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Preface



Coaching and interculturalism1 have existed as separate disciplines, missing cross-fertilization opportunities. Having worked as a professional coach for the last ten years and having lived across cultures all my life, I have been eager to systematically integrate these two domains. In this endeavor I have greatly benefited from the innovative experiences and insights of my client-partners. I have also learned from participants at international conferences.2 Their input has helped me refine the models and ideas you will find in this book. My goal is to build bridges between coaching and interculturalism to the benefit of both professions.


I have written Coaching Across Cultures for all of you: coaches, executives, managers, and professionals from all kinds of organizations aspiring to become coaches, and interculturalists who want to add coaching skills to your consultation or training sessions. What I imagine you have in common is a desire to help people, including yourselves, to make the most of human potential. You want people to honor their true desires and live happier and more productive lives. You seek to foster genuine commitment, which is essential for sustainable peak performance. You participate in building thriving teams and organizations. You want to achieve success in your work while helping to make the world a better place.


This book will show you how to integrate the cultural dimension into coaching and coaching skills into intercultural work. You will learn how coaching can then allow you to deal most productively with cultural differences. You will find out how coaching can deploy more human potential and enable greater success by making the most of alternative cultural perspectives. If you are an interculturalist, you will learn some coaching theory and practices in chapter 1 and will be able to integrate these processes into your work.





Many carmakers dream about producing cars that, year after year, have the special aesthetic and technical qualities of a BMW. Moreover, fewer perhaps have matched BMW’s ability to remain profitable. In the Harvard Business Review, Chris Bangle, BMW’s global chief of design, explains how coaching designers, and mediating between these artists and the engineers and business managers, has enabled BMW to “turn art into profit.”3


While other companies succumb to the business pressure of shifting from design to engineering too soon, Chris Bangle repeatedly explains to nondesigners that a “BMW, like a fine wine, cannot be hurried.” Everyone at BMW understands that without its classic quality, a BMW would not be a BMW and customers would not pay a premium price for the car. The artistic culture therefore has to be honored and nurtured. “For designers to do their best work, they must be guided by their strong sense of artistic quality.... They need support and empathy—they don’t respond well to dictatorial management.”


Chris Bangle refers to his leadership style as coaching. And as a coach, he tries to draw the best design out of each artist. “When their work isn’t going well, I can’t prod them the way a manager in another department might. Artists don’t respond to traditional dictums or push tactics. I can’t say, ‘Your last design lost, so do it my way.’ I have to let the art manage the artist. This means making the artist come to terms with his design. I tell the designer to listen to his creation and to talk back to it; the brilliant car hiding inside his head will somehow speak loudly enough to get itself built and sold.”


It may seem paradoxical that business success is achieved when artists are allowed to be fully themselves. However, this is only part of the story. BMW is also known for superior engineering and for being profitable. The success has come from valuing those technical and business perspectives as well, by leveraging these different mindsets. Using a mechanical metaphor (after all, this is the automobile industry), Chris Bangle says,


The design group, the engineers, and the business managers are like three meshed gears. If the gears are separated and spinning solo, nothing happens. If the gears turn the same way, they freeze up. They have to be interconnected and turning in opposite directions. But as we rotate, we transfer power to one another.





I invite you to hold this metaphor of meshed gears in mind as you read Coaching Across Cultures. The designers, engineers, and business managers are three separate professional cultures within BMW and constitute a “set of meshed gears.” Now consider an international dimension, say BMW’s operation in Germany and in the United States, and another set of gears, country cultures, are added. If BMW engages in an alliance or merger with another corporation, then its respective corporate cultures become a third set. And that is not all. Socio-political cultures are an important four set of gears, bearing in mind the necessity to serve society overall, notably by reconciling business and ecological cultures (achieving profitability while, in our example, reducing cars’ toxic gas emissions). In each set, all the gears should ideally interconnect, each transferring power to the other.


Coaches (including managers and interculturalists acting as coaches) help their coachees leverage cultural differences (professional, national, etc.). They seek to provide valuable tools for discovering creative solutions to problems, increasing the human potential of all involved, and achieving greater success in a journey toward high performance and high fulfillment.
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Introduction



Coaching as a profession is a relatively new phenomenon in organizations. It started just over a decade ago in the United States and has since emerged as an important leadership practice and a distinct profession, and many leaders are recognizing the benefits of adding coaching to their repertoire.


Rather than telling people what to do, coaches1 act as facilitators. They assume people have more potential than they are currently able to use. Coaches help clients unleash this potential, just like good sports coaches enable athletes to access the champions within.


Facing increased competition and changing conditions, corporations and other organizations have to achieve more output with fewer resources. They need creativity and flexibility to deal with unexpected challenges and to seize new opportunities. They can no longer afford to waste their human talent. Instead, they must nurture, develop, and deploy their human capabilities, while making themselves attractive to the best talent.


Until recently, coaches have relied on common sense, communication techniques, and psychological perspectives (such as behavioral psychology and emotional intelligence). Given the amazing challenges in a global and turbulent environment at home and abroad, this is no longer sufficient. Traditional coaching has assumed a worldview (i.e., American and, to some extent, Western European) that doesn’t hold true universally. Culture must now become part of the equation.


Let me clarify something upfront. Although the concept of culture sometimes evokes nations (e.g., British culture, French culture), this book considers cultural groups of various kinds, the most common ones (apart from nations) being corporations (e.g., Unilever and Bestfoods) and professions (e.g., artists, teachers or professors, engineers, and business managers). In other words, Coaching Across Cultures is not solely written for those of you who work across cultures in an international sense but also for everyone who works with people from different organizations and backgrounds.


This said, Coaching Across Cultures is in fact more concerned with cultural perspectives (e.g., alternative ways to communicate) and what can be learned from them than, say, describing the cultural characteristics of particular nations, corporations, or professions.


By integrating the cultural dimension, coaches will unleash more human potential to achieve meaningful objectives. Likewise, enriched with coaching, intercultural professionals will be better equipped to fulfill their commitment to extend people’s worldviews, bridge cultural gaps, and enable successful work across cultures.


The Intercultural Approach


Culture, which is defined in depth in chapter 2, is a group phenomenon. A group’s culture represents its unique characteristics and these include observable behaviors as well as underlying norms, values and beliefs. For example, the Germans2 tend to be direct in their communication. To avoid misunderstanding, they believe it is preferable to say what you mean and mean what you say. This can sometimes be perceived as aggressiveness. In contrast, the Japanese have devised indirect forms of communication, notably relying on hints and on mediators. Their belief is that preserving harmonious relationships and “saving face” are key. This could equally be misinterpreted as a lack of self-confidence and assertiveness.


Whether you are a manager using coaching or a professional coach, whether you are coaching other people or just yourself, you cannot ignore these cultural components in communication. Moreover and beyond communication, culture has an impact on every human activity: how we view time, think, organize ourselves, define our purpose, relate to power, and so on.


This book is written to help you become more aware of your cultural orientations as you engage in your activities. You will learn to appreciate how your cultural inclinations affect the way you coach. You will acquire a vocabulary to pinpoint specific cultural differences between you and people you interact with, or between your coachees (or clients) and their stakeholders. If you are an interculturalist, you will learn some alternative ways to interpret familiar cultural orientations. Beyond raising your awareness, this book suggests how to use those differences constructively. This ability is of utmost importance in our interconnected and increasingly global society.


Coaching across Cultures: A Creative Approach


However, Coaching Across Cultures is not only about techniques to deal productively with cultural differences. Coaching across cultures is in essence a more creative form of coaching. Whereas traditional coaching tends to operate within the confines of your own cultural norms, values, and assumptions, coaching across cultures challenges your cultural assumptions and propels you beyond your previous limitations to discover creative solutions that lie “outside the box.”


Because coaching is about helping people to unleash their potential, coaching across cultures makes it possible to deploy even more potential by tapping into various possible worldviews and also by expanding your repertoire of options. Coaching across cultures should not be viewed as a new coaching specialty. It is, rather, a “paradigm shift,” an enlargement of coaching as most people have practiced it to date.


I have done my best to provide you with numerous ideas, frameworks, tools, and examples to help you systematically leverage alternative cultural orientations for the crucial human activities.


Coaching Across Cultures will help you to adopt a broader view (using the “Cultural Orientations Framework”), articulate success in a global fashion (using a new model, the “Global Scorecard”), and apply the lessons from various cultural perspectives from the Framework to make it happen.


In our international and intercultural society, coaching across cultures represents a positive and inevitable evolution of coaching. Consequently, it is destined to become mainstream.


By the time you finish reading this book, you will have


• become acquainted with coaching and cross-cultural concepts,


• gained a systematic framework (the “Cultural Orientations Framework”) that will allow you to integrate cultural perspectives into your coaching, and will have learned—or reviewed—some basics about coaching,


• learned numerous cultural orientations that can be considered within companies or organizations and across national cultures,


• internalized a cross-cultural development model that will help you work effectively across cultures,


• developed familiarity with a three-step process (“Global Coaching Process”) to facilitate a high-performance and high-fulfillment journey with individuals and teams,


• learned to set objectives that promote business success while encouraging you to take care of yourself, nurture relationships, and serve society at large (the “Global Scorecard”), and


• learned to apply the last step of the cross-cultural model to leverage cultural differences to achieve the best possible coaching results.


This concept of leveraging differences, which will be explained in more detail in chapter 2, means making the most of the richness that lies in diverse cultural views. You proactively embrace cultural differences, and this is where coaching and interculturalism can unite.


As you learn how to leverage cultural differences, you will read about best practices from respected organizations such as Unilever, Chubb Insurance, Baxter Healthcare, and IBM. Because most of my experience is with international corporations, most of my examples come from organizations that cross national boundaries (country culture), but many of the cultural orientations presented in this book will be equally effective within organizations or companies.


Road Map for the Book


In this section, I have outlined the structure of Coaching Across Cultures, together with a summary of what you will find in each part.


Part I, “Coaching and Culture,” lays a foundation for the book. Coaching concepts and practices are introduced in chapter 1. Culture is presented in chapter 2, with an emphasis on linking the two domains.


Part II, “Leveraging Cultural Differences,” features universal challenges and the corresponding responses in the form of cultural orientations. Chapter 3, “The Cultural Orientations Framework,” is devoted to introducing a model comprising seven categories and seventeen cultural dimensions that are of practical importance for coaches. The model will help you assess your cultural orientations profile and pinpoint specific differences between the individuals, teams, and organizations you interact with.


The next seven chapters each focus on one category:


• Sense of power and responsibility,


• Time management approaches,


• Definitions of identity and purpose,


• Organizational arrangements,


• Notions of territory and boundaries,


• Communication patterns, and


• Modes of thinking.


You will be introduced to various cultural orientations, and will find specific ways of leveraging these to effectively address your challenges (and help your coachees address theirs). Moreover, a range of coaching techniques and models will be laid out so that you can make the most of cultural differences in concrete situations.


In Part III, “Facilitating the High-Performance and High-Fulfillment Journey,” I will show you how to systematically put these ideas into practice. You will learn about a three-step process, namely the “Global Coaching Process,” to facilitate your journey. You can employ this methodology with your coachees—individuals and teams. However, I suggest you also use it to embark on a personal journey if you want to credibly and competently coach other people.


The three chapters in Part III provide frameworks, tools, and examples for each of three “Global Coaching Process” steps: starting with an in-depth assessment, articulating target objectives, and then progressing toward them. Part III will help your coachee gain clarity about his* desires and honor them, and it will demonstrate how to achieve business objectives while doing something useful for humanity.


The “Global Scorecard” is one of the new tools you will discover. It encompasses classic indicators of business success while going beyond the traditional corporate culture bias and scope to achieve global success.


What You Should Not Expect from This Book


In this book, I hope you will find valuable insights, perspectives, and frameworks. However, a book can never replace a coach. As an author I can write about coaching, but I cannot claim to coach you via this book. When I work as a coach, I deal with a person or a team, and I have the opportunity to help that person move on his unique journey. I can use my intuition and my experience to provide only what seems most relevant in a particular situation (see “coaching defined as an art” in chapter 1) and to do that on a just-in-time basis (see chapter 13). My ambition therefore is not so much to coach you as it is to share what I believe can help you coach yourself and others more effectively.


Second, some of the words I use, such as global, may give you the impression that I am aiming at unrealistic goals. That is not my intention. By global coach (i.e., a coach able to function successfully across cultures), I do not mean to suggest perfection. Who could leverage all cultural differences? Who could have worldwide capability? Global coaching, in an absolute sense, does not exist. It would be very presumptuous for me to suggest this book could help bring about a utopian world! My ambition is more modest. By suggesting a destination where cultural differences are leveraged, full human potential unleashed, and a better world fostered, I am stating that I believe in progress and am inviting you to advance on a journey to make it happen. Every step forward is significant. Your commitment is what makes you a global coach.


Third, I have yet to find a truly intercultural society or company where members have embraced cultural differences and made the most of them. To my knowledge, such an entity is yet to be built. The book does, however, relate encouraging experiences and best practices that can inspire us, and from which we can learn.


Fourth, coaching across cultures is a source of richness, but it does come with a price. It is much more comforting and reassuring to stay in your community and to live in a “ghetto.” By exploring alternative worldviews and mixing with people from different cultures, you will often feel challenged and may experience higher stress. You are venturing into new territories. Who said expanding our horizons was easy? The benevolent presence of a coach and a support network can help you on that journey. The promise of a richer future and the excitement of learning should also help you accept and surmount the obstacles along the way.


Finally, some issues will inevitably not be addressed. I intend to lay a foundation for cross-fertilizing coaching and interculturalism. This implies stepping back from our current paradigms. The discipline I describe is merely emerging at this stage. Your creativity will help bring it to life. However, being a coach myself, I recognize that coaches are action oriented and cannot be satisfied with a mere intellectual exposure to concepts. You will find many ideas, models, and tools that you will be able to apply. Some of you may find there is more information than you can use. Others may wish there were more. I have had to make some choices, and there is still a lot that I have to learn! I have tried my best to find the right balance, sharing what I know and think would be most beneficial to you.


I hope Coaching Across Cultures will inspire you to deploy more human potential, leverage cultural differences, and promote global success.





Part I
Coaching and Culture









Chapter 1
The Recent Discipline of Coaching



Coaching is a pragmatic humanism. Coaching values well-being and fulfillment. It emphasizes self-care, quality of life, and human growth. I call this the “being” side. Coaching is also a method to enhance performance and a leadership style that gets results. This I call the “doing” side. In other words, well-being is important, and human development is the prime method for getting results (see chapter 6 for more on being versus doing).


The emphasis on self-care should not be confused with selfishness. By giving themselves permission to take great care of their own needs and dreams (perhaps thanks to your coaching), coachees increase their energy level, connect with their passions, and enhance their capacity to serve fellow humans.


Coaches help people find practical solutions to the concrete challenges they face: how can people make the most of their time, improve leadership and communication, achieve ambitious work goals, have a better life balance, understand and use emotions, develop their creative thinking, overcome harmful stress, establish constructive relationships, and so on?


More fundamentally, coaches help coachees step back, take in the “big picture,” and craft the life they truly want, in other words, design a future they desire. In fact, both quality of life and productivity can be achieved when people embark on a journey that respects and builds on their aspirations and talents. Moreover, successful coaches help coachees find creative ways to serve their clients, colleagues, and society, while honoring their own wishes.


Coaches aim for concrete impact and tangible results. They enable peak performance. The best athletes have worked with coaches for a long time. Pete Sampras would not have conquered seven Wimbledon crowns and a record fourteen grand slam tennis titles without superb coaching. Today, in a fast-paced and competitive world, the demands on all professionals are greater, not only on athletes. Managers in particular, like sports champions, need to perform near-miracles. To that end, they increasingly use coaches to help them deploy their talents. They also become coaches themselves to unleash the potential of their staff.


Coaching has indeed become an important component of leadership. Lou Gerstner, as Chairman of IBM, declared in 1998, “In the past, it may have been sufficient for managers to deliver the numbers and close the deal. Today the definition of leadership at IBM is broader than that. You lead programs and projects, of course. But you’re also in the job to lead people, build a team, coach, and create a culture of high performance.”1


It will not be a surprise therefore that many excellent companies, including those depicted in this book, have utilized coaching. They consider coaching a key leadership competency for their executives.



What Is Coaching?



I define coaching as the art of facilitating the unleashing of people’s potential to reach meaningful, important objectives.


The key elements of this definition constitute the essence of coaching.2 I will begin with “objectives.”


1. Objectives


Coaching is oriented toward concrete impact and results; it is about helping to articulate and achieve objectives. The focus is on the current lives and future plans of the coachees.


2. Meaningful, important


Coaching seeks to engage coachees in an authentic way. To create real commitment, objectives cannot be artificially imposed or “sold.” Instead, they must resonate with coachees’ inner motives and values. Before helping to build an action plan, the coach helps coachees identify what is specifically important to them and what can make their lives truly meaningful and enjoyable. In addition to enabling coachees to serve themselves, the coach helps coachees serve others and pursue concrete objectives in the service of various stakeholders such as clients, employees, shareholders, and society.3


3. Potential


Coaches are deeply convinced that people have more potential than they are currently able to display. Great coaches often have a vision of what that potential might be, but more importantly, they are devoted to mastering the art of helping people discover, develop, and overcome obstacles to realize that potential.



4. Facilitating



Coaching is an interactive and developmental process where the coach enables coachees to find their own solutions, discover new opportunities, and implement actions.


5. People


Coaching can be applied to individuals and to teams. In the latter case, the coach works at two levels: helping the team achieve synergy (overall performance superior to the sum of individual contributions) and helping each individual team member separately reach his personal objectives. For the team overall, great coaches seek win–win solutions—opportunities that exist at the intersection between team and individual needs.4


6. Art


Coaching is the art of choosing an effective approach in a given situation, of creatively combining technical tools, models, and perspectives to address specific challenges, and of devising innovative processes to serve coachee needs. Technical mastery alone is not sufficient to produce excellent coaching. Because it is authentic in essence, coaching cannot be performed automatically or superficially. Intuition and synthetic intelligence5 are key competencies of great coaching.


Coaching versus Mentoring, Therapy, Consulting, and Teaching


Mentoring. Although leaders can act as coaches, I have found that this role is often confused with mentoring. Coaches act as facilitators. Mentors give advice and expert recommendations. Coaches listen, ask questions, and enable coachees to discover for themselves what is right for them. Mentors talk about their own personal experience, assuming this is relevant for the mentees. Coaches provide frameworks to help coachees build their own support networks. Mentors often open doors and put their protégés in contact with key people. With experience, any leader can act as a mentor and proffer advice and a hand up. It takes additional empathy, and skills to be a coach. Mentors can leverage their experience more effectively to the benefit of mentees by learning how to coach, notably for building ownership and responsibility.


Therapy. Therapy usually aims at healing emotional wounds from the past (and in some cases may be complementary to coaching). Coaching may help identify blockages from past personal history but with the intent of providing new ideas, resources, and options to address present challenges. The conversation in coaching is about “what” and “how to” (future) more than “why” (past).6


Consulting. Coaching, with its emphasis on process, differs from traditional consulting, which prescribes solutions. The rationale for using coaching is that coachees become better equipped, increase their ownership and ultimately their confidence, satisfaction, and performance. Consulting can be a complement to coaching when additional expert knowledge is desirable.


Teaching. Coaching starts with coachees’ desires and challenges; teaching, is centered on a curriculum that trainees need to try to apply in their situations.



Fundamental Perspectives



You will discover a variety of coaching methods throughout this book. Additional models have been very well described by other authors, some of whom I will evoke later. Let me recommend Richard Kilburg7 and Frederic Hudson,8 who have both proposed inventories of coaching foundations and methods. Frederic Hudson distinguishes psychological and social theories of adult development as the theoretical roots of coaching. Richard Kilburg mentions several coaching methods, including Cooperrider’s appreciative inquiry.


Permit me a brief overview/review of a few fundamental coaching perspectives. Coaching is an advanced form of communication. Consequently, if you want to excel at it, you first need to master communication. I can recommend Transactional Analysis (TA) and Neuro-Linguistic Programming (NLP) as models, both of which are helpful. Although these models have been around for a long time, they are still important as coaching foundations. Unfortunately, they are often overlooked. What matters in coaching is not the models per se but the ability to leverage these theoretical perspectives in real situations.


In the appendices, you will find descriptions of TA and NLP that I have found particularly helpful in my coaching practice. I also indicate how I have applied some of these concepts in a real coaching situation.


At this stage, however, let me just share one insight from TA, which refers to how you view yourself, how you see others, and the resulting impact. The model describes a mindset all coaches need to develop; it is also a useful tool for replacing destructive or ineffective communication strategies with productive and enriching ones. And it works across cultures.


You can choose, regardless of the situation, to adopt an “OK (self)–OK (others)” mindset: you trust yourself and tend to trust other(s). OK refers to our image of someone worthy of respect, with positive intentions, and able to make a difference. OK does not mean faultless. This mental outlook will naturally lead you to engage in constructive communication and actions, and enable you to develop richer and more productive relationships.


The important point is that OK–OK is a subjective choice, independent of “objective” reality. It does not matter that you could rationally also make a case for the other mental combinations (OK–not OK, not OK–OK, not OK–not OK). For example, if you distrust people (OK–not OK), your attitude will typically alienate them or lower their self-confidence. You foster vicious circles when you interpret their lack of commitment and poor results as a validation of your initial belief. Coaches prefer the OK–OK perspective, because self-fulfilling prophecies also work positively: when you trust yourself and others, you enable virtuous circles of respect, productive behaviors, and creativity.


One perspective that has not yet been a part of coaching is culture. In chapter 2, I will explore the cultural dimension of communication and discuss how it can be integrated into coaching.



The Coaching Process



A typical coaching process9 involves three steps and embeds several essential coaching features: conducting your assessment, articulating target objectives, and then progressing toward them.


Conducting Your Assessment. First, coachees are invited to systematically explore and honor their desires. Desires are essential because they house energy and passion. Consider the difference between wanting to do something and having to do something. As André Comte-Sponville noted, “When love is present, one does not have to worry about duty.” This being said, the assessment is also an opportunity for coachees to examine opportunities to serve others; thus the assessment includes the expectations of various stakeholders and their feedback.


The assessment phase typically includes making your coachees aware of the “mental filters” that exist, often unconsciously, between the external reality and their mental representation of it.10 In the same way that optical lenses can alter shapes and colors in photography, mental filters can create a unique subjective perspective that is different from objective reality.


In traditional coaching, the focus is on determining psychological filters. For example, the Myers-Briggs Type Indicator (see chapter 11) provides a concrete example of these kinds of filters and suggests our biases in the form of psychological preferences.


Coaching Across Cultures, however, invites you to consider both psychological and cultural filters, which are unfortunately often ignored in traditional coaching. The “Cultural Orientations Framework” presented in Part II will help you determine your personal cultural orientations (influenced by your nationality, profession, etc.) and establish a cultural profile. Recognizing and understanding these filters and how they influence our perception of people and events is the coachees’ first step; they then can consciously try to alter these filters and possibly overcome obstacles to their own effectiveness and success.


Articulating Target Objectives. Coaching is results oriented; therefore, coachees next project themselves into the future and define the objectives they will later strive to reach. In traditional coaching, the focus is on personal or corporate objectives. Coaching Across Cultures invites you to consider success globally, helping coachees to set target objectives beneficial to them, while serving their organizations and helping to make the world a better place. The “Global Scorecard” presented in chapter 12 will help you visualize a wide range of possible objectives, which are interconnected. Coachees will typically be more inspired and committed when they see how their work positively impacts society at large.


Progressing toward These Target Objectives. The third step is the journey toward those targets, and coaching is centered on coachees’ challenges during this journey. Coaches offer tools and help coachees apply them to deal with real issues as they arise. In other words, the coachees’ challenges drive the agenda; learning occurs “just-in-time.” Coaches also help coachees tap into their desires, leverage their strengths, overcome their weaknesses, and build on their successes along the way.



Types of Professional Coaching



In this section, I will concentrate on three coaching professions (personal, executive, and team coaching). However, let me first bring up a difficulty with coaching. Because it is a fairly new profession, many people are tempted to jump on the bandwagon and start offering “coaching services.” Such fly-by-night operations raise serious issues of quality and ethics, which could potentially harm coachees and damage the profession altogether. To my knowledge, these questions have been best addressed in an international context by the International Coach Federation (ICF).11


Personal Coaching


When a professional coach works with an individual who pays for the intervention, the process is called “personal coaching.” Thomas Leonard,12 who has trained many personal coaches,13 urges coachees to honor themselves and remake the world on their own terms. Leonard proposes “practical guidelines” to help coachees meet these objectives. Personal coaches have traditionally emphasized the notion of self-care, which has been mentioned earlier and has had an impact on the entire coaching profession.


Moreover, they have insisted on congruence and I have found that the best coaches do indeed strive to practice what they preach (for example, Talane Miedaner, Laura Berman Fortgang, and Cheryl Richardson). They try to live in coherence with their ideals, believing that, to paraphrase Gandhi, “You must be the change you want to see in the world.”


Executive and Corporate Coaching


Executive coaching is a form of coaching in which


• the coachee is an executive,


• the organization employing the coachee pays for the coaching intervention,


• the sessions are strictly confidential to ensure candidness and openness in interactions, which are essential to effectiveness, and


• the intervention is in service of multiple stakeholders: the coachee and his organization.


Incidentally, the same criteria apply to corporate coaching, but the coachee is not necessarily an executive in this case. Some say that a balance needs to be struck between the needs of the executive and those of the organization.14 My view is that good executive coaches go beyond finding a compromise. They help identify creative solutions and synergies where all parties can discover new ways to make the most of their relationship. Although all executive coaches recognize that they serve multiple stakeholders, not all agree on how to handle conflict between stakeholders’ interests.


I typically indicate upfront that my goal is to help everybody win. To that end, I learn about the organization and its context. I get a feel for the challenges and opportunities ahead. I seek to understand the expectations for leadership development and how these connect with the overall vision, strategy, and culture of the organization.15 At the same time, I make clear that I shall be serving the coachee’s best interests during our sessions. I want the conversation to be authentic. The worst approach would be to manipulate the executive, in other words, try to influence him to do something he does not truly want to do.


The vast majority of coachees will be more committed, passionate, and effective at leading their organizations as a result of the coaching process. Some, however, having gained clarity about their motives, may realize the poor match between their own desires and objectives and those of the organization. If they cannot identify a way to bridge the differences, they will probably decide to leave the organization. In this case, the best I can do is to help ensure the departure is graceful and respectful.


The flow of information in this triangular partnership is represented in the figure below.


All parties are responsible for communicating on an on-going basis. Since the coach cannot comment on the coachee’s progress (because of the confidentiality agreement), he encourages feedback exchanges between the executive and his organization. This ensures that progress gets noticed and that issues don’t turn into blind spots.


Contracting concerns the general conditions and the intervention process. However, sometimes it also includes a discussion about specific target objectives, which are agreed on among the coach, the coachee, and an organizational representative (typically the coachee’s supervisor and/or a human resources executive). I have found this practice to be less common at the senior executive level. In any event, the coachee’s progress and results should speak for themselves, and the coachee always has the option of keeping certain objectives confidential with his coach.


Partners in the Executive Coaching Process


[image: Image]


In October 1999, Laura Whitworth initiated the first Executive Coaching Summit for the purpose of identifying the primary distinguishers of executive coaching, which was emerging as an important profession within the coaching field. We met for two days in Orlando with a group of thirty-six senior executive coaches she had invited and who were viewed as leaders in the field.


The published conclusions16 included a list of advanced proficiencies, which highlighted how executive coaching is distinguished from the basics of coaching. The following points are from that list:


• Ability to have conversations beyond the obvious. May include global issues, philosophical items, sociological issues, or business issues of the day and of the future. Executive coaches are comfortable coaching around complex issues and international agendas.


• Ability to be a risk taker by challenging individuals at high levels. Executive coaches speak the truth when no one else will.


• Ability to be a confidant with whom executives can share all sides of themselves: their hopes as well as their fears, their egotistical desires as well as their social needs, their dreams for themselves as well as for their organizations.


Team Coaching


Coaching teams is about helping a team achieve superior performance while also helping team members create more fulfilling lives for themselves and for others.


Football fans know that putting together a group of talented players does not by itself make a winning team. Nobody would dream of such a thing. Coaching is indispensable. Yet, when it comes to executive groups, I have often noticed managers who entertain the fantasy that somehow they can achieve high performance by concentrating solely on the business agenda and without any coaching.


Team coaching differs from “masculine” (business imperatives, task objectives) consulting and “feminine” (human values, relationship objectives) team building in that it leverages both parts for greater business results and improved relationships. Coaching that does not include the relational part is merely facilitation. Coaching without the business discussion would not be coaching. It could take the form of outdoors team games, which are fun and useful but insufficient for tackling the business issues. Coaches will, for instance, help team members realize how they behave as they do the real job. They will help ensure all learnings are transferred to enhance the way team members perform the work.


I have described elsewhere the aims and practices of team coaching, considering executive team coaching in particular.17 Team coaching involves an elaborate intervention process; it includes interviews with each team member, team assessment, customized design, and a feedback session with the team leader before any team retreat takes place.


As a team coach, I believe I can best serve the team overall to the extent that I am able to serve each member individually. Genuine commitment is found where team and individual objectives intersect. This creates congruence, a resonance, which is the basis of true synergy. Coaches help unleash individual and collective potential in pursuit of the team’s mission.


Here is how Peter Leyland of Baxter Healthcare describes his experience of team coaching:


This process has supported and met the needs it was intended to address beyond the expectations of the whole team. Not only have the issues previously identified been positively dealt with, but the group has been able to move on, capable of dealing with increased levels of complexity as we combine two new businesses onto the core. The core business has also experienced a fifty percent increase in growth since the start of the intervention process.... Looking back over the past 18 months...the team has moved a long way and passed many milestones. The old self-confidence has returned. People are enjoying their jobs. We continue to invest in training, new people and competitive tools. Last but not least we have established a new and exciting future together.18



Leadership Development



Rebecca Ganzel, in her article “Hard Training for Soft Skills,” describes the “golden days of American management,” when “life was easy for workers who preferred dealing with facts, figures, and numbers rather than with messy human relationships.” She goes on to explain, “Workplace rules were simple: Show up on time. Keep your head down. Get the job done.” Then, she writes, “came the bad stuff. Stuff like empowerment, team building transparency, accountability. The analytical skills you’d been hired for were glanced over like so much garage-sale rubbish; the data you’d counted on turning to throughout your career was no longer a safe haven.”19


Coaching is part of this new “bad stuff.” Coaching is in fact a new management leadership philosophy that invites creativity, authenticity, and ownership in the workplace. Whereas in the old days, management would secure compliance and suboptimal performance, coaching strives to unleash people’s potential and to obtain full-hearted commitment.


Leadership and coaching have only slowly found their way into business school training programs. Likewise, the main strategic consultancies ignored for a long time the soft side of organizational leadership, proposing brilliant strategic plans but leaving the executive or manager with the challenge of bringing employees on board to implement recommended changes, which often resulted in enormous frustration if not open social conflict. Today, even hard-nosed corporations understand that authoritarian or paternalistic management styles will not win the war for talent, nor will they elicit the best performance needed to stay competitive.


Daniel Goleman researched “Leadership That Gets Results”20 and found that it came in the form of six leadership styles, one of which is, precisely, coaching. His research indicates that coaching has a positive impact on the organization’s working environment, which in turn affects business performance.21


In my view, executive coaching involves developing personal leadership. Executive coaches help leaders to grow, notably by demonstrating their own leadership skills. Part of the growth is leaders’ ability to act, themselves, as coaches. Unilever, for example, expects coachees to be able to act as coaches after they have completed their one-year individualized executive coaching process. If a leader is still unable to be an effective coach, Unilever makes it clear that the executive coaching process should continue. While coaching is key, leadership encompasses many other activities. Executive coaches should be equipped to help leaders perform a variety of tasks.22


Coaches know that even the best leaders cannot reach perfection in all areas. Welcome to humanity! A more realistic objective is then to help executives become aware of their strengths and weaknesses, to make the most of the former and minimize the effects of the latter.


Frequently, organizations define their own set of competencies, which employees need to exhibit to promote overall success. A few examples—Unilever, IBM, Chubb, Baxter—follow.


Unilever’s “Path to Growth”


Unilever’s “Path to Growth” includes the development of world-class leadership competencies. For example, Unilever expects its executives to demonstrate the following qualities:


• developing others (particularly by acting as coaches)


• exhibiting a passion for growth


• thinking creatively


• demonstrating political acumen


• seizing the future


• being a catalyst for change


• holding people accountable


• empowering others


• influencing strategically


• demonstrating team commitment


• exhibiting team leadership.23


Leadership development training and coaching are designed to develop these competencies. The reward system and promotions are also aligned to ensure that desirable leadership behaviors are reinforced.


I have been personally involved in some parts of the comprehensive curriculum Unilever has put together to develop executives at all levels. I designed the “Foundations of Leadership” and “Leadership Development” programs in collaboration with Unilever,24 and I am now working as an external coach with senior executives. As part of their leadership training, they take part in a seminar in which Chairmen Niall FitzGerald and Antony Burgmans personally speak with participants and offer them the option of working for one year, one-on-one with an executive coach.


IBM—“A Strong Coaching Style”


Coaching is one of IBM’s core leadership competencies. An IBM leader behaves as a coach when he


• expresses pride in others’ accomplishments,


• enjoys seeing subordinates grow and move on, even at a cost to himself or the team,


• provides coaching and inspires the long-term development of others, and


• has substantial positive impact on others’ professional growth and development.25


Furthermore, IBM found that its leaders with a strong coaching style created high-performance climates 100 percent of the time. This is of utmost importance considering IBM also established that organizational climate accounts for 28 to 36 percent of the company’s results!26


Effective Leaders as Good Coaches


At Chubb Insurance the same commitment to coaching is evident and starts again at the top of the organization. Dean O’Hare, chairman, insists that “effective leaders are good coaches and mentors; they provide feedback and motivate others to exceed expectations.”27 Building coaching skills has become a key part in Chubb’s Leadership Development Seminar.28


Peter Leyland from Baxter has engaged his Baxter Renal U.K. team in a long-term developmental journey. I acted as the external coach while Peter and his team were learning and demonstrating proficiency as leader coaches. Peter was subsequently promoted to a vice president with global responsibility.


In fact, and to summarize, it has become apparent that many of the most successful organizations today have embraced coaching as both a key means and a core goal of their leadership development efforts.



Coaching Tool: Starting a Learning Journal



If you don’t currently use a learning journal, I suggest that you visit your local stationer. You may opt for a refined, leather-covered version or a simple booklet with empty pages. You may prefer a flexible format, where you can remove pages you consider obsolete and gradually replace the old pages with new ones as you gain clarity or as your projects progress. What matters is that your journal is inviting and right for you.


A coaching journal is a valuable tool to help you reflect on your own personal journey, to aid your thinking about what is truly important to you. It is a place where you can capture insights and learn from experience. It can act as a catalyst to helping you step back to enhance your self-awareness, expand your worldview, and formulate your goals. You may jot down personal beliefs, ideas, questions, thoughts about your values, strengths, weaknesses, the ways you interact with fellow team members, and so on. However they come, and whether they seem to be logical or illogical, complete or incomplete, your thoughts and feelings in real time can be captured in your journal for later reflection and allow you to gradually move toward clarity.


You will want to go back to these notes, identify key themes, and articulate actions you will commit to take. Even if in your culture, people tend to openly share personal information, I recommend that you treat your learning journal as a secret garden. You always have the option of verbally disclosing select parts with trusted confidants.


The “Global Coaching Process” (more specifically, the assessment or the “Global Scorecard”), which will be detailed in Part III, can provide a structure for your journal if you choose to read chapters 11 and 12 at this time. But there is not a unique way to use the tool.


A book can never replicate the rich human interaction that typically takes place during coaching sessions. The learning journal, however, will enable the active learning mode I encourage you to adopt. You can then learn to coach yourself and engage in fruitful internal dialogue.





Chapter 2
Integrating the Cultural Dimension



As mentioned in the Introduction, the concept of culture applies not only to “those out there,” the “others,” people from foreign nations. Countries have cultures, but so do corporations, organizations in general, professions, and so on.


Within groups there are individual differences, class and educational differences, ethnic and racial differences, personality type differences, and gender differences. Furthermore, groups develop their own cultures. All of us know this to be true if we have changed jobs and found the feel of things—how people act and communicate, the “climate” of the place—to be different from our previous experience.


The various aspects or kinds of culture share many similarities. What applies to country cultures also has applications to corporate, organizational, or academic cultures. And once differences can be seen as cultural, there is the possibility of understanding and developing skills to manage, or better yet leverage, those differences.


In this chapter I begin our exploration of culture, and in Part II I delve deeper into cultural orientations. Here, I offer two case studies. The first involves a clash between the values of two professional cultures within a company; the second is about the misunderstandings that can lead to stereotyping and agitation across country-culture lines.


Case Study 1: Professional Cultures


When Peter Leyland was appointed business unit director of Baxter Renal in the United Kingdom, he asked me to act as the external coach to his management team. The coaching role was described to the team as facilitating a long-term, high-performance journey. The journey that started in 1997 has indeed come a long way since then; we had a fifth retreat in 2001. Saheed Rashid, previously marketing director, replaced Peter Leyland in 2000. In the meantime, Baxter Renal had further reinforced its dominant market position in the U.K. by devising innovative ways to prolong and enhance hundreds of patients’ lives.


Baxter Renal U.K. became a model for the entire Baxter organization, and the story of this success has been featured in the Sloan Management Review.1 Back in early 1997, however, the team could not have, by any stretch of the imagination, qualified as high performance.


One challenge was the clash between profit-driven and people-driven values. The team was really composed of two subcultures, with a divide along educational backgrounds: business professionals, typically holding MBA degrees, and nurses who had left the National Health Service to join Baxter. The nurses strongly valued helping to improve patients’ lives. Despite having made the transition to Baxter (usually for better pay and better management), the nurses harbored a sense of uneasiness and almost betrayal, because they were a part of the corporate universe and its relentless pursuit of profit.


Through team coaching, the nurses learned that the rest of the team was also genuine and serious about enhancing patients’ lives. The nurses learned to appreciate that sound business management would enable Baxter to better serve these patients. The nurses on the team became convinced that they could have a great impact as nurses within Baxter. Business professionals, on the other hand, learned to better hold patients’ needs to heart. Used to impersonal marketing plans, they developed the values of caring and empathy. They found pride and inspiration knowing that their work would make a real difference for patients.


The team set out to make renal patients’ lives as easy as possible. Baxter offered to take care of various tasks that patients would normally have to worry about, such as the disposal of dialysis bags, water purification, or the update of prescriptions.


To stimulate their thinking before engaging them in goal setting and action planning, I invited team members to put themselves in the shoes of their various stakeholders, drawing graffiti on flip charts representing each group’s hopes and concerns. Cultural differences became a source of richness rather than frustration. Mutual trust and passion for a common mission united members. The team was now ready to begin its journey to high performance.


Case Study 2: National Cultures


Mark Philips,2 a British director of the U.K. operation of an international corporation, was asked to manage the European Nordic Region. The regional head office was based in Stockholm, and most employees were Swedish.


These Swedes had acquired a negative reputation among other European staff members, resulting from a series of misunderstandings due to poor intercultural awareness on all sides. During our one-on-one coaching sessions, I encouraged Mark to learn more about the Swedish culture. Rather than assuming a lack of commitment from the Swedes, I challenged Mark to view the puzzling behaviors he had observed through the lens of the Swedish culture itself3 and to proactively look for the merits of their cultural orientations rather than the pitfalls.


Mark realized, for example, that the Swedes’ absence of agitation and frenzy (which he was accustomed to) had some advantages. For Swedes, being referred to as kolugn (calm as a cow) is a compliment. It suggests virtues of patience and of maintaining one’s cool no matter what happens. Mark had initially been infuriated seeing Swedish employees calmly sipping their cups of coffee and taking a lot of time off, apparently unaffected by the business pressures to deliver results quickly.


As it turns out, this is not laziness; Swedes simply value their leisure time highly. Furthermore, Mark found that independence is also important to Swedes, who want to be their own masters. They do not show off or try to appear different. Yet, they simply back out when coerced. However, Swedes are comfortable with very direct communication and in fact expect straightforwardness. Consequently, Mark stated his expectations precisely and quietly, while offering his support if they needed help. He gave the Swedes time to reflect on how they would go about meeting specific business challenges. They eventually agreed on a plan. The Swedes proved very reliable at carrying out the project as stated. Their European colleagues started to appreciate them.
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