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  PROLOGUE


  Carol Kauffman, PhD PCC ABPP


  The 7 moments of coaching is a unique little book and I suggest you read it…. and here is how: you’ll read what a leader tells the coach. Stop right then. Imagine what you might say at that moment. Then imagine another thing you might ask. Then read on. Any coaching session is a labyrinth of choices. Contrasting where your question would have taken the coaching, and where the coaching actually went is eye-opening. The book centers us in each of the moments, shows us what can happen and illustrates how simplicity can be found on the far side of complexity.


  Out of the mouths of babies…


  The father asks the little girl, “What time is it?”


  With great authority, she announces, “It’s Now!”


  What time is it? Now? Yes. Now.


  Change happens in the present. The intersection of past and future. We are the oldest we’ve ever been, and the youngest we’ll ever be. Choice happens in this moment.


  The IESE team captures 7 archetypical moments in coaching. These are the key types of experiences that are pivotal in the life of the leaders we coach. The book walks us through actual coaching encounters. These are riveting, real moments. As a leader’s problem is introduced, I find myself having that sinking feeling you can get hearing the depth and breadth of a challenge. As I read on, I find myself inspired by the coaching skills I get to witness firsthand. These are the kinds of interactions that only take place behind closed doors – and here the doors open wide for us to learn from masterful coaches.


  My copy of this book is densely underlined to help me find things I do not want to forget. Focus especially on the questions the coaches ask. The explanations of the interventions afterward deepen the learning. While not the focus of the book, the theories behind the interventions are quite solid.


  Now, bear with me a moment. I’ve had tens of thousands of hours of coaching experience with CEOs, C-Suite leaders and the executive committees of a few of the world’s largest and most complex organizations. I’ve taught coaching and positive psychology to hundreds of leaders, been on the Harvard faculty for over twenty-five years and founded the Institute of Coaching and was the founding co-editor in chief of the first coaching journal affiliated with a major publishing house. In other words, I’ve seen a lot. I’m not easily impressed. I’ve learned more from this small book than I have from any other book in years. In addition, due to the way this book is written, it is equally beneficial for the new coach, or a leader interested in getting to see what coaching is about.


  Show, don’t tell…


  The art of great fiction writing is to show what is happening and what people are thinking and feeling without saying things like “Michael looked unhappy.” Instead, one should paint the picture and write something like, “his shoulders slumped,” or “his eyes darted back and forth like he was reading something in the sky.” If you are writing a case, try it, it is incredibly difficult to do! (I’ve tried.) But more than any other form of writing, it brings the scene before us to life. It is fresh.


  What is most unusual about this book is somehow nearly all the authors are able to accomplish this type of communication. They show us what they saw, captured what they said and allow us to decide what we think. Only at the end of each chapter do the authors add a “tell” section that illuminates the implicit beliefs and techniques guiding the coaching. At that point, you may want to read the chapter again. Two moments, in contrast, are an overview or reflections of the arc of the coaching and capture how the coach is thinking about the leader in a way that is also instructive.


  Simplicity on the far side of complexity


  In the end, I find this book humbling and a good course correction. By now, I’ve logged enough hours that I have very quick pattern recognition. When an issue comes up, I’m pretty sure I know where the conversation will go. Similar to Moment 3, example 2, the story of Aida, I often have to give a leader bad news, 360 results or convey what their board or executive committee is actually thinking. Typically, it goes well, humor helps and until reading this, I’ve felt pretty self-satisfied with how I handle this kind of encounter. Until this moment that is. Now, I think I narrow things too quickly in order to “help” move things forward and miss potential avenues of exploration.


  The story of Aida and her coach begins with the two of them in her office exploring negative 360 feedback about her communication style and stress management issues. Almost as if on cue, one of her direct reports bursts into the room to schedule what he feels is an urgent meeting. She lets the intruder have it with both barrels adding that she doesn’t have time, clients come first, and after he leaves she announces to her coach how selfish the report is, and adds… and they call ME unemphatic!


  Pause a moment and reflect – you are sitting there, the two of you looking at this big gap between how she sees herself and others see her. What would you do at that moment? The report backs out of the room and closes the door. I’m sure my jaw would have dropped, and then I probably would have dived right into the vortex. I might have said, do you want to take a look at what just happened? Or, if we held up a mirror right now what would we see? If the client and I already had a strong and warm relationship, I might have made a wisecrack to cut the tension and added something “innocent” like, um, you were saying? These might be fine, but what this coach did was simple and cut right through the complexity. It got the leader to pick up the mirror herself.


  Instead of an intervention-based question, the coach calmly asks what appears to be a series of simple information-gathering questions. Why did the report want the meeting? Who else was involved in the project, etc. These open up the leader’s eyes to her report’s experience, goals, and point of view, as well as how his goals and her commitment to client service were perfectly aligned. Without saying a challenging word about her needing to build empathy or understand different perspectives the coach creates a space where the leader does just that. I never would have thought of this line of questioning or making this choice. Until now. Only when the leader sees her own gap and conveys the desire to change does the coach ask, “What do you want to do about it?”


  Enjoy The 7 Moments of Coaching. Read it and look in the mirror. Find new questions and ask them.


  Carol Kauffman, PhD PCC ABPP

  Faculty, Harvard Medical School

  Founder, Institute of Coaching

  President, Coaching Psychology LLC


  INTRODUCTION: INTEGRATIVE EXECUTIVE COACHING


  Despite its popularity, there is still a lot of mystery around executive coaching, and a large number of managers are not fully aware of the benefits it can bring to their businesses and lives. Some people doubt the return on investment with coaching, and some dismiss it as a passing fad. However, there is data from more and more organizations that point to coaching as a key source of executive development. Improved performance and wellbeing, and more effective leadership competencies and interpersonal skills are some of the most commonly cited benefits of coaching. Yet, there is still a need for executive directors and managers to become more familiar with what actually takes place in a coaching process on a practical level and, in this way, decide for themselves the value that it could bring.


  More than a technique, coaching is a way of thinking and learning based on genuine dialogue. Ultimately, it is an approach to reality. We, human beings tend to act as though the way we perceive the world around us corresponds 100% to reality. This is neither accurate nor possible since all of our perceptions are coloured by our mindset, beliefs, values, attitudes, emotions, personality, culture, and other factors that make up our inner world. Some of these factors are outside of our control but some we can influence. We have more control than we think over our states, beliefs and attitudes: they are the window through which we see our reality, so if we make a change in them, we can alter our perceptions and our approach to life and work.


  When we are dealing with a challenge in our everyday lives or we want to reach an objective, our assumptions, feelings and attitudes can work for or against us. Limiting beliefs and dysfunctional attitudes can distort our viewpoint, inhibit us from acting, or make us feel unnecessarily worried and distressed.Coaching enables clients to explore and challenge the beliefs and judgments which alter their perception of reality, and to train and “select” the beliefs and attitudes that work best for them. In other words, coaching helps people get over mental and emotional interferences so that they can make better decisions.


  The goal of the coach is to provide the client with a wider perspective, so that they can ponder a larger variety of actions, attitudes and behaviours and choose the most helpful and constructive ones. It is not a vague or theoretical exercise of intellectual reflection. It is, indeed, about thoughts and mental processes, but it is essentially focused on action, behaviours, execution and ultimately results and performance. We are speaking of executive coaching. In particular, in this book we want to talk about solution-based coaching.


  What do we mean by “solution-based”? There is a specific objective/area/issue that a coach and a client focus on during their work together. The coaching process is an empowering method which enables the client to open up to a variety of possible reactions and solutions to a situation, all of which come from their own experience, intuition or judgment. In coaching, the solution always comes from the client themselves. The role of the coach is to accompany (not to advise) the client in that search for possible solutions.


  Another way to think about coaching is as an “accelerator”– it helps us to get out of jams, change the way we act, and reach insights much faster than we would on our own. Throughout the book, you will see the use of various coaching tools and techniques, all of which are aimed at reaching concrete solutions to real and relevant problems like, for example, specific questioning techniques, metaphors, reframing, mirroring etc. All of them are aimed at expanding the mindset of the client and bringing forth their value and strengths.


  In addition, the reason for hiring coaches has shifted in the last 10 years – previously coaching was mostly seen as a “fix” for a specific issue or for someone’s behaviour while, now, executive coaches focus on developing leadership competencies and accompanying high potential individuals within organizations. This is more constructive and positive, but it also makes the process more complicated in terms of evaluating the match between coach and client, defining clear coaching objectives, tracking the client’s progress and following up.


  Executive coaching requires that the coach has extensively developed analytical, questioning, and observation skills. More importantly, mastering specific coaching approaches and behaviours is what translates one’s coaching skills into tangible outcomes for clients. Examples of key skills for a coach are the ability to give and receive feedback, stay open and genuinely curious about the client’s point of view, communicate clearly, manage expectations, empower and provide resources, transfer ownership to clients, remove mental obstacles and use analogies, metaphors, scenarios and examples in a way which broadens the client’s perspective.


  It is not easy to be empathetic, inspire trust and create rapport with the client while, at the same time, maintaining a detached perspective. Keeping the appropriate mindset towards a client is complicated – the biggest challenge for a coach is to truly set themselves and their ego aside, and give client the necessary space to think. It requires listening with full attention and knowing when to intervene, and when not to, which is all easier said than done.


  What is more, coaching is not a magic wand that can instantly fix or improve a client’s situation. There are many factors at play that influence the effectiveness of the process – the fit between coach and client, the dedication of the client, the expertise of the coach, the issue under discussion, the organizational context, other people who might be involved and so on. As with any change, it requires that the client be fully involved and committed to the process. This is not always easy because, as you will see later, coaching conversations can sometimes reveal aspects of ourselves and our thinking that we would rather not see. It is a highly complex process that is part science, part art.


  Nevertheless, there are a variety of situations where coaching can bring competitive advantage to a leader and an organization. One instance where coaching can have a meaningful impact is when someone has been promoted and is transitioning into a new role. A coach can help in dealing with the mixed feelings of enthusiasm and nervousness about the demands of the new job, the new leadership role or concerns about managing others.


  Another situation where coaching is commonly used is when there are interpersonal clashes in the workplace. Talking about problems with your boss, peers or subordinates with a coach is very different from discussing them with a friend or colleague which, most of the time, comes down to venting or, if not something worse, useless complaining. In turn, coaching conversations are solution-oriented and the focus is on the client, their responsibility for the relationship and how they can manage it better.


  Coaching can also help managers work out how to retain talent and deal with the high levels of turnover and job-hopping seen in companies these days. It can prevent losing valuable employees by identifying and addressing the elements that contribute to turnover, especially the ones related to management and interpersonal issues. For managers and team leaders, coaching can provide support in assuming their role, improving assertiveness and driving accountability with employees. Coaching can also be a great asset within teams and organizations where there are no glaring difficulties but the leaders want to create meaning and purpose, encourage an ownership mentality and engage their employees to go the extra mile in their jobs.


  You will see some of these situations illustrated in this book. As we are keen on showing, rather than telling, the book mostly consists of real-life coaching processes, written by professional coaches with their clients’ names changed for confidentiality. The stories are short and engaging – you may even recognize yourself, or someone you know, in one of our “characters”!


  To structure the book, we were guided by seven (plus one) key moments that take place in coaching. Every chapter corresponds to a specific moment and we illustrate the moment with a real-life story or two. Although all of the moments can exist within a single coaching process, we have chosen stories that illustrate the moment in question most accurately.


  The first moment (chapter) is ‘Get away from it all’, and is about moving away from one’s usual context and everyday life, and finding the freedom to talk about problems with more perspective and distance. We illustrate how this works with two stories: that of Thomas, a managing director in an international company, told by Martin Bettels, and the story of Jean, a general manager of a car plant in France, narrated by Michael Brandenburg. Both the protagonists feel stuck in extremely difficult work situations and their coaching experiences demonstrate how beneficial it can be to look at crises from an eagle-eye perspective.


  The second moment ‘I’ve never talked about this to anyone before’ is about clients being met as their true selves by the coach – someone with no agenda for them and with whom they interact in a safe psychological space. To illustrate this moment, Patricia Ferrando offers the story of Lars and his path to overcome his self-doubt about becoming a general manager in the organization where he has been working for years.


  Moment three ‘No one’s ever told me that before’ refers to when clients hear things replayed or noticed about them for the first time. Esther Marugán shows us this moment in the story of Ana, a lawyer who takes up the CEO position in a private company, her struggles with leading a new team – and how her coaching process sparks a different way of approaching her leadership role. For the third moment also, we offer a story by Mariano Vilallonga about Aida, a type A personality working in the biggest real estate asset management company in the world, who was having trouble accepting certain aspects of her personality that interfere with her work role.


  Moment four is called ‘It’s exactly the same, but I see it differently now!’ in which clients are able to re-frame things – they can ‘change the lens on their camera’ in a way that can turn a threatening or unsatisfying situation into an exciting opportunity. To illustrate how this works in coaching, Enrique Escauriaza tells the stories of Jorchen and Fumiko. Jorchen, a successful entrepreneur and owner of a consulting business seemed to have everything going for him and yet was completely unsatisfied with his life. The coaching process sheds light on the underlying reason which he had been ignoring for a long time and makes it possible for him to alleviate his inner anguish. The story of Fumiko is one of a Japanese lady, raised in New York, who runs development aid programs in India. This story revolves around her troubled relationship with her boss and how shifting her approach to him improves their interaction.


  The fifth moment is called ‘Duh! It was staring me in the face all along!’ This moment happens in coaching processes when clients suddenly see what was sitting right in front of them all along, often so obvious but invisible. They open their eyes to new or hidden possibilities. You can see this in the story of David, commercial director of a multinational company in the automotive sector, who comes to some key realisations and begins to apply a new way of communicating with his team, which benefits both him and the people he works with. This story is authored by Sebastián Fernández.


  For the sixth moment, ‘I am who I am, and I can’, we offer you two coaching experiences told by Carlos Oliveira and Marta Salgado. Both refer to the growing confidence that clients gain when they acknowledge and embrace who they are (including their vulnerabilities) and liberate their true self to be fully-capacitated (as opposed to incapacitated by fear, self-doubt or low self-esteem) to make a decision and take action. This is seen in Pedro’s story – a lawyer with vast experience, heading the legal department of a financial institution, who feels somewhat of a misfit in his position and manages to address important issues through his coaching. Moment six is also illustrated by the story of Luis, an area financial manager in a big company, whose career has been progressing steadily but, for the first time, he is having a rough time, feels confused, doubtful of his leadership and generally overwhelmed.


  The seventh moment is the ‘Aha!’ moment – the biggest one of all – when absolutely new, transformational ideas form or explode in all their brilliance and illuminate the way forward as it has never been seen! For this final moment, we present two stories. The first one is by Teresa Van Oorschot and is about Joel, a director of operations in a Spanish company, who comes to an important insight by connecting seemingly unrelated information which jumpstarts a shift in his behaviour. The second one, written by Estíbalitz Ortiz, is the story of Stefan, an entrepreneur with an impressive career, who is struggling with a difficult situation in the company where he works both at a professional and personal level. He needs to hear himself tell his story and mull over aspects of it with his coach to gain a specific insight. The solution he eventually comes to is different from the one he was expecting but just as satisfying.


  The final chapter is the ‘Thank You Moment’ — the extra moment. It is a celebration of the client’s progress and of how they got there — the real essence of the coaching process. For this moment, Alan McFarlane offers the reader outtakes of the ‘Thank you’ parts of different coaching processes, to give a glimpse of the connection built between a coach and their client. Thank you moments are not just the addendum, or polite goodbye at the end of the process. They are the beginning of a personal transformation and an acknowledgement of its value for other people. Like the traditional graduation ceremonies, they are the “commencement” of a new stage in the never-ending exercise of personal and professional development.


  Throughout the stories we offer you, you can gain an idea of how the process works, in general, and you can, also, see the deeply personalised approach in each of the cases. The stories also show the role of the coach as a curious, empathetic listener and facilitator of solution-oriented thinking who restrains from judgement and self-projection, trying to align with the client and accompany them on their transformational journey.
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