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Introduction

Our Journeys

We five authors came to executive coaching in ways similar to those who participate in our coach training courses—from organizational psychology, consulting, organization development, career counseling, and the personal helping professions. At the time we began to coach there was no formal practice of executive coaching. The need for individualized, just-in-time executive 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 retention work. 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 development courses, organization development (OD), and human resources consulting. 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 developer of talent. Approaches to leadership began focusing on soft skill areas such as communication and interpersonal dynamics rather than formal authority or command and control. Human resources practices were moving beyond personnel administration to include sophisticated succession planning 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 leadership and HR practices and incorporating them into management and executive training experiences for clients.

Our early opportunities for executive coaching work evolved out of those swirling applications. Under the prevailing zeitgeist, executive coaching coalesced with a surprising degree of consistency around a confidential one-on-one relationship, informed by 360-degree and other assessments, organizationally 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 assessment feedback as a basis for individual development planning. In addition, coaching found its way into increasingly sophisticated human resources practices. Competency-driven human resource planning, performance management systems, and action learning teams all triggered identification of leaders who would benefit from individualized, accelerated development. As executives 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 sponsor management. Industry-specific knowledge, assessment tool facility, professional/human resources networks, and consulting experience were also immediately useful. Experience as a professional counselor and advanced training in psychology or other human service fields added to credibility but were not required. Eventually, a parallel phenomenon 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 executive 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 drew us into broader coaching issues and considerations of how to train coaches, 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 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 coaching 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 experience 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 actually 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 principle for our courses and for this book.

We believe that this learning approach prepares coaches to deliver executive coaching services better than any other method available. To the extent possible, we have included all essential input to help you build your executive 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 coaching using professional networks are the ones who get traction and engagements. 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 organizational contexts. The book also speaks to challenges for internal coaches by recognizing both similarities and differences from their external coaching 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 exceptional 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 Personal Model of coaching is informed in part by insights you gain from the important content areas of coaching, which are presented in Part II. Each chapter in Part II includes our latest thinking on topics within the practice of executive coaching, influenced by the questions, reactions, and suggestions 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 chapter in the book, brings all the pieces of the Personal Model together by telling the story of one rising executive coach.

We expect that you will find some surprises in this book and possibly even ideas you disagree with. From our teaching experience, however, we are confident that this approach to teaching executive coaching will engage you. Based on our experiences, we also know that your real learning will happen as you reflect on and apply these ideas to actual coaching engagements and, in so doing, shape your own approach to executive coaching.


PART
I

FOUNDATIONS FOR

BECOMING AN EXCEPTIONAL

EXECUTIVE COACH


CHAPTER
1

Your Personal Model of Coaching

NO TWO COACHES WORK IN QUITE THE SAME WAY. NOR SHOULD THEY. WHETHER OFFERED FROM AN INTERNAL OR EXTERNAL PERSPECTIVE, EXECUTIVE COACHING ASSUMES A SPECIAL BOND BETWEEN COACH AND CLIENT that is genuine and well defined. It is a human partnership aimed at achieving results by exploring the individuality of you and your client. As a result, exceptional executive coaching goes well beyond just knowing about established coaching practices and techniques. Those coaches who are most successful 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 observations, questions, and hypotheses about their clients.

Ideally, your unique combination of knowledge, experience, and intuition can be woven together into a pattern that will be both similar to, and different 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 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 elements 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 recommend. While this is understandable, it fails to leverage the whole 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, creating 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 differentiate coaching from other helping and consulting experiences they may have had. They certainly cannot know what 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 involved in designing the process. Learning to coach must be an active pursuit 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?

Figure 1-1. Personal Model inputs and outputs
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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 prepare 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 household that shaped your helpfulness, self-reliance, or introversion, all of which would have implications for your coaching.

2. How does your education relate to coaching? How might the contents of your undergraduate, graduate, continuing or professional education, 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 concepts 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, 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 organizations, 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 organizations 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 experiences and assumptions about HR staff will you bring to those interactions? How do 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 comfortable are you in interacting with the sponsors of your coaching work at the same time that you maintain 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 preferences about coaching practices, theoretical underpinnings, emerging coaching 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 foundational 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, you may 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 this material 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 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’ observations presented in Part II? What subtle practice points are highlighted in the cases? What does the supervisor bring out that may be especially relevant 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 learning, and organizational change—do you want to explore?

At some point we hope you will feel the need to pull your inputs together 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, asking 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 importantly, 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 provide an essential backdrop to productive conversations with clients and sponsors.

The second output, which is detailed in Chapter 22, explores the promotional and business aspects of coaching. It is your practice plan. Because executive coaching is usually done on the basis of contracts with organizations, it is valuable to know how to manage your coaching as a business partner. A successful coaching practice has a structure, marketing plan, materials, 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 has many roots and branches for you to explore. Some of those will require further study, courses, and guidance from more experienced coaches, case supervision, and other learning 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 connecting 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 foundation 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 outputs 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 frequently to guide your learning and help you become an exceptional executive coach.


CHAPTER
2

Executive Coach Competencies

THIS 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 productive, this chapter identifies a number of key competencies that are relevant to executive coaching. While no coach will be equally strong in all these qualities, 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 prerequisites 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 clients, a professional posture that provides focus, intentionality, and discipline is very important. Those coaches with problematic self-management are emotionally reactive to clients in observable ways and may offer advice or solutions impulsively. By contrast, coaches who manage 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 develop 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 competencies, 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 empower clients to persevere. Clients face many 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 compassion may be triggered by your clients’ external challenges, and you may even empathize with their discouragement. However, when clients are overwhelmed and pessimistic, it is important for you to provide a counterbalance, encouraging useful action while avoiding empty cheerleading. When you convey optimism about your clients’ strengths and assets, you foster hope and help them see new options and alternatives.

Figure 2-1. Coach competencies
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Second, those coaches who are able to be insightful about their own feelings, and then use those reactions to understand others, display a talent that serves them well in coaching. This ability comes from using 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 significant 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 getting 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 counterproductive. 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 practitioners 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 continuing 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 success is direct experience as an executive. This is not the case. While there is a legitimate need for executive coaches to be students of leadership and organizational 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 foundations 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-knowledge will serve you well both in providing the best coaching you can for your clients and in learning from your coaching experiences.


CHAPTER
3

Foundations and Definitions

THREE STREAMS OF PROFESSIONAL PRACTICE CONVERGE IN EXECUTIVE COACHING. 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 practitioners 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 executives 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 competencies. They relied especially on assessment tools and individual development 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 leadership 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 minimizing being directive.

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

Organizationally Sponsored: Engagements are supported by representatives of the organization, such as human resource professionals and client managers.

Work-Related Goals: Client development goals target important managerial 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 shared with the organization.

Staying within the banks of executive coaching requires the following coaching skills:

Figure 3-1. Streams and banks of executive coaching

[image: Image]

[image: Image] Being able to describe what you mean by executive coaching

[image: Image] Establishing your credibility as an expert on the coaching process, not the client’s issues or field of work

[image: Image] Remaining proactive in managing the evolving relationships with the client and sponsors

[image: Image] Establishing appropriate goals as the coaching unfolds and being open to what emerges, while maintaining an outcome orientation

[image: Image] Shifting the responsibility for process ownership toward the client during the course of the coaching

[image: Image] Maintaining hope and optimism about positive outcomes and change, even as the client faces practical reality and organizational challenges

[image: Image] Tying coaching to current challenges to increase the client’s longer-range career potential and learning appetite

[image: Image] Finding ways to be personally authentic, neither impersonal nor clinical, 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 important. For some coaches, the client is the organization; for others, the client designation is shared between the organization and the person in the coaching relationship. In this book, the word client refers exclusively to the individual 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.


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 client will 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 contracted between a professional coach, an organization, and an individual 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 mentoring 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, training 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:

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 prolonging the issues.5

—ERIK de HAAN and YVONNE BURGER
(learning, human potential)

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 providing 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 managing multilayer execution. 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 executive 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 psychologists who have added coaching to their practices. However, this melding can often be confusing to clients. While coaching and consulting can be synergistic, the activities are quite different. Coaching leverages the client relationship 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 collective 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 consult to be clear with themselves and with clients about their roles in every engagement and use different processes within those roles. It is also important to reaffirm roles during the course of coaching engagements if boundaries are challenged or become blurred. For detailed distinctions among executive coaching, consulting, personal coaching, and therapy, see Exhibit 1, which appears among the supplementary materials 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. Some may 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 individual’s upbringing (e.g., Education is the key to success). These belief structures 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 own point of view, it is useful for you to become conversant with a repertoire of broader theories of adult change. These formalized 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 important influences on coaching practice; we encourage you to try on these lenses. The six theories are psychodynamic, life stage, behaviorist, emotional intelligence/positive psychology, existential/phenomenological, and cognitive. None of them is inherently more accurate than any of the others; each provides 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 you may 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, you may 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 articulate 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:

[image: Image] 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

[image: Image] 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

[image: Image] Coaches who emphasize a behaviorist approach target specific, manageable, behavioral change goals and foster an environment that reinforces those desired changes. They focus on putting aside past ineffective behavior by changing the context and the feedback, rather than by increasing the client’s self-insight.8

[image: Image] Coaches who use emotional intelligence as a lens emphasize helping clients improve their emotional self-management, social awareness, empathy, and effectiveness in relationships. Related to emotional intelligence is the positive psychology movement. When used in coaching, positive psychology emphasizes strengths and uses insights about them to chart a path toward effective leadership. These ideas have been very appealing to coaches and clients who want to tap into the energy generated by building on success.9

[image: Image] 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

[image: Image] The most widely used approaches in clinical and counseling psychology, cognitive perspectives about change (sometimes called cognitive behavioral or rational emotive) are favored by coaches as well. They combine 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 leverages 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:

1. What do you believe are the most important influences shaping personality 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 interventions 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 development 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 development program, assessment feedback, or 360-degree surveys) and because they are aimed at having the client draft a well-founded development plan. The difference is that Type III coaching includes follow-up meetings after the initial feedback discussion. These follow-up meetings require additional coaching skill in order to adjust and confirm the implementation of a productive development plan.

Figure 3-2. Executive coaching continuum

[image: Image]

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-boarding) but the structure of these engagements can vary widely. Type IV coaching has become very widely used and gives internal coaches an opportunity to leverage their organizational knowledge, although external coaches deliver it as well.

Types V and VI coaching are most often thought of when the term executive coaching is used. They differ only in the need that triggers the engagement: Type V focuses on improving current performance, and Type VI supports 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 contract 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, challenges 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 boundaries 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 of them while at the same time targeting your growth toward those you would 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 sixteen 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 differences 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.


PART
II

TOPICS IN

EXECUTIVE COACHING
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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 | 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. | will be summarizing in my own words what | hear from all those
interviewed into themes to be shared with him. | will not be attributing
remarks to any individual. | may ask follow-up questions. Examples
are useful so | 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, itis clear now. What do you want to know?

Goach: 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. | am also interested in areas you consider
opportunities for him to develop, especially in terms of this job. Finally,

1 would welcome any specific suggestions you have about what Brad
should start or stop doing now. Any questions before we proceed?
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‘Suggestions for structuring ongoing coaching sessions (standard active
coaching sessions rather than unique sessions, such as a feedback or
development planning meeting):

~ Grestings, 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?






ops/images/f0078-01.jpg
Introduce yourseif fully and provide a general overview about the
coaching process and confidentiality guidelines (.., the contrac).
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.

Aiways think about relationship building and partnership. First
impressions are important; be engaged, genuine, and patient.

Gather initil 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 responsibiity 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.
Reconfirm process expectations and mutual commitments.

Ask for reactions to the session and coaching in general.

d. Schedule session two and beyond, if possible.

ov
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Collaboration
Develop more
collaborative
and informal
relationships
with direct
reports, peers,
and other
executives

“Work more on building
close working relationships

“Let more of the personal
aspect come out; nitiate
informal contact”

“Notice impact on others"”

“Continue building
relationships at more
levels”

* Increase use of open-ended questions
including words such as “elaborate,”
“compare,” “ilustrate,” to encourage
in-depth exchanges of information and
to make conversations livelier

+ Identity 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 offces 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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Information Gathered From:
CONVERSATIONS ~ OBSERVATIONS ~ TRIGGERS  EXPERIENCES

Use to help coach decide whether to discuss differences with clent.
"Paying attention / Heighten awareness / Expand a way of thinking about choices / Decide|

A DECISION POINT

}

N

/

YES ‘ NOT Now NO
1 Choose to Act on Holding 1Do Not Choose to Act on
Information Information
Y Y
What Do Say My Reasons: ersoral, Contextua,
and Do? Clents Signals and Antcipated
Responses, Timing Issues, Relevancy to
Project, My Limitations
¥ 4
When to Do It? Best Reflection Opportunity:
Opportunity Considerations, What Stops Me from Acting on
Timing ssues This Matter?
: s : 2
Anticpation of My Clients Wnat Did 1 Learn? Wnat Might Be My
Responses [Future Consideratons? I | Played Back

the Moment, Would | Have Made the

‘Same Choice?






ops/images/9780814416877.jpg
-
BECOMING AN

EXECUTIVE

COACH
s

© MICHAEL H. FRISCH * ROBERT ). LEE  KAREN L. METZGER
 JEREMY ROBINSON © JUDY ROSEMARIN






ops/images/f0042-01.jpg
1. Somaeons feets & Need Or & probiem
~ Gllent or manager calls Human Resources, who calls you, of ...
~ Encouraged by the sponsor, the client cals you directy to arrange a
meeting
Gatherinital information from HA andlor manager:

2. Entry—frst meeting with client

~ Engage in conversation o learn about each others' backgrounds and
xperience and to sart buling trust.

~ Check for suitabiity; aive at a tentative agreement o have a working
relationship.

 Inroduce contracting, the coaching process, confidentialty, sponsor
involvement, possible data gathering, and sich.

Gatherinitl selr-insights and developmental perspectives rom clint.

3. Next set of meetings
~ Draw together further information from client and sporsors.
~ Look for opportunites o reframe presenting issues ['Ana” experiences).
» Ofer your impressions; hypothesize about client and context
'~ Rovise statoment of the “problem” or “Govelopment need” i postive torms.
- dentiy srengths, gaps, fears, and bind spots.
Use openness, empathy, and authenticity to foste insight, tust, and motivation.

4. Data collection and feedback session(s)
- Contract about data to collect, whom to sampie; involve sponsors in that
decison,
'~ Collect information, prepare summary, discuss with Gient.
Help the client st information nto engaging headinesthemes; furthr refine
and artculate development needs.

5. Draft of developmental action plan with the clent
- Snape developmental goals to mest both cient and organization needs.
~ Brainstorm on-the-job action ideas, including timing, resources, outcomes.
Orchestrate sharing the pian with sponsors; obain consensus and support.

6. Monitoring development progress in subsequent appointments
~ Provide cognitive, tactical, and emotional support
- Acknowledge success; debief and lear from setbacks.
~ Adjust development plan as noeded; look toward closure.
Help client obtain other support and ongoing feedback.

7. Evaluating progress and discussing next steps with client and sponsors.
Rofiect on leaming; hand off development plan to clien and sponsars.

8. Biinging closure to the engagement.
Arrange follow-up support as needed.
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Target  Managers and

Populationexeculives in the:
context of their
work

Individuals

seeking to make
concrete
behavioral
changes in
personal or
professional lives
and who are
wiling to fund
coaching

Individuals in
joblcareer
transitions

People with a wide
range of problem areas
including addictions,
‘emotional diffcultis,
and relationshi
challenges, both mild
and major

Individuas, groups,
often leaders

of major functons in
organizations
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Time  Contracted periods  Contracted Long-term From brief projects to
Frame  usually from 3-6  periods or psychotherapy ora  long term—multiple:
months to one year open-ended variety of brief therapy years effecting
Renewable approaches organizational change
Sponsor/  The employer Individual lient;  Paient, health The organization
Payer career insurance, family
services may be
paid by employer
Roles  Partnership The coachisa  Largely follows a “The consultant may
between the coach  guide, experl,  medical model that the  assume a variety of
and the client advisor person has a problem  roles in the course of a

Most coaches have
the understanding
that much of

the expertise for
the clients
development lies
within the clent
himseltherselt

Coach guides the
process.

Pragmatic and
behavioral; coach/

client relationship is

ameans to move
action forward and
not studied in its
own ight

around which help is
sought

The psychotherapist,
depending upon the
type of therapy, is seen
as an authorit,
ransference object,
healer, and expert

Much of the work of
psychotherapy involves
dealing with painful
experiences

Acertain amount of
suffering is viewed
as part of the process
to move forward in
therapy

contract including
strategic, tactcal, 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
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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, confidentialty, 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 confidentialty guidelines)

= Action/development plan shared with sponsors

» Closure review: coaching evaluation, wrap-up, and development ideas
for the future
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EXECUTIVE/ PERSONAL PSYCHOTHERAPY CONSULTING
LEADERSHIP GOACHING
COACHING

Types Coaching managers ~ Personal, Life, Personal counseling  Wide range of topics
and executives  and Career and therapy on a wide  and technical or
within Goaching range of personal,  professional specialties
organizational familial, emotional, and
context Manager,  Other specific  behavioral issues
HR, and forms of
organization coachingon  Various approaches:  within organizations and
support and sponsor  personal or cognitive, behavioral, at many levels
the coaching cateer topics  hyprosis, Gestalt,

psychoanalytc,ete.  Typically contracted and
Typically provided  Typically provided by independent
by independent  providedvia  Typically provided via  consultants or
coaches, coaching  independent  licensed independent  consultants associated
practices, cinicians, liics, with a consulting

intemal coaches  career services  social sevice organization
and conducted on  firms, and organizations, and
organization outplacement  hospitals Also provided internally
premises organizations by designated internal

consultants
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Participants One-on-one coach ~ One-on-one  One-on-one with One-on-one or a group.
and client coach and client  “patient”; spouse,  of consultants with
family, and group individuals or a group
Also, priodic meet- combinations as the  of organization
ings with sponsors issue warrants representatives
Focus  The clent within the The dlient's The patient's An individual clent or
context of hister  persona lfe or  emolional health and  groups within an
organization career overall functioning ~ organization often
centered on strategic
Focused on Centers on Insight and change and
behavior change,  changes n one  uncovering/ solving  implementalion
skill enhancement,  or more areas of  problems in patient's
work ransition,  clent’s personal  character raits o Consulants conduct
leadership,and  life long-standing ways of  individual
on-the-job action thinking and behaving and organizational
learning Gareer coaching assessments
centers on Most therapies explore  and provide expertise:
Here and now career direction,  early e experiences; on process and/or
perspective with  job search,and patient histories are  content
coachand client  job satistaction used to understand and
very active interpret siressors and
patterns of thinking or

acting
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MYSELF:
~  What do | notice about myself when | feel different?

~ What do | see when | encounter differences between myself and others,
and between others among themselves?

- Inmy past, if my difference was celebrated, how did that occur and what
do | remember most about its celebration?

~ Whatis my first impression when | encounter someone different? What is
my first customary response?

» How do | make a distinction between something new and something
different?

~  Are there some differences around which | feel more comfort/discomfort?
Which ones?

~ What happens inside me when | 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 | know | am judging? What do | see, hear, feel, do?

» How do | know | am observing? What do | see, hear, feel, do?
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Internal coaches -~ Regardless of what an ~ Deciding when to use

know the business  internal coach knows internal perspectives
or segments of the  about the organization and when to reach for
business, cuture, and brings to the coaching, other insights is  particular
and managers, itis important to understand  challenge for internal

and may have the client's experienceand  coaches.

familrity with the  viewpoints. SR s
challenges the » Relying oo heavily on perspective, as an

ot facas. an internal perspective external coach, might
Internal coach may interfere with the be an advantage in
insights may client's need to explore, some poltically fraught
support faster discover, and take a new situations.

iniialprogress direction.

toward a

developmental

agenda.

Internal - Gathering available - Contracting for information
coaches have information may be too gathering is always
readyaccessto  easy and the usual important even if the
informationand  contracting may get over- internal coach has ready
the client's looked and the information access to the information
stakeholders. may be unbalanced. (e.9. performance reviews

- Clients may be uncomfortable O talent assessments)

with the amount of access
that the internal coach has to
colleagues.
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Advantages of
Internal Goaching

Cautions for
Internal Coaching

Internal Coaching
Accommodations

Cost-effective
for the
organization.

» 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.

~ Establish guidelines for
client-coach matching and
addressing each request for
2 coach on its own merits
This builds credibility of
both internal and exteral
coaching within the
organization.

- There will always be
engagements better served
by external coaches.
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Provider  Coaching usually Coaching usually  Typically Wide range
Background - requires some requires Some professionals  including clinical,
and psychological curiosity,  psychological traning ficensed by the  management, HR,
Lcensure/  work of organizations,  and/or experience as  professionand  organization
Certication _ organizational a counselor the state in

development concepts,

and Human Resources  Notlicensed but i and professional

functions various certfying  psychologists,  expertise

bodies; many psychiatrists,

Notlcensed but various ~ coaches followthe  ciinical social  Role often emerges

certifying bodies; many  principles, ethics,  workers, after many years o

coaches follow the and best pracices of ~ psychiatric specific expertise

princples,ethics, and e original nurses

best practices of their  profession and/or Licenses/

original profession and/or  the emerging Practiceand  certiications, i

the emerging coaching  coaching professional  legal protections any, elated to

professional organizations  organizations apply fespective

professions

Case Recommended, Recommended, Strongly Recommended,
Supervision _ especially especially in recommended  especially in

in traning training and/or required  traning
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Boundaries - 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,
gambiing, moderate to
severe emotional iliness,
disabling phobas, anxiety
disorders, physically
‘abusive o self or others,
medical crisi in self o
family

Organization
citcumstances may
render the coaching
inappropiate (e,
during a chaotic merger
or downsizing)

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
addicton including
alconolism, drugs,
eating disorders,
gambiing, moderate
1o severe emotional
illnss, disabling
phobias, anxiety
disorders, physically
abusive to self or
others, medical crisis
i self o family

Clear standards
of boundaries.
and
confidentialty
including proper
use of
information,
avoidance of
personal
relationships,
and reporting of
abuse or theats
to'selfor others

\Varies with the
nature of the
contract, which
includes
confidentiaity
quidelines,
noncompetes,
and others as
determined

by the fiing
organization
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The multiple roles - Clients may be unsure » Role boundary issues are

of the internal about how to deal with always present and
coach bring with their internal coach in other challenging for internal
them advantages contexts. coaches to manage;

in understanding
clients’ situations
and also
responsibility for
keeping the roles  » Internal coaches may need
clear and separate. o step away from other
roles when there is overlap
vith the client's department
or abstain from participating  ~ Experienced internal coaches
in decisions affecting the 1y to be sensitive to even the
client. appearance of conflict of
interest or boundary
concers with clients.

organizational support for

» Internal coaches' other rol
tornal coaches’ other r0les g ro1g i important,

may create questions for
clients about confidentiality.  » In general, having the internal
coach and the client in
different chains of command
or even business units can
reduce boundary confusion.

- Internal coaches may
possess information from
their other roles that could  » Anticipation of situational

be useful to clients; conflicts and transparency
confidentiality needs tobe  are useful strategies; avoiding
respected in all directions. 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.
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MY COACHING
~  In what categories do | notice differences between myself and clients?

»  What do | consider in the context of coaching to determine if
differences matter?

~ How important is it to notice differences?
~ How do | decide to openly acknowledge a difference or not?

~ When was there a time where | handled difference well and what
did | do?
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Organizational Context
1. Equivocal organizational commitment to the client’s development
2. Organization upheaval, such as merger, downsizing, or reorganization

Quality of the sponsor/manager's relation the client

Internally competitive, ends-over-means organizational climate

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 willngness to try new approaches and tolerate some
discomfort and vulnerability

3. Emotional resilience: the ability to accept feedback, depersonalize setbacks,
and stay motivated

Psychological curiosity and insight
Motivation to change
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