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Introduction





A considerable number of works have appeared in recent years dealing with coaching, the majority adopting a theoretical approach. Very few contain practical demonstrations of what the coaching procedure means and what the content will be, and fewer still cover the tools used by the coach.


This book is the outcome of a collaborative exercise between Brussels and Barcelona, between two complementary perceptions of coaching, and between two different experiences which cover some 8,000 hours of practice in total.


It is a response to requests from the business world, from private individuals and professionals for case studies. With that in mind, we have striven to go even further by describing cases from our own practices and in particular from the debriefing process, our deliberate aim being to introduce the reader to the situation behind the scenes.


Other coaches, too, have debriefed the cases. In those cases, too, we have tried to be innovative by showing the theories on which the coach's strategy is based.



1. What do we mean by ‘Coaching Excellence’?


‘Coaching Excellence’ includes twelve coaching cases which pose questions about professional life: problems with office relationships, emotional management, a new culture in the framework of a company takeover, re-motivation in the workplace, and so on. Ten cases deal with individual problems and two are concerned with team coaching.


What we have here are extracts from coaching sessions – we have chosen the best moments from the session and included the greater part of the dialogues. Other parts of the conversation (or other sessions) have been summed up to give the reader a more overall picture.


Dialogues have been condensed for easier reading – under normal circumstances it will be mainly the client doing the talking in a coaching session, with the coach contributing for some 20% of the time.


The cases are preceded by sections introducing the coaching session and the procedure.


2. Who is interested?


Heads and members of Human Resource departments, company managers, middle-management, workers interested in their own company's problem scenarios, consultants, trainers, coaches and anybody interested in becoming one.


3. Coaching Excellence – what are the objectives?


Coaching Excellence aims to show how the 11 skills of the coach as defined by the International Coach Federation are put into practice in business coaching.


It intends to show that coaching is a completely separate profession, cannot be made up on the fly, and is based on learning the various techniques and tools employed in the coaching process. But more than merely a toolbox, coaching is a process which is defined as it proceeds. And it must be framed by the ethical rules and code of practice which govern the action of the coach.


It has been our intention to communicate the experiences we have accumulated from different cultures, be they based on the French, English or Spanish-speaking world. The book is therefore multicultural, standing as a bridge between the various perceptions we have received from working life.


This book contains a selection of cases, but why would that be? The reason is that the questions put by the clients are common in business and readers will easily recognise them, and even identify with them.


Naturally, the cases have been disguised. Neither the names nor the departments are the real ones for the simple reason that the coach is bound by a confidentiality agreement. So in order to share our experiences we have retained the problem but moved it to a different region and sector of activity, while keeping, whenever possible, the geographical area as in the original.


4. The method


For each case study we chose from three to five debriefing subject areas which are worked through at the end of the case study. Secondary themes are dealt with in other cases. You will find the descriptions of the primary and secondary debriefings in the table which follows.


You may notice varying degrees of familiarity in the way in which the coach and the client address each other. This will depend on the relationship which has been established between them.


We repeat that these are genuine extracts from coaching sessions. Although the proportion between the client's and the coach's words is 80:20, what the coach says is actually more important. We have rebuilt the dialogues to place the reader on the spot, to establish a clear connection with the theoretical precepts touched on in the debriefing.


5. How to read this book


The first part deals with the theory of coaching in a very synoptic fashion: the definitions of coaching, the contract (context, official request), the pact with the coachee (hidden request), the procedure, the position of the coach, the path taken by the client towards autonomy.


The twelve cases then follow, with a uniform layout structure:


• context of the request


• objectives of coaching procedure


• the coaching conversation


• debriefing (now we go behind the scenes)


Indeed, in reality readers are already behind the scenes as they explore the cases, as they are dotted with the terms which flag the elements picked up again in the debriefing.





Synoptic table of themes covered in each case study
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1


Some Theory






1. Coaching today – why?


On November 3rd, 2004 in Montreal, Steve Mitten, then President of the International Coach Federation, had this to say to the audience of 1,800 coaches taking part in the annual congress of the federation: “The time is fast approaching when everybody will have their own coach. There will be as many coaches as there are doctors or lawyers. There will be hundred of thousands throughout the world.”


Now in the 2010s, the ICF is growing by more than 300 new members each month and it is already present in over 100 countries.


Today, the constant demand for better performance, the disturbed environment, stress, and the increasing demands of the workplace have made coaching a permanent presence in our society. We need to find ourselves again and flourish in an environment in constant change and for which nothing has prepared us. It is not that we are sick – we just need someone who can help us to manage the uncertainty and change which never ceases to accelerate.


John Whitmore1, the first author to write a reference work on coaching, justified the appearance of this new profession as follows: “The world of work has taken up too much room in the lives of too many people, and they have paid too high a personal price. Too many staff members, too many managers, live to work instead of working to live. Stress, broken marriages, neglected children and poor health are much more common symptoms than managers are prepared to admit. Coaching is a way in which we can calmly come to understand this imbalance, and help coachees to seek a better way to move forward in support of the development of their professional lives yet still respecting their private lives.”



2. Coaching – what is it?


The word coach comes from French, from the word “coche”, defined by the Petit Robert dictionary as: “A large vehicle drawn by horses used as a means of transportation by travellers.” In English the word coach took several different directions: the stage coach, the mail coach and the railway coach or carriage, for example. The driver of the stage coach was referred to, of course as the coachman or simply coach. In England, at the end of the eighteenth century, the handling of light carriages drawn by horses became the sport of carriage driving, a sport reserved for high society, and known as coaching.


In its modern guise, the coach is still a vehicle, but now a person who steers us along the pathway we must follow in our quest for our own independence, the best use of our talents, and our personal development.


Socrates, who always answered his students’ questions with another, had put this principle into practice. The modern version of coaching comes to us from the world of sport, and particularly from Timothy Gallway, the Harvard teacher who suggested a way of learning tennis, then skiing and golf, not to be found in traditional methods. His book, “The Inner Game of Tennis”, explains the inner struggle in which the player battles with himself – “with the adversary you carry within you, your alien voice.” In contrast to conventional training methods based on authority, he suggested a gentler, more inductive, method, whereby the trainer encourages students to remove or control the inner obstacles which prevent them from achieving their best performance so that the players’ natural potential can be allowed to reveal itself without the need for massive external technical support.


This is what modern coaching basically consists of: allowing the individual's potential to reveal itself, and helping the individual to believe in his or her potential and power.


Here are a few definitions:


The purpose of the training process is the free up potential so that it can attain its optimal performance level. The coachee learns by himself, rather than by absorbing outside knowledge.


John Whitmore
Coaching for Performance


Professional coaching is a partnership which allows clients to produce satisfactory results in their professional lives, in their companies or their organisations. Thanks to the coaching process, clients extend their knowledge, improve their performance and upgrade the value of their professional lives.


International Coach Federation


Coaching is both an aid and a joint construction process offered to an individual (or to a team) through a series of actions or in the majority of cases by means of a support procedure deployed over a period of time.


This aid and this joint construction process take place within a professional, and or managerial, and/or organisational situation. They are designed to create the conditions whereby the coached individual (or team) may find and build their own solutions.


They place the desired temporary, or short-term, solution in the perspective of development which is both sustainable and global.


Vincent Lenhardt
Les responsables porteurs de sens [Coaching for Meaning]


Coaching is the art of facilitating the unleashing of people's potential to reach meaningful, important objectives.


Philippe Rosinski
Coaching Across Cultures


Coaching consists of a series of individual discussions between one person (the coachee) and a professional (the coach) which are designed to help the coachees to attain their objectives and to succeed in their personal or professional lives.


Frank Délivré
Le Métier de Coach [The profession of the coach]


Coaching means supporting an individual on the basis of his or her professional needs for the development of his or her potential and know-how.


French Coaching Society


The coach is a discoverer of talents and potential. I feel as though I am a midwife, helping clients to give birth to their own ideas and to transform them into an action plan. Most of the time, clients are perfectly well aware where they want to go, but either they have not yet articulated something which is only an intuition, a feeling or a wish, or they have not yet received self-permission to implement their action plan and succeed.


Sylviane Cannio


Coaching is a procedure designed to develop the potential of individuals and teams to achieve coherent goals and in-depth changes. The coach is the person who helps us rediscover our path, eliminate obstacles and realise the greater part of our abilities.


Viviane Launer
Coaching, Un camino hacia nuestros éxitos


[A Pathway to Success]



3. A completely separate profession


The mere possession of good listening skills and the ability to ask telling questions is not enough to make a coach. The same goes for having taken courses in psychology, management, or being trained in neuro-linguistic programming, transactional analysis, Gestalt or the like. Nor is a business trainer or consultant a coach. Even professionals with very sound bases, such as psychology and management and effective tools will still need training in the process of coaching. Indeed, the process is just as important as the content of coaching.


Coaching is a completely separate profession, with its own rules, ethics and special training. Serious training courses will provide the basic skills, particularly the eleven skills defined by the ICF.


It is completely different from other techniques, such as counselling, training, mentoring, therapy, and so on. Let's take a look at the reasons why.


3.1. Coaching is not individual training



Training means the transfer of knowledge from the trainer, who already knows, to the student, who does not. The method is deductive – ex cathedra or interactive. The trainer adopts a dominant position and remains in control of the pacing, the material and the method. He prepares the course notes, and he supplies them to the student.


None of this is to be found in coaching, as it is the coachee who decides what subjects are to be dealt with, and there is no prior preparation outside of the definition of the objectives and the signing of the contract. No deduction-based transfer of knowledge takes place; rather it is induction which occurs, urging the client to find the solutions which suit his environment.


3.2. Coaching is neither consultancy nor recommendation



In the case of consultancy, the expert is familiar with the activity sector in which he has developed acknowledged experience. He benchmarks the best practices deployed by the other players in the sector, analyses developments and recommends actions which he may or may not be able to help implement. Here, too, he occupies the position of authority. He possesses the knowledge and the client listens to him. He communicates his recommendations and the client then decides whether to implement them or not.


No advice is offered in the coaching session. Even if the coach intuits what should be done, he must allow the client to adopt his own route. The client must be involved in his own solution. He is not given a fish – he learns to fish, and thus gains independence.


3.3. Coaching is not mentoring



Because of his experience, the mentor gives an example and communicates knowledge and skills. The term comes from the Odyssey, where Mentor was Ulysses’ first and most faithful friend, ready to support his son along the road to adulthood until the moment when the son was ready to take over. In this sense it usually refers to older and more experienced individuals who are in a position to be able to communicate their professional skills and business know-how to younger candidates, the apprentices.


Coaching, however, adopts the position that the client is perfectly responsible and in full possession of his means. He is mature and can take responsibility for his own fate. The coach helps him to structure his approach and to set everything in train, confident in his knowledge that the client is in possession of all the resources necessary to reach the goal.


3.4. Coaching is not therapy



Although it may be the case that this, too, is a supportive relationship which depends to a considerable extent on questioning, coaching differs from therapy in that it is not directed at people in distress, suffering from problems which they cannot solve or racked by pathological conditions.


Therapy explores the past with a view to isolating a pattern there (repeated behaviour) and to explain it. Coaching essentially concentrates on the present and the future.


Therapy takes account of all the aspects of an individual's life, even the most intimate, and moves on to an in-depth exploration of the past and family relationships.


Therapy is not concerned with the objectives to be achieved, even if a patient's desired condition is clearly defined on the conclusion of the therapy process. A coach, however, has a given number of hours available, duly set down in the contract, to help the coachee to achieve certain objectives.


A therapy session generally lasts 30, 45 or 60 minutes; the sessions will be close together (often one per week) while coaching sessions will be longer but more spread out.


And the energy is different: the therapist works for a peaceful, serene, thoughtful and enigmatic atmosphere, while the coach will tend to use his energy to create an atmosphere focused on action and results.


3.5. Coaching is not supervision



Supervision is an activity undertaken by a more experienced practitioner with the aim of spotlighting his practices leading to the assimilation of new methods. It is didactic method designed to lead to the acquisition of greater personal ability to exercise a given profession.


The coach is actually in a process of continuous training and constant supervision but has no authority to undertake supervision for the client in the context of a coaching relationship. There is one exception: if the client is himself a coach who is undertaking coaching for the benefit of his professional practice. This would then be called coach supervision, “mentor coaching” but not simple coaching.



4. Coaching is a process


Coaching is a process which takes place over time and is based on an explicit request on the part of the coachee.


For the best likelihood of success, four prior conditions must be satisfied:


1. the client must want to develop, and must agree that everything is open to question;


2. the client must be convinced of the effectiveness of coaching – he must believe in the benefits to be derived from this kind of support;


3. the client must have one or more explicit, and hence precise, requirements: an immediate question for which a solution is specific, a business requirement, a skill to acquire, support for a change process, improvements in performance and relationships, etc.


4. the “chemistry” must work between the client and the coach, they must fit. The client must feel trust in his coach.


4.1. The first contact



Starting from the principle that commercial contact is already in place and the coachee has chosen his coach on the basis of elements both objective (the CV, references, respect for ethics, etc.) and subjective (the “chemistry” between the individuals), we find ourselves facing two specific cases:


1. Either a request arising from the coachee without an intermediary figure: the relationship between the coachee and the coach is then direct, two-way. In this case the initial meeting will suffice to define the terms of the contract: the context of the coaching procedure, the objectives to be achieved, the number of sessions, frequency of the sessions, location where the session will be held, cost, payment conditions, etc., in fact, all the contractual conditions whereby the relationship can be placed on a clear, sound basis. Coaching may begin.


2. Or it is a three-way relationship, in a business, where the coachee either makes the request himself, or is “pushed” towards coaching in the wake of an evaluation or an assessment, or on the recommendation of his organisational superior or the head of Training or Human Resources. We are then witnessing a change of course (improved operations), preparation for a higher position, a nudge in the direction of important changes, or something else.


Figure 1.1. Three-way relationship.
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In this case, the coach will arrange a separate meeting with the coachee to establish the first contact and the objectives. He will also meet with the persons recommending the procedure; depending on the circumstances, this will be the organisational superior and/or the HR head with whom he will sign the coaching contract. This will cover the specific terms: duration of the coaching procedure, frequency of the sessions, location of the sessions, context and objectives sought, assessment methods, price, payment conditions, confidentiality agreement, etc. A meeting of all concerned will then be held to confirm the objectives and to sign the three-way agreement covering the coachee's goals, the obligations and rights of the parties, operating rules and the coach's ethical rules. These three steps can perfectly easily be organised one after the other over a period of a couple of hours or so.


This agreement will be signed on the basis of the official request of the coachee. In most cases, a concealed request should appear in the course of the procedure and will then form the subject of a “pact” between the coach and the coachee. We shall deal with the concealed request in case No. 10 in greater depth.


4.2. The coaching sessions



Experience shows that a coaching programme can last between a few minutes and several months and even up to one or two years, depending on whether the question is limited or not. It will be defined over time according to a given problem scenario and the objectives to be achieved. Once these matters have been cleared up, and assuming that no more issues have appeared, coaching is no longer required.


Coaching sessions generally last between one and three hours, and two on average. There will be a period of from a week to three months between them.


The structure of a coaching session has been described under the GROW acronym by John Whitmore2 as follows:


Figure 1.2. Grow acronym.
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The four areas to be tackled during the coaching sessions, in the question string, are:


•   the definition of an objective (Goal) for the session, in the short and long terms;


•   the in-depth and objective analysis of the Reality status and the exploration of the current situation;


•   the search for possible Options;


•   the Actions to be undertaken, with decisions about who should do what and when, with an assessment of the percentage likelihood that the job will actually be accomplished; hence the Willingness to accomplish it.


Since this book is the outcome of a collaboration between a Belgian and a Spaniard, we have sought a model which suits the languages in which we write. The result is that we have settled on an acronym which represents a very strong symbol: MOVIDA. This refers to the period of renewal which followed the Franco regime in Spain: optimism rediscovered, belief in a better life, action, energy, creativity, innovation. There could be no better destination to aim for in a coaching session?


In just a few words, our MOVIDA model sums up how a coaching session proceeds, both from the client's point of view and from that of the coach:


Figure 1.3. The Cannio-Launer coaching model.
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4.3. Monitoring/Motivating oneself



The session always begins with the establishment of the contact and an analysis of the context and progress which has (or has not) been made since the last meeting. Where there has been none, this can generate a working basis (“What did I create which prevented progress?”).


The coach monitors the situation and progress which has been made.


“What have you already accomplished in this area so far?”


“What is blocking you in your current situation?”


The client motivates himself: he has already taken the step of going to see his coach and wishes to develop. He understands the content of the questions and is keen to contribute the necessary illumination to improve his life, be it professional or private.


4.4. Objectives



The objectives for the session are then established. It must always be the client who chooses the theme and the objectives for the session.


The coach's question will be: “What do you want to have achieved by the end of the session?, or “What is your objective for this session?”; or “When will you be completely satisfied?”


Both coach and client will decide upon measurement indicators3: “What will you see/understand/feel which will make you realise that you have achieved your objective?”


If the objective is “I would like to increase my assertiveness”, the indicator will be “I will feel comfortable about expressing my thoughts in a clear, audible and relevant fashion at the upcoming board meeting, and at the end of this coaching session, to have a low level of stress.”


The coach will check that the objectives are possible within the period of the session and can be monitored by the client (see the model for setting objectives in case No. 9) and that measurement indicators are clear.


4.5. Establishing values



The coach values his client. He reveals his confidence in him by the quality of his listening: benevolent, open, non-judgemental. He builds on existing foundations, highlights initial progress, and urges his client to become aware of the resources he has at his disposal, which leads him to have greater confidence in himself.


For his part, the client understands the value of his own experience, realises that he has already been capable of overcoming similar hurdles in the past, or that he is in possession of a sound foundation for deploying his energy today.


Together they analyse sources of resistance and fear. If they exist, the coach will encourage his client to convert them into needs.


The coach is constantly on the lookout for the kind of positive intention which underpins an action, interprets the strategy employed to succeed and to fail, sees all failures as sources of feedback, begins from the principle that the client possesses within himself all the resources he needs to develop and implement the changes he seeks.


4.6. Identifying the options



The coach encourages his client to identify the options possible for taking action.


“What can you do?” “And then?” “And if not?”


“What other ideas?”


“Who can help you?”


To achieve this he is supplied with a complete set of tools, ranging from the most traditional (brainstorming) to the most unlikely (painting, music, movement in space, drama, laughter, etc.), while not ignoring the contributions from the great institutions, such as neuro-linguistic programming, Palo Alto, etc.


4.7. Making room – leading to the Decision



To decide the steps to be set up in order to move forward, the client needs space. This is a time for thought, for seeking awareness, a time to allow understanding to seep in after regrouping, a period of silence… This is the client's time, the time he has been looking for, and which he now allows himself.
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