
long term—multiple
years effecting
organizational change

The organization

The consultant may
assume a variety of
roles in the course of a
contract including
strategic, tactical, and
personal

Consultants may at
times be treated as part
of the organization
and at other times
outside the
organization

Consultants may serve
as advice givers,
thought partners,
“coach,” and more

Individuals, groups,
often leaders
of major functions in
organizations

PSYCHOTHERAPY

Long-term
psychotherapy or a
variety of brief therapy
approaches

Patient, health
insurance, family

Largely follows a
medical model that the
person has a problem
around which help is
sought

The psychotherapist,
depending upon the
type of therapy, is seen
as an authority,
transference object,
healer, and expert

Much of the work of
psychotherapy involves
dealing with painful
experiences

A certain amount of
suffering is viewed
as part of the process
to move forward in
therapy

People with a wide
range of problem areas
including addictions,
emotional difficulties,
and relationship
challenges, both mild
and major

PERSONAL
COACHING

Contracted
periods or
open-ended

Individual client;
career
services may be
paid by employer

The coach is a
guide, expert,
advisor

Individuals
seeking to make
concrete
behavioral
changes in
personal or
professional lives
and who are
willing to fund
coaching

Individuals in
job/career
transitions

EXECUTIVE/
LEADERSHIP
COACHING

Contracted periods
usually from 3-6
months to one year
Renewable

The employer

Partnership
between the coach
and the client

Most coaches have
the understanding
that much of
the expertise for
the client’s
development lies
within the client
himself/herself

Coach guides the
process

Pragmatic and
behavioral; coach/
client relationship is
a means to move
action forward and
not studied in its
own right

Managers and
executives in the
context of their
work

Time
Frame

Sponsor/
Payer

Roles

Target
Population
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CONSULTING

Varies with the
nature of the
contract, which
includes
confidentiality
guidelines,
noncompetes,
and others as
determined
by the hiring
organization

Wide range
including clinical,
management, HR,
organization
development,
technical business
and professional
expertise

Role often emerges
after many years of
specific expertise

Licenses/
certifications, if
any, related to
respective
professions

Recommended,
especially in
training

PSYCHOTHERAPY

Clear standards
of boundaries
and
confidentiality
including proper
use of
information,
avoidance of
personal
relationships,
and reporting of
abuse or threats
to self or others

Typically
professionals
licensed by the
profession and
the state in
which they
reside:
psychologists,
psychiatrists,
clinical social
workers,
psychiatric
nurses

Practice and
legal protections
apply

Strongly
recommended
and/or required

PERSONAL
COACHING

Shares tradition of
helping with
psychotherapy and of
putting the client’s
interests ahead of
one’s own as the
coach

Coaching should be
avoided if active
addiction including
alcoholism, drugs,
eating disorders,
gambling, moderate
to severe emotional
illness, disabling
phobias, anxiety
disorders, physically
abusive to self or
others, medical crisis
in self or family

Coaching usually
requires some
psychological training
and/or experience as
a counselor

Not licensed but
various certifying
bodies; many
coaches follow the
principles, ethics,
and best practices of
their original
profession and/or
the emerging
coaching professional
organizations

Recommended,
especially in
training

EXECUTIVE/
LEADERSHIP
COACHING

Shares tradition of helping
with psychotherapy and
of putting the client’s
interests ahead of one’s
own as the coach

Coaching should be
avoided if active addiction
including alcoholism,
drugs, eating disorders,
gambling, moderate to
severe emotional illness,
disabling phobias, anxiety
disorders, physically
abusive to self or others,
medical crisis in self or
family

Organization
circumstances may
render the coaching
inappropriate (e.g.,
during a chaotic merger
or downsizing)

Coaching usually
requires some
psychological curiosity,
work of organizations,
organizational
development concepts,
and Human Resources
functions

Not licensed but various
certifying bodies; many
coaches follow the
principles, ethics, and
best practices of their
original profession and/or
the emerging coaching
professional organizations

Recommended,
especially
in training

Boundaries

Provider
Background
and
Licensure/
Certification

Case
Supervision
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Exhibit 2. (Chapter 5) Sample contract

NOTE: This sample contract is one that takes place after the coach has met once with the HR
Director and client’s manager and once with the client. It is written directly to the client; a separate
document would be prepared for the sponsors containing fee and payment information.

Sandra Storey, CSW
Executive Coach

Two Connecticut Drive
Jersey City, NJ 00000

Judith Coasten
STL Company
77 Sixth Street
New York, NY 10000

LEADERSHIP DEVELOPMENT PROPOSAL FOR JUDITH COASTEN

PURPOSE

To provide a tailored six-month Leadership Development program for you, Judith
Coasten, to help you capitalize on your leadership competence and develop your
leadership strengths and influence.

Your program will be informed by Key Development Points, emerging from prior
conversations with Robert Heally, SVP of Human Resources, Terrence Thompson,
your manager, you, and myself. These Key Development Points are the starting
places from which we will narrow down more precise development areas.

KEY DEVELOPMENT POINTS

• Increase self-awareness of your communication style and preferences, your ten-
dency to “react,” and for you to learn ways to pace and adapt to styles different
from yours

• Increase your confidence, poise, and competence while making presentations
• Increase your ability to manage difficult relationships with greater finesse
• Learn how to translate your vision into “digestible” and logical steps so that your

manager and others can more effectively manage your high-bar expectations

ONE-TO-ONE CONFIDENTIAL MEETINGS

Your program will involve confidential meetings between you and me. For the first
four months, we will meet on a weekly basis and twice a month thereafter. Our
meetings will take place at your offices/conference room, which you will arrange,
and/or in my office. These meetings will last from 90–120 minutes, depending upon
schedules, calendars, and needs. In addition, during the course of this program,
you will have ready access to me by phone, fax, or e-mail for any questions or sup-
port you may need.

Periodically, I will share with your manager where we are in the process. It will not
contain the content of our sessions, which is private.
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ASSESSMENT INSTRUMENTS

We may select one or more of the following tools to assist you in increasing your
self-awareness and your leadership preferences so you can develop the ability to
leverage your strengths and focus on areas for development.

1. Listening Skills Profile
2. Leadership Assessment Report
3. Videotaping for feedback on your style and delivery
4. At least one shadowing meeting
5. Stakeholder interviews for input and anonymous feedback

While it is important to have feedback, it is also important to realize that your
progress is a process that will become visible to others incrementally.

ASSIGNMENTS

Judith, you will have weekly assignments designed to help you practice the new
behaviors, skills, and techniques. Applying them in selected situations and with
selected people will help to make each developing skill more natural for you and
visible to others.

During your program, we will schedule a three-way in-person conference with your
manager and me to share perceptions and assess, support, and sustain your
progress. These meetings are key to your progress, since feedback can be invalu-
able as you move forward.

One of the key deliverables/outcomes of this program is for you to create a strate-
gic Professional Development Plan (PDP) that will emerge from our discussions of
the Key Development Points as well as integrating the results from the assessment
steps including stakeholder interviews. Your PDP will also act as reinforcement of
your developing strengths and as a personalized roadmap for the future.

At the end of the program, we will have a completion meeting where you will pres-
ent your ongoing PDP to your manager.

It will be critical for us to keep a steady, predictable, and reliable schedule, to the
best of our capabilities, since it will be important to keep the momentum of your
progress.

“COACHING JOURNAL”

I will also ask you to start and maintain a “Coaching Journal” for the length of your
program. Here, you will log and capture your reactions, observations, and any
questions that arise during the course of the program. It will act as a log for your
successes in your leadership growth; competence and confidence in interactions
with your clients, internal staff, and management; and ultimately be your “resource
guide” for the future.
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FINAL REPORT

I will ask you to write a Final Report on the effectiveness of this program, from your
perspective. This report will cover all the Key Development and Learning Points
and your evaluation of the total program. The final report may come from the
notes from your “Coaching Journal” as well as from any other experiences and
reflections.

After the program has been completed, I will provide two follow-through phone
meetings, to help ensure your continued success.

FEES

Inclusive fees and billing arrangements have been discussed and approved with
your management and will be activated upon signing of and full agreement to this
proposal. Payment will be made in two installments, half of which will be paid upon
acceptance of this proposal.

TERMINATION

The above outlined Leadership Development Program for Judith Coasten can be
terminated with a four weeks’ notification period during this program. Should STL
terminate this program, Sandra Storey will return any fees for unused coaching
services, minus the four weeks required to terminate the program.

Signed:_______________________Date:_______________________

Signed:_______________________Date:_______________________
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Exhibit 3. (Chapter 5) Sample contracting letter to HR sponsor

Roberta Lopez, LLC
Executive Excellence
Five Plate Street

New York, NY 10001
Date

Alan Linux
Global Human Resources
GIB Co.
1700 Beechum Place
New Town, NY 23456

Hello Alan,

Thank you for your call today, and your offer for me to work with GIB Co. and you
in regard to coaching Peter Kim. This e-mail will serve as a Letter of Agreement
between us for this purpose.

I will provide individual executive coaching to Peter in connection with his current
work setting. The general goal, as I now understand it, will be to partner with him
as he considers how to manage the conflicts in his work setting.

This Agreement will be effective as soon as you approve it, and will continue for six
months. We can consider renewing the contract for another six months as the ini-
tial contract comes to a conclusion.

The specifics of how often, for how long, and where Peter and I will meet will be
discussed by us at our first session. The typical pattern, however, is for me to meet
with clients each week for two hours or so in the early weeks, and somewhat less
frequently as time goes on—perhaps two or three times a month. Sometimes
there are longer sessions in the beginning of a coaching relationship. Most of these
meetings will be in my office but some will be in his office location. Inevitably there
also are telephone sessions and e-mail exchanges.

It will be essential to meet with Peter’s manager, Athena. It may also be appropri-
ate for me to meet with or talk by phone with others in GIB, as agreed by Peter and
myself.

Periodic “progress” reports will be communicated to you and/or Athena, with the
understanding that the content of the coaching conversations will remain confi-
dential to Peter and myself.

The fee for the coaching is $xxx. I prefer to submit one invoice, approximately a
month into the engagement.

These are the major items for our Agreement. If you wish me to sign a
Nondisclosure Agreement, I’ll be pleased to do so.

Please let me know if you have questions about this Agreement. I look forward to
working with you!

Sincerely,

Roberta
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Exhibit 4. (Chapter 5) Sample proposal

Mitch Evans, Ph.D.
Executive Coach
18 West Avenue

New York, NY 10001

Date

Ron Smith, Controller &
Laurie Franks, Director HR
XYZ Capital
1 West 50th Street
New York, NY 10020

Dear Ron and Laurie:

I really enjoyed meeting with both of you this morning to discuss the possibility of
providing leadership coaching to Ron. I have been providing coaching services to
managers and executives for over 20 years and have a 30-year career as an orga-
nizational psychologist (you have my biosketch). I am currently engaged in a vari-
ety of coaching assignments in financial services companies.

As Ron and I discussed, he has a long-standing commitment to his professional
growth and development but has not had formal courses on leadership or man-
agement. In addition, he would like help in expanding his managerial repertoire so
that he can be more direct when the situation requires it. His openness to learning
coupled with his awareness of areas he would like to work on are very positive pre-
dictors of growth through coaching. In addition, it may be useful for Ron to attend
a leadership development or managerial skill course, possibly later this year, which
would build on his progress in coaching.

I will use this letter to outline steps and fees for the type of coaching program that
Ron and I discussed. For clarity, I have separated coaching into two connected
phases, with a third phase of follow-up support to be structured later. The initial two
phases are: 1. Relationship Building and Needs Assessment 2. Active Coaching.
Each is described below.

1. Relationship Building and Needs Assessment

This phase includes the following steps (some steps could overlap):

• Assuming Ron and I are in agreement to proceed, we would meet again to con-
firm steps in the coaching process and discuss in more detail his career, chal-
lenges, strengths, gaps, and aspirations to begin shaping possible development
themes and action ideas

• I would interview Ron’s manager, Bill, to gather his perspective about Ron’s
strengths and development areas

• Coaching often taps peers and direct reports to get the most complete picture of
how the client is viewed so I would also interview Ron’s direct reports and a sam-
ple of peers and internal clients

• If there is interest, I can also provide standardized assessments to Ron using
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tools such as the MBTI (Myers-Briggs Type Indicator) to add to the self-insight
process

• I would analyze the results of the interviews and other information and distill
themes into a feedback summary, which would be presented to Ron for a thor-
ough discussion

• Based on that information, Ron and I would draft a development action plan
aimed at strengthening and broadening his leadership style. It would identify
2–3 key development goals as well as on-the-job action ideas to make progress
on those goals

• We would share that draft development plan with HR and Bill to reach consen-
sus and get everyone’s active support for implementing Ron’s development
efforts

This phase would involve 12–18 professional hours (the range reflects unknowns
about numbers of interviews and other elements). Fees: XXX

2. Active Coaching

Building upon the development plan, this phase increases developmental activity:

• Ron and I would meet biweekly (every other week) for coaching meetings of 1–2
hours each, in a conference room at XYZ

• The focus of these meetings would be to make progress on the developmental
objectives by implementing the action ideas outlined in the development plan;
support for and adjustments in action ideas would also be made to take advan-
tage of emerging situations

• Discussions would focus on the application of new self-insight and manage-
ment tactics, approaches to current work challenges, adjustments in leadership
style, overcoming challenges, and other topics

• I would be available to Ron via phone and e-mail for just-in-time consultation on
management, leadership, or other questions that arise

• I am prepared to teach management, leadership, and other skills that support
the changes envisioned in the plan

• I would recommend management and leadership books and other materials as
helpful adjuncts to the development plan; management and leadership courses
would also be identified

• Regular contacts by me with HR and Bill to get feedback on progress and
understand any emerging organizational issues relevant to Ron

Assuming an overall six-month timeframe for both phases, this phase would
involve 15–20 professional hours. Fees: XXX

3. Follow-up Support

A supportive follow-up phase is often part of coaching. It usually involves a less
intensive schedule between coach and client while still providing guidance and
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Continues on page 258
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support. It can be structured in many different ways (e.g., monthly meetings, phone
contact, quarterly meetings, e-mail). We can determine how to structure this phase
to meet Ron’s and the organization’s needs and interests when we are closer to it.

This would be especially important after Ron attends a leadership development
course, possibly later this year, that would build on his progress in coaching.
Follow-up coaching would help him assimilate the learning from the course and
apply it to his leadership responsibilities. Such a course would also be useful in
evaluating his progress on development since it usually includes a 360-degree sur-
vey as pre-work.

I prefer to invoice monthly for direct professional time rendered in my coaching
work and my invoices describe the work that was performed during the past
month. I invoice using my company name and would be happy to provide whatev-
er information is required for your vendor system, including signing a W-9 and Non-
Disclosure Agreement (NDA). The upper limit of the estimated range for each phase
is calculated based on my hourly rate and represents a ceiling; unless we were to
discuss special circumstances, you could assume that hours and fees would not
exceed that amount and may in fact be lower, depending on progress.

The only items not included in the fees above are: 1. out-of-pocket expenses
associated with travel or other direct expenditures (assessments, books, etc.), 2.
actual time I am required to travel to deliver coaching services, and 3. appoint-
ments canceled on short notice. Here is how I handle each of these: 1. Out-of-
pocket expenses, such as test fees, travel, and meals are simply included on my
invoices with the required documentation. For work in Manhattan there would be
no travel expenses. 2. For my travel time, my practice is to invoice for half of the
actual time I am in transit, after the first 30 minutes each way. In other words, there
are no fees for normal commutation to the client’s site in Manhattan. 3. Finally, I
reserve the right to charge, based on my hourly rate, for appointments canceled on
short notice (less than a week). Should any of these 3 items apply, they would be
in addition to the fees outlined above for delivering the coaching services.

The contents of all coaching conversations, feedback reports, and assessment
results are confidential between Ron and me. The development plan, however, is
not confidential and is meant as a guide for all parties invested in Ron’s develop-
ment. Obviously, I would seek regular contact with Bill and HR to gain views on
Ron’s progress and discuss ways in which to support that progress.

I hope this proposal letter adequately outlines the executive coaching that Ron and
I discussed. Let me know if any questions arise. I am prepared to begin working
with Ron in the next week, pending the appropriate approvals.

I look forward to working with XYZ on Ron’s development.

Sincerely,

Mitch Evans, Ph.D.

Exhibit 4. (Chapter 5) Sample proposal (continued)
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Exhibit 5. (Chapter 10) Verbatim feedback report

CONFIDENTIAL
Informational Interviews on Behalf of Rachel Munez
NOTE: In choosing to use verbatim comments made by participants across perspec-
tives in the informational interviews, the coach believed it was important for Rachel to
hear the frequency and consistency of positive comments and suggestions. The coach
noticed that Rachel, while competent in her work, had a consistent thread of self-
doubt and displayed a lack of confidence. The coach believed that hearing the exact
words rather than summarizing or consolidating responses would be the best way to
show Rachel that others not only believed in her, but wanted more of her observed
effective behaviors. The perspectives of Group #1 Colleagues/Internal Clients, Group
#2 Senior Managers/Leaders, and Group #3 Her Direct Manager were virtually the
same and also reported to her verbatim.

What are the activities or areas where Rachel functions most effectively? What
would you like to see continue?
In what areas are there opportunities for Rachel become more effective? What are
areas for improvement?
Suggestions/Professional Development In what new areas would you like Rachel to
get involved or further leverage her skills?

GROUPS #1, 2, and 3

Strengths/Effective
• Go-to person for problem resolution, having created comfortable and direct relation-

ships
• Takes care of problems: gathers facts; walks through the process; provides emotional

support
• Relates well to employees and managers; makes others feel comfortable around her
• Makes it seem like you can go to her for anything; not intimidating
• Clearly maintains confidentiality; listens well; good sounding board
• Reacts quickly to concerns and needs; very responsive in person and e-mails
• Her responses show concern and interest
• Has a strong focus on the organization and what’s important
• Easy to reach out to, to talk to, and trust even if have differences
• Checks out the buzz; asks about what might be less visible to her and what managers

are hearing
• Follows up; explores, plans, conducts thorough due diligence; gets back to you
• Probes others’ thinking
• High professionalism; demonstrates honesty and integrity beyond reproach
• Gives feedback that is useful and without judgment; strong at having difficult

conversations; can deliver tough information sensitively and in the least hurtful way
• Shows patience with frequent conversations; encourages opinions and stretch
• Friendly and open to casual conversation, which can lead to additional guid-

ance/suggestions
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• Acknowledges strengths in others; helps them feel important and encourages contri-
butions

• Inspiring and a model for tough yet compassionate work
• Aggressive in dealing with knotty issues
• Nonjudgmental, open, accessible, and interested
• Assesses tough situations; explores alternatives; and involves the manager and

employee in seeking solutions
• Diplomatic and takes the middle ground, balancing the company’s interest and mine
• Helps clarification of goals; guides and advises in reaching a solution
• Counsels managers to be more effective in handling individuals (who are new to the

organization and those around a long time)
• Conducts herself objectively; doesn’t seem to allow friendships to get in her way
• Creates trust and confidence and respects confidentiality
• Provides concise, well-defined advice
• Creates an atmosphere of warmth, comfort, and uses humor; interacts on professional

level that is also casual, fun, and welcoming
• Gives clear presentations reflecting preparation; fields questions
• Demonstrates positive forward thinking and collaboration
• Brings a level-headed perspective; sensitively helps manager work through challenging

situations
• Checks in with managers to see what may be cropping up

Areas to Become More Effective
• Could be more proactive/frequent in checking out if there are unaddressed wants and

needs
• Meet even more frequently with managers to provide more unsolicited but helpful feed-

back to managers
• Can help me in defining more junior people’s skill sets
• Because of her talent making sense of issues, it would be nice if she could spend more

time learning and checking on subtle staff needs and issues and raising them with
managers

• Informally get to know the staff more to create more access and further enhance services

Suggestions/Professional Development
• Continue being out there and knowing what’s going on within the organization
• Use more of her capacity for providing support
• Create more opportunities to work with managers to uncover areas in which she can be

additionally helpful
• Might be more deliberate and frequent checking in with managers
• Manage expectations on big projects—clarify status; give more frequent updates
• Raise self-confidence level while working on new initiatives
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Exhibit 6. (Chapter 10) Feedback summary

Personal and Confidential

Feedback Summary
Thomas Jones

Large Company Inc.
September 2010

This summary is based on 14 confidential interviews conducted by your executive
coach: 5 were with outside Board members, plus the Chairman of the Board, and
8 were with members of the Executive Committee. On average, interviews lasted
45 minutes. A consistent interview format was utilized that focused on strengths to
continue leveraging, gaps or areas to improve, as well as targeted questions about
fostering greater teamwork and key short-term priorities. Interpretations are
derived as closely as possible from interview content, consistent with capturing
insights and protecting individual interviewee identities.

Unless noted, themes were highly consistent across all interviewees.

Strengths to Continue Leveraging
• Embraces COMPANY history and committed to maintaining the COMPANY

culture
• Deep operational experience and project management expertise
• Tough minded re project plans and budgets
• Analytical; considers issues logically and thoroughly
• Willing to face tough organizational decisions fairly and in a timely manner
• Honest, credible, trustworthy; puts the well-being of COMPANY as a whole first
• Steady, stable, and dependable; stays the course and reduces risk
• Open to learning and addressing areas for professional growth
• Command attention; executive bearing

There were many unsolicited comments about trust and respect for you. While this
has been a difficult period of time, there was unequivocal support for your leader-
ship.

Gaps or Areas to Improve for Enhanced Effectiveness
Nonetheless, interviewees were very forthcoming with suggestions about how to
fulfill your role. Not surprisingly, under this topic outside Board members had a
somewhat different focus than the Executive Committee members, which can be
summarized as external/big picture vs. internal leadership style issues. The Board
emphasized the first four bullets while the Executive Committee emphasized the
second four bullets, but feedback overall was highly consistent.

• Shape the vision of the future COMPANY and the resulting medium to long-
range plans.

American Management Association • www.amanet.org
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• Shift focus from US operations to Global COMPANY ventures; must fully dele-
gate leadership of the areas you know best.

• Represent COMPANY in industry, customer, and professional associations and
meetings.

• Increase market and marketing focus in extending COMPANY’s reach to cus-
tomers.

• Decision process could be more collaborative by having more give-and-take
during discussions and more iteration as your views are being formed.

• More often choose relationship building rather than progress on your own tasks;
take advantage of opportunities to interact with others even if unscheduled or
informal.

• Channel your frustration and disappointment into words about the gaps
between what you expected and what you got; angry e-mails, voicemails, or
public “dressing downs” drive others away.

• Reach out and seek help on areas that would benefit from input and/or are not
strengths (e.g., overseas ventures, and other thorny issues); such input can
come from many sources including internal staff, outside Board members, out-
side advisers.

Exhibit 6. (Chapter 10) Feedback summary (continued)
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Exhibit 7. (Chapter 11) Sample development plan

Confidential

Kile Smith
Director, Systems Development

Big Bank USA, Inc.

This document is based on data-gathering interviews, standardized self-
development questionnaires, and information supplied directly by Kile to provide a
foundation for growth and development.

Strengths
• Intellectually quick; grasps details rapidly and thoroughly
• Analytical skills in evaluating alternatives; logical
• Grasps the big-picture view of projects; strategic
• Savvy understanding of business applications; financial rationale (ROI)
• Accountable; committed to delivering results; gets things done
• Project management skills: tasks, dates, paths, and stakeholders
• Able to partner with others; collaborative problem-solving skills (with some

inconsistency)
• High standards for self and others
• Concise communication; gets to the point efficiently

Development Goals and Representative Actions
I. Upgrade skills in managing the performance of others.

Start/Increase:
• When work is delegated, contract with direct report about due dates, check

points, and deliverables; conduct this contracting as a discussion and hear
out concerns even if there is little flex in expectations

• Adjust your delegation style to fit the readiness of the direct report for the
task, shifting from hands-off empowerment to closely monitored/directive
as indicated by Situational Leadership

• To the extent possible, explicitly link assignments to a direct report’s gaps,
interests, or career aspirations; where possible, make clear the developmen-
tal value of an assignment

• When your expectations are disappointed, provide timely and frank feedback
to direct reports; listen to their reactions and together shape an improvement
plan

• When priorities change or unanticipated tasks infringe on already contracted
work, discuss overt adjustments in the commitments made; agree on new
time frames

• Provide a big-picture perspective for task or project goals
• Acknowledge accomplishments one-on-one and as a group
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Stop/Reduce:
• Criticizing or making comments that could be interpreted to undermine direct

reports when others are present
• Ignoring changes in priorities that have delayed attention to contracted tasks
• Dictating how something should be done when there are multiple acceptable

paths; overcontrol

II. Consistently build collaborative relationships.

Start/Increase:
• Get to know others beyond the essentials for task delivery.
• Signal your approachability with both verbal and nonverbal cues, especially

with new team members and those you haven’t worked with before.
• Consider the extent to which your e- and voice-mail messages invite involve-

ment or distance others from you.
• Where possible, expand your contacts by talking with people you don’t know

well.
• Apply active listening skills to explore others’ points of view, and keep an

open mind to new ideas, even when in your own thinking you favor a partic-
ular approach.

• When others have not lived up to your standards, use listening skills to
understand rather than judge them; at the same time, express your reactions
honestly using “I” language.

• Monitor your stress/fatigue; try to ameliorate feelings of high pressure/stress,
especially anticipating situations not under your control.

• Push back/renegotiate priorities when unexpected but important work dis-
rupts previously made plans; avoid repeatedly sacrificing work/life balance.

Stop/Decrease:
• Nonverbal cues that signal frustration or anger
• Verbal tone or comments that imply blame and negative judgment
• Clipped, demanding, “all business” interactions with others

Exhibit 7. (Chapter 11) Sample development plan (continued)
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Exhibit 8. (Chapter 11) Sample development plan

DEVELOPMENT OPPORTUNITY PLAN: BY VICTORIA DEAN
OCTOBER 20XX

DEVELOPMENT
OPPORTUNITY

Communication
Pay attention to
how things
are said,
contemplating
how unintended
interpretations
or reactions can
be avoided

Collaboration
Develop more
collaborative
and informal
relationships
with direct
reports, peers,
and other
executives

FEEDBACK I WANT
TO ADDRESS

“Can take a less
demanding, less harsh
tone in both oral and
written communications”

“Can be more supportive in
giving direct feedback”

“Under pressure, watch for
tendency to be caustic and
directive/demanding and
too succinct”

“Work more on building
close working relationships

“Let more of the personal
aspect come out; initiate
informal contact”

“Notice impact on others”

“Continue building
relationships at more
levels”

BEHAVIORS TO FURTHER DEVELOP AND
PRACTICE

• Focus on understanding others, before
confirming that they understand me

• Work to ensure I understand others’
points of view, indicate what I agree with
before expressing my doubts, if any, and
reasons why

• When feeling that I do not agree with
someone, look to replace “I don’t agree”
or “That’s not correct” with “I have some
concerns/questions.”

• Prior to sending, take time to review
e-mails to ensure that they are not harsh
or demanding in tone

• Increase use of open-ended questions
including words such as “elaborate,”
“compare,” “illustrate,” to encourage
in-depth exchanges of information and
to make conversations livelier

• Identify key individuals for relationship
building

• Utilize more face-to-face discussions of
issues as opposed to e-mail

• Focus on initiating more informal
conversations, in public areas and by
stopping into offices of others

• Seek guidance (a mentor) to help with
expanding executive presence and to
negotiate with a positive posture

• Continue to develop personal/trusting
relationships through informal
conversations, speaking highly of
individuals when appropriate
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FEEDBACK I WANT
TO ADDRESS

“Regularly keep team more
closely apprised of company-
wide initiatives/status”

“Delegate responsibility with
even more accountability”

“Allow people to feel even
more empowered”

BEHAVIORS TO FURTHER DEVELOP
AND PRACTICE

• Include informal, but important mention
of employee’s significant personal
accomplishments at the monthly staff
meetings

• Give more frequent specific and direct
feedback to junior staff regarding their
work accomplishments

• Include staff in more strategic and
policy meetings

• Work on assigning stretch projects that
provide visibility for staff members

DEVELOPMENT OPPORTUNITY PLAN: BY VICTORIA DEAN
OCTOBER 20XX

Exhibit 8. (Chapter 11) Sample development plan (continued)

DEVELOPMENT
OPPORTUNITY

Acknowledgment
of Others
Find a range
of ways to
recognize/involve
staff
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What areas do I want Actions I will take Resources and Support Obstacles How will I know I am Where do I need What is my target date
to develop? making progress? to be most aware? for completion?

My Developmental Plan
Continue to make a significant contribution to SSS Corp Dec 20XX

• Better quality of life
• Better decisions
• Higher morale of
associates

• Better trusting relation-
ships with peers

• Sought after as a
resource

• Better team morale,
better results and more
trusting relationships

• More receptive to ideas
• Better coaching
opportunities

• More opportunity for
their advancement

• Better results
• Improved trust

• Better decisions
• Better results
• Better team involvement

• Team buy–in and
increased alignment

• XXX staff meetings
• Client staff meetings

• My staff meetings
• Technical meetings
• When I lead a project
• Staff meetings
• Engineering meetings

Throughout

Throughout

• Monthly assessment

04/02/2011

Continual

12/12/11

Continual

Monthly

• Schedule too hectic
• Not enough downtime
• Too many priorities

Rx: Pause more. Step back.
Remember goals

• Tight deadlines
• Lack of trust in direct
reports

Rx: Step back and have
candid dialog

• Hectic schedule
• Lack of knowledge
• Jumping to conclusions

Rx: Gain knowledge, ask
more questions

• Multiple priorities
• Not being open-minded
• Short–term focus

Rx: Prioritize: Urgent or
important

• Day–to–day business
• Economic stresses
• Structural changes

Rx: Prioritize and slow down

Jeff Greene
Harry Gable
My staff

My team leaders

Direct Reports
Regional Managers
Staff

Direct Reports
Staff Members
Peers

Vicki Schneider
Lorraine Schultz

• Keep goals in forefront
• Stay present with people
• Keep longer horizon in focus
• Take more time to observe
• Pay attention to details
• Continual creativity
• Take things less personally

• Increase receptivity to future
ideas

• Take time to listen to others
• Set up regular team member
meetings

• Trust that others can make
wise calls

• Spend more time with LLX
• More frequent check-ins
(proper timing)

• Investments in staff training
• Less telling, more asking
• Provide stretch assignments
• Provide empathic listening

• Stay focused on one task at
a time

• Do not always have to
provide a solution

• Give others time to think
• Stay open to new ideas

• Slow down to speed up
• Delegate day–to–day issues
more

• 5–10 year time frame
• Dedicate one day a month to
just think about the future

Exhibit 9. (Chapter 11) Sample development plan

To become more
present with others

Become a facilitator
rather than controller

Improve mentoring

Improve listening

Strategic thinking /
planning
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ACTION PLANS––Specific, on-the-job actions to be taken by a client to make progress
toward development objectives; they focus on new behaviors and other actions that
can be applied in the context of day-to-day work but may also include suggestions for
courses, readings, and other development activities.

ASSESSMENT CERTIFICATION––Formal training in how to administer and interpret a
particular assessment tool, with certification of satisfactory completion usually under
the auspices of the publisher of the tool and covers the uses and limitations of partic-
ular assessment; for some tools, certification is required in order to purchase and use
it with clients.

ASSESSMENT INTERPRETATION––Using the results of an assessment tool to make
inferences about a client’s work style, interpersonal approach, or other characteristics
with on-the-job implications.

ASSESSMENT TOOL OR INSTRUMENT––Researched questionnaire eliciting percep-
tions of oneself (self-report) and/or others’ feedback about a client (multirater assess-
ments); when results are analyzed, the tool or instrument yields a structured report
about a client using concepts and terminology unique to that instrument; available
from assessment publishing and consulting firms with appropriate certification.

CLIENT––In a coaching context, usually refers to the person in the relationship with the
coach seeking professional growth and the focus of the coach’s efforts.

CONFIDENTIALITY––The safeguarding of privileged client information: oral, written,
and electronic; in coaching, there must be a clear understanding of what information
can be shared with sponsors since all else would be considered confidential.

CONTAINMENT––A broad construct that includes confidentiality, coach self-manage-
ment, case supervision, and coach knowledge of coaching practices, all aimed at cre-
ating a safe and supportive process for client learning and development.

CONTRACTING––Process undertaken early in coaching in which coach, sponsors, and
client reach consensus about the coaching process, the roles of key participants such
as themanager and the client, mutual expectations, assessment tools, milestones and
confidentiality.

DEVELOPMENT PLANNING––After assessment steps have been completed and results
are interpreted coach and client identify key themes or development objectives and
then brainstorm action plans for each objective and record the results as a written
draft.

DEVELOPMENT PLANNING SKILLS––A skill set that includes interpretation of assess-
ment results, insight into the client and the client’s situation, articulation of key
themes that represent compelling growth objectives for the client, and suggestion of
practical on-the-job actions that will further the client’s development goals.

DEVELOPMENT THEMES OR GOALS––Fairly broad, positive, behavioral statements
(e.g., “Build stronger relationships with peers,” or “Dedicate more time to coach and
develop direct report team”) that articulate where the coach and client agree there is
the most payback from invested developmental effort; sometimes referred to as
designed objectives.

EMPATHY––The ability to imagine oneself in another person’s situation and feel what
the other person might be feeling; an important element of emotional intelligence.
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EXECUTIVE COACHING––A one-to-one development process formally contracted
between a professional coach, an organization, and an individual client who has peo-
ple management and/or team responsibility, to increase the client’s managerial
and/or leadership performance, often using feedback processes and on-the-job
action learning.

FACILITATION SKILLS––A broader term for active listening skills, as in drawing out and
helping to expand the ideas of others, using both verbal and nonverbal skills; the goal
of facilitation is to help people fully express themselves.

FEEDBACK SKILLS––Skills and sensibilities in selecting and phrasing interpretations of
assessment results or other observations so that they can be understood by a client
and motivate the client to reach conclusions about strengths and development areas.

INFLUENCING SKILLS––The ability to present observations and interpretations in ways
that persuade others as to their relevance; motivating efforts to change behavior;
although a very broad topic, in the coaching context, influencing often involves over-
coming defensive or deflective responses to difficult feedback.

INTERNAL COACHING––A one-to-one development intervention provided by an
employee of the same organization of those who are coached and formally supported
by organizational policy and guidelines; internal coaches are empowered to design and
deliver programs aimed at individual professional growth, although usually at different
levels or containing different features than typical executive coaching engagements.

LIFE or PERSONAL COACHING––Similar process to executive coaching except it is con-
tracted and funded directly by the client without sponsor or stakeholder involvement
and the goals may or may not be work-related.

PRESENTING ISSUE––In coaching, the initial concern(s) described by sponsors or
clients that motivated them to seek coaching; often rephrased andmademore specif-
ic and actionable during the early stages of coaching; sometimes referred to as a felt
need.

PSYCHOLOGICAL CURIOSITY––A basic interest in understanding why people do what
they do; an important capacity for coaches and useful in clients.

SHADOWING––Contracted process whereby the coach observes the client in day-to-day
meetings and other leadership activities for the purpose of providing immediate feed-
back as well as evaluating progress on development goals.

SPONSOR(S)––Usually refers to those within an organization who contract with the
coach to provide services to the client; usually the client’s manager and human
resources representative. In larger organizations, sponsors may include those
involved in managing the use of coaches or talent development processes.

SPONSOR MANAGEMENT SKILLS––Experience and skills in keeping in touch with
sponsors during a coaching engagement; getting information and observations from
sponsors and sharing contracted information such as progress reports and develop-
ment plans.

STAKEHOLDERS––General term for colleagues of the client who have an interest in the
client’s development and may be included in the data gathering about the client and
in the follow-up to evaluate progress on the development plan; stakeholders might
include the client’s direct reports, peers, internal customers, among others.

SUPERVISION––In coaching, a more experienced coach guiding less experienced
coaches, usually through case review discussions, primarily to aid the growth of the
coach but also to benefit the cases under discussion; supervisors are bound by the
same confidentiality commitments made by coaches to their clients.
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Books

Bacon, Terry R., and Karen I. Spear. Adaptive Coaching. Mountain View, CA: Davies-Black
Publishing, 2003.

The authors present models of communication between coach and client written in an acces-
sible style. Their coaching process reflects effective coaching practices and includes many
examples, both for executive coaches and for managerial coaching.

de Haan, Eric. Relational Coaching: Journeys Towards Mastering One-to-One Learning. West
Sussex, UK: John Wiley & Sons, 2008.

Eric de Haan tackles the core questions in coaching: Why it works, what the critical moments
are, and how coaching looks from the client’s perspective. He has an engaging chapter on the
continuing development of coaches.

de Haan, Eric, and Yvonne Burger. Coaching with Colleagues: An Action Guide to One-to-One
Learning.Hampshire, UK: Palgrave Macmillan, 2005.

This book provides impressive insights into how coaching conversations can be helpful. The
authors review several major approaches to coaching and conclude with chapters on a
coach’s capabilities, learning challenges, and the limits of coaching one’s colleagues. Their
scope is wider than executive coaching.

Flaherty, James. Coaching: Evoking Excellence in Others. 2nd ed. Burlington, MA:
Butterworth-Heinemann, 2005.

Flaherty’s approach to coaching is based on insights about human existence, as applied to
executives. Some coaches absolutely love this approach, and others find it confusing because
it throws a very wide philosophical net around coaching.

Hargrove, Robert.Masterful Coaching. 3rd ed. San Francisco: Jossey-Bass, 2008.

This is a popular text, well written and comprehensive. Hargrove emphasizes a “transforma-
tional” approach that encompasses elements of an executive’s total life.

Kilburg, Richard R. Executive Coaching: Developing Managerial Wisdom in a World of Chaos.
Washington, DC: American Psychological Association, 2000.

Kilburg’s text is a very thoughtful integration of psychodynamic and systems theories as
applied to executive coaching. Insightful but challenging to absorb.

O’Neill, Mary Beth. Executive Coaching with Backbone and Heart: A Systems Approach to
Engaging Leaders with Their Challenges. 2nd ed. San Francisco: Jossey-Bass, 2007.

This well-received popular text on coaching offers good, practical advice for the new coach.
O’Neill places coaching within the context of other organization development activities.

Underhill, Brian O., KimceeMcAnally, and John J Koriath. Executive Coaching for Results: The
Definitive Guide to Developing Organizational Leaders. San Francisco: Berrett-Koehler
Publishers, 2007.

Based on their consulting experiences, the authors offer a useful overview of the coaching
field, with handy summaries and tables—all in an efficient format.

For Further Reading
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Valerio, Anna Marie, and Robert J. Lee. Executive Coaching: A Guide for the HR Professional.
San Francisco: Pfeiffer, 2005.

This is a practical guide for people involved in coaching—the coach, the client, and the orga-
nizational sponsor. Highly practical, it contains useful samples and lists, as well as five first-
person stories from clients.

White, Daniel. Coaching Leaders: Guiding People Who Guide Others. San Francisco: Jossey-
Bass, 2005.

This book is a comprehensive text for learning to be a coach. It includes many examples
and short cases. There is good explanation in here of the cognitive-behavioral approach to
coaching.

Whitmore, John. Coaching for Performance: GROWing Human Potential and Purpose: The
Principles and Practice of Coaching and Leadership. 4th ed. London: Nicholas Brealey
Publishing, 2009.

Whitmore’s first edition was one of the pioneering books in the coaching field in 1992. His
GROWmodel is simple and applies to many types of coaching conversations.

Articles and Excerpts

Kilburg, Richard. “Individual Interventions in Consulting Psychology.” In The California
School of Organization Studies Handbook of Organizational Consulting Psychology: A
Comprehensive Guide to Theory, Skills, and Techniques, edited by Rodney Lowman. San
Francisco: Jossey-Bass, 2002.

Kilburg’s chapter is a very thoughtful analysis of how coaching reflects the issues of consult-
ing at the individual level. He examines human development, emotions, diagnostics, super-
vision, and related topics.

Peterson, David B. “Executive Coaching: A Critical Review and Recommendations for
Advancing the Practice.” In APA Handbook of Industrial and Organizational Psychology,
edited by Sheldon Zedeck, PhD. Washington, DC: American Psychological Association,
2010.

Peterson’s chapter is a review of what has been happening in the coaching field and within a
coaching relationship. The literature review is extensive, and the critiques are incisive.

Ting, Sharon, and E. Wayne Hart. “Formal Coaching.” In Center for Creative Leadership
Handbook of Leadership Development, edited by Cynthia McCauley and Ellen van Velsor.
San Francisco: Jossey-Bass, 2004.

This chapter provides a succinct framework for formal coaching by expanding the Center for
Creative Leadership’s well-known development model into a coaching model. The authors
outline a practical approach to assessment and feedback.

Edited Collections

Broom, Gina Hernez, and Lisa A. Boyce, eds. Advancing Executive Coaching: Setting the
Course for Successful Leadership Coaching (JosseyBass SIOP Professional Practice Series).
San Francisco: Pfeiffer, 2011.

A collection of chapters, each written by coaching experts addressing major topics in execu-
tive coaching. Comprehensive treatment of the field.
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Fitzgerald, Catherine, and Jennifer Garvey Berger, eds. Executive Coaching: Practices and
Perspectives. Palo Alto, CA: Davies-Black, 2002.

Over a dozen experienced coaches address important issues in coaching, such as being a
reflective practitioner, coaching senior executives, setting up coaching within organizations,
and working with entrepreneurs.

Goldsmith, Marshall, and Laurence S. Lyons, eds. Coaching for Leadership: The Practice of
Leadership Coaching from the World’s Greatest Coaches. 2nd ed. San Francisco: Pfeiffer,
2006:

The twenty-six chapters in this book are by a range of professionals with business, leadership
development, and consulting backgrounds, as well as a number of professional executive
coaches. Several of the chapters reflect Goldsmith’s own approach to coaching.

Kilburg, Richard, PhD, and Richard Diedrich, PhD, eds. The Wisdom of Coaching: Essential
Papers in Consulting Psychology for a World of Change. Washington, DC: American
Psychological Association, 2007.

This coffee-table-size collection reprints many of the coaching articles from Consulting
Psychology Journal from 1996 through 2007. The thirty-nine articles explore definitions,
approaches, and challenges, and offer case studies from seven practitioners.

Coaching Psychology Resources

Palmer, Stephen, and Alison Whybrow. Handbook of Coaching Psychology: A Guide for
Practitioners. Oxford, UK: Routledge, 2008.

Peltier, Bruce. The Psychology of Executive Coaching: Theory and Application. 2nd ed. Oxford,
UK: Routledge, 2001.

These two books published by Routledge each review the field of psychology and show how
various theories and approaches apply to executive coaching.

Journals

Coaching at Work. A UK-based online and print magazine that provides articles, an up-to-
date reference archive, practical tips, and a place to exchange news and views on coach-
ing.

Consulting Psychology Journal. The quarterly publication of the Society of Consulting
Psychology, which is Division 13 of the American Psychological Association, has been
publishing important articles about coaching since about 1996.

International Coaching Psychology Review. This international journal focuses on theory, prac-
tice, and research in the field of coaching psychology. It includes research reports and sys-
tematic reviews of the literature.

International Journal of Coaching in Organizations. IJCO is a forum for professional coaches
focused on the disciplined practice of coaching within organizations. Published quarterly.

Other Resources

The Coaching Commons (www.coachingcommons.org)

As the name implies, this online news site covers all types of coaching and can be informative
and stimulating.
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Index
action plans, 271, see also development plan
adult change and growth, 31–34
agendas for session, 77
alignment, importance of, 47–48
anxieties of new coach, 240–241
applause meters, 191
appointments, priority of, 79
assessment certification, 271
assessment interpretation, 271
assessment tools, 271
assessments
data from, 94
developing approach to, 226
multirater, 96–98
self-report, 95–96

authority, response to, 15

backgrounds, for coach, 239
behavioral or observable changes, for

coaching evaluation, 192
behaviorist approach to change, 32
belief structures, 31
boundaries, 182
challenges after closure, 202–203
developing approach to, 225

Burger, Yvonne, 29

C-suite executives, 159–161
Cairo, Peter, 29
caring, 75, 137
case illustration
closure, 184–186
contracting, 60–61
development plans, 123–126
differences, 171, 173–175
for engagement management, 49–53
facilitation with feedback, 112–115
goal evolution, 90–93
informational interviewing, 101–104
interim evaluation, 194–197
praise and relationships, 141–143
senior leaders, 161–164
sponsor disappearance, 70–73
stories of “poor me,” 134–136

tough choices in coaching, 204–206
tough talk in coaching, 149–152
trust in process, 82–84

Center for Creative Leadership, 2
change
development plan and, 118
and growth, 31–34
life-stage conceptions of, 32
partnership to motivate, 145–152
predictability and, 147
resistance to, vs. reluctance, 81
theories of intentional, 81

chemistry meeting, 57
client, 27, 28, 271
ability to use coaching, 199
bond between coach and, 9
coach reaction to characteristics, 76
and coaching, 10
and coaching evaluation, 190
facilitating discovery, 127
felt needs of, 46
ideas about leadership, 154
integrity of relationship with, 202
negative behaviors, 80–81
perspectives for thinking about, 79
relationship building, 75–85
treatment of coach by, 138

closure, 176–187
achieving, 48–49
anticipating, 177–182
boundary challenges after, 202–203
case illustration, 184–186
characteristics of good, 177
schedule for ending coaching, 178–179
and sponsors, 183–184

coachee, 28
coaching, 2–3
awareness of reaction to clients, 139
challenges, 200–203
challenges to operating values, 199–200
definitions, 27–29
developing approach to, 224–227
integrating into other professional

activities, 229
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organizational context, 200
personal agenda, 52
potentially negative factors, 199
practices, 16–17
qualifications, 3
range of services, 34–37
tough choices, case illustration, 204–206
tough talk in, 149–152
trust in process, 82–84
use of self in, 135–136, 139–141, 143
see also executive coaching; personal

coaching; Personal Model of Coaching
coaching culture, 210
coaching session
agenda, 77
guidelines for first, 78
preparation for, 76–77
structure, 80

cognitive perspectives about change, 33
collegiality, 169
communicating, 127
competencies for, 21
in engagement management, 44

competencies, 19–23
for managers, 97

confidence, 154
confidentiality, 25, 58, 79, 182, 271
as challenge, 200–201
contracting about, 201
of feedback, 104, 106, 109–110
internal coaches and, 211

consultants, senior leaders’ treatment of
coach as, 160

consulting
coaching and, 229
vs. coaching, therapy, 249–251
vs. executive coaching, 30–31, 82

containment, 138, 201, 271
contracting, 54–62, 271
case illustration, 60–61
definitions and challenges, 55
expectations, 56
process, 55–59
sample, 252–254
sample letter to HR sponsor, 255
topics addressed, 57–58

contracting process, sponsors and, 65–66
counseling conversations, 216

credibility, 75, 137
demonstrating as coach, 188

data, categories, 95
De Haan, Erik, 29
designed objectives, 89–90, 91, 107
development goals, 86–87
development plan, 18, 47, 107, 117–126, 146
case illustration, 123–126
and coaching evaluation, 192
formats for, 118–119
on interpersonal impact on others, 150
samples, 263–267
for self as coach, 235–238
sponsors and, 66–67
themes in, 110

development plan coaching, 107
development planning, 271
development planning meeting
coach participation in, 119–120
potential benefits, 121
risks, 121–122
typical flow, 120

development planning skills, 271
development themes, 271
dialogue, encouraging, 127–136
differences, 166–175
case illustration, 171, 173–175
categories, 166–167
coach-client, 167–168
coach’s responsibility, 168–169
in workplace, 170

differences decision tree, 172
discouragement, 146
diversity initiatives, coaching to support,

170–171
Dotlich, David, 29

emotional intelligence, 32–33
empathy, 204, 271
endings, see closure
engagement management, 41–53
alignment, 47–48
case illustration, 49–53
closure, 48–49
communication, 44
initial steps, 44–45
pre-engagement events, 43
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evaluation
developing approach to, 227
interim, case illustration, 194–197

evaluation of coaching
effectiveness, 188–189
information gathering, 191–194
sources of information for, 190–191

executive coaching, 272
vs. consulting, 30–31
development, 1–2
foundations, 24–37
key principles from training programs,

3–4
vs. personal coaching, therapy, consulting,

249–251
phases, 42
skills required, 25–26
story of development process, 239–248

existential/phenomenological thinking, 33
expectations, 146
external practice
getting started, 230
marketing, 230–231
practice plan, 232–234

facilitation skills, 127–128, 133, 135, 272
feedback, 106–116
asking for, 180, 194–195
case illustration, 112–115
confidentiality of, 104, 106, 109–110
discussion of, 112
as goal of coaching, 196
goals, 107
honesty in, 150
integrating sources, 111–112
on interpersonal style, 20
in the moment, 22, 141
of qualitative information, 109–111
of quantitative assessments, 108–109
summary sample, 261–262
verbatim report sample, 259–260

feedback coaching, 107
feedback skills, 272
feelings, reflection of, 128
felt needs of client, 46, 87–88, 90, 92, 170
Flaherty, James, 29
follow-up support, 68, 180, 182
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goal evolution, 45–47
goals, 25, 46, 76
development, 86–87
and evaluating progress, 189
evolution, 86–93
evolution, case illustration, 90–93
of feedback, 107
negotiated, 46, 88, 91, 107

hardcopy description of services, 233
Hargrove, Robert, 29
help
attitudes about, 243
willingness to ask for, 22

helping clients, Personal Model statements
on, 222

honesty, 75, 137, 174
in feedback, 150

hope, 20
Human Resources professional, 63, 67
C-suite executives and, 161

in the moment feedback, 22, 141
influencing skills, 272
information gathering, 94–105
for coaching evaluation, 191–194

informational interviewing, 99
case illustration, 101–104
feedback from, 109
recommended steps in arranging, 100–101
of stakeholders, 88

inputs to Personal Model of Coaching,
13–17, 216–217

questions for, 11, 12
intentional change, theories of, 81
internal coaches, 208–217, 272
boundaries and confidentiality, 203
considerations, 213–215
getting started, 231–232
informal interactions between client’s

colleagues and, 211
obstacles and challenges, 210–211
practice plan, 232–234
trends in use, 212
typical short engagement, 209

interpersonal skills, 242
interpersonal style, feedback on, 20
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journal, 5, 16
and self-monitoring, 189

Kirkpatrick, Donald, 191–193

leadership, 2, 153–165
challenges, 154–159
coaching senior, 159–161
exposure from, 155–156
vs. management, 155
organizational influencing and politics, 158
polarities and choices, 158–159
stories, 133, 157–158

leadership experience myth, 22–23
learning
coaching skills, 11
competencies fostering, 21
methods of coaches, 236–238
new skills, 244–245
Personal Model statements on, 223
or retention, evaluation, 191

life coaching, 272
life-stage conceptions of change, 32
listening skills, 127, 242

management, vs. leadership, 155
manager, 63
choice to lead, 156–157
feedback from, 111
style, and coaching development, 240

marketing, for external practice, 230–231
mentors, 22, 28
for coach, 202

mission creep, 160
motivation, 15
motivational interviewing, 82
multirater assessments, 96–98

negotiated goals, 46, 88, 91, 107
networking, 232–233
nonverbal signals, 128

objectives, 47
designed, 89–90, 91, 107

O’Neill, Mary Beth, 29
optimism, 20
organization development, 30

organizational hierarchy, 15
organizational influencing, 158
organizational results, and coaching

evaluation, 192
organizational settings, yourself in, 14–16
organizing principle, 227–228
outputs to Personal Model, 17–18, 217
questions for, 11, 12

patience, 81
perceptions, 110
personal coaching, 272
vs. executive coaching, therapy, consulting,

249–251
Personal Model of Coaching, 9–18
components, 11–12
depth, 247
functions for, 246
inputs, 11, 12, 13–17, 216–217
organizing principle for, 227–228

Personal Model outputs, 17–18, 217
approach to coaching, 221–228
executive coaching practice, 229–234
professional development plan, 235–238

personal myth, 130
personal style, Personal Model statements

on, 223
plans for coaching process, sponsors’

involvement, 65
politics, 158
positive chemistry, 45
positive psychology movement, 33
practice plan, 17–18
praise, and relationships, 141–143
predictability, change and, 147
preparation for sessions, 76–77
presenting issue, 272
process checks, 43
professionalism, 198–207
program review meeting, 67, 180
progress, 146
proposal, sample, 256–258
psychodynamic thinking, 32
psychological curiosity, 272
psychometrics, 160
psychotherapy, vs. coaching, consulting,

249–251
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qualitative data, 95, 98–101
feedback of, 109–111
gathering for senior leaders, 160

quantitative data, 95
feedback on assessments, 108–109

reaction to clients, awareness of, 139
reactions or relative satisfaction, 191
reflection, of feelings, 128
relationships with clients, 10
building, 75–85
competencies and, 21
developing approach to, 225
integrity of, 202
Personal Model statements on, 222–223
and praise, 141–143

reluctance to change, 81, 147
reports, verbatim feedback sample, 259–260
research studies, 193–194
resistance to change, 81, 147
reframing, 148

responsibility, 198–207
shared, 25

return on investment (ROI), and coaching
evaluation, 192

savior mode, 243
self-assessment, 133
about differences, 169–170
competencies and, 19

self-awareness, 168–169
self-esteem, 154
self-management, 19–20, 138
endings and, 181

self-reflection, 143, 189
encouraging, 127

self-report assessments, 95–96
self, use by coach, 135–136
Seligman, Martin, on endings, 178
shadowing the client, 68–69, 98, 190, 272
for senior leaders, 160

shared responsibility, 25
social media, 182
sponsor management skills, 272
sponsors, 27, 272
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behavioral feedback from, 196
case illustration of disappearing, 70–73
and closure, 183–184
developing approach to, 225
educating about goals, 87
role in coaching process, 64
sample contracting letter to, 255
sharing development plan with, 119
touchpoints for, 65–68
transparency of contacts with, 79

stakeholders, 63, 68–69, 272
informational interviewing of, 88

stories
case illustration, 134–136
of coach development, 239–248
disclosure of troubling, 131
encouraging, 127–136
importance of, 129
of leadership, 157–158

succession planning systems, 2
summary statements, 127
supervision, 272

theory preferences, Personal Model
statements on, 222

therapy, vs. coaching, consulting, 249–251
360-degree interviewing, 88
360-degree questionnaires, 96
time frame, for goal setting, 87
tough talk in coaching, case illustration,

149–152
training, for coaches, 210
transference, 148
transparency, 25
of contacts with sponsors, 79

trust, 75, 131, 137, 174
in coaching process, 82–84
and feedback, 108

use of self, 135–136, 139–141, 143, 246

whole person, 10
coaching and, 13–14

work-related goals, 25
written summary, of feedback, 110
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Formed in 2004, iCoachNewYork is the organization through which the five
authors collaborate to train executive coaches. This includes a three-month cer-
tificate-level course, the Professional Coaching Program, offered in conjunction
with CUNY’s Baruch College, and a graduate level course, Coaching Theory and
Practice at New School University. iCoachNewYork also offers consultation and
customized in-house programs for internal coaches and case supervision to sup-
port the ongoing development of executive coaches. Up-to-date information
about offerings can be obtained from iCoachNewYork.com or by contacting any
of the authors directly.

The five authors share long experience as executive coaches, commitment to
coach training and development, and professional support for the field of execu-
tive coaching. Embodying the Personal Model concept, they differ in back-
ground, coaching styles, and coaching interests, as detailed in their bios below.

Michael H. Frisch, Ph.D. Prior to starting his current independent practice,
Michael was Senior Consultant and Director of Coaching Services for Personnel
Decisions International’s (PDI) New York office. Earlier positions include
Manager of Management Development for PepsiCo and consulting on leader-
ship development, management training, feedback processes, and individual
development planning. During the course of his career, Michael has presented to
groups such as The Conference Board and the Human Resource Planning
Society and published articles and book chapters on interviewing, performance
management, assessment, internal coaching, and executive coaching. Michael
received his Ph.D. in Industrial/Organizational Psychology from Rice University
and his MS from Georgia Institute of Technology. He is a member of the Society
for Industrial and Organizational Psychology, and the American Psychological
Association, Divisions 13 and 14. Michael is a licensed psychologist in New York
State. MFrischPhD@gmail.com

Robert J. Lee, Ph.D. Bob has been teaching, writing, and speaking on the topic of
executive coaching since starting his coaching practice in New York City in 1997.
In 2004, he was the primemover in bringing the current authors together to form
iCoachNewYork and create professional training programs for executive coaches
that have led to thewriting of this book. His prior role was President of the Center
for Creative Leadership, the world’s largest leadership development and
research organization. Before that, Bob helped create and define the career serv-
ices industry through his founding and then leadership roles with Lee Hecht
Harrison. He has co-authored two prior books, Discovering the Leader in You
[2nd Edition, Jossey-Bass, 2011] and Executive Coaching: A Guide for the HR
Professional [Wiley/Pfeiffer, 2004]. He holds a Ph.D. in Industrial/Organizational
Psychology from Case Western Reserve University and is a Fellow of the Society
for Industrial and Organizational Psychology. Bob@BobLeeCoach.com
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Karen L. Metzger, LCSW, has been an executive coach, management consult-
ant, management trainer, and supervisor of coaches for many years. Her coach-
ing clients range from high-potentials in leadership succession programs to
senior-level executives at risk of derailing and cover a wide spectrum of industry
sectors, not-for-profit organizations, and professional specialties. Formerly she
was a Vice-President in the Human Resources department at Scudder Kemper
Investments, providing internal coaching, consulting, and management devel-
opment training design. She has also been on the professional staff at Lee Hecht
Harrison and other career service firms. She has been a faculty member at the
Hunter College School of Social Work and in 1998 she co-founded and has co-
facilitated the Coaching Learning Group in New York City. Karen has an MSW
degree fromColumbia University and completed doctoral coursework at the City
University of New York. Karen@KarenMetzger.com.

Jeremy Robinson, MSW,MCC, is a well-known coach and trainer/supervisor of
executive coaches inNewYork City. Hewas co-creator and co-academicDirector
of the Wharton Executive Coaching Workshop at the Aresty Institute Executive
Education Program at the University of Pennsylvania. Since 1999, he has been
the Dean of the Executive Coach Academy. As a coach and coach trainer, Jeremy
has specialized in using an Emotional Intelligence Behavioral model in working
with his executive clients, many of whom are at the highest levels of their
organizations. He also focuses on coaching African-American, Latino, and LGBT
executives toward increasing their organizational influence and visibility. He has
presented on executive coaching to the American Psychological Association,
the Executive Coaching Summit, the Minority Corporate Counsel Annual
Conference, and the International Coach Federation. He is a co-author of the
Coaching Development Assessment (CDA), a coach self-development tool. He
has a certificate in Psychoanalysis and Psychotherapy from the Postgraduate
Center for Mental Health, as well as graduate degrees in Social Work and English
Literature/Creative Writing. CEOCoachRobinson@gmail.com

Judy Rosemarin, MS, LMSW, is a highly experienced executive coach in the
New York City area and has coached senior executives on topics such as leader-
ship development, influential listening, and leadership story telling since 1983.
She was the original New York Post’s “Careers Plus” weekly columnist and con-
tinued in that role for six years, writing about career resilience and effective
career management. Judy has had wide media exposure, has been quoted in the
Wall Street Journal, and has been a featured guest on radio and television pro-
grams. Judy is an adjunct faculty member of New York University’s School of
Professional Studies. Building on her Influential Listening and Presentation
Skills workshop, Judy has created the highly successful Humaway™ StoryTelling
technique to increase leadership impact. Judy holds a Bachelor’s Degree in
Photography and Journalism, a Masters degree in Counseling from Long Island
University, and a Masters degree in Social Work from Adelphi University.
Judy@sense-ablestrategies.com
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