













Praise for Global Coaching


“Finally, an enlightening book that recognizes the need for a new multi-disciplinary approach to navigating the vast sea of complexity that surrounds us. Philippe Rosinski has the intellectual courage to leave the path of simplicity and embrace the paradox management to help us to develop new skills and to train future leaders of a global world.”


—Adolfo Martini, Learning for Development Director, Europe, L’Oréal


“A comprehensive mapping of concepts, tools, and practical information to address leaders’ multifaceted challenges. I highly recommend this book, which will help everyone in creating a better unity for oneself, and for thriving on our present world’s complexity.”


—Vincent Lenhardt, president of Transformance Pro and
senior advisor for the Boston Consulting Group


“This book is one of the best I’ve ever read—timely, relevant, and on-message. Global Coaching is a significant contribution to the coaching profession.”


—Katherine Tulpa, CEO, Association for Coaching


“Global Coaching illustrates how coaching has evolved to give leaders a new foundation for comprehensive self-care as they learn to become more conscious and collaborative. This book is a comprehensive guide for coaching those who will lead us into a new world of work!”


—Darelyn “DJ” Mitsch, president, the Pyramid Resource Group,
author of Team Advantage, and past president of the International Coach Federation


“Philippe Rosinski has moved the art and science of coaching to a new level.”


—Peter Leyland, CEO, Penlon Ltd.


“A provocative, exciting, and wise book! Rosinski’s work draws on a well-presented range of material, from psychology to medicine, economics to physics, philosophy to mysticism, and beyond—and challenges us to open up to new ways of thinking. He presents well-written business coaching cases and examines how embracing multiple perspectives will enhance our coaching and enable our clients to become more effective.”


—Prof. Carol Kauffman, Harvard Medical School; director, Institute of Coaching;
editor-in-chief of Coaching: An International Journal of Theory, Research & Practice
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Foreword



Global Coaching is indeed the complete book of coaching. It is essential for all who wish to dabble in, study, practice, or even immerse themselves in the art of coaching. I hope it will also be read by many who are not coaches, but who wish to understand and enjoy more of the riches that life has to offer.


Coaching is a term used to describe an effective methodology for facilitating ourselves and others to grow and develop into the more complete human beings that we are capable of being—if only we believe it. Global Coaching may well help us to shed some of our self-limiting beliefs in favor of these inspiring, motivating ones.


The term global, as Philippe Rosinski uses it here, takes us far beyond the boundaries implied by Philippe’s very well-received previous book, Coaching Across Cultures (2003). In fact, the term here has no boundaries, for in parts, Global Coaching takes us beyond the physical earth and into the ethereal universe. As he does this, Philippe uses specific styles for each section of the book that emphasize his and its versatility. Global Coaching is constructed around six perspectives, and Philippe approaches each one with the optimum language and style for its subject matter (for example, by alternately using case studies in the “Management” section; academic models, tables, and diagrams in the “Psychology” section; and poetic language in the “Spirituality” section). In all six sections, Philippe demonstrates broad knowledge and deep understanding, supporting his assertions with many references from academia and literature—or, should I say, other wisdom.


Many coaches believe that coaches should always be on the coachee’s agenda and that they should not bring their knowledge or values into sessions. Philippe does not retreat into this belief. In fact, he does the opposite: he invites the reader to look, in some depth, at each of the main issues facing society—and indeed humanity—and take full account of them during the coaching process. This encourages further progress in the maturing of the coaching profession, which has already been underway during recent years.


Philippe accompanies the reader on a logical and helpful journey through the deeper meaning of coaching and its potential far-reaching impacts in our fast-changing, uncertain world. I have no doubt that a wide variety of readers will enjoy and benefit from this significant book—as will coachees.


John Whitmore


Performance Consultants International








Introduction



GLOBAL AND SOCIETAL CHALLENGES


Reducing pollution, reversing the destruction of ecosystems, combating poverty, preserving health, favoring access to healthcare, promoting education, curbing nuclear proliferation, building peace: these are some of the tremendous challenges we face.


One human out of six is hungry. One billion people don’t have access to drinkable water. Thirteen million hectares of forest disappear every year. Animal species disappear one thousand times faster than their natural rhythm of extinction.1 The list of global crises goes on. The financial crisis of 2008, with its brutal stock market downfall and ensuing world economic recession, also made it painfully clear that when U.S. banks build castles in the sand2 the impact is felt worldwide. We have lost sight of the fact that everything is connected. International calamity could originate elsewhere next time.


Meanwhile, many of us are caught in a rat race of hard work that promotes futile, if not harmful, production for the sake of financial success. With the money earned from that work, we indulge in superfluous consumption that contributes to our planet’s destruction and does not really make us happy.


We all have an important role to play in precluding damage and in making the world a better place for everyone, including the future generations. However, to do our part, we will need to transform ourselves.


The crises provide us with an unasked for opportunity to rise to these unprecedented challenges. Global coaching can bring an invaluable contribution in this indispensable process.



WHAT IS GLOBAL COACHING?



Global coaching is a holistic approach that calls upon multiple interconnected perspectives to facilitate the unleashing of human potential toward meaningful pursuits. In this book, the perspectives we examine cover a wide range, from the physical to the spiritual. Global coaches strive to leverage these various perspectives both for defining success in a broad and sustainable fashion (the what question) and for effectively enabling this success (the how question).


Global coaching stems from the observation that many challenges people face, particularly the hardest ones, are multifaceted. Everything is connected. Traditional coaching simply doesn’t address this complexity.


Global coaching allows us to tap into the power, responsibility, and right we all have to forge a better life for ourselves and for others, and to find more joy and meaning in everything we do.


ADDRESSING PERSONAL CHALLENGES


In addition to the global and societal challenges I noted earlier, each of us faces personal challenges. Everyone, coaches and coachees alike, can benefit from improving physical fitness, energy, and resilience; developing organization and leadership skills that lead to tangible, sustainable results; honing emotional intelligence, assertiveness, and the ability to forge constructive relationships and manage conflict; learning to achieve goals while serving others; finding ways to leverage diversity for enhanced creativity; developing ways to deal with adversity; and exploring how to live a meaningful life.


We may not need to master all these competencies. However, coaching often happens in times of transition, or when new challenges require us to tap into our unexplored potential. You may need to become more assertive to deal with a new, demanding boss. Maybe you have been promoted to an executive position in which you’re required to lead a culturally diverse workforce. You may wonder how to best manage your various stakeholders and how to steer your company on a sustainable development path. You may want to achieve a better work–life balance, being happy both in your career and in your family and social life. Or maybe you’ve started to wonder “What is the meaning of this work or career?” and are beginning a journey toward a more purposeful life (either within your current occupation or through radical changes). These could be your own challenges or those of people you coach.


Global coaching helps us face challenges in our daily lives, helps organizations and societies achieve sustainable goals, and promotes long-term benefits for our planet. Global coaching highlights how closely these goals are intertwined.


The opportunities to unleash human potential to achieve meaningful, important objectives are probably unlimited. Through global coaching, individuals increase their sense of power and discover new ways to address their challenges. They become more responsible, taking ownership and making contributions rather than blaming others. These benefits have larger implications as well, enabling individuals to more effectively contribute in our collective goals. Through global coaching, we can all play our part, modest though it may be, in fostering progress in our organizations, in our societies, and in the world at large.


Global coaching is a revolutionary approach that transcends the limited impact of traditional coaching. We live in a complex, dynamic, and interconnected world. Traditional coaching takes a binary, static, and fragmented approach. Global coaching promotes unity in place of fragmentation, at both the individual and the collective levels.


WHO CAN BENEFIT FROM GLOBAL COACHING?


Global coaching can benefit everyone. It can equip us to make a difference—in ourselves and others.


• As citizens, our voices matter and need to be heard. As I will argue, governments should be encouraged to make brave decisions in the collective interest. We need sound regulations to protect consumers from harmful food and products; to ensure adequate education, health care, and living conditions for everyone; and to preserve the planet. While corporations must play their part, we cannot expect them to substitute for government action; their financial interest is not necessarily aligned with meeting genuine public needs. We should also encourage nations to move beyond selfish national interests to reinforce worldwide governance. Global challenges will be addressed most effectively at a global level. This does not mean we must become more uniform, however. We need to forge unity in diversity.3


• As professionals, managers, and leaders in our organizations, we can help make sure our companies pursue constructive and meaningful ends, in the service of multiple stakeholders and with a goal of sustainable development. We can help ensure that personal fulfillment goes hand in hand with performance. Leadership excellence should become the norm.


• As human beings, we can become happier by learning to appreciate what we already have, by opening up to natural beauty and artistic creations, by not engaging in debilitating consumerism. Our simple actions can make a difference in the larger world as well: saving energy at home, repairing objects rather than throwing them away, using environmentally friendly transportation, eating less meat, purchasing local products. We gain fulfillment by learning to savor life in a more natural fashion.


Everything is connected. Global coaching helps us become actors in shaping a virtuous circle of progress in place of the vicious circle of destruction. Global coaching offers a process for promoting unity in diversity, sustainable progress, and meaningful success.


We prefer to saddle politicians, senior executives, and multinational corporations with the responsibility for making change, exonerating ourselves of our own duty. But politicians hesitate to make the right, difficult choices without support from public opinion. After all, they usually want to be reelected. Likewise, corporations are under pressure to make profit by meeting market demands. We may wish that visionary corporate leaders would build more environmentally friendly cars and make more healthful foods, but we as consumers must encourage them—by refusing to settle for less.


Global coaching is not aimed solely at professional coaches. It is for all professionals, managers, and leaders whose role (among others) is to unleash individuals’ potential to achieve important, meaningful objectives. This applies in the corporate world as well as the public sector. Global coaching should permeate society. Ideally, it should be a lifelong developmental journey that starts with the education of children. Physicians, lawyers, and other professionals could benefit from embracing global coaching, and their clients would be better served as a result.


I have coached executives for almost 20 years. Increasingly, I train and coach professionals and managers to become global coaches, particularly in the advanced international coaching across cultures seminars4 I deliver with colleagues in our worldwide Rosinski & Company network, and in MBA and postgraduate courses. I am a professor at the Kenichi Ohmae Graduate School of Business in Japan, teaching in the MBA program in globalization.


Increasingly, people recognize the power and necessity of global coaching. Positive ripple effects occur when even one person applies this approach: more fulfilling relationships at work, improved performance, confidence and serenity in place of insecurity and stress (which in turn benefits clients, family, and social life), augmented creativity through leveraging alternative cultural perspectives.


Coaching began with practitioners rather than in academia; only later did universities begin to integrate it into their curricula and research. Coaching has a long way to go before it fully penetrates society, and it will be longer still before a global approach is adopted. I hope this book will contribute to promoting this new shift.


EMBRACING THE COMPLEXITY PARADIGM


This requires nothing short of a paradigm shift. As I will argue, the traditional Newtonian–Cartesian model of reality is insufficient to tackle the complexities we face today. That is not to say that this paradigm of simplicity should be discarded. Rather, it should be incorporated into a new paradigm of complexity. In this book, you will discover how this paradigm can help you coach more effectively. I will introduce the holographic model to describe this new reality and discuss the far-reaching implications for coaching and coaches. We will examine through some examples how such coaching has and can be deployed in practice.


For now, let me already say that the holographic model includes several interwoven notions:


• All things are dynamically interconnected.


• All things make up an undivided whole.


• Unity and infinity are linked.


• Every part is in the whole and the whole is in every part.


• Order can be either manifest (explicit, unfolded) or hidden (implicit, enfolded). There is a constant and flowing exchange between the two orders/levels of existence.


• The way the coach interacts with the coachee and the ensemble determines which aspects unfold and which remain hidden.


• Our dynamic and active enfoldings and unfoldings (holomovement) create, moment by moment, our universe.


• Multiple perspectives favor resonance: “similar to the way a laser of a certain frequency causes an image made with a laser of the same frequency to emerge from a multiple image hologram” (Talbot, 1991, 73).


Incidentally, the holographic model explains a wide range of surprising phenomena: non-locality (physics), the vastness and distribution of memory in the brain (biology), and Jung’s synchronicity, archetypes, and collective unconscious (to mention just a few).


It will become apparent that the holographic model is a useful descriptor of our complex reality. Holographic coaching (equivalent to global coaching), with its holistic and multiple perspective outlook, constitutes a more complete, creative, potent, and meaningful form of coaching.


SIX ESSENTIAL PERSPECTIVES


Practically speaking, global coaching implies broadening our view to encompass multiple perspectives. I have found that the following interconnected perspectives can foster global and sustainable progress: physical, managerial, psychological, political, cultural, and spiritual.


The managerial and psychological perspectives are the two pillars of traditional coaching. Yet each perspective contains multiple perspectives. Some coaches rely on a few psychological models and could benefit from including alternative approaches. In this book, I will show how you can incorporate situational leadership and transactional analysis into a global coaching approach. I will also explore other useful models (notably psychoanalysis and positive psychology), highlighting their contribution to global coaching.


Traditional coaches often overlook political and cultural perspectives, even though experts increasingly recognize the need to integrate culture into coaching. I introduced these perspectives in a 1998 article, “Constructive Politics,” and in my first book, Coaching Across Cultures (2003). I will particularly elaborate on the cultural perspective, and I will explain how the new Cultural Orientations Framework assessment tool can help with individual, team, and organizational development (particularly in the case of alliances, mergers, and acquisitions).


Traditional coaches also tend to ignore the physical and spiritual perspectives. They put little to no emphasis on a proactive approach to health and fitness. They may set vague goals for their coachees, such as “exercising more,” without considering the coachee’s individual needs or building a precise plan for covering the various fitness components: endurance, strength, power, flexibility, and balance. Malnutrition in poor countries seems to go hand in hand with what the French call “malbouffe” (bad eating) in affluent societies. You will discover a systematic approach to promoting health and fitness and find out about the multiple benefits, which go way beyond the physical realm.


Spirituality, although still often confused with religiosity, is increasingly integrated into life coaching but rarely into business coaching. Some people promote the idea that spirituality and material success cannot not be pursued in tandem. In fact, we need a spiritual perspective to give meaning and purpose to our lives and our work, to deal with hardship, and to come closer to unity, both within ourselves and in our relationships with others. Spirituality, with its promise of re-enchanting our world, is not against scientific rigor but does require scientific openness.


Together, these perspectives will help you thrive at all levels: physical, emotional, mental, and spiritual. They will equip you to help others flourish as well.


This may sound like a utopian vision. However, it is compatible with coaches’ pragmatic and action-oriented approach. We strive for effectiveness rather than perfection. Moreover, what matters is that we embark on the lifelong journey and progress as much as possible. We may not reach perfect coherence, complete unity. Some contradictions will not be fully surmounted. Our egos may fail to embrace all of our shadow side. What counts though, is that more of our multifaceted potential can be unleashed and geared toward positive ends. In the movie Crash (Haggis, 2004), police officer John Ryan (Matt Dillon) behaves obnoxiously, humiliating both Christine Thayer (Thandie Newton) and her husband. Later on, Christine Thayer, very distressed, inadvertently crashes her car in a terrible accident. Coincidentally, John Ryan crosses her path again. This time though, he does not hesitate a second to risk his own life to save Thayer. He succeeds just in time. The car goes up in flames as Ryan has barely extracted Thayer from the car. Global coaching is not about downplaying our dark side. We know the evil mankind is capable of and cannot turn away from this harsh reality. Nonetheless, global coaching is resolutely hopeful and optimistic: it is about unleashing what is best in us, about liberating our heroes within, to make a constructive difference.


Global coaching can address a wide range of challenges. For example, a manager might wish to become more confident and assertive and cope more effectively with stress. In this case, the psychological perspective might take precedence. However, the physical perspective would be useful too. The global coach could point out the connection between fitness training and stress reduction, thereby adding a resource for promoting serenity. Coaching from a managerial perspective might help with time management and personal organization, which could eliminate several stressors. Furthermore, coaching from a political perspective would allow the coachee to gain power, thereby increasing his confidence. Coaching from a cultural perspective would help the coachee examine norms, values, and assumptions that might contribute to his state. Finally, coaching from a spiritual perspective would help the coachee connect with a sense of meaning, purpose, and serenity.


A complex, multiple-perspective approach can address many challenges that resist simple and habitual solutions. A cultural perspective may best help a cross-cultural team deal constructively with its members’ cultural differences; a spiritual perspective may be most effective for coaching a senior executive about the legacy she wants to leave behind. Effective global coaches can call upon diverse resources and seamlessly combine and leverage them to facilitate progress.


GOALS, LIMITATIONS, AND AN INVITATION


To summarize, this book is intended for coaches (i.e., coaching professionals and leaders using coaching) and everyone interested in unfolding human potential to help themselves and serve others. It will help you to


• develop a deeper awareness of reality, which will affect your being (openness, flow, curiosity, presence, et cetera) and doing (visible achievements), thereby enhancing and possibly transforming your coaching practice


• understand six essential coaching perspectives (many of which are typically overlooked), opening new levers of progress


• link the various perspectives in a coherent whole so you can foster unity in diversity and sustainable and meaningful success


I need to humbly underline the inevitable limitations of my enterprise. The book should open up new perspectives. You will find some illustrations in concrete coaching situations and other encouraging examples. Yet, most corporations, and society as a whole, still have to embrace this new paradigm, this post-modern reality. This is merely the beginning. More work will be needed and will hopefully be stimulated by this new book.


Finally, let me say that this book is intended to be as clear as possible. Addressing complexity does not imply being unnecessarily complicated and opting for obtuse jargon. I have attempted to avoid these pitfalls. However, let me warn you, my reader, that this book will nevertheless challenge your thinking. It does not provide a series of quick tips and simplistic methods. It requires your full attention as well as your openness to different viewpoints. You will benefit by participating actively in the reading process. I invite you to use a learning journal or another method to capture your own insights and ideas as you read. In particular, I suggest you articulate specific ways in which you can develop your coaching practice and address your own challenges. The book may also stimulate dialogues with your colleagues, leading to new realizations and innovative ventures. Global coaching is a lifelong journey. We all have many opportunities to grow and find ways to make a positive difference in our own and others’ lives.


NOTES


1. Statistics from Arthus-Bertrand, 2009. His inspiring and disturbing movie Home was broadcast on TV worldwide on 5 June 2009, and at www.youtube.com/homeproject.


2. By engineering obtuse financial products based on worthless assets—mortgage payments owners could not afford to pay. See Chapter 2.


3. See Rosinski, 2003.


4. See www.philrosinski.com for more information.





PART 1
The Global Coaching Approach






CHAPTER 1
The Multiple Perspectives Framework1



For as long as I can recall, I have been fascinated by multiple perspectives. As a 15-year old, I struggled to choose between the Latin-mathematics section (preparing for scientific and engineering studies) and the Latin-Greek section (preparing for the humanities). I wanted to study both! Later, after graduating from the Polytechnical Engineering School in Brussels, I studied electrical engineering at Stanford University and took all my electives in the humanities (with the exception of a windsurfing class!). I found these radically different perspectives inspiring and enriching. My fellow students usually preferred computer science, which they viewed as a more natural and practically applicable complement to electrical engineering.


Later on, this same inclination led me, as an executive coach, to introduce the concepts of global coaching and coaching from multiple perspectives. I wondered how to take advantage of new angles (notably political, cultural, and spiritual) that had not been part of traditional coaching. In my experience, such perspectives lead to more creative, powerful, and meaningful coaching.


In my view, the executive coach’s mission is to facilitate the coachee’s journey toward high performance and high fulfillment, toward sustainable and global success, for the benefit of the coachee herself and for others she can impact.


In practice, executive coaching often is reduced to its two traditional perspectives: psychological and managerial. Both are essential, but they usually are insufficient to unleash the coachee’s full potential.


However, as coaching establishes itself as a new discipline, many “scholars” who are contributing to the “institutionalization” of coaching are adopting the view that multiple perspectives make coaching more effective and relevant. In 2006, two books illustrated this shift: both Evidence Based Coaching Handbook and Excellence in Coaching promote diverse approaches in coaching. Linda Page (2006) summarized this evolution: “There is a growing consensus that the field of coaching studies should be cross-disciplinary, multi-disciplinary, or inter-disciplinary—that is, a hyphenated field rather than one that is “owned” by any one existing academic discipline.”


When it integrates multiple perspectives, coaching is a powerful vehicle for sustainable and global success (for oneself and for others). I use the term “global coaching” to refer to this broad and inclusive form of coaching. Coaching from multiple perspectives assumes an enlarged mission for the executive coach and implies readiness to engage in a lifelong journey of learning.



SIX ESSENTIAL PERSPECTIVES



I have found the perspectives in the following table particularly useful.




	Multiple Perspectives for Coaching




	Perspective

	Definition/explanation

	Two essential qualities fostered by the perspective





	Spiritual

	Spirituality is an increased awareness of a connection with oneself, others, nature, and with the immanent and transcendent “divine.” It is also the ability to find meaning, derive purpose, and appreciate life.

	
Meaning and Unity


See comment in next section (“Cultural”).






	Cultural

	
A group’s culture is the set of unique characteristics that distinguishes its members from another group.


External characteristics include behaviors, artifacts, and products. Internal characteristics include norms, values, and basic assumptions.


	
Diversity and Creativity


In our complex, multicultural, and turbulent environment, we must learn to embrace diversity, bridge cultural gaps, learn from cultural differences for more creativity, live meaningfully, act responsibly, overcome divisions, and strive for unity (internally and externally).






	
Political


	Politics is an activity that builds and maintains your power so that you can achieve your goals. Power is the ability to achieve your meaningful, important goals. Politics is a process. Power is potential, and it comes from many sources.

	
Power and Service


Politics is inherent to organizational life and is essential for leadership.


Politics becomes constructive when it also works in the service of others. As power gives impact and leverage, service can guide your actions.






	Psychological

	Psychology is the study of individual personality, behaviors, emotions, and mental processes. Psychology differs from culture in that its primary focus is the individual rather than the collective.

	
Emotional and Relational


The psychological and managerial perspectives are the two pillars of traditional coaching.






	Managerial

	“Management is a task that consists in focusing resources on the organization’s goals, and then monitoring and managing the use of these resources” (Campbell, 1991, 4).

	
Productivity and Results


See comment in previous section.






	Physical

	The physical is anything relating to the body.

	
Health and Fitness


Health and fitness are fragile foundations that can easily be taken for granted but should be actively nurtured instead.


“Mens sana in corpore sano,” a healthy mind in a healthy body, is a fundamental aspect of global coaching.








Reality is multifaceted, and the various perspectives are interconnected. And each general perspective contains many specific perspectives. The Evidence Based Coaching Handbook (2006) clearly illustrates, for example, how various schools, theories, and models within psychology can contribute to coaching. These include adult development, cognitive psychology, psychoanalysis, and positive psychology.


Coaching is an art. In any given situation, a coach must choose an approach that is most likely to generate insights and foster progress. A coach needs to juggle multiple perspectives and seamlessly link and leverage alternative viewpoints to address the coachee’s challenges.



MARIE’S CASE



To make the abstract concrete, let’s see how these ideas apply to a case written by my friend and colleague Dr. Katrina Burrus, Master Certified Coach.2





CASE STUDY


Marie, the business developer for Asia of a prestigious, global, consumer-service company with headquarters in the UK, asks for your help. Marie’s boss suggested that she work with a coach, which is unusual; her company seldom invests much in ongoing training for its people. Marie is thus surprised, and feels privileged to benefit from a coaching program. You were highly recommended to her, but live in Europe; Marie, a U.S. citizen of Anglo-Saxon descent, asks you if you can coach her in Beijing, where she has lived for the last year.


Marie tells you that she wants to use the coaching to become more effective in developing the business in the region. In a few years, she wants to have established the Asian region as one of the main business centers for her company. She also mentions that she is constantly working, and can never relax enough to simply be; she always has to be doing something: work, reading, or study. She wants to share more time with her husband.


With Marie’s approval, you talk with her functional and regional bosses (she reports equally to both in a matrix format) to determine what they expect from a coaching program. Through these two direct supervisors, you are informed of the following:


Marie’s regional boss, Joe, a British citizen living in Beijing, describes Marie as an outstanding professional with an incredible workload capacity, dealing with multiple, complex situations. “Marie,” he says, “is devoted to the success of the business and obtains outstanding results. She has been sent to difficult, emerging markets in Eastern Europe to troubleshoot problems and has been able to get projects through, resolved, and in a timely manner. Socially, she is charming and pleasant, but at work she is very pushy when promoting her ideas. When she delegates, she relentlessly comes back to her direct reports to see what has been accomplished.” Joe reports that this, too, is perceived as pushy.


Joe continues, “Her Asian teams, from Japan, India, and Beijing, tend to shy away from working directly with her. She has been known to shout at her direct reports publicly and humiliate other colleagues in front of their bosses. Even clients have been subject to her wrath. She needs to create a team spirit and have people happy to work with her.”


Joe pauses to think and then continues, “After an argument, Marie might try to make amends with the person she has upset, but she cannot stop herself from competing to win the argument, even if it will cost her the relationship. Many of her colleagues think she has a need to compete and have the last word. What has surprised more than one of her colleagues is that Marie’s self-confidence at work contrasts noticeably with her submissive attitude with her (functional) boss, Jane.” Joe continues, “I have noticed that she walks briskly into the office. She looks tense. When she is annoyed with a discussion, she rolls her eyes and walks away.”


Marie’s functional boss, Jane, an American based in the U.S., summarizes Marie’s attitude as, “She lacks confidence. Marie remains silent in meetings.” She continues, “She wants to impress people and overcompensates. She tries to impress people that she is bright, and what would we do without her. When she encounters resistance with her direct reports, she becomes aggressive, hierarchical, very top-down. She has little to no empathy or social radar. She is perceived as having little sensitivity to what is required by others.” Jane pauses and says thoughtfully, “She does not know how to profile herself to engage people.”


Marie tells you that she is 42 years old, has been married for 12 years, and has no children. She was raised in the eastern U.S., and comes from a traditional, middle-class family. Her husband is a very successful Swiss banker who has been promoted every few years and changed countries with each promotion. Marie says that she has usually found a way to follow him while pursuing her career or studies. She also mentions that her husband admires her achievements but complains sometimes that she relies too much on him to make decisions.


When Marie gives some information on her background, you find out that she has an older brother who was the apple of their parents’ eyes. All hopes were focused on his career until he decided to quit the business life to live in a retreat. She was an average student at school, but once her brother left the business world, Marie began to have outstanding results at school.


Marie talks proudly about the results she has achieved and her constant travels. She confides in you that she is driven by her own agenda and gets upset when anything gets in her way. She knows that she is perceived as pushy, and she wants to learn how to inspire rather than impose. Her company has given her the opportunity to receive coaching to work on developing her emotional intelligence, which she understands as developing her interpersonal skills. With this background information from Marie and her two bosses, your assessment of the coaching situation begins.





During workshops, I ask participants these questions after they read the case.


• What is your understanding of the situation? What key challenges and issues need to be addressed?


• How would you tackle this case? What approach would you take with Marie?


I invite you to answer these questions as well. What is your take on this situation? What would you do to help Marie?


In my experience, the vast majority of coaches—professional coaches and leaders alike—suggest psychological approaches. Interculturalists will also suggest coaching from a cultural perspective. Most coaches ignore alternative approaches, missing valuable chances to help Marie.


It makes sense to help Marie by focusing primarily on the psychological perspective and taking into account the cross-cultural dimension. However, let me briefly discuss how other perspectives could open additional possibilities and growth opportunities for Marie.


Spiritual


Marie wants to learn how to inspire. The spiritual perspective is a useful avenue here, not just to help Marie cope with her stress but to help her do her job. To inspire others, Marie needs to find a deeper sense of purpose and meaning. She has to develop a strong and calm presence. This implies becoming comfortable with herself and developing an eagerness to give and to affect people in a positive fashion.


In the Jewish mystical tradition, Kabbalah means reception. It suggests that an essential spiritual quality is the ability to receive light: warming up to a child’s smile, rejoicing at music, or welcoming a colleague’s encouragement. You have to let the light in before you can shine and reflect light toward others.


Marie can be harsh toward her co-workers, but she is also harsh toward herself. She may need to develop self-acceptance. The coach might reframe Marie’s challenging situation as an opportunity to grow on her hero’s journey (see Part III, “Coaching Across Cultures”). The coach could help Marie put her challenges into perspective and develop gratitude for the gifts of life she may take for granted. This attitude of appreciation will lead to inner calm and peacefulness that will help her change what can be changed and accept what cannot be changed.


Coaching from a spiritual perspective means facilitating unity. To help Marie become more united with herself, the coach needs to help her confront and embrace her shadow, her demons, and her vulnerabilities. Carl Jung (1923) described how the self emerges when the ego meets the shadow. Marie seems all in her head. She could become more attuned to her emotions, establishing a healthy contact and adequate distance from these. Unity would imply being able to rely on a cool head and warm heart. It would equate to unfolding her feminine (loving, caring) side in conjunction with her masculine (hard and demanding) part. Likewise, Marie could become more present to her body. By becoming more united with herself in these ways, Marie could become more united with the world. To help her on that path, the coach could invite Marie to meditate on her power, right, and responsibility. When culturally appropriate, the coach might quote the Talmud here and invite her to mediate on its message: “The man who saves one man saves the world entire.”


It is also written that “Every man shall say: ‘It is for me that the world was created.’” And again, “Every man shall say ‘the World rests on me.’”


The coach could then challenge Marie to think about the legacy she wants to leave and outline specific actions for improving the world at her level. She might want to start by replacing her current destructive communications with benevolence and respect for her colleagues.


Cultural


Marie is working in a foreign country with its own set of norms, values, and beliefs. She could benefit greatly from learning about and embracing alternative cultural ways of dealing with challenges.


Several dimensions in the Cultural Orientations Framework (see Chapter 7) seem to be at play here. I mention a few below.


Humility versus control. The coach can guide Marie to do the best she can while accepting that not everything is under her control.


Indirect and hierarchical. Partly because of the culture in which she is working, Marie may not be getting the feedback she needs. She should not take this absence of feedback as a de facto approval of her abusive behaviors. She should instead remember that bruising people is the number one derailment factor for executives, as the Center for Creative Leadership’s classical research has shown.3 Marie should realize the alienating impact of loss of face, which is particularly problematic in indirect cultures.


Being versus doing. The coach could help Marie focus on becoming more serene and developing closer interpersonal relationships. This will help her create a supportive and constructive environment conducive to high performance.



Political



The coach could help Marie devise ways to build internal alliances (see Chapter 6). She needs to recognize that her competitiveness is self-defeating. By allying with, instead of alienating, her colleagues, she could build her business in the Asian region, thereby raising her profile and influence in the organization.


Psychological


Referring to Transactional Analysis (see Chapter 5), Marie is playing psychological games, adopting various roles in the dramatic triangle, from Persecutor (OK–not OK when she shouts at her direct reports) to Victim (not OK–OK in her submissive attitude toward her boss). The coach should help Marie become assertive, adopting an OK–OK mindset.


The cultural and spiritual perspectives are related. At a deeper level, OK–OK means accepting and loving oneself and others. Accepting and even embracing alternative cultural ways will bring Marie closer to other cultures, while giving her an opportunity to grow and become more united. Others’ differences give us the occasion to reflect and awaken new facets in us.


Managerial


The coach could help Marie systematically review her various projects and discover opportunities for increased productivity and results.


Physical


Marie is healthy and still fairly young (42 years old), but her body may soon rebel against the high levels of stress she is accustomed to. The global coach could help Marie acquire healthy habits and exercise to increase her well-being, reduce stress, and develop resilience. Together, Marie and her coach could set specific goals for fitness, nutrition, sleep, and having fun. Marie might also benefit from a medical checkup and personalized programs with experts such as a fitness trainer and nutritionist.


Every case is unique. Therefore, global coaching cannot be reduced to a set of techniques and fixed prescriptions. Nonetheless, Marie’s case should give you a more concrete sense of how multiple perspectives can inform and enrich coaching.


Global coaching is not limited to helping individuals. In the next chapter, you will find out how it applies to teams, organizations, and societal situations.


NOTES


1. This chapter is adapted from Rosinski, “Coaching from Multiple Perspectives,” 2006.


2. Katrina Burrus, PhD, MCC. Marie’s case study. Prepared for the workshop “Leveraging multiple perspectives: Practicing on a concrete and complex case,” co-facilitated with Philippe Rosinski at the International Coach Federation European Conference, Brussels, May 2006. Reproduced with permission. First published in the International Journal of Coaching in Organizations, 2006, 4(4).


3. See Center for Creative Leadership, 2000.





CHAPTER 2
Coaching Toward a Better World



Individuals regularly work in teams and organizations to make projects happen. These collectivities also allow people to meet their social needs. All of this occurs in the context of a society that is globally connected. Global coaches work at multiple levels, recognizing that these various levels are interrelated. Individuals can facilitate team progress (development and transformation). Teams can foster organizational change. Likewise, organizations influence teamwork, and individual growth often occurs within teams. Much has been written about individual, team, and organizational progress. Less attention has been devoted to the global context in which coaches operate and how coaches can positively affect society. In my previous book, I elaborated on executive and team coaching.1 I also alluded to the ways in which global coaches can facilitate organizational and societal progress.


In this chapter, I will start by describing specific areas global coaches need to consider when working with leaders, teams, and organizations. I will then offer an overview of our societal state of affairs and how we might play a positive part as global coaches.



GLOBAL LEADERSHIP DEVELOPMENT2



Developing global leaders is a key application of global coaching. The approach typically involves a combination of consulting, training, and coaching. Consulting determines what outcomes are most desirable and feasible, given the company’s context and building on its current leadership development initiatives. In this phase, the consultant also examines the various levers of progress (e.g., tailored design of a global leadership development program that may combine training and coaching, performance appraisal and reward systems, and the company’s culture, vision, and strategy). Alignment and consistency breed effectiveness: ideally, the levers should reinforce each other rather than send confusing signals (e.g., a company claiming “employees are our main asset” and then mistreating its employees).


A global leadership development program could focus on the following leadership competencies. The list could easily be augmented by considering the qualities inherent in each of the six perspectives as well as their links and overall complexity. It could also be adapted for non-corporate organizations.


Empowering leadership


• Global coaching—adopting a coaching style enhanced with a global, multiple perspectives approach


• Intercultural excellence—working effectively across cultures by learning to appreciate and leverage cultural differences


• Integrity—being true to oneself and genuinely committed to serving others


Visionary leadership


• Dialectic/synthetic leadership—uniting and interconnecting (“and”) rather than dividing and excluding (“or”)


• Creative leadership—being curious and able to see reality from multiple perspectives, particularly to address leadership challenges


• Farsighted leadership—framing organizational goals in the broader context of improving the world


Effective communication


• Intercultural communication—relying on various forms of communication: explicit and implicit, direct and indirect, affective and neutral, formal and informal


In today’s global, multicultural, dynamic, and competitive world, organizations have to achieve greater results with scarcer resources. They need the creativity and farsightedness to seize the new ideas and aspirations inherent in our turbulent and changing environment. Effective global leadership can address both the threats and the opportunities, thereby enabling sustainable business success. Organizations must offer global leadership development if they wish to attract, develop, and retain the talent they need to succeed.


Finally, in my view, global leadership is inseparable from a global ambition: global leaders are concerned about improving the world at large. The good news is that leaders who genuinely care about people and society are more likely to inspire people, provide meaning, and elicit best efforts. In the end, all stakeholders are better served.



GLOBAL TEAM PROGRESS



Achieving sustainable high performance with teams is no straightforward task. At best, a team may achieve synergy. The team output is superior to the sum of contributions members could have made individually. At worst, the team output is inferior to these individual contributions.


David Campbell and Glenn Hallam’s research (1994) indicates that to achieve high performance, teams should consider the following factors, which in my experience constitute a very good checklist. Sustainable success implies that members are satisfied and thus inclined to devote their best efforts in the team. To succeed, the team needs adequate resources. The team needs to use those resources efficiently (doing things right) and effectively (doing the right things).


Furthermore, the team should not become complacent but keep learning and improving.





	Resources

	Key Elements of Success





	Time and staffing

	“We have enough time and people.”





	Information

	“We get the information we need.”





	Material resources

	“We have the right tools and space.”





	Organizational support

	“Our organization supports us.”





	Skills

	“We are skilled.”





	Commitment

	“We work hard.”





	Efficiency

	Using Resources Well





	Mission clarity

	“Our purpose is clear.”





	Team coordination

	“We are organized and efficient.”





	Team unity

	“We work together in harmony.”





	Individual goals

	“I have clear goals.”





	
Empowerment


	“We are trusted and supported.”





	Improvement

	Learning, Growing, Staying Healthy





	Team assessment

	“We seek ways to improve the team.”





	Innovation

	“We try new and creative approaches.”





	Feedback

	“We learn how we are doing.”





	Rewards

	“I am rewarded for doing well.”





	Leadership

	“We have effective leadership.”





	Success

	Satisfaction and Performance





	Satisfaction

	“I like being on this team.”





	Performance

	“We are performing well.”







Achieving team success is already challenging with “simple” teams. It becomes even more challenging in global teams, due to two key factors: distance and diversity. This yields four types of teams, as shown in the table below.


Global teams include all categories except low distance–low diversity. However, global coaching applies even in that “simple” situation.


The challenges of distance and diversity often occur together. Still, it may be useful to also address the two issues separately.


[image: image]



Distance



A geographically dispersed team (or virtual team) is a distributed group of people working together across distance to achieve a common purpose via technology (such as e-mail, phone, or videoconferencing). Some of these teams may be quite culturally diverse; others may be more homogeneous.


Terence Brake (2006) argues that geographically dispersed teams need to address two major challenges: isolation and confusion.


When team members lack physical proximity, they often feel isolated. Brake explains that the team has to beat isolation by building community. Members need to feel valued for who they are, not just for what they do or where they are.


In this low-context environment (see Chapter 7), with remote and possibly faceless individuals, team leader and members must make a proactive effort to build relationships and trust. As a team coach, you can question the team to elicit specific ways to achieve these goals. Typical solutions include sharing bios and photos, using videoconferences (cheap webcams and Skype offer cost-effective ways to stay in touch), and building and maintaining personal, one-on-one relationships. Keep in mind that team members may not voice problems and concerns if you don’t make an effort to maintain communication.


Distance makes misunderstandings more likely. Team members may interpret goals, priorities, and tasks in different ways. Local conditions notably influence perceptions. Brake contends that teams need to beat confusion by promoting clarity. Team leaders must give members all the contextual information they need to develop shared mental models and to perform their tasks confidently. Teams should have a tasks–responsibilities matrix that clarifies what has to be done and who is responsible for doing it.


Diversity


Cultural differences can be an obstacle, sometimes triggering misunderstandings, frustrations, and even alienation. But when properly understood and managed, diversity becomes an opportunity. Leveraging cultural differences fosters creativity and effectiveness (Rosinski, 2003).


In Chapter 7, you will learn specific techniques for deciphering cultural similarities and differences, capitalizing on team assets, and overcoming obstacles. These methods will help you proactively leverage alternative cultural perspectives.



ORGANIZATIONAL PROGRESS



Global coaches can facilitate organizational development and transformation in myriad ways.


Coaches may engage directly with the organization leader (president or CEO) or the top team. They can help leaders clarify the organization’s overall vision, considering both external context and organizational capabilities. They can help the top team align various levers of progress (e.g., strategy, organization, culture, competences, motivators).3 Global coaches facilitate sustainable high performance at the top team level, so it can become exemplary and inspirational for the rest of the organization. Clear vision, unity, and healthy team dynamics at the top make it easier to drive change throughout the organization.


Incidentally, coaches’ added value typically relates to process (fostering authentic engagement, unleashing human potential) rather than content (proposing a vision and prescribing strategic solutions). That doesn’t mean coaches should adopt a neutral stance when it comes to what the company is doing. Coaches need to be clear about what they want to facilitate and, conversely what would violate their sense of meaning. They should declare this up front; all parties need to agree on a contract that meets everyone’s expectations and constraints. Reaching this clarity implies that the coaches are in touch with societal imperatives (see later in this chapter) as well as their own purpose in life (spiritual perspective).


Global coaches can offer processes for engaging the entire organization on a transformational path and focus energies toward a common purpose. Vincent Lenhardt pioneered coaching in France and authored the preface of the French edition of Coaching Across Cultures. In his books, he describes a process to liberate organizations’ “collective intelligence.” The team of external coaches facilitates a “middle-out” dynamic, capitalizing on middle management’s awareness of strategic imperatives as well as concrete operational realities. Middle managers contribute to constructing the company vision, which they will then more easily embrace because it is their vision. They also form “transversal projects teams” with members representing various functions and locations. The holographic model is at play here: in many ways the whole organization and its dynamics are manifested in these transversal projects, which in turn resonate throughout the organization. Global coaching requires seeing how the whole is manifested in the part and how the part can impact the whole. Lenhardt’s approach leverages doing and being imperatives: business achievements go hand in hand with the development of collective capabilities, relationships, and goodwill. This approach relies mainly on the psychological and managerial perspectives, along with the political and spiritual. It has been described in several books, notably by Lenhardt and Bernard (2005, 147–153) and Godard and Lenhardt (2000).

OEBPS/images/f016-01.jpg
Types of Teams.

High

DISTANCE

Low

Geographically
dispersed (virtual)
and

Homogenous

Geographically
dispersed (virtual)
and
Heterogeneous

Physically together
and
Homogenous

Physically together
and
Hsterogeneous

Low DIVERSITY High







OEBPS/images/9781473643802.jpg
“This book is one of the best I've ever read—timely, relevant and
on-message . .. a significant contribution to the coaching profession.”
KATHERINE TULPA, CEO, ASSOCIATION FOR COACHING

GLOBAL
COACHING

m

AN INTEGRATED APPROACH
FOR LONG-LASTING RESULTS

PHILIPPE ROSINSKI

——— Author of Coaching Across Cultures

With a Foreword by Sir John Whitmore, PhD









OEBPS/images/pub.jpg
7
NICHOLAS BREALEY

e e





