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A very warm welcome to our July issue – as I write London
is baking under the heat. There is a sense of people both
slowing down to a summer pace and also rushing to
complete work before the holidays approach. This everyday
example of ‘both/and’ speaks to the theme of complexity
that is the tune of our age. The issues we face as leaders
and as coaches are not only complex but also globalised
and therefore interconnected. Seeking a way forward in
coaching can sometimes feel like pulling on a ball of string.
Globalisation means above all cultivating our sense of the
interdependence of everything – pull on just one thread and
the whole ball unravels.
Our July issue focuses on coaching teams and systems.
Increasingly, coaches are required to think and work
holistically (with the whole person), systemically (considering
the whole team or organisation), and with an understanding
of the power and impact of networks: the connections
between and across entities have always been key to
understanding patterns and trends, but in a digital world
these are now glaringly obvious and demand our attention.
We are pressured to work fast in our speeded-up world, but
what we need most are time and space to reflect so that we
can respond wisely rather than rely on fast reactions and
quick answers. Again and again this is the prime value we offer
in the coaching space. We ask in this issue how we can extend
this offer to more people. Paradoxically, in another ‘both/
and’ example, by creating space to slow down, step back
and reflect for greater numbers of employees, we might both
accelerate the pace of change within organisations and also
support the shift from an over-emphasis on individualism to a
more collective understanding.
Peter Hawkins kicks us off with an overview of the five
disciplines of Systemic Team Coaching, and Patrick
Hoverstadt examines some of the characteristics of a system,
challenging us to reflect on whether our coaching is truly
systemic. Contributions by Judith Cardenas and Osama
Al-Mosa look at the other side of the coin, asking what makes
an individual or a team coachable. Clare Beckett-McInroy
tackles the perennially thorny issue of navigating between
directive and non-directive coaching and the need for
coaches to reflect constantly on their practice. And, continuing
our commitment to showcasing research to underpin our
practice, Rebecca Jones reports on her meta-analysis into
coaching effectiveness: what works and how. Interestingly,
her findings challenge our fondness for 360s – these are
apparently not as useful as we like to think.

Two articles look at coaching and leadership within
notoriously complex and tradition-bound systems: Dusty
Miller on the Royal Navy, and Shirani Rajapaska on the
National Health Service. This edition’s Deep Dive examines
the issues involved in supervising coaching cultures within
organisations highlighting the extreme complexity of the
system and the challenges of supporting coaching in this
context. And Margarita Mayo extends our understanding of
authenticity from a uniquely self-orientation to include our
relationships with others. Miranda Kennett offers practical
tools for addressing common team problems, and Dawn
Sillett reminds us of the prime importance of feedback to
progress. Our country reports from Estonia and Turkey
show interesting progress and a real appetite for coaching.
In this issue we also pay tribute to the late John Whitmore,
one of the grandfathers of coaching and a passionate
advocate of extending coaching to think beyond the
individual to the system, who died in May at the age of 80.
A range of contributions shows John, my colleague and
friend, to be both playful and fearless in holding a mirror
up to coaching. He urged us to work in service to making
organisations and societies better places; in this sense he
saw the system as profoundly ethical.
We are entering a new era of coaching where we are
beginning to let go of our attachment to goals, to problemsolution simplicity and a sole focus on performance, and
beginning instead to embrace the dimensions of purpose
and intention, learning to love complexity, and believing
in the effectiveness of coaching beyond performance
enhancement to supporting the whole system.
At the AC our own systems have also undergone a huge
transformation and refresh! Take a look at the great new AC
website, new branding and new members’ platform. The AC
re-launch means that from October the magazine is likely
to become an exclusive benefit of membership with the
additional option of purchasing a print issue.
Enjoy your read, and as ever, we look forward to hearing
your comments, reactions and feedback.
With best regards

Hetty Einzig
Editor
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THE NEW FRONTIERS OF
SYSTEMIC TEAM COACHING
The world we live in is an unpredictable and volatile place, but now
more than ever humanity needs to adapt to the changes it is witnessing
- and causing - in the world. Professor Peter Hawkins explores how team
coaching can adapt to these new frontiers and how it can help in the
struggle to rebalance ourselves in these uncertain times.

In 2014, in the introduction to the second edition of my
book, Leadership Team Coaching, I started by commenting
that bringing out a new edition after only three years was
perhaps a sign of indecent haste. How wrong could I be? Only
three years later, as we publish the third edition of the book,
the world has changed dramatically on so many different
levels. Most of the business leaders that we interviewed for
our global research on tomorrow’s leadership1 referred to
‘exponential change’ on many fronts; many discussed the
fact that we have been talking about living in a VUCA (volatile,
uncertain, complex and ambiguous) world for several years,
but that now we are living it daily. Writer, thought leader
and environmentalist John Elkington sums up this feeling:
‘We are in unprecedented times. The global community is
grappling with rapidly changing economic, social and political
environments.’ Most of the business leaders we interviewed
suggested that our current systems – of representational
politics, international governance, ways of doing business and
our economics – are not fit for purpose, and that focusing on
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longevity,’ raising levels of global education and giving
power back to the people – and have more free time and
choice than ever before. They argue that ‘technologies are
exploding and conjoining like never before,’ and boldly
assert that ‘the next twenty-five years can remake the
world’3. Personally, I believe we need to combine Gramsci’s
‘optimism of the will with pessimism of the intellect’: to be
rational and well-informed optimists, while realising that
every new technological breakthrough has unintended
consequences which we are often blind to. If there is one
thing that history teaches us, it is the danger of human
hubris.

The responses to the crisis are many and diverse. To
contrast just two commentaries: Niall Ferguson’s The Great
Degeneration2, and Peter Diamandis and Steven Kotler’s
Abundance. Ferguson takes a pessimistic stance, and argues
that we are increasingly offloading huge amounts of debt to
future generations who have little or no say in the matter, as
well as inflicting on them more intangible costs through the
unprecedented destruction of biodiversity, the exhaustion of
the oceanic fish stocks and of the earth’s mineral resources,
and the acceleration of climate change.

The future is bigger and more challenging than any of us can
grasp or address, alone or in small groups. The challenges
will demand that all of us – yes, all seven-and-a-half billion
of us – work together to address them. To succeed we
will require new levels of empathy, systemic thinking,
collaboration and teamwork. Many business leaders are
recognising that transnational companies have the capacity
to lead breakthrough change in the world, but only if they
can escape the magnetic pull of short-term profits and the
overwhelming deluge of daily issues and problems calling
for their attention. Professor Robert G Eccles at Harvard
Business School has shown how there is a:

In contrast, Diamandis and Kotler use large amounts
of data and many impressive case studies to argue a
more optimistic viewpoint. They show that, through the
exponential growth of technology in many fields and
the ways in which these technologies are now becoming
interconnected, we are in the process of reducing ‘absolute
poverty in the world,’ ‘improving global health and

concentrated economic power within a group of large
companies who are now able to change the world at a scale
historically reserved for nations. Just 1,000 businesses are
responsible for half of the total market value of the world’s
more than 60,000 publicly traded companies…. This vast
concentration of influence should be the starting point for any
strategy of institutional change toward a sustainable society.

‘business as usual’ is at best myopic and at worst suicidal.

In the two new chapters in the third edition of my book,
I address the threats and problems that Systemic Team
Coaching is likely to face in our rapidly changing world,
and argue that the field needs to expand its frontiers just
as rapidly. I propose that, to date, there have been three
phases in the development of team coaching:
Level I: Team coaching sees the team as created by the
individuals within it and focuses on the inter-relationships
between those individuals and what they want from
the team. Consensus and harmony are highly valued.
Individuals and interpersonal relations are the centre
of focus, and confusion can arise from coaching all the
members of the team individually as opposed to as a team.
Level II: Coaching the team as a system sees the team
as a living system. This approach focuses on the team
being more than the sum of its parts. Effective meetings,
generative dialogue and collaboration are highly valued.
The team dynamic is the centre of focus. This form of
team coaching often happens on away days and in team
meetings.
Level III: Systemic Team Coaching sees the team as
existing to create value, with and for all its stakeholders. It
focuses on who the team is there to serve and the future
needs that the stakeholders have of the team. ‘Future back’
and ‘outside-in’ engagement are highly valued. The dynamic
between the team and its wider systemic context is the new
focus. It was to establish this ‘Systemic Team Coaching’
approach that I wrote the first edition of Leadership Team
Coaching in 2011, with the now widely used five disciplines
model of Systemic Team Coaching.
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THE FIVE DISCIPLINES OF SYSTEMIC
TEAM COACHING
From Hawkins, P. (2011). Leadership Team Coaching.
Kogan Page.

Never has there been a time with so much opportunity
and so much challenge. This is not a time for standing still,
resting on our laurels or being scared or complacent. It is
a frightening and exciting period, but above all one that is
crucial for the wellbeing of future generations. For in the
next 25 years, we are in the midst of what Joanna Macy
and Chris Johnstone describe as the ‘The Great Turning’;
John Elkington and Jochen Zeitz as the time when human
systems will either break down or break through;2 and
Diamandis and Kotler – with their abundant optimism – as a
period that ‘can remake the world.’
The human species not only needs to evolve faster than ever
before, but also to take responsibility in the ‘Anthropocene’
age* for the effect it is having on the evolution and extinction
of many other species and ecosystems. This is a time when
we need to listen deeply to what is happening all around us,
re-examine our deeply held assumptions and beliefs and
constantly reinvent and innovate in any field we work in.
The third edition of Leadership Team Coaching is my latest
contribution to that cause.

Systemic Team Coaching involves coaching the team
together on the internal disciplines and coaching the team
live in their engagement with their critical stakeholders. It
also involves helping them become a learning team so they
can sustain growing their individual and collective capacity,
between and after the team coaching interventions.

Association for Coaching members may receive 20% off
Peter Hawkins’ new book, Leadership Team Coaching. Click
here to find out more.

Now, I believe it is possible to describe a fourth phase:
Level IV: Eco-Systemic Team Coaching sees the team as
co-evolving in dynamic relationship with its ever-changing
ecosystem, with which it co-creates shared value. Ecosystemic coaching focuses on the interplay between the
team and other connected teams (inter-team coaching), its
strategic dialogue involving its wider stakeholders (coaching
strategising processes), developing a team-based culture
within an organisation and across a network of enterprises
(coaching networks) or partnerships that bring people
and organisations together in pursuit of a common goal
(coaching partnerships).
The latest edition of the book explores this latest evolution
of Systemic Team Coaching and the move into this fourth
level of ‘Eco-Systemic Team Coaching’. The first new chapter
explores the potential threats and disruptions beginning
to affect the field of team coaching, drawing on the traps
and pitfalls that I witness emerging in the practice of the
hundreds of systemic team coaches I train and supervise.
In another new chapter, I move on to explore the explosion
of new opportunities and challenges that are requiring an
Eco-Systemic Team Coaching approach. The issues I discuss
include how we apply Systemic Team Coaching to coaching
start-up businesses and innovation teams within existing
businesses, how we coach networks and partnerships
between organisations in and across different sectors and
how we build a ‘team of teams’ approach that helps teams
collaborate with each other to become more than the sum
of their parts, rather than high-performing but isolated
teams.
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WHAT DOES IT MEAN TO BE
AN AUTHENTIC LEADER?
Thinkers50, the organisation that produces the world’s most
prestigious ranking of management thinkers, also publishes the
Thinkers50 Radar - a list of 30 management thinkers most likely to
shape the future of how organisations are managed and led.

ABOUT THE AUTHOR
Peter Hawkins is Professor of Leadership at Henley Business School,
Chairman of Renewal Associates, founder and Emeritus Chairman
of Bath Consultancy Group and Chairman of Metaco South Africa.
He is a leading consultant, writer and researcher in leadership and
an international thought leader in executive teams and Systemic
Team Coaching. He coaches over 100 senior leadership teams in
over 30 different countries. He is an international keynote speaker
and trainer.

*

Proposed name for the current geological age, in which human activity
has had a profound impact on Earth.

1. Hawkins, P (2017) Tomorrow’s Leadership and the Necessary Revolution in
Today’s Leadership Development. Henley Business School
2. Ferguson, N. (2013) The Great Degeneration: How Institutions Decay and
Economies Die. Penguin Books
3. Diamandis, P. & Kotler, S. (2012) Abundance: The Future Is Better Than You
Think. New York: Free Press.
4. Macy, J & Johnstone, C (2012) Active hope: how to face the mess we’re in
without going crazy, New World Library, Novato California

In the first of a series of interviews with these thought leaders,
Deputy Editor Sue Stockdale talks to Margarita Mayo, Professor of
Leadership at IE Business School in Madrid, whose research is in the
field of authentic leadership.

One of the most pressing issues that we face in society these
days is a lack of trust. People are less willing to trust leaders
because we have seen so many cases of corruption or
corporate scandals, and they are unlikely to trust someone
just because they hold a certain title or position. The
antidote to this may be the notion of authentic leadership, a
topic that Margarita Mayo has been researching for the last
20 years.
It was a warm spring day in Madrid when I spoke to
Professor Mayo, a relaxed but passionate academic whose
personal story embodies all the characteristics of authentic
leadership that she espouses in others. Margarita is a
psychologist by training and loves philosophy. She grew
up in a small town with a humble background and her fair
share of adversity. In the workplace she saw how some

people took things for granted, whereas she had to work
hard to progress. Having got the opportunity to obtain a
Fulbright Scholarship to the US, she admired those who
were authentic and true to themselves and did good for
others, which inspired her to begin her research to be able to
tell their stories.
Mayo, whose research has been published widely, describes
authentic leadership as ‘being yourself, but also being
true to yourself and to others’, and has identified three
characteristics that differentiate authentic leaders from
others, which are heart, habits and harmony. She is keen
to encourage coaches to help leaders explore these areas
with their clients, to help them identify behaviours that will
enable them to become authentic and remain authentic
over time.

July 2017 | Issue 14

9

HARMONY BETWEEN YOURSELF
AND OTHERS
The final characteristic that is important for authentic
leadership, according to Mayo, is to be true to others and
go beyond the here and now. For example, many of the
leaders she has interviewed have a concern for how they
are going to be remembered 20 years from now. They build
a context for others to grow. She says ‘authentic leaders
are architects. They build social scaffolding, with a caring
mindset and put employees first. This can translate into
policies in their organisations that are going to last and
be their legacy. One example of this is Indra Nooyi, CEO of
Pepsico. She believes it is her obligation is to pull others up
and to build the future.’
While I agreed with Mayo’s notion of authentic leadership,
I wondered if the true assessment of authenticity comes
from third-party feedback rather than one’s own selfperception. Mayo responded, ‘there is usually a gap
between self-perception and other perceptions. However,
the smaller the gap, the more authentic you are. We tend
to be over-estimators. When we receive the feedback from
others, some people then realign their views to the views
of others. My research shows that women tend to do this
more, whereas men keep inflating their views of themselves.
The implications are that women may be more in touch
with who they are and therefore are able to learn, but the
downside is that with getting feedback their self-confidence
goes down, and this may result in them being less willing
to take on new positions. Men, however, with their higher
self-esteem, are more likely to engage in action-oriented
behaviour to take on new positions.’

HOW HEART IS KEY TO AUTHENTIC
LEADERSHIP
A leader’s ability to make their passion contagious is one
of the characteristics that Mayo believes is vital to being
an authentic leader. It’s how they motivate others through
their emotional appeal and develop an inspirational vision
for others to follow. Mayo believes it is important to look
at your personal story. She comments, ‘one of the things I
discovered was that authentic leaders embrace this and they
are able to tell you what they have done in life and learned
as a result. Their sense of self-awareness is very balanced,
with equal attention being given to both strengths and
weaknesses. This is important because when you have a
balanced view you can provide more effective feedback for
other people to help and contribute to their development.
‘It’s not just about me, me, me but they are much more
other-centred. They use their life stories to teach their
values and beliefs and philosophy of management.’ She
cites Sheryl Sandberg, COO of Facebook, as an example.
Sandberg showed vulnerability and shared her difficulties
when her husband passed away suddenly, and was in tears
at times. She has talked about the lessons she learned
from her personal challenges as a way of inspiring others.
Mayo explains that vulnerability is different for women and
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men. Some are fearful that it will result in a loss of power
and show weakness. However, the benefit to a leader is that
vulnerability can develop trust with stakeholders, their wider
audience and employees. One entrepreneur Mayo spoke to
in Italy has a winery, a family business with a long history.
This man displays his private self to new employees by
sharing with them the history of the business. His staff relate
to him at a more personal level and he has now developed a
more trusting relationship with them.

THE HABIT OF CONTINUAL CHANGE
Another facet of authentic leadership is the power of habit
- the habit of changing. Mayo has found from her research
that most authentic leaders have a growth mindset, a term
coined by psychologist Carol Dweck to define the underlying
beliefs people have about learning and intelligence. When
people believe they can get smarter, and that effort makes
them stronger, they put in extra time and effort, which leads
to higher achievement. Mayo says ‘authentic leaders are
constantly asking questions because they want to improve.
Many of the authentic leaders I have met have faced and
overcome many difficulties in life and through these critical
events they have developed resilience and set themselves
new habits.’

‘From a coaching perspective,’ Mayo says, ‘we can help
individuals to use their authenticity strategically to
become more learning oriented, and to make sure they
focus on strengths as well as weaknesses. For women,
we must encourage them to seek jobs where there are
good opportunities to develop. When assessing a career
opportunity, they should be able to do maybe 60 to 70% of
the role already, and the rest is going to come doing the job’.

ABOUT THE AUTHOR
Sue Stockdale is an accredited executive coach and coaching
supervisor. Her clients include leaders in business, elite sport and
not-for-profit organisations. She was the first British woman to ski
to the Magnetic North Pole and has represented Scotland in track
and field athletics. As an author, Sue has written and co-authored
eight books including Cope with Change at Work, (Teach Yourself
Books 2012); The Personality Workbook (Teach Yourself Books 2013);
and Risk: All that Matters (Hodder & Stoughton 2015). She is Deputy
Editor of Coaching Perspectives.

ABOUT MARGARITA MAYO
Margarita Mayo is Professor of Leadership at IE Business School.
She is a Fulbright Alumna of Harvard University and has taught at
some of the world’s leading business schools. Her publications
have appeared in the Harvard Business Review and in leading
academic journals. Her media commentary has appeared in the
Financial Times, Fortune, The Guardian, Forbes Magazine and other
publications. Margarita was educated in Europe and the United
States. Her upcoming book Yours Truly: How to Stay True to Your
Authentic Self in Leadership and Life (Bloomsbury, 2018) is the
distillation of her global research for over 20 years.

Mayo’s research contains several points of relevance for
coaches. Not only can we encourage our clients to tell their
personal stories, and develop greater self-awareness, but we
can also encourage them to demonstrate vulnerability and
to think about what they want their legacy to be within the
organisation. But we coaches must also look in the mirror
and apply these points to ourselves, particularly in terms of
building trust with our clients, and the degree to which we
feel comfortable showing our own vulnerability.
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relationship instead of slipping into a ‘things based’ view of
the world, not least because so much conventional thinking
is ‘things based’. Occupational psychology, for example,
relies very heavily on psychometrics, which provide different
ways of classifying individuals.

SYSTEMIC COACHING?
There are many claims to ‘systemic coaching’ out there.
Patrick Hoverstadt reflects on how a coaching approach can justify
a claim to being truly ‘systemic’.

Let me start with a couple of caveats. I’m writing here as
a systems, not a coaching, specialist. I don’t see myself
as a coach, and I don’t coach for a living. Second, I have a
perhaps old-fashioned view that if you advertise something
as having a particular feature, it should include at least a
bit of that in the package. I’m not setting up a systems way
of thinking as being intrinsically better, but it is intrinsically
different. So, if you advertise ‘systemic coaching’ then it
should be recognisably different from conventional coaching
and built on some different principles.
So, what makes an approach ‘systemic’? Systems
approaches vary a lot, but there are some consistent threads
- recognisable patterns of thought which are fundamental
to thinking systemically. Some of these seem particularly
relevant to a coaching context.

WHOLES
Systems approaches are about seeing wholes rather than
parts. Often this is glossed over, but it’s a well-defined
pattern of thinking that runs counter to our default ways of
thinking. Faced with something that we want to understand,
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the common and analytic approach is to look at the parts
of the thing, and build our understanding of the whole
from understanding the parts. Systems approaches instead
take the thing we want to understand and, rather than
asking what its parts are, ask instead what it is a part of.
We build our understanding of the thing of interest by first
understanding its context.
Transpose this into a coaching context and we would
focus first on the client’s organisational context rather than
primarily on the individual’s needs, behaviours or goals. We
would seek to understand the individual’s behaviours as an
aspect of the context or organisation they are part of (just as
we do in family therapy). In practical terms, we would want
to understand the ways in which organisations act to change
individuals and what we can do about that, rather than
focusing mainly on their internal state.

CONNECTIONS
In systems, the object of our focus is on connections
rather than on the things themselves. This isn’t difficult as
a concept, but in practice it’s hard to stay focused on the

A connections perspective, by contrast, characterises
individuals by the particular context they are in. There is a
substantial body of evidence to support this approach. One
well-known example is the Stanford University ‘prisoners
and guards’ experiment, where students were given one of
two roles and where, notoriously, the experiment had to be
stopped as the ‘prisoners’ were turning feral and the ‘guards’
increasingly sadistic. Individuals’ values and behaviour
are demonstrably malleable and formed to a surprising
degree by relationships. Many people who have worked with
management simulations will know just how powerfully and
how fast these can norm behaviour. Whatever their inherent
characteristics, people behave, think and feel in very
consistent and predictable ways. Relationships, however,
override characteristics. It takes great courage to step
beyond the context – and we therefore admire individuals
for this: think of Nelson Mandela, who refused to behave ‘like
a prisoner’ nor to succumb to vengeful emotions.

curve1 and bereavement curve2 – are inappropriate because
they were developed for different contexts and quite
different purposes.

MODELLING
One of the less understood characteristics of systems
approaches is that they are based on building models. As
systems practitioners, we build models (it does attract a lot
of geeks!), then try ‘what if’ changes in the models before
experimenting on reality. This is because we’re generally
dealing with things that are so big and complex that this is
the only way to deal with them effectively.
Obviously, it’s not just possible but perfectly normal to
work with an individual without using any sort of model.
The relevance of modelling for coaching, however, is that
it brings an element of transparency for the coach and
transferability for the client. If our objective is to help clients
grow and flourish, then this implies that they will become
less dependent on us, and models become an easy way to
transfer learning. Without models, we’re reduced to intuition
or guesswork.

Translating this to a coaching context, rather than focus on
an individual’s inherent characteristics, we would instead
focus on the nature of their relationships. To do that well, we
need tools for modelling relationships which offer reliable
ways to understand how to change these to our advantage.

In conventional coaching this ‘modelling deficit’ is partly
covered by supervision. A supervisor working with, for
example, Shohet and Hawkins Seven Eyed Model3 allows for
reflection from a more systemic perspective. However, those
coaching contracts designed to embrace all seven eyes are
scarce.

DYNAMICS

IMPLICATIONS

Systems approaches focus heavily on dynamics and on
understanding how these unfold through time. As the great
systems thinker Gregory Bateson pointed out:

One of the implications of systemic coaching is that it gives
you many more opportunities to intervene. Whereas in
conventional coaching, intervention is aimed at just the
individual, a systemic approach could involve intervening
with the individual, the organisation, the relationship
between the two, or any combination of these. More
options increase the chances of success. Reg Revans – the
father of Action Learning – found that interventions to
change the organisation were on average five times as
effective as interventions to change the individual. For fans
of the integral thinker Ken Wilber, a genuinely systemic
approach to coaching would go a long way to fulfilling the
needs of Wilber’s AQAL model, and offer both intervention
approaches in all four of his quadrants (internal, external,
individual, collective) as well as providing a way to model
how each quadrant was affecting the others.

The horse didn’t evolve, the field grass didn’t evolve. It is the
relationship that evolved. The horse and the tundra with
grassy plains are interlocked. It’s an evolution in which the
grass needs the horse as much as the horse needs the grass.
So change is driven by the dynamics of relationships and, in
a coaching context, this has several implications. It means
that we need to be able to model or at least understand
those dynamics and identify where they are taking us. As the
client co-evolves with their organisational context, is that
taking them somewhere they want to go? If the dynamics of
the relationship are trapping them and preventing progress,
what is the nature of that trap? You have to understand the
nature of the trap in order to spring it and allow change.
This is also a reflexive process. It also applies to our
relationship as practitioners with our clients. We must
ask ourselves: is this relationship moving them forward,
or is it holding them in place? At what point do measures
to alleviate a difficult situation become complicit in
maintaining stasis, or worse, in maintaining the problem for
our own benefit? To be systemic, coaching needs to manage
the dynamics of change. Some of the standard models used
in organisational change – for example the adoptions bell

However, new approaches need to be developed. There are
tried and tested approaches in the systems practitioner’s
toolbox that cover the contextual side of this relationship,
there are some approaches in the coaching toolkit for
modelling relationships and there are some approaches
for modelling dynamics. What is required is working out
how these might fit together and where the shortfalls might
be. It is one thing to diagnose an organisational situation
systemically and flag up the underlying systemic issues, the
probable symptoms and even the likely effect on individuals.
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Doing anything on the third
Thursday of the month?
How about taking advantage of an AC Membership benefit and
participating in a Group Supervision Experience Call?
Through attending a call AC Members have:
l the opportunity to experience supervision
l access to the benefits of supervision in a group setting
l an opportunity to connect with other AC Members
l a setting in which client work and ethical issues can be explored
l the chance to work with a highly experienced Supervisor who hosts the call

To find out what hosts and participants have to say, please visit here to find a small selection
of the most recent feedback we have received.
Places on Group Supervision Experience Calls must be booked in advance, please contact
karenb@associationforcoaching.com to book your place now!

It’s quite another to be reasonably sure about whether the
best option is intervening to change the individual, the
organisation or the relationship between the two.
There are two touch points of influence - the person and
the system. Coaches usually work with an individual sometimes with a group or team - while the organisation
remains external. Systems consultants tend to work on what
is external to coaching – i.e. the organisation. Genuinely
systemic coaching could integrate these often disparate
approaches to create mutual understanding and cooperation and a wider range of possible interventions.
I feel we are only just beginning. At the Systemic Coaching
Development Project (SCDP) we are involved in a
multi-disciplinary initiative with executive coaches and
systems practitioners to develop just such an approach.
If you’d be interested in learning more, we’d love to hear
from you at SCDP@fractal-consulting.com or paul@
thebeyondpartnership.co.uk

1. Everett Rogers 1971
https://en.wikipedia.org/wiki/Technology_adoption_life_cycle
2. Elisabeth Kübler-Ross, E. (1969).
On Death and Dying. Scribner.
3. Peter Hawkins and Robin Shohet (2012)
http://coachingsupervisionacademy.com/the-seven-eyed-model-ofsupervision/

14

associationforcoaching.com

ABOUT THE AUTHOR
Patrick Hoverstadt is a consultant specialising for over twenty
years in systems methodologies for organisation diagnosis,
design, transformation and strategy. He has developed systemic
approaches to tackle intractable management problems, including
a radical approach to strategy in Patterns of Strategy (Routledge
2017). He has written two other books and numerous papers on
systems, lectures at several business schools, is a fellow at Cranfield
School of Management, and chairs SCiO, a community of systems
practitioners. You can contact him at:
Patrick@fractal-consulting.com
www.fractal-consulting.com

Do you have a special coaching
interest? Join or start up an AC
Special Interest Group
The Association for Coaching is starting up a new Special
Interest Group (SIG) on Coaching and Healthcare. The Group
is for coaches and supervisors with primary training and
experience in healthcare provision, and non-clinical coaches
and supervisors working within the healthcare sector. The
Group meets to share ideas and experience, undertake
research and to inform AC on future strategy.
AC members, individuals, organisations and corporate
members who are interested in being involved, in the first
instance please contact Jeannette Marshall:
jeannette@associationforcoaching.com

If you are interested in participating in our well-established Global Supervision SIG,
then please contact annecalleja@associationforcoaching.com
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THE COACHABLE TEAM
What is it that makes a team easier to coach, and what impedes the
process? Judith Cardenas draws on recent studies to explain what
characteristics define the ‘coachable team.’

As strange as it might sound, most of us are coaches in our
everyday conversations with one another. We constantly
share our opinions about how we see life. Some people
accept our suggestions and insights, while others resist what
we are willing to share. In corporations, too, we find the
same dynamics of openness or closeness; in other words,
there are those who are coachable and those who are not.
One of the tools corporations often employ to aid
productivity is the collaborative grouping of teams. Not
all teams are equal; some teams of subject-matter experts
often get stuck and lack direction, while other mixed
groupings have eager leaders but also free-loaders who
let those leaders do the majority of the work. In light of
this, the question arises of how a company can profit by
building teams best suited for growth, and avoid the drag
of stalemated experts or free-loaders. Two useful resources
that give insight into this challenge are the studies of Amy
Edmondson1 and Julia Ruzovsky2.
Edmondson was concerned with the many mistakes made
in hospitals regarding drug distribution for patients. She
studied several teams and came to a number of realisations.
Her first conclusion was the need for psychological safety
within a team. She defined ‘psychological safety’ as an
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environment where team members felt safe enough to risk
being vulnerable in front of peers, and were comfortable to
say anything without fear of rejection or ridicule by others.
What is important here is not who is on the team, but how
the team works. This sense of safety allows for interpersonal
risk-taking: teams that developed psychological safety
made fewer mistakes because members could express their
ideas and contributions freely to each other without fear of
reproach.
Edmondson added that teams that exhibit psychological
safety frame their work as a learning situation in which
everyone has a voice in the discussion. Each person owns
their fallibility and models this by asking questions and
expressing uncertainty at times. They are all accountable
to each other and willing to learn through interdependence
– through accepting their dependence on each other and
allowing others to hold up a mirror; to challenge; and to
advise.
Turning to the work of Julia Rozovsky, we see an extension
of the idea of psychological safety in her studies of the
phenomenon within teams at Google. In collaboration
with Google’s People Analytics Manager Abeer Dubey, she
undertook an exhaustive investigation of Google teams and

came up with a five-level portrayal of how productive teams
work, all ways that surpassed who was actually on the team.
Rozovsky borrowed Edmondson’s definition of psychological
safety as the basis of productive teams. From there she went
on to describe dependable teams as those that got things
done. They had clear roles with structured plans and goals
from which individual members personally found purpose
and meaning in their work. Essentially, the team appreciated
the impact of their work more because it mattered and
created change.
It is in this sort of environment, that prioritises wellbeing
and psychological safety, that a team becomes a coachable
team. In turn, it is with a coachable team, compared to a
less open one, that a coach can help the team to better
understand its philosophy, vision and mission as it unfolds
its functional norms, with the aim of becoming a company
model of performance through its members’ shared
reflection and mutual measures of achievement.
(For more detailed discussion on the qualities of coachable
teams, please consider Charles Duhigg’s book, Smarter
Faster Better)3.

ABOUT THE AUTHOR
Judith Cardenas is an innovation and performance strategist with
more than 22 years of experience in learning and performance,
corporate training and consulting. Judith is also professionally trained
in the area of Neuro Coaching, the application of neuroscience and
organisational psychology into the field of coaching and performance
improvement. She currently provides training, consulting and
coaching for organisations such as the U.S. Navy, U. S. Coast Guard
and U.S. Air Force plus a number of private clients.

1. Edmondson, Amy, (2014). Building a psychologically safe workplace,
https://www.youtube.com/watch?v=LhoLuui9gX8, , TEDxHGSE, May 4,
2014
2. Rozovsky, Julia, (2016). Google’s five keys to a successful team,
https://www.youtube.com/watch?v=KZlSq_Hf08M, June 22, 2016
3. Duhigg, C. 2016. Smarter Faster Better. Random House. (Kindle edition
also available).
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MEMORIES OF
SIR JOHN WHITMORE
The great John Whitmore, grandfather of executive coaching and
creator of the globally known GROW model, has sadly died at the
age of 80. He was an inspiration to countless coaches around
the world and combined powerful presentations with thoughtful
writing and generous support of coaching and coaches everywhere.
He will be greatly missed. In this special memorial spread, coaches
pay tribute to Whitmore’s lasting impact.
‘I had the chance to meet John Whitmore on several
occasions. I feel privileged and honoured to have known him.
I have great respect for his pioneering role in coaching and
for his deep humanity. John kindly invited me to speak at a
conference he co-organised in Australia in 2008. I remember
with fondness several stimulating long conversations we had,
first in Sydney and later in Brussels, Prague and elsewhere.
I have always valued his vision of coaching as a vehicle to
unleash human potential in a purposeful way. I admired his
frankness and humour unbound by social conventions when
he was challenging managers to act responsibly, caring for
the world at large. The superb preface he generously wrote
in my book Global Coaching will stay with me forever and his
memory will always be a blessing.’
Philippe Rosinski

‘My memory of John was of being a co-facilitator with him on
a two-day “Coaching for Managers” workshop in a hotel in the
Midlands countryside. Working alongside him was a privilege.
On the second day we opened the doors at the back of the
room to go out into the hotel grounds to carry out one of
John’s favourite activities for coaching practice: participants
co-coaching each other in tennis. It was a lovely sunny day
and it went well with more balls going over than into the net.
On returning to the room we discovered that John’s laptop,
which we were using for the PowerPoint, was missing, stolen by
some opportunist thieves. Somehow he managed the whole
business calmly, which would probably have totally thrown
many of us. He demonstrated how to cope with the unexpected
by adapting immediately and the workshop continued almost
seamlessly. A real role model for all of us in the room.’
Jim Borritt
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‘I was very saddened to hear of the death of Sir John
Whitmore.
I came across his work initially through his book Coaching
for Performance when I was working towards a diploma in
coaching and mentoring back in 2001/2. His writing was
lucid and engaging and struck me as coming from someone
with enormous personal and professional integrity. The
principles, models and ideas in that book became the
primary influence on how my own coaching approach and
style developed, not only in the initial stages of my work as a
coach but continuing over the last fifteen years. I was utterly
thrilled therefore to meet Sir John in Oxford in 2003 when he
presented me with my diploma.
Looking back at his work, his optimism and humanity shine
through. In his own words, coaching “is a different way of
viewing people, a far more optimistic way than most of us
are accustomed to, and it results in a different way of treating
them...Coaching is a nicer way to do better business.” What
an inspirational message. Thank you Sir John for your unique
contribution to the Coaching profession.’
Edwina Parker

‘Finding the German version of John’s book Coaching for
Performance in a Cologne book shop in the nineties was the
main trigger for me to enter the coaching field. I had always
been looking for a name and expression for all the various,
diverse thoughts and approaches that I had identified as
useful and had started to work with in Germany. John’s
book gave all this a name and explanation, added much
more and gave my work, in this way, a professional home,
a professional field to liaise with. I got in touch with him
very early, was very pleased about his early and intensive

The AC Global Team presenting Whitmore with a coaching legacy award for his lifetime contribution to coaching. l to r: COO Alex Szabo, CEO Katherine Tulpa, John
Whitmore, CFO Darren Robson.

collaboration with the Association for Coaching, was
inspired by his coaching work and other initiatives (e.g. the
BetheChange Conferences) and also had the pleasure to work
in his core team for a while. I remember him well: John was
always truly committed to making a positive difference in the
world, and was such a kind and humble person at the same
time. He was authentic in what he did, and showed backbone
and conviction. He invited and encouraged people to make
up their own mind, and welcomed diversity in opinions and
approaches. So you could also argue and discuss with him
very well. He was a great inspiration. His legacy is absolutely
extraordinary and outstanding. My deepest sympathy with his
family and friends and colleagues.’
Frank Bresser

‘Sir John was central to inspiring my own coaching journey. I
met him a number of times including when he inspired us all
at the AC Conference. He was a master at helping us to bring
about positive change in ourselves and others by simplifying
the coaching concept. It is indeed about two things –
awareness and responsibility. John was a passionate tennis
player for over 40 years, and his early work with Tim Gallwey
revolutionised the way we approached the sport with the
Inner Game. Thank you John. You will be sadly missed.’
Peter Dunkin

‘I was very sad to hear of John Whitmore’s death – and
also reminded of what an inspiring influence he has been
from the very beginning of my coaching journey and has
continued to be. John was the person in coaching that I
most admired as a human being, as a professional and as a
dedicated influence for change in our world.

Back in 1988, when I first read Coaching for Performance,
what struck me most, and has stayed with me, was the
depth of John’s vision. He saw coaching as a vehicle for
human evolution from hierarchy and control, to personal
awareness and responsibility leading to contribution in an
interdependent world. Wow! That beats a primary focus of
increasing the bottom line.
I watched yesterday for the first time an interview with John
by Darren Robson and found it wonderful and very freeing
from the mental constraints of “doing it right” according to
some other coach or organisation.
I had already been coaching for some time when I did a fourday training with John at the Findhorn Foundation, where
his ex-wife Diana was a trustee. He had a tennis racket in the
room and challenged us to figure out what the grip was that
one Wimbledon champion had used for both forehand and
backhand. Every session I approached him with a new idea
for it – none of which was the one. However, he seemed to
enjoy the fact that I kept persevering and at the end gave
me a prize of the tennis book written by his son Jason with
John’s help.
A few years later I wrote my own book, The Self Factor, and
asked John if he would write the foreward. Despite his
incredibly busy schedule, he wrote a foreward that added
to the book and showed that he not just written something
quick to oblige. In it he shared the note that his then fiveyear-old son, Jason, had written for John just before John
competed in his first motor race after 20 years. The note
said “bleve in your self”. I think this can be a message to
remember and honour him with.’
Duncan Coppock
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PLAYING THE FOOL
Hetty Einzig, Editor of Coaching Perspectives, reflects on John Whitmore’s
seminal role in pushing the boundaries of coaching beyond technique to
disrupt assumptions in the business world and speak truth to power.
‘I’m not here to make friends this morning – the reason for
this is I’m going to push the edge a little…’ With these words
and his signature chuckle, Sir John Whitmore, grandfather of
contemporary coaching, begins the keynote presentation at
the International Coaching Federation conference of 2008. The
talk continues conventionally enough, with mention of those
coaching stalwarts ‘challenge and support’. He ambles across
the stage, hands in the pockets of his baggy cords, scratching
his neck amiably, and then all of a sudden you find yourself
listening to the following ‘… all we have to do to ensure the
extinction of all life on this planet is to do nothing…we live
in a world that … is dependent on us consuming.’1 We have
moved from a presentation on coaching into different territory
entirely – not that he didn’t warn us, but the thrill and shock are
palpable. He continues in the same vein, an eloquent lament
for our planet and a vigorous call to action.2
Many would think John’s broadside against the state of the
world was misplaced at a coaching conference, that politics
has no place in coaching. But I believe he was right. John’s aim
was to disrupt us from our coaching comfort zone of neutrality
into a state of wakefulness that should be uncomfortable, as it
provokes us to rethink and reassess our assumptions. As one
of the most well known and respected of the first generation
business coaches, Whitmore earned his right to extemporise.
John valued coaching highly - and he thought we could do
better. He invited his audience to cross their comfort edge in
order to bring greater purpose to their coaching. Whitmore
was the right person to provoke this discomfort: he knew his
audience well, and they thought they knew him too.
No one who heard Whitmore address an audience of bankers,
industrialists or policy makers, police or military forgot it.
Whitmore was a Wise Fool: he felt impelled to speak out, to
tell the truth as he saw it, to strip away the fine words – ‘let’s be
honest here, banking is really gambling – with very large sums
of our money.’ As a member not only of Britain’s aristocracy
but as a coaching grandee, it carried special weight when John
flouted those trappings for the guise of the Fool – disruptor and
challenger of the status quo. His address was intended as a
wake up call. And it hit its mark. We were awake and listening.
Whitmore’s life work was to rattle certainties and challenge
assumptions, to awaken sleepwalkers and urge them to
engage with the work to be done to make a better world.
Based on a firm foundation of parental models of service
to the community, Whitmore’s coaching was shaped by his
experiences at the Esalen Institute, a 1960s hub of exploration
into the new sciences and psychologies, incorporating Eastern
spiritual philosophy and radical politics, plus his training
with Roberto Assagioli in transpersonal psychology, which
successfully marries the spiritual, moral and psychological
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into a practical psychology of living. These roots underpin
his coaching model GROW and his significant contribution to
establishing coaching as a prime support for performance and
development in business.
I worked with John from 2002, eventually becoming a partner
at Performance Consultants, the company he founded in the
early 1980s with Olympic gold medallists David Hemery and
David Whitaker. But our paths crossed earlier. The Artemis
Trust, where I was Research and Development Director,
funded the first pilot programmes run by Whitmore and David
Hemery in 1986 at the National Sports Centre at Bisham Abbey.
Participating in those pilot workshops at Bisham Abbey was
great fun. In drizzling rain we stood in teams of four on planks
of wood tied together with rope as makeshift skis, competing to
reach the finish line first; we built platforms and piled aboard,
trying to scale the others’ fortress; we played group games,
explored feelings, fell about, climbed trees, talked and laughed
a lot. Now standard team building stuff, at the time it was pretty
unusual to ask respectable businessmen (and a few women)
to set aside their suits and play games. Some participants were
wide-eyed, and even, privately, a little dismissive. As sports
psychologists and experienced sportsmen, Whitmore and
Hemery understood that through physically playing together
we would be nudged to let drop our guard; we would step out
of our everyday selves and discover something new about how
we related to each other, about ourselves and about leadership.
Play emphasises immediacy. Once engaged in play, the
present moment is all. We are engrossed, time stands still,
expands, conflates, and all time is encapsulated in this instant.
The Fool is the master of this kind of instant transformation, of
the gestalt that changes everything. The Fool is not a character
to be played all the time in all situations, but if we can become
familiar and comfortable with this role, then he will accompany
both coach and client along the journey, engineering
breakthroughs and providing air and space for creativity. If
as coaches we can have the Fool available to us to interrupt
the stuck records of past stories or to call forth a different
instrument from the orchestra, then we will also enable the risktaking that may provoke insight and growth, or even change the
rules of the game. John taught me this and I remain so grateful
for his insights, support and colleagueship over those years.
May his influence live on.
This article is adapted from an essay in The Future of Coaching: vision,
leadership and responsibility in a transforming world by Hetty Einzig. Publ.
Routledge 2017.

1. Whitmore J (2008) Keynote presentation International Coach Federation,
October 2008. https://www.youtube.com/watch?v=7-D6CnaQUuw
2. Whitmore J (2009) The Challenge of Global Leadership. ICF conference.
youtube

FAMOUS COACH
OR RESPONSIBLE ACTIVIST?
In 2012, ICF Turkey Chapter held a ‘Coaching Conference’.
Umut Ahmet Taracki sat in the front row so he could listen clearly to the main
speaker, the legendary coach Sir John Whitmore. ‘I was ready to hear how to
be a good coach… then John started to speak:’

‘I will not tell you the truth today. Because nobody knows
the truth. It is impossible; all the facts are distorted by us.
We distort everything that we learned by our paradigms. Old
learning blocks new learning. What we have learned up to
now, has not brought happiness to people. So new learning
is needed. But before we start we must forget what we know.
I call this unlearning’.
I was shocked by the words. I came here to learn something
but he recommended unlearning to me. So I took a deep
breath and tried to forget my knowledge.
‘The system is collapsing. Consuming constantly; this is not
a sustainable approach. As the consumption race continues,
it is not possible to move forward together. Leaders do not
see it; they are also collapsing because they cannot learn
anything new. They need “Unlearning”. Coaches can help
them do it. They can help leaders let go of old learnings and
learn new ones’.
Wow, it was a double shock! One minute ago, I was the one
to unlearn but now I was the coach who is responsible for
unlearning. So in this way I prepared myself for a new level
of understanding.

‘Responsibility and awareness are two factors that
coaches are trying to create. These factors can be used to
recover the system. Be aware! Technological know-how has
already passed our mind’s capacity to accumulate. Our mind
is behind us. Trainers should notice this. Be aware! Hierarchy
has collapsed. Instead of hierarchy a new system should be
established where everyone takes their own responsibility.
People who just do what they are told can never change the
system’.
I was thinking if coaches would try to create responsibility and
awareness, they should start with themselves. But how? I
didn’t have to wait long. John explained it simply, clearly:
‘What drives you to work? Fear, failure, money or the drive
to finish things on time? These approaches encourage fear.
Fear must turn into trust.’
Than he gave us a road map. A new understanding of
coaching. A new way of thinking:
Five years on he has passed away. But he left us a way to
move on. I remember him through his words… He was not
just a coach but also a responsible activist. John Whitmore:
rest in peace. Your words remain with us to create new
activists and new coaches.

UNLEARNING

NEW LEARNING

Fear

Confidence

Growth

Sustainability

Quantity

Quality

Much

Enough

Independence

Mutual dependence

Success

Service

Control of nature

Natural system

Corruption

Re-crea

Umut Ahmet Tarakcı
Chair of AC in Turkey
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A DAY WITH A MASTER
– SIR JOHN WHITMORE IN ABERDEEN
Every now and again in life, an opportunity arises where you
encounter someone of importance. More often than not,
this ends up in a missed opportunity through security, for
example, or perhaps timing, or not having the confidence to
go there.

THE RACING BARONET
Sir John Whitmore, second Baronet Whitmore, was a
huge influence on me in my life, both as a coach and
in motor racing. In the coaching community, John was
rightly regarded as a pioneering icon, but perhaps his
accomplishments in motorsport are less well known.
John began racing in 1958 after a few years competing in
the British RAC and Monte Carlo rallies. 1959 was a very
successful year for him, as he won ten out of twelve club
races in a Lotus Elite, and at the invitation of Colin Chapman
(Lotus founder) John partnered Jim Clark at Le Mans 24-hour
race, finishing tenth overall and second in class.
By 1961 John had won the British Saloon Car Championship
(now known as the British Touring Car Championship) in
a Mini, and in 1963 he very nearly won it again. During this
period, perhaps John’s coaching skills were starting to
form as he helped various ‘stars’ such as Steve McQueen to
develop their racing driver skills.
By 1964 John’s talents had led him to win the 1600cc class
of the European Touring Car Championship, in addition to
becoming a Ford factory driver in the infamous Ford GT40s.
His speed and versatility were highly respected. John was
acutely aware of the dangers in motor racing, so by 1965
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he retired as a racing driver to focus on his family, his new
interest in flying, and ultimately on the creation of his
coaching business, Performance Consultants.
My abiding memory of John as a coach and racing driver was
his story of when, aged 52, many years after he had retired
from racing, he accepted an invitation to drive a ferocious
8.1-litre McLaren M8F Can-Am car in three historic races.
Having finished third at Montlhéry, and second at Donington
Park, he was intent on winning at Silverstone, his final race.
In the final hour before the race John was anxiously pacing
up and down when his six-year-old son, Jason, asked him
‘Why are you nervous?’ Jason then wrote a note for his
Dad, which said: ‘Believe in yourself.’ John was incredibly
moved by his young son and as he later joked, ‘Fortunately
Jason hadn’t been to school at that point, because if he
had he would probably just have written, “Good luck Dad.” I
thought, even if I can’t believe in myself for me, I can do it for
him’. And John won the race!
Thank you, John Whitmore - for your legacy and for being
one of my inspirations.
Clive Steeper

On 22 May 2012, that opportunity arose for me (somewhat
engineered by myself!) as Project Manager for an Association
for Coaching event being held in Aberdeen that day.
Having arranged to transfer Sir John to his venue, I set up a
breakfast meeting with a colleague.
In true coaching style, the conversation goes something like
this. In life, you get one opportunity, if you take it you will be
fulfilled, if you don`t, you will forever reflect on what might
have been. I have chosen to take this opportunity as I have
considered the ‘What’s the worst that could happen?’ So I
ask for a photograph, a signature in the first coaching book
I bought – Coaching for Performance - and a short interview
with some key questions based on a lifetime of experience
in the coaching and business world. The response is a very
polite; ‘Thank you. I would be delighted,’ on all counts.

THE INTERVIEW
Question - What would be your all time favourite Coaching
question?
A – ‘Who are you?’
Question – If you had one thing left in your life to change
through coaching, what would that be?
A – To fix the world and all that is wrong about it. (Carbon
emissions, greed and corruption)

A – Achievement in sport through a choice made by me and
not driven by parents, flying aeroplanes, and finding self in a
life-threatening situation in a strange place and learning how
to handle not knowing anything.
Question – What advice would you give developing coaches
or people aspiring to be coaches?
A – Not only to ask nice questions, but to have confidence to
challenge clients, keeping this appropriate to the person (in
rapport)
Question – As a qualified sports psychologist, what is your
theory for success?
A – The `Inner Game` principle of Focus

CONCLUSION
I found Sir John to be a warm, passionate and highly
ethical person with very strong human values. Through his
presentations, he delivered a genuine care for what is going
on in the world today; in Transpersonal Coaching a skill
to feel the ‘greater good’ in self and life, with some great
examples of how this has shaped his existence; and even at
75 years old the motivation to make a genuine difference in
the world.
‘Never judge a book by its cover’ is a great metaphor in
Coaching, and my own greatest successes have come
through using this and the ‘seek-to-understand’ philosophy
of management writer Steven Covey in practice. Only then
can you truly make the difference to the people who seek
your services.
Brian Shanks

Question – What are the treasures from your life that you
would use to go forward?
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Having created a climate for change, the TSG agreed on
a vision of a cohesive, supportive and fully functioning
team. We were focused on striving to achieve this tangible
goal. Our challenge was to engage and enable the whole
department over the coming six months.
A series of one-to-one meetings with the team was used to
unpick some of the personal issues and to communicate
our vision. Most importantly, we focused on empowering
team members who previously had felt powerless. They
were encouraged to create ‘quick win’ solutions which
would help achieve our overall vision. For example, we
encouraged the section managers to discuss improving
team cohesion and customer-facing support; I extricated
myself from the decision process (which was unusual for my
role), empowering them to implement their own solutions;
this had an immediate impact on their confidence and
galvanised this tier of management.

TEAM COACHING
– THIS IS THE ROYAL NAVY!
Drawing on many years spent in the Royal Navy, Dusty Miller explains
how a coaching-based approach to leadership helped him and his team
turn from unhappy and undervalued to energised and flourishing.

When I joined the Royal Navy in 1986, leadership was
didactic to say the least. Back then, the armed forces’
approach to leadership, management and development was
focused on the organisation rather than the individual.
Fast forward 23 years, and the Navy had become an
organisation which prided itself on the development of its
people whilst maintaining a global influence in extremely
hostile environments and fiscally challenging times.
2009 was the year I was appointed to a key leadership
position. Despite knowing that it would take at least
100 days to understand fully both the role and, more
importantly, the people in the team, the first week came as a
bit of a shock. A member of the team walked into my office
and told me: ‘I hate it here and want to leave.’ By listening
to their concerns, and then by listening some more, I learnt
a great deal about their perspective of how the department
had been working together (or not!).
This unfortunate start prompted in-depth conversations
with both serving members of the armed forces and,
more importantly, the support staff. Serving personnel
tended to come and go in two-year cycles, regardless of
performance, whereas the administrative support team
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provided continuity, a ‘backbone,’ for the organisation.
Viewing the responses received from the support staff, it
was clear that morale was low. Without a specific human
resources department, it fell to the middle management
– known as Team Support Group (TSG), which included
me – to resolve difficult issues that would be challenging in
any environment, let alone the pressurised one of the Royal
Navy.
To create a sense of urgency, I immediately requested an
external inspection team to assess how prepared we were to
do what we needed to do. It was scheduled for March, giving
us six months to transform.
Using J. M. Fisher’s ‘Transition Curve Model’1 as a reflective
tool helped me understand my thoughts and feelings. More
importantly, sharing the model with the team helped them
understand how and why they were feeling the way they
were. The Royal Navy frequently rotates its staff, which can
disrupt the team dynamic – especially if that change is in
a leadership role. As a department, we explored how we
felt when we had changes imposed upon us and when we
imposed changes on others, and perhaps more importantly
how we could mitigate any negative outcomes.

The person who was the catalyst for this change didn’t
just want to leave the team, but the Royal Navy itself. As
a single parent, she often had to go home prematurely or
swap working patterns because sourcing childcare was
problematic (her close family lived 200 miles away). In
simplistic terms, she felt she wasn’t pulling her weight at
work and the team were holding this against her. Using a
coaching approach – listening and asking questions at the
right time – prompted her to reflect on these issues.
A breakthrough came from using this powerful question:
‘What would good look like?’ After she had shared her
perspective with me, I asked if she would be willing to
discuss this sensitive topic with the team. She agreed and
we rehearsed the conversation using J. Grinder &
J. DeLozier’s ‘perceptual positions’2 model. This approach
involves the coachee physically sitting in a different chair
and exploring the issue at hand from a different person’s
perspective, helping the coachee to understand an
alternative viewpoint. This boosted her confidence and gave
her the opportunity to shape her approach.
The reaction of the team stunned her. They suggested she
should come in and go home at a time which helped her;
they planned her shift patterns according to her personal
responsibilities so that she could remain an integral part of
the team – what a transformation!
The inspection went extremely well – better than
expected. In navy terms a SATISFACTORY is considered an
accomplishment; we achieved a GOOD!
By using Kotter’s ‘8-Step Process’3 our team was able to
understand the vision and also the requirements to achieve
the overall objective. By adopting a humanistic and
coaching approach, the team felt energised and connected
to their development, and, most importantly, proud to be
working in an environment which they all cared for as a
collective. I decided to use Kotter’s approach from the start
as I felt it was the ideal model for this situation. Having
planned this intervention carefully, it became increasingly
clear to me that although the military is indeed a ‘well-oiled
machine’ in many respects, there were still areas in which we

could develop the leadership training afforded to personnel
in the naval service.
Fast-forward another nine years and the person who wanted
to leave the team has remained in the Royal Navy, and was
recently appointed to the very same management position I
held back then.
This experience convinced me that developing teams and
individuals through a coaching methodology allows them to
flourish both together and individually.

ABOUT THE AUTHOR
Dusty Miller is a highly experienced training manager who has
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WHAT MAKES A SUCCESSFUL SYSTEM?
Whatever the configuration or parties included in your system,
future successful systems will all need to be, at their core, the 4 As:
l ACCOUNTABLE: the system is answerable for its actions
at both collective and individual levels and there is
redress when duties and commitments are not met.
l AUTONOMOUS: the ability of the system to make its own
decisions on purchasing and providing care.
l ALLIANCE: there is a formal agreement between
organisations in the system, usually motivated by
improved service user experience, better population
health outcomes and cost reduction. Such an agreement
would involve equitable risk and opportunity share for all
parties and be managed by an integrated project team.
l ADAPTABLE: the system is flexible, altering itself and its
responses to changed circumstances or environment. It
has the agile ability to learn from experience.

SYSTEM LEADERSHIP:
A VIEW FROM THE NHS

Since NHS England’s publication of the Five Year Forward
View policy1 that focuses on the development of system
working, system leadership has become a hot topic.
Questions abound in the media, amongst staff and in public
groups: What makes a good system leader? What will these
changes mean for patients and staff?
Issues facing the NHS range from the financial pressures
of doing more with less, low staff morale, ageing and
chronically sick populations, proposed changes to Accident
and Emergency department status and hospital designation,
the merging of provider organisations, blurred (and
possibly obsolete) boundaries between commissioners*
and providers, and a leaner workforce. All of these present
challenges could turn the NHS to ashes.
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Arguably, it is the role of our leaders to identify reasons
to be optimistic. The creation of new health and care
environments or systems that are integrated and deliver
seamless service across sectors provides system leaders
with the opportunity to shape a new future – and enable
our much-loved NHS system to ‘rise from the ashes.’ Those
leaders with previous experience of designing and rolling out
models of ‘cross-continuum care’ (across a range of services
used by patients) will have the essential skills required for
future success.
To create an environment that is without artificial
boundaries and produces improvements in health and
wellbeing to local populations, there will need to be more
accountability, data transparency and decision-making
powers given to leaders. Such accountability should align
with staff engagement and autonomy that is robust and
visible to the public: herein lies the role of a system leader.

* In the NHS as currently organised, local and regional bodies
(‘commissioners’) purchase healthcare services from a range of providers,
some of whom are NHS and some private-sector.

Beyond the field of health, there has been multi-agency
work in, for example, retail and sustainable agriculture
programmes. Of the latter, one leader noted that the
programme’s success was due in part to acknowledging that
all parties do see the world very differently, and this was
their greatest strength as a collective.
Taking these insights together, there are a number of core
capabilities that a system leader needs to have:
l Able to let go of old ways of working
l Shares and distributes control, power and influence
l Sees, understands and is committed to the whole
complex system
l Fosters reflection, builds long-term relationships and
proactively seeks different points of view
l Creates a culture of trust that rewards and incentivises
good performance

The National Health Service (NHS) has been at the core of healthcare
provision in the UK since its creation in 1948. Shirani Rajapaksa, an
organisational consultant to the NHS and former doctor, outlines the
need for systemic understanding to ensure the NHS’s sustainability.

In recent decades, the NHS has undergone many cycles
of change and restructuring and now faces its biggest
challenge yet – that of sustainability. In a country under
severe economic strain, maintaining high-quality care for
all, across hundreds of organisations, has proved difficult.
The drive now is towards collaboration and away from
the previous culture of competition. In this landscape of
necessary change, the traditional leadership model is now
under the microscope.

leader, each will require their steer and oversight. So what
does it mean to lead a system? Can it be done? A Future of
NHS Leadership Inquiry5 highlighted the problem of high
executive turnover – median job span for a chief executive
was 2.5 years, with 1 in 6 organisations at the time relying
on temporary arrangements. Where care systems have been
developed successfully, long-term leadership at board level
was found to be a critical factor.

l Moves focus from reactive problem-solving to co-creating
the future
Those who have taken up the mantle as system leaders must
ask themselves whether they, and the leadership teams
around them, fully inhabit these qualities on a daily basis.

WHY NOW?
[Successful-system-diagram; copyright Attain Health
Management Ltd]
Without all four traits, it will be difficult for a system to be
resilient and sustainable or improve service user experience
and outcomes.

WHAT IS A SYSTEM LEADER?
A report by UK health policy organisation the King’s Fund
on leadership and management in the NHS3 acknowledged
the need ‘to move beyond the outdated model of heroic
leadership to recognise the value of leadership that is
shared, distributed and adaptive. In the new model, leaders
must focus on systems of care and not just institutions and
on engaging staff in delivering results.’ It remains to be seen
whether this has been taken to heart across the country,
but those who have adopted it are in stronger positions to
deliver sustainable change.
There has been plenty published on the need for board
development and changes in organisational culture across
the NHS, and although neither rests solely on a system

The NHS is facing a host of systemic challenges beyond
the capability of existing organisations and their typically
hierarchical management structures. Previous opportunities
to promote real transformation have not fully delivered.
In order to achieve real change, there is a growing sense
that the dimensions inside and outside an organisation
must be connected. Empowering the workforce to better
acknowledge and manage interfaces and interdependencies
across various facets of the service, and with a focus on
users’ needs, will help this to happen. Leaders who not only
recognise this, but also seek to lead and engage on all fronts
will be successful6.
The harsh reality is that the external factors of financial
constraints, rising prevalence of people with long-term
conditions, and a global shortage of health professionals
result in no choice but to work more closely to innovate
together. This inevitability, amidst uncertainty, must
be viewed as a moment of opportunity. Entering such
uncharted territory with a true system leader at the helm is
more likely to yield the desired improvements.
What will inevitably be required are the insights and
experiences of those who have already implemented change
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on a system level, so knowledge-sharing amongst those
who have succeeded across the globe is a must. Largescale transformation and change management that has
created a more accountable system will have had leadership
support and system-wide negotiation at the centre. It is for
the system leader to sustain this emphasis so as to ensure
delivery of system transformation programmes.
There has been a lot of press on NHS leadership, mergers and
failing organisations; system leaders need to learn quickly
how to surmount the obstacles. So how does a system leader
navigate this environment to enable successful outcomes,
and what barriers need to be overcome?
With ongoing pressures of meeting ‘waiting time’ targets and
financial controls, moving to future systemic models of care
may consist of achieving a series of short-term goals. The
best approach to achieve these is in a step-by-step manner
or phased approach (sometimes in parallel), similar to the
mindset of a marathon runner as opposed to a sprinter.
System leaders need to take stock and ownership of their
transformation timeline as best they can and understand
how they can implement the right change for their region for
the long term. Demanding significant changes immediately
will have considerable complexities and barriers – however,
delay is not an option.

BARRIERS TO CHANGE
It is necessary in all industries for organisations to be able to
change in response to market needs or pressures. There are
four common barriers to implementing change effectively:
1. Lack of consensus
2. Lack of planning
3. Inadequate communication
4. People resistance – patients, public and staff
A system leader has a key role to play in overcoming these
barriers across the whole system. In order to be successful,
the leader will need to understand the reasons for barriers
in six categories7:
l Awareness and knowledge
l Motivation
l Acceptance and beliefs
l Skills

This is easier said than done. Many readers already know
that such an approach is obvious in order to be a good
leader. So first, let us better understand what is meant by
the term ‘ego’. The Oxford English Dictionary definition of
ego is ‘a person’s sense of self-esteem or self-importance.’
Read any management textbook or leadership course
information, and these state that an individual’s focus on
their self or own ideas can become detrimental to creating
positive change or developing cohesive action across a
wider group. In the context of system leadership, this step
not only refers to the individual leaving their ego behind,
but also to the organisation leaving its sense of identity and
notion of relative importance to others.
The opposite of the ego could be described as a unified self .
The contrast between the characteristics of the unified self
to that of the ego is that the unified self acknowledges and
respects the sameness of ourselves and is more concerned
for the collective win/win outcome. This mindset can
guide leaders of organisations towards system change
successfully. Achieving this is often difficult and contentious
when leaders come to the table with varying organisational
priorities, needs and perverse incentives – a system leader
must think and focus on the collective benefit that serves
their population.
8

Leadership style is critical in influencing the effectiveness of
all partnerships. To lead a successful system requires specific
skills that, while similar to the attributes for a leader in an
organisation, require more nimbleness and fortitude. It is
essential that there is a clear path carved out to align system
thinking and bridge any gaps in culture and performance to
help weave an intertwined future that is sustainable, resilient
and future-fit.

STEP 3 – MOVE TOWARDS A
DISTRIBUTED LEADERSHIP
FRAMEWORK
Leadership formation across the system and within each
organisation is highly important. As previously stated, a
systemic style of leadership is different from that at an
individual organisational level – it requires openness,
flexibility in thought and adaptability in style. In addition
to strong communication and engagement skills, system
leaders will also need an understanding of what it takes
to enable successful transformation at all levels of each
organisation.

STEP 2 – BRIDGE GAPS IN
UNDERSTANDING BETWEEN
ORGANISATIONS
With eco-leaders at the helm of a system, there will
undoubtedly need to be better comprehension of each
organisation’s position, needs and priorities in the context
of the present and future needs of the population. However,
compared to developing a partnership for transactional
purposes alone, creating this foundation of a common
understanding should go deeper and requires appreciation
of cultures, working styles, ethics and opportunities to
contribute to system development.

l Leave your ego at the door

l Relationships are more important than structures

l Seek to bridge gaps in understanding between organisations

l Participation, representation and engagement are essential

Dr Shirani Rajapaksa is a global healthcare expert with nearly
two decades of frontline medical and management consulting
experience in public, third sector and private sector environments.
Shirani brings a wealth of experience into her advisory work from
supporting healthcare leaders across the world. She is an Associate
Director at Attain, which involves developing and implementing
system-wide vision, strategies and programmes, delivering service
transformation and enabling leadership development and system
alignment across the UK.

l Move towards a distributed leadership framework

l Partnership development requires time.

Shirani.rajapaksa@attain.co.uk
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Once these three steps have laid out the path to a ‘one system’
approach, a system leader will be in a stronger position to
deliver the shared vision and achieve the desired improvement
in outcomes. From this point, the system leader can better
shape their system-wide transformation programmes, drive
momentum for change, and implement new models of
care – all by ensuring alignment with the shared vision and
values of their system. Having the right eco-leaders across the
distributive leadership framework who support and feed into
creating the right strategic foundations for the system will not
only empower the people who are served and employed, but
also enhance the system’s sense of a unified self.

Distributed leadership framework diagram; Attain Health
Management Ltd

The first three categories are often where leaders need to
prioritise their attention. To improve on these from the
perspectives of both partnership and system understanding
and development there are three key steps to help system
leaders overcome these barriers and develop the right
working approach for the system:

l External – beyond control

Underpinning this must be defined governance and a
shared vision with common outcomes and goals, the
principles of which can be developed during Step 2 above.
The leadership framework should be co-designed with key
leaders and stakeholders across the system: it must focus
on the interconnectedness between and also within each
organisation. Getting in formation for system leadership will
take time, but must be set out as part of a comprehensive
multi-year phased transformation programme.

A leader of systems needs to evolve into an eco-leadership
style. This will naturally require the leader and their
organisation to shed its ego and branch out into a formation
of leadership frameworks (see Step 3).

Many current partnerships are based on a formal
collaborative arrangement with a defined level of integration
as opposed to an informal arrangement of working
together with common goals and outcomes. This is due
to the complexity of problems across health sectors with
central regulation, problems that require a well-organised
approach and structure around working arrangements.
In acknowledging this focus, it’s important to note the
following three points10:

l Practicalities
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TEAM COACHING:
COMMON PROBLEMS AND
THEIR SOLUTIONS
Coaching a team is more difficult than coaching one to one.
Miranda Kennett shares seven common problems of team
coaching and how to solve them.

Team coaching is not an easy option: there is the group
dynamic to consider and the differences in style and
perception between individuals. There may be a painful
history or bad blood between team members. The need for
an intervention may arise from an unwelcome change in
the make-up or remit of the group. No wonder that some
coaches choose to work individually with team members
rather than risking coaching them all together!

Here are some of the common issues that come up in
approaching and delivering team coaching, and some ways
to avoid them.

PROBLEM

SOLUTION

Cynicism that this is a team-bonding exercise which will
involve group hugs and do little to address the real challenges
the team faces

Establish that the activity is aimed at making the team more
effective in achieving their shared aims and have them
identify the challenges they jointly face. Any bonding that
happens will then be the result of uniting behind a common
purpose

Fear that the process will take every one apart and leave them
in pieces on the floor

30

Unfortunately, this approach usually does little to improve
a bad group dynamic or to create energy and commitment
behind a shared purpose – something whole group coaching
can deliver. The right coaching intervention can make a
team significantly more effective and happier, whilst a poor
or mismanaged intervention can do untold harm.
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In your prior dealings with participants, model in your
behaviour the style of the workshop: empathetic, respectful,
and confidential

Concern that people will be afraid to speak up and real issues
won’t be aired

Use benign psychometrics such as MBTI, which appreciates
difference, to increase self-knowledge and valuing of the
different styles of other team members. Collect feedback on
each participant about the value and contribution they make
to the team and the ways they sometimes hold themselves
or others back. Give each person a private report, then the
opportunity to share some of the content and their reflections
with the group as a whole

Scepticism that, though the activity may create a temporary
warm feeling, there will be no permanent benefit

Prior to any group activity establish contact with individual
team members (in person, by phone or by email) to
create trust and discover their hopes and fears and views
of the current situation – to be shared with others only
anonymously. Present your findings to the group for
discussion early in the proceedings

Anxiety that the coach is a snoop for senior
management

Tying outcomes to future achievements and establishing a
short action list and timetable to measure results will help. Set
up a progress review session six to eight weeks later to explore
what has happened and what is still to be achieved

Initiative/Workshop fatigue

Be up front in specifying what your brief from the coaching
sponsor has been. Insist that any report of the activity is
created and agreed by the team, not by the coach.
Check with participants if they’ve done something similar
before and what their experience was. Use this info to jointly
create the template for how they want this activity to run
and what the desired outcome is. Be flexible with content to
match the group’s needs

Negative previous experiences

Over-dominant team members prevent quieter ones
participating fully

As the coach facilitator you have to hold your nerve and use
your coaching skills of listening and eliciting information to
get the team to articulate the issues that need addressing
and to develop creative ways to solve them. It’s important
to establish at the start of the group process that each
participant has an equal share in reaching a positive result
and that you will value the contribution of each member
equally, from the team boss to the newest arrival.
I structure content so that the major challenges are identified
early in the proceedings – then the majority of time can be
devoted to creating solutions, which is a much more energising
process. I pace activities so that intensive whole group work
is followed by quieter periods where members work on their
own or in pairs, and try to match them to coincide with varying
energy levels. Formats such as SWOT charts, Stop/Start/
Continue boards, and the six wisdom access questions (Why?
Who? What? How? When? Where?) help structure ideas and
preclude over-dominance by one team member.
The final section of any workshop has two crucial elements.
The first is action planning: an agreed shortlist of no more
than seven important activities that can take place within
the following six weeks, identifying who is responsible
for achieving them and by when. The second element is
appreciation of the contribution of each person, by each
group member. Participants often find this uncomfortable
but gain enormously from the heliotropic experience and
this can set the pattern for positive future interactions.

Use non-verbal techniques to illuminate situations. For
example, collaborative drawings of the team on a good
day and on a bad one will quickly reveal issues at a deeper
level. Drawing is a great leveller since most people haven’t
done any since childhood and people don’t know how to be
economical with the truth when they draw!

My preference is to hold workshops on neutral ground,
in a comfortable, large room with natural light, no
dominant table in the middle and with breakout space
outside the main room. Despite the added cost, I greatly
favour residential workshops because, in my experience,
participants show a far greater level of engagement if they
can’t pop home and moan about the process. I also give
overnight homework, for example asking individuals to
prepare a three-minute presentation tying their feedback
to their Myers Briggs type. This allows proper reflection and
response (and tends to limit the amount of alcohol taken
over dinner!).
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‘FEEDBACK IS THE
BREAKFAST OF
CHAMPIONS.’

in the prevailing organisational culture and hierarchy, or wider
societal norms concerning speaking plainly and directly. In
some cultures, colleagues can speak freely and give their
managers developmental feedback without apprehension; in
others, this could be seen as disrespectful.

2. EXPLORE COSTS AND BENEFITS

KEN BLANCHARD

If your coachee acknowledges that giving and receiving
feedback is a skill they wish to develop, exploring the costs and
benefits of giving or receiving feedback to colleagues (and of
not doing so) will help them recognise where they can make a
positive change and what actions they should prioritise going
forward.

3. ELICIT EXAMPLES OF FEEDBACK
GIVEN WELL - AND BADLY

GET THE FEEDBACK HABIT!
In light of the much-reported ‘death of appraisals,’ managers clearly
need to develop their coaching skills - but what about feedback? Is it
appropriate for a coach to get involved? Facilitator and coach
Dawn Sillett suggests we have an opportunity to help managers get
into the feedback habit, and outlines how we might best go about it.

Drawing on coachees’ own experiences of giving and
receiving feedback can lead to useful compare-and-contrast
analyses. From the insights gained in such a discussion,
key characteristics of best practice can be identified in the
coachee’s own terms, which will make it easier for them to
implement feedback themselves.

4. MODEL GIVING FEEDBACK
Model the evaluation process by giving feedback to your
coachee based on what you have noticed and observed during
the coaching. You may comment on their progress since
the previous session, or perhaps how they responded to a
particular moment in the current session.

7. BE A SOUNDING BOARD
As coaches, we can act as an invaluable sounding board for
managers to practise giving feedback to their colleagues.
Simply getting the words out of someone’s head and spoken
aloud builds managers’ confidence in giving feedback
and helps them refine how they will deliver it in future. I’ve
found that some managers are more concerned about
being perceived as overly complimentary for giving positive
feedback than they are about providing corrective feedback
on performance that needs to improve. Practice with a coach
provides vital preparation for managers, allowing them to
experiment and give praise in ways that are authentic for
them. If there is a specific situation where clients anticipate
challenges ahead, you can role-play the conversation to help
them prepare.

8. MODEL RECEIVING FEEDBACK
Ask your coaching clients for feedback at the end of each
session; this way, your coachee gets to practise and you get the
gift of feedback yourself. It really helps to clarify at the start of
the session what specifically you would value feedback about;
for example, you could ask them to focus on how you helped
them reflect on a recent event, or perhaps how you showed you
were actively listening. Coaches with experience of co-coaching
will know how well this practice works both for the recipients
and those providing the feedback, simultaneously raising selfawareness and honing observational skills.

5. IDENTIFY ‘SITUATIONS WHEN…’
It’s now two years since international consultancy firm
Accenture announced that it was saying goodbye to annual
performance appraisals1, and many high-profile employers
have since followed suit. Certainly, a shift to more frequent
discussions about how people are performing at work can only
be an improvement on making them wait twelve months at a
time. In our volatile and uncertain world, organisations need to
be more agile in how they manage and develop talent.
Yet, according to the Chartered Institute of Personnel
Development’s (CIPD) recent HR Outlook Survey,2 whilst
managers were often rated highly on their technical,
operational and financial capability, their people and
performance management skills were seen as ineffective or
inadequate. Clearly, this is an area where we coaches can help,
with coaching skills forming a vital component of the people
management toolkit. It is important to remember that feedback
shouldn’t be left out of our own practice either, as it forms an
essential part of how we all learn and improve. As coaches,
we’re perfectly placed to foster the development of this
essential skill by providing on-going, tailored support for both
newly promoted and experienced managers.
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At this point, I think that it’s important to reflect on whether we
risk stepping beyond the scope of coaching and into training or
teaching. Is it appropriate for a coach to provide practical help
to bridge the people management skills gap? My personal view
is that it is necessary for managers to complete some form of
initial people management training, whether through a coach
or another provider. Beyond that stage, where I see coaching
adding most value is through supporting managers as they
transition from learner to practitioner, helping them to embed
their new behaviours into their working routine. The question
is then – in what ways might this type of support fit into the
context of coaching conversations?

1. ESTABLISH LEVELS OF COMFORT
AND CONFIDENCE
It is important to establish how comfortable your coachee is
with giving and receiving feedback, and how confident they
are in their capability to give and receive it well. Managers
may be more comfortable giving feedback than receiving it, or
perhaps lack the confidence to start the process at all. When
considering these discrepancies, we need to be mindful of
cultural differences; there may be differing degrees of openness

Work with coachees to identify everyday situations where they
can give positive feedback to their colleagues – as well as seek it
for themselves. Encourage weighting the balance of feedback in
favour of positive reinforcement rather than corrective criticism.
It can be illuminating for people to focus on the instances when
a team member does something well; with human nature being
what it is, many of us are more inclined to spot flaws and faults
than improvements and proficiency.

6. DON’T SERVE SANDWICHES
Personally, I’m not a fan of the ‘feedback sandwich,’ whereby
the recipient is first given positive feedback or praise
(the bread), followed by corrective feedback or criticism
(the filling), and finally some further praise (more bread).
This method sends mixed messages to recipients, who
can easily pay more attention to either the praise or the
criticism depending on what it is and how they perceive the
situation. The result is confusion on both sides. What’s more,
the ‘feedback sandwich’ devalues any praise that may be
given, as recipients brace themselves for the bad news that
inevitably follows.
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challenges when trying to understand coaching research
is that researchers generally use a wide range of different
outcomes to measure coaching effectiveness. This can be
very challenging when examining a collection of research
projects and attempting to interpret an overall picture.
To address this issue, my co-authors and I developed a
framework of outcomes which grouped coaching outcomes
in a similar way to training outcomes. We suggest that
coaching can lead to the following results:
l Affective outcomes which include changes to the
coachee’s attitudes or motivations
l Cognitive outcomes which include changes in the
coachee’s knowledge or their cognitive strategies such as
problem-solving techniques
l Skills-based outcomes such as development of new
leadership skills or other competencies

ADDRESSING COACHING
EFFECTIVENESS
We all believe in the power of coaching to improve performance
and help others, but is there any evidence to suggest that it
actually works? In response to this challenge, Dr Rebecca Jones and
colleagues set out to conclusively assess what impact coaching has
and how it affects performance outcomes.

For many years (too many years one might say), the
practice of coaching to achieve learning and performance
outcomes has been based on a weak body of evidence1.
Despite this, coaching has been advocated as an effective
tool for achieving wide-ranging outcomes from improved
professional relationships2 to greater managerial flexibility3.
However, dig a little deeper and it soon becomes apparent
that the bulk of this ‘evidence’ is based on self-reported
feedback from the coachees. Whilst this evidence is
important for informing coaches and researchers about how
coachees experience coaching, the placebo effect is well
documented enough to allow us to be certain that perceived
change is not automatically the same as actual change4. It
was this issue that I sought to address with my colleagues in
our recent research, which asked – ‘Does Coaching Work?’5
To answer this question, we adopted a meta-analytic
approach to our research. Meta-analysis is a particularly
useful technique as it allows the researcher to review a
whole body of evidence and draw conclusions based on
statistical analysis. In turn, that allows us to objectively
determine the effect of the intervention being examined
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– in this case coaching – and what factors or moderators
may also influence that effect. Effect size is of particular
importance here. For example, most coaching practitioners
would hope that their coaching intervention facilitated
a large improvement in performance for the coachee; in
research terms, this would translate into a large effect size.
The other benefit of using meta-analytic techniques is that
the researcher can use a ‘control’ to mitigate other factors
that can influence results, for example small sample sizes
and reliability of outcome measures. Therefore, metaanalytic results are likely to give us a clearer, more robust
answer to the question ‘Does Coaching Work?’ than more
subjective or imprecise methods.

l Results outcomes either at the individual, team or
organisational performance level
The benefit of categorising outcomes in this way is that we
are then able more easily to collate results from different
studies to help build an overview of the impact of coaching.
There were not enough studies that utilised cognitive
outcome measures, but we found that coaching had
a positive impact on all of the three other outcomes.
Interestingly, it was within the results outcomes where
coaching had the greatest impact. This contrasts with
meta-analytic results on the impact of managerial training
interventions, which have previously demonstrated
that the impact on results is often smaller than on other
types of outcomes. This is often attributed to potential
training transfer issues6. In our meta-analysis, we suggest
that the impact of coaching on results is indicative of the
fact that the individualised nature of coaching actually
promotes the transfer of learning from coaching back to
the coachee’s workplace. This conclusion is important for
answering the question ‘Does Coaching Work?’ Not only
do our findings provide clear evidence that coaching does
work, but furthermore the largest effect was for changes in
performance – arguably the most important outcome.
In addition, our findings have some important implications
for coaches going forward. For example, we suggest that it
is important to consider the methods that coaches utilise to
evaluate their coaching practice from the outset and that,
if possible, it is good practice to assess outcomes at each
of the four levels covered in our framework. By evaluating
coaching at each of these levels, coaches are more likely to
ensure that the evaluation covers the full range of outcomes
that our research has demonstrated one can expect from
coaching.

DOES COACHING WORK?
Following a comprehensive review of the coaching literature,
a total of seventeen studies met our criteria to be included
in our meta-analysis. We set out to firstly understand
whether coaching works and, if so, what kind of effect
size can be expected from coaching. However, one of the

INTERNAL OR EXTERNAL COACHING?
Our meta-analysis also sought to understand some of the
factors that influence coaching outcomes and once again
quantify the effect size of each of these factors. Some of our
findings were particularly provocative in this respect. For

example, we aimed to quantify which type of coach is best:
an internal coach or an external coach. We had originally
predicted that external coaches would have a greater
impact on outcomes as we hypothesised that they would
offer greater reassurances of confidentiality compared to
an internal coach, which could improve the level of trust
between coach and coachee and ultimately influence
outcomes of coaching. Surprisingly, however, we found the
opposite to be true; although both internal and external
coaches had a positive impact on overall outcomes, the
effect size was greater for internal coaches.
We suggest that this might be a result of the insight an
internal coach may have on the organisation, specifically
in relation to the climate and culture the coachee is faced
with. Therefore, our recommendation for coaches is that it is
essential to gather as much ‘insider’ information as possible
on the organisation in order to understand fully its culture
and climate before the start of the coaching intervention. It
is also important to note that we were unable to investigate
this finding in greater detail due to the small sample
size. However, it is our belief that there may be further
moderators or factors that influence the relative importance
of the internal versus external coach. For example, it is
possible that external coaches have a greater impact on
outcomes for coachees working at a particular management
level or in a particular job role. This is an important area for
future research to explore.

360 FEEDBACK
Another finding that was somewhat surprising was that
coaching was most effective when provided without 360
feedback. We had originally predicted that coaching plus 360
feedback would have a greater impact on outcomes than
coaching alone, yet the opposite was true. However, whilst
360 feedback is a very popular tool in practice it has a weak
evidence base. Research into the impact of 360 feedback
has found that, whilst sometimes beneficial, it can also have
a neutral or even negative impact on performance7. Given
this variation, the finding that coaching is more powerful
when provided without 360 feedback is perhaps not so
surprising. The practical implication of this is that coaching
provided on its own is likely to have a stronger impact on
outcomes. We would recommend utilising 360 feedback as
an outcome measure alone rather than a discussion point in
the coaching.
We also explored whether the coaching schedule had an
impact on the effect of coaching on outcomes. Our analysis
suggested that neither the longevity of intervention nor
the number of coaching sessions was significant, implying
that there is not a critical number of sessions or length of
time that results in improved outcomes. Therefore, our
suggestion for coaches is that the coaching schedule should
be flexible to suit the individual coachee.
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DIRECTIVE OR NON-DIRECTIVE?
THAT IS THE QUESTION

FACE-TO-FACE OR TELEPHONE
COACHING?
Finally, we explored the impact of the format of coaching
on outcomes. To do this we compared studies that focused
on face-to-face coaching with studies that used any other
types (such as telephone or videophone). We had predicted
that face-to-face coaching would be more effective, but
we found no significant difference between the groups.
This is very positive news for practitioners, as it means that
conducting coaching over the phone or using methods such
as videophone – potentially a more efficient method – can
be just as effective as face-to-face coaching.
Our starting point for this article was that, whilst many have
long believed that coaching can have a positive impact on
learning and performance, until recently the evidence for
these claims was, in scientific terms, weak. Our findings
provide conclusive evidence that coaching does indeed
work and furthermore our research can be used to provide
guidance to practitioners regarding which factors they can
manipulate in their coaching practice to further enhance this
impact.
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Drawing on a wealth of personal experience, Clare Beckett-McInroy
discusses how the use of non-directive coaching coupled with selfreflection can be a powerful tool to help implement a coaching culture
and an effective leadership style within organisations.
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There is now a growing body of evidence in internationally
referred journals that shows that coaching can be employed
as an organisational culture and effective leadership style
to increase efficiency, grow the bottom line and improve
employee engagement amongst other things.
However, so many people now claim to be coaches, or claim
to use coaching styles and methodologies in their leadership,
consulting and training. As a consequence, it is important that
we question competency levels and experience and look for
opportunities to implement reflective practice so as to ensure
that professionals are coaching to a certain standard – and
not giving coaching a bad name.
With the intention of guaranteeing a coaching style that is
non-directive and non-judgemental, my colleagues and
I often reflect on our experiences as part of an on-going
learning process, We explore a non-directive approach
to coaching with the aim of determining how effective it
is, whether it moves the client or the team forward in the
direction they want to go, whether it enables deeper learning
than other forms of coaching, and if it facilitates the building
of trust between client and coach more quickly. These are all
interesting questions. Here are a few of our thoughts on them.

PURE COACHING IS NOT MENTORING!
Before we answer these questions, we need clarity on the
definition and understanding of the term ‘directive.’ When we
say that we are directive in our coaching, we are talking about
those times that we actively steer the process, or directly
encourage the client to consider some aspect that they are
avoiding or not seeing. This does indeed form a necessary
part of coaching, but it is important not to let it dominate
our practice. When we talk about being non-directive, we
are referring to the idea that we do not want to explicitly tell
clients what to do or point them towards particular solutions.
There is a significant distinction to be made between
dictating the outcome and more gently guiding the process.
The problem for a coach is that often we have been in similar
situations to our clients, and so seemingly obvious solutions
can easily pop into our heads. When this happens, we might
begin to ask ourselves, what if I helped my client and shared
my experiences and possibly save them time and money and
headaches, too. Well, that’s not coaching – it’s mentoring.
It is not beneficial for a coach to judge their client in this way,
and self-management and reflection can help to increase an
awareness of when this might be occurring. Personally, in the

July 2017 | Issue 14 37

GLOBA L COAC HI NG
CO MMU NI T Y

In addition, the coach doesn’t have to be an expert on the
client’s specific issue in order to be successful. The coach
simply needs to remain open-minded, non-judgemental and
to listen.
The only drawback of this coaching competence is that it can
take much longer to come to a conclusion. Having said that,
it’s important to remember that it’s not necessarily a negative
thing to spend time processing ideas and not to come to an
immediate conclusion .
To illustrate the above, I am going to focus on ‘presence’
within the scope of reflective practice.

PRESENCE

it as having an open heart towards the person. I try to see
the person behind any behaviour or thinking that I may not
agree with, which acts to mitigate any unhelpful judgement
I might make. I also keep a journal about what I learn from
clients in terms of what I can do better. I try to consider my use
of questioning, asking whether I am looking for a particular
answer to a question and, when that question is asked, what
purpose it is serving.
Reflection such as this helps us become masters of our work,
and it shows us why non-directive coaching can be so useful.
It’s not about stopping judgemental thoughts from arising.
It is about taking the time to choose which ones to use and
which to let go of in the moment.

past I have felt that I have judged clients: what they say; how
they deal with others; what I think about their solutions; their
behaviour and attitude; and their timescale for their proposed
actions or thinking. This was in the early days of my career
where, being honest, self-management was certainly an area
for personal development.
Sometimes it is obvious why you have made a certain
judgement; when a client is brainstorming you might
think to yourself, ‘I wouldn’t do that’ or ‘that’s a fantastic
idea’. However, we need to remember that our beliefs,
religion, values, culture and experiences all influence how
we perceive the world, and so these judgements may be
made unconsciously. This highlights the need for peerto-peer awareness sessions, supervision and mentoring
for us as coaches, and for coaches to be coached on their
own coaching. To give an example, during one particular
mentoring session I became aware that I had negatively
judged a client’s decision to stay in a job that they hated. Had
this influenced the coaching? It’s certainly possible if there was
no awareness in the moment of it happening. We might ask
ourselves here how this can become a positive? By sharing
your own insights and judgment the client can weigh them up
and choose how to go forward.
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These scenarios still happen despite years of continuous
professional and personal development, although they occur
less often than they once did. If you are using coaching as a
leadership style, in teams or one-on-one, accept that directive
and judgemental thinking will inevitably happen. The aim is
to build your awareness of it, reduce the negative influence on
your coaching, and use that awareness positively, consciously
and deliberately.

An effective way for coaches to prepare for a session is to
move into a calm, quiet and reflective state inwardly and
outwardly. Your ‘presence’ is affected by what you believe
about your client, as well as your role in the coaching-client
relationship.

This method allows your coachee or your team to lead the
way, forming their own conclusions. The benefits of this type
of coaching are long lasting; when managers tell an employee
something, research shows that only 10% of people are
likely to recall it correctly after three months, whereas if they
provide non-directive coaching alongside the information that
number goes up to 95%!1 The impact of skills training is also
increased three-fold when followed up with coaching.

The BMC Coach ME Model is based on belief, momentum and
celebration. In this light, every person has their own inner
wisdom, a wisdom that provides all the answers they will
ever need. In terms of bringing this model into my personal
practice, I coach with the aim of facilitating a structure where
a client’s inner wisdom will surface in the right environment.
I let go of the responsibility for coming up with solutions
myself; this is the client’s responsibility. My role is to facilitate
and co-create with the client to help them access their
invisible coach so that they can find their own solutions. Why
is this important? If it comes from them, they will own it, have
more momentum to action it, and be able to feel the results to
then celebrate in whichever way fits them best.

With this method the client comes to a solution that fits their
individual needs, and is therefore more likely to act on it.

I also have a great deal of respect for people’s personal stories
and a love for enabling potential in others. I would describe

THE BENEFITS OF NON-DIRECTIVE
COACHING
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HOW COACHABLE ARE YOU?
Osama Al-Mosa invests time to coach successful leaders and
businesses in the Middle East region so they can flourish and prosper.

Coaching in the Arab world is emerging remarkably fast.
And, no different from anywhere else, coachability is under
the spotlight and an area of major concern to almost every
coach. Coachability, according to international consultant
and trainer Timothy Clark, is defined as ‘the willingness to
be corrected and to act on that correction. When we are
coachable, we are prepared to be wrong. We can withstand
a high degree of openness.’
An individual’s mind state can be negative for many reasons,
but can lead to a coachee who misunderstands coaching
or who doesn’t see the value of it on a particular issue. This
means that they may misinterpret a situation or disapprove
of the context of coaching, including its timing, or simply be
mentally or emotionally unready at that moment.
Low coachability remains a question mark, whether it is
a transitory state or a person’s attitude. I tend to see it as
a transition that can be transformed into a very receptive
mental status. Transforming or at least improving a low
level of coachability into a higher level requires the coach
to play the role of a motivator who instils enthusiasm
and will inspire someone to act – and here comes an
ethical question: How adherent should a coach be to the
international standards of coaching as non-judgemental and
non-directive while they are attempting to inspire someone
to move on?
Let’s imagine a coach who plays the role of a stimulating
motivator towards a certain destination, then what is the
situation by the end of the coaching relationship? And how
sustainable is that motivation?
I find that coachability is usually not an issue for individual
clients who engage the coach on their own account, but is
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more of a concern for some sponsored clients. So it is very
important for the sponsoring institute to communicate
clearly to all its employees, especially those who are going
to participate in a coaching relationship, to test their level
in each of the following dimensions before starting their
coaching journey:
1.
2.
3.
4.

Willingness
Desire
Discipline
Courage

SUPER COACHES WITH
COACHING SUPERVISION
Umet Ahmet Taracki discusses the growth of coaching in Turkey,
and explains how he and others are pioneering the introduction of
supervision to get coaching where it needs to be in a country that has
been slow to embrace the practice.

SNAPSHOT OF COACHING IN TURKEY
An awareness of coaching entered the business world in
many Western countries in the 1970s. Thirty years later,
Turkey has finally begun to embrace coaching. This has been
much slower than the way in which Turkey has embraced
technology – today, for example, Apple release their iPhones
in Turkey on the same day as the rest of the world!
Whilst Turkey is making a rapid transition to modern
technology, mindsets don’t change so easily in just 30 years.
This is a huge problem! Technology can be bought with
money right away, but knowledge and understanding can
only be learned by studying over the long term. Without
knowledge, technology is just a means of consumption.
Knowledge develops meaning; that is what we want to
achieve...

ABOUT THE AUTHOR
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The arrival of coaching in Turkey might have been late, but
the speed of the spread of coaching is more than good.
There are currently over 40 coaching courses in Turkey
which adhere to international standards, and approximately
200 local courses. In addition to these courses, Continuing
Education Centers provide coaching courses in universities
across the country.

has not grown at the same pace. It’s easy to call yourself a
coach, but it’s not easy for a country to create a wide base
of coaching-related scientific knowledge. Turkey has a long
way to go in that regard.
Luckily, coaching supervision can support coaching to move
to where it needs to be.

I am able to control only
that which I am aware of.
That which I am unaware
of controls me.
Awareness empowers me.
- Sir John Whitmore

As a result, the number of coaches has suddenly increased
in Turkey, and ‘coach inflation’ has started to take place.
Unfortunately, the science and understanding of coaching
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WHAT CAN COACHING SUPERVISION
DO IN TURKEY?
l Coaches can learn to deploy an external observer. In fact
the coach can start to look at her/himself with one, two,
three… even seven different eyes1.
l Supervision will act as a demonstration that the coach’s
development journey is continuing and ‘under control.’
As a result, coaches will gain prestige and have access to
a reliable reference.
l In this environment where trust in institutions is
diminishing, supervision will prevent coaching from
suffering a similar fate.
l Supervision as a whole will work as a ‘parent
organisation’ that will support coaches and help them in
difficult or stagnant situations.
l It will provide an ethical framework for coaching and
build the trustworthiness of the coaching industry, which
is what the business world wants most.
l Supervision is a necessary requirement for coaches
wishing to apply for AC accreditation.
l Supervision can help to draw academic attention to
coaching and improve the mindset of people working in
the coaching environment.
l As coaches do in their own practice, the supervisor
will reflect on their coach’s strengths and weaknesses.
Supervision helps guarantee that clients receive a quality
service.

WHAT HAVE WE DONE UP TO NOW AS
THE AC IN TURKEY?
In October 2015, 300 people gathered and made a promise:
we will work to better, promote and develop coaching. Over
the past one-and-a-half years we have kept this promise.

l
l
l
l
l

What is the status of supervision in the UK?
How do you work with a coachee with low self-confidence?
What are the limits of supervision?
Is ‘time-line’ a coaching tool?
What is the purpose of and obligation to have
professional insurance in coaching?

Our next step was to study the quality of supervision
training, but there was none in Turkey. This time, Marie came
to Turkey, and we started a new process. Over the following
nine months, coaches looking to become supervisors would
take on 60 hours of training and ten hours of supervision, to
meet the standards of becoming a supervisor.

WHAT NEXT?
The leading group will complete their accreditation and
prove their competency. In this way, two programmes,
Coaching Supervision Accreditation and Executive Coaching
Accreditation, will launch in Turkey for the first time.
We will begin to promote the concept of supervision on
several different platforms; we will write articles and papers
about supervision and open a blog on the AC Global page
about our programme, where we will also share our papers.
Our coaches will be able to apply for coaching accreditation
via the AC, and if they want to work with a supervisor during
this time they will be able to choose an AC supervisor.
And, finally, we are going to host a supervision summit next
year.
Above all we have a commitment to continue this journey so
that coaching in Turkey will eventually arrive at the place it
deserves.

Marie began by offering ten supervision sessions to a group
of leading coaches, who brought to the table a number of
concerns:
l What is reflective practice?
l Can you be a supervisor without being a coach?
l What can a coach do if they have the same issues as the
coachee?
l Does the supervisor help the coach write a book or
produce a tool?
l Are coaches ever allowed to make a mistake?
l What can I do if I’m tired of coaching?
l Is it still difficult to ask for money for what you are providing?
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As executive coaching grows in popularity, Joseph C. Santora, Gil Bozer
and Mari Kooskora report on their findings from the Estonian non-profit
sector, where leaders and their organisations are reaping the benefits of
new approaches to their leadership and coaching.

Today, executive coaching has become a very popular
practice in Estonia and beyond, utilised by a number of
organisations in a variety of workplace settings. The benefits
of individual executive coaching can include a greater
level of self-awareness, a stronger sense of self-efficacy,
improved communications skills, refinement of specialist
knowledge and improved skills acquisition, all of which help
executives reach their personal and organisational goals as
well as to be more effective leaders. In turn, this has helped
leaders to create a more positive and productive workplace
environment.
In recent years, researchers have conducted a number of
studies on coaching in organisations within the Estonian
for-profit1 and public sectors2. We have expanded the
narrative on coaching by adding our research findings on
some preliminary results from our survey, which was based
on executives working in the Estonian non-profit sector.

However, our member count did not reach the levels
we wanted. The main reason for this is that coaching
accreditation processes have not yet started.
In response, we decided that a leading group should start
this journey: we knocked at the AC’s door and asked for a
supervisor. As a result we ended up working with Marie Faire, an
AC-accredited coach supervisor. Marie is both witty and serious;
she is flexible for us but uncompromising on standards.

COACHING NEWS FROM
ESTONIA’S NON-PROFIT
SECTOR: SOME PRELIMINARY
FINDINGS FROM THE FIELD

SURVEY, FINDINGS, AND DISCUSSION
ABOUT THE AUTHOR
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of House of Human. He is the author of Mastering of Life: Happiness
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We conducted an online survey of executive directors
in order to collect data on a number of key non-profit
executive leadership succession issues. One of these issues
was coaching, which is an often ignored area of succession
planning3/4 (see side bar, p.44). The coaching section
revolved around the executive directors’ views of coaching,
how it aided goal accomplishment, and the wider impact of
coaching.
Our preliminary findings collated from responses to the Nonprofit Executive Succession Survey (NESS) were as follows:
l Over 40% of survey respondents did engage with an
executive coach.

1. Hawkins, P.& Shohet, R. 2007. Supervision in the Helping Professions (3rd
edition). Open University Press.

l The timeframe for coaching interventions ranged
between one and three years

l Coaching improved performance almost equally in areas
of a) self-management, b) managing others, c) leadership
development and d) change management.
l Improving communication and team effectiveness, and
improved their organisation’s fundraising.
l Coaching is appreciated as being an important initiative
for employee and board development.

IMPLICATIONS FOR PRACTICE
In general, our findings add value to the conversation on
executive succession - an issue that is as relevant in nonprofit organisations in Estonia as it is in other parts of the
world. Although there is limited research on the effectiveness
of executive coaching in the non-profit sector, recent work
suggests that coaching is indeed an effective mechanism
for building executives’ management and leadership
capabilities5/6.
Executive directors in particular are likely to benefit from
coaching. Perhaps the most significant benefit is that it
allows these individuals to improve some of the soft skills
which are often overlooked in favour of more obvious ones,
such as personal development, managing and leading
others, and change management. In addition, improved
communication, one of the bedrocks of effective leadership,
was the foremost outcome for executives who received or
had received coaching.
Although coaching is rarely formally recognised as a tool
to support smoother leadership transitions (for example
developing a succession plan, dealing with ‘founder’s
syndrome’, meeting expectations), it is expected that by
improving their leadership and managerial skills executive
directors will be better equipped to take on senior roles in their
organisations and also to develop the internal talent pipeline.
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We believe our preliminary findings are both interesting and
instructive in further understanding coaching issues faced by
non-profit executives - both in general and more specifically
in Estonia. The findings are a positive contribution to
recognising the potential benefits that coaching can offer
non-profit executive directors, a group of people who
frequently suffer from isolation, and who are provided with
inadequate support structures. Going forward, the future
looks bright for executive coaching, but further exploration
is needed to shed additional light on coaching in the nonprofit sector in this former Soviet Union satellite country.

UNDERSTANDING THE TAPESTRY
OF NEUROSCIENCE
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RESEARCH METHODOLOGY
A revised version of the Nonprofit Executive
Succession Survey (NESS) (2015), a 67item questionnaire, was placed online for a
convenience sample of Estonian non-profit
executive directors. The purpose of the survey
was to collect demographic data on participants
and their responses to succession information
on non-profit sector executive directors. For
the purposes of this article we focused only on
responses to the ‘Executive Coaching’ section,
which consisted of six items. Answers included a
yes/no response, a fill-in-the-blank, and further
Items. In total, 44 Estonian non-profit executive
directors completed the online questionnaire.
In addition, interviews were held with 15
Estonian non-profit executive directors. Both the
questionnaire and the interviews were conducted
in Estonian.

DEMOGRAPHICS
57% of the respondents were male and 43% were
female. 70% were non-founders and 30% were
founders. The ages of the executive directors
ranged from 23-64.

Dr. Gil Bozer is Faculty at Sapir College, Israel. He teaches executive
coaching, management and leadership. Has presented at many
international conferences and published in a variety of academic
and practitioner journals. He serves as an associate editor of the
International Leadership Journal and editorial board member of the
Development & Learning in Organization: An International Journal. He
can be contacted at gilbotzer@gmail.com

Dr. Mari Kooskora is Associate Professor at Estonian Business School,
Tallinn, Estonia. She is also the Head of the EBS Centre for Business
Ethics, a researcher and Editor-in-Chief of the Journal of Management
and Change. Her main research interests are ethics and responsibility
in business and leadership, sustainability, and women in leadership.
She has written several articles in internationally refereed journals,
delivered conference presentations, and supervised over 160 final
theses on related fields of research. She is actively contributing to the
development of ethics and responsibility in business and leadership
in Estonia and neighbouring countries. She can be contacted at mari.
kooskora@gmail.com

LIMITATIONS
1) The sample may not be truly reflective of the
Estonian non-profit sector or applicable to other
settings in Estonia or elsewhere
2) The size of the sample was relatively small
3) Only responses to the ‘Executive Coaching’ part
of the questionnaire appear in this article along
with selected interview responses.
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Clive Steeper enjoys learning more about neuroscience
and how it can help leaders.

Clive Hyland’s Neuro Edge was a pleasure to read as it was
written in a non-academic style, yet rich in information about
the impact of the latest thinking on neuroscience. There is
plenty in this book to help the reader work on their performance
and well-being, no matter whether they are a leader or
practitioner.

The subject of sport is not a major focus in the book; however,
Hyland draws on his experience in this area and provides
insights and comparisons for challenging organisational
situations. One question that caught my attention was ‘When
does a leadership team cross the white line?’ i.e. Where are the
edges of their field of play, just as in a football pitch?

The structure of the book is well-thought through and
accessible even if you have little understanding of neuroscience
or appreciation of its wider influences within the human body.
For example, coaches can use this book to share insights with
clients, but also as points of reflection for themselves. It can
help coaches have better conversations about personality, such
as explaining how we make sense of memories.

In summary, this book is not a textbook, rather it is a tapestry of
neuroscience. My own copy of the book has many page markers
in it, which I shall certainly be returning to in the future.

To this end, the author used a term ‘Total Human Intelligence
System,’ which I found fascinating, as it explains the wider
influence of neuroscience on the information network that flows
around our body.

TITLE: The Neuro Edge: People
Insights for Leaders and Practitioners

For those readers who may be sceptical about the role that our
feelings and behaviours have on us as human beings, let alone
our performance, then Chapter 1.1 (‘Key insights’) explains
emotions through the lens of neuroscience, and includes a
discussion about memory. The insights throughout Chapter 2
about the working of the brain, the workings of memory, our
seven basic emotions, our hormonal states, and some of the
main neural networks all help to reinforce the importance of
checking the meaning and intention of words used; no matter
whether those words are transmitted, or received, by a coach.
The book also touches on emotional intelligence or, as Hyland
comments, maybe this should be ‘Intelligent Emotions’.
I also found the final section of Chapter 2 focusing on the wider
human intelligence system (concept of five brains) particularly
interesting. It speaks to the instinctive way in which we learn; for
example, the role of energy for some in their learning process.
The section about the body’s neural network was written in a
thought-provoking way, especially for those coaches who have
clients who rely heavily on ‘gut feel’. Hyland’s explanation about
the ‘enteric brain’ (gut) and how it plays a significant role in our
decision-making was also quite thought-provoking, as was the
explanation about the electro-magnetic forces generated by our
heart.
In Chapter 3, Hyland takes us into the world of the dysfunctional
brain, which again provides us with some relevant materials
which could be used with a client during reflection or
supervision.

EDITOR: Clive Hyland
PUBLISHER: Panoma Press
DATE: April 2017
PAPERBACK PRICE: £14.99
ISBN: 978-1784521042

ABOUT THE REVIEWER
Clive Steeper is a highly experienced executive coach and coaching
supervisor. In his coaching sessions, he provides clients with a
space to think, reflect and explore new approaches. These risk-free
‘open conversations’ have proved invaluable to many of his clients,
especially those in senior, high-pressure positions.
Clive is also one of the coaching supervisors who host regular
Coaching Supervision calls for the Association for Coaching, and in
2014 he received a Global Coaching Leadership Award at the World
Coaching Congress in Mumbai.
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HOW DO YOU DESIGN
THE LIFE YOU LOVE?

REFLECTIONS ON INTERNATIONAL
SUPERVISION DAY 18 MAY 2017

Sue Stockdale enjoyed this practical handbook
to help you build the life you truly want.

The nineteenth of May 2017 heralded the third International Coaching
Supervision Day. Coach Supervisor Michelle Lucas reviews the Association for
Coaching’s special celebrations to mark the day.

If you are a self-help book junkie, you are likely to be drawn to
the books on the store shelf that contain the word ‘life’ in the
title. And sometimes you may end up disappointed because
you have not gained any new insight into how to improve your
life – just been hooked into the purchase by the jazzy title.
Well, this book will entice you to look inside simply by its striking
cover. The book is printed in thick, high-quality paper, with
rounded edges, so before you have even opened it you have
high expectations. And you will not be disappointed once you
to embark on the journey through this workbook-style text. The
author, or should I say designer, of the book is Turkish-born
Ayse Birsel, better known for her work as a designer of elegant
solutions, and co-founder of design studio Birsel and Seck,
based in New York.
Birsel has applied the concept of design thinking, which is now
de rigueur in business, to how you design your life. She has
created a workbook-style format that the reader can follow and
complete exercises as they go along. The pages are carefully
designed to give maximum effect, with few words but careful
use of colour and visual imagery. It’s almost too beautiful to
write in, and I found myself using another notebook for my
responses, as I did not want to spoil the look of the book.
As someone whose coaching work can stray into life issues
at times, I found the simplicity of Birsel’s ideas refreshing and
easy to remember. So when a client is going through a career
transition or needs to reframe their perspective on their work
and life, I will be able to use the four-step process from this book
to take them through several reflective exercises.
Novelist Maya Angelou said ‘People will forget what you said,
people will forget what you did, but they will never forget how
you made them feel.’ Birsel’s book oozes this emotional appeal,
and whilst you may not be able to recall in the future what you
wrote down, I’m pretty sure you will remember its effect on
how you feel about your life as a result of working through the
exercises.
If you love visual images, few words, and simple concepts, this
book has to grace your bookshelf – and you will be pleased it’s
there because it looks so good, too!
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For the third year running the AC responded to the challenge
to celebrate International Coaching Supervision Day with our
popular Group Supervision Experience calls. The calls were
hosted by our highly committed group of volunteer coaches and
coach supervisors, who give their time freely. The hosts brought
their experience, skill, enthusiasm and passion, and members
had the opportunity to collaborate with their peers, sharing
practice, questions and tips with each other.
We embraced the occasion by running a marathon of AC Group
Supervision (ACGS) calls at different times throughout the day.
We were deeply encouraged by the day’s truly international
flavour: 41 people, from the UK, Russia, Italy, Austria, Iran
and Malaysia, accessed the 11 calls. Here’s what one of the
attendees said of their experience:

‘Thank you very much for
including me in the AC group
supervision call today. I found
the session extremely useful
and gained many insights which
will help me to move forward
with building my practice as a
coach. The host was excellent
and the session was of great
value through the interaction
with the other AC members
and hearing their professional
experiences and thoughts. It
was an excellent supervisory
experience for me…’

HERE’S HOW THEY WORK
The supervision calls last for an hour, and typically there is
one host and four coaches on the call. The host will start by
inviting all the attendees to introduce themselves by sharing
a little information about the kind of coaching they do. The
hosts will then set about creating a safe environment by
agreeing the ground rules or ‘contract’ for how the call will be
conducted. Once that is agreed, the group is ready to start the
supervision work. Each member has about ten minutes to
discuss a coaching issue that is important to them and to get
support and input from the group. The ACGS hosts will facilitate
the discussion to ensure that everyone has a say, and provide
guidance on any best practice or ethical issues. The host will
then wrap up by inviting all those present to consider what
impact the discussion will have on their coaching practice in
future.
If you have not done so already, we would encourage you to
book a call and experience the benefit from these energising
and inspiring free host calls on supervision. We trust that the
experience will be a positive one and that it will prompt you to
seek out regular, paid-for supervision as part of your investment
in your professional practice.

WHAT’S NEXT?
International Coaching Supervision Day is now an annual event.
We plan to hold next year’s during the International Coaching
Week, May 7th-13th 2018. The purpose is to spread the idea
that supervision is beneficial in many different ways to a wide
range of people across the globe. We would love to hear your
ideas about how you could contribute from your part of the
world to support this growing resource. Contact karenb@
associationforcoaching.com
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SUPERVISING COMPLEX SYSTEMS:
HOW BEST TO SUPPORT
COACHING CULTURES WITHIN
ORGANISATIONS?
Dr Michel Moral (EMCC France), Dr Anne Guérand (EMCC France),
Dr Jean Desroches(EMCC France), Cécile Reveneau (Talentis), Monique Levy (EMCC France),
Olivier Raynal Benoit (EMCC France), Emmanuel Müh (EMCC France).
Dr Michel Moral and colleagues from the European Mentoring and Coaching Council France
report on the study they conducted into how best to organise supervision within a strong
coaching culture environment.

The concept of ‘coaching culture’ has evolved extensively since
it was first referenced as its own entity in 2003. Since then, the
number of internal coaches has exponentially increased, and
in addition a large number of managers and executives have
been trained in coaching, . This has created disparities and
inconsistencies in the way a company uses its coaches and
coaching more generally. We take ‘coaching culture’ to mean
a framework that ensures that all coaches in a company work
as an organised and consistent system which contributes to
the strategic objectives of the company in question. Ways of
achieving this have been explored by many authors. The next
question, and the one that this study aimed to answer, is how
we supervise this complex system formed by a mix of various
people and interests, including external coaches, internal
coaches, manager coaches, internal clients and possibly
internal and/or external supervisors. Most importantly, are
there more effective ways to achieve successful and effective
‘coaching cultures’, and are new concepts and techniques
needed to do so?

The context of ‘coaching culture’
Interest in the concept of ‘coaching culture’ has increased
sharply in the last decade. This has been the result of various
pragmatic studies1 concluding that there is a significant
correlation2 between the level of development of a ‘coaching
culture’ within a company and its financial results, as well as
the engagement of its employees, - see figure 1.

ICF-HCI STUDY

The concept of ‘coaching culture’ was first introduced in 2003
by Janice Caplan, as a way of making coaching something that
directly informs a company’s style of management; since then,
working to develop a sense of ‘coaching culture’ has become
more and more prevalent in Anglo-Saxon countries and many
companies have incorporated the idea into their coaching
structures.

Different definitions of ‘coaching culture’ were given by these
authors:

More recently, in 2014 the HCI (Human Capital Institute)
and the ICF (International Coach Federation) jointly defined
a composite index to measure the level of development
of ‘coaching culture’3 in a company in a simple and
straightforward manner. (See Note 1). At the same time,
interest in the notion of coaching culture has grown
accordingly, and the number of internal coaches has exploded
and now actually exceeds the number of external coaches in
some countries.. This has made the potential of a systemic
‘coaching culture’ more important than ever.

‘A Coaching Culture is one where people are empowered and
where coaching happens at every level. And, not only does it
happen at every level, but it adds to bottom line performance.
It is the recognized development tool that touches every part of
the employee life cycle.. (Jones J. & Gorell, 2014, p.13)

Many aspects of coaching culture have been studied or are
part of ongoing research. However, while the understanding
of how best to organise coaching within large organisations
has become more and more developed and nuanced, the
organisation of supervision within a system comprising
internal and external coaches is still in its very early stages.
Adding further complexity to the picture, new populations,
such as managers trained in coaching, have appeared within
the field of coaching in recent times, and furthermore new
concepts have emerged such as the supervision of managers
or executives4. This last is becoming popular in France, but
is yet to be adequately positioned within the coachingmentoring nebula.

To date, there is only a handful of studies that have examined
the supervision of coaches within an organisation. Some
companies have embarked on creating a strong coaching
culture, but many are only just starting to embrace and utilise
the concept. Based on current understanding of the significant
impact of supervision on the quality of individual, team or
organizational coaching, many new questions do arise.
The objective of this study is to explore the two following
questions:
l Which frameworks of the ‘coaching-supervision system’ are
most effective?

Several tools have been developed to measure the level of
pervasion and/or the strength of the coaching culture within
an organisation. It is important to note that, in France, there
is often a confusion between ‘coaching culture’ and ‘desired
corporate culture’. Many people understand ‘coaching culture’
as a set of values that determine how coaches themselves
should behave, i.e. deliver feedback, listen actively, and
communicate openly. Thinking of coaching culture as a tool
that helps the transformation of a corporate culture is a step
that is yet to be fully realised in this country.

The supervision of internal coaches
The role of supervision in internal coaching or in ‘coaching
culture’ was addressed during several international
supervision conferences, most notably in the following:
Hawkins (2012), Maxwell (2011), Long (2012) and Field (2012).
Also, two doctoral dissertations are related to the role of
supervision in internal coaching: Field (2014) and van Reenen
(2014). The key findings of this latter study are summarised as
follows:

l Do we need new techniques?

l There is value derived from internal coaching;
confidentiality, safety and credibility are important
considerations for internal coaching efficiency;
communities of practice are valuable for internal coaches
but are not self-organising.

Current understanding:
Literature review

l Issues such as coaching versus mentoring, measuring
and communicating the value of coaching, reward and
recognition for internal coaches, need to be addressed for
long-term success.

The first reference to ‘coaching culture’ in academic coaching
literature appears in a book written by Janice Caplan in 2003,
Coaching for the Future. Five other books on that topic have
followed: Clutterbuck & Maggison (2005), Crane et al. (2007),
Hawkins (2012, Jones & Gorell (2014) and Clutterbuck (2016).
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The general understanding underpinning ‘coaching culture’, in
the above and in other definitions, is that both the employees
and the company benefit from coaching that is practised at
every level of the organisation, a concept which we call the
pervasion of coaching. In addition, the idea that the objectives
of the coaching missions should be explicitly connected to
the strategic goals and objectives of the organisation appears
regularly and is a clear unifying theme across the various
definitions of ‘coaching culture’.

Objectives of the study

What is ‘coaching culture’
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‘A Coaching Culture exists in an organisation when a coaching
approach is a key aspect of how the leaders, managers engage
and develop their people and engage their stakeholders, in
ways that create increased individual performance and shared
value for all stakeholders.’ (Hawkins, 2012, p.21)

l It is important to develop awareness and strategies to
better manage ethical dilemmas within coach supervision
for internal coaches; contracts need to be put in place
within the coach supervision system; the role and purpose
of coach supervision must be clear from the start.
l It is not conclusive whether internal or external placement
of the coach supervision role in relationship to the
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organisation is more favourable; there are unique functions
of coach supervision within an internal coaching context
and there are factors in the organisation, including
organisational culture, that both support or hinder coach
supervision.

Organisation of Supervision

Internal supervision

What do these results mean for the
future of ‘coaching culture’?

It is notable that the possibility of internal supervision is
scarcely addressed (Long, 2012; Field, 2012). Two questions are
raised by these authors:

Moving forward, the study presented above highlighted several
concerns. There are various possible responses, some of which
are as follows:

l ‘Who is the main client of the internal supervisor?’ and, in
relation to this, the possible challenging of the organisation
by the internal supervisor.
l And, correlated with the first question: ‘What kind
of contract is needed between supervisors and the
organisation and between internal supervisors and the
organisation?’

Figure 3
Figure 3: NB: the last column shows the number of occurrences
in the sample

Finally, most authors agree that supervisors of internal
coaches need much more systemic approaches and skillsets
than supervisors of external coaches.

Methodology
Our study surveyed a total of 22 French organisations to
measure the strength of their coaching culture. Organisations
surveyed consisted of ten public sector or government
institutions and twelve private companies. The number of
employees in those organisations varies from 1,300 to 260,000
(mean = 61,400, standard deviation = 700,00).
The previously referenced ‘coaching culture’ questionnaire
developed by the ICF and HCI was used to assess the coaching
culture index of each company. The average coaching culture
index of the companies surveyed is 3, but, as can be seen
in the table below, there are in fact two peaks, with the
most frequent scored being 2 and 4. According to the ICF/
HCI definition a ‘strong coaching culture’ is represented by a
score of 5 or more, of which there is only one company in the
sample:
ICF/HCI index 1 1,5

2

2,5

3 3,5 4 4,5 5

5,5 6

Occurrences

7

3

0 1

0

Government			 4

1

2		2		1		

Private

2

0 1

1 0
1		

3

6 1
4 1

1

0

		

In order to obtain these scores, the following information was
collected during interviews:
l How is coaching and supervision organised?
l How are the supervisors controlled?
Five areas of assessment were identified in order to measure
and record the answers to these questions, which can be seen
in figure 3.
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of the need for supervision, and look to more senior internal
coaches for support and for fulfilling the role of supervisors. Such
senior internal coaches then bear the responsibility to be trained
as supervisors and to explain to various stakeholders what
supervision entails.

Results
The first question that arose quite often during the study was:
‘what might be the advantages of organising supervision?’ We
have to admit that, currently, the number of pragmatic studies
related to the benefits of supervision are limited, and those
related to the organisation of supervision within a large company
are almost non-existent.
For the companies that have not yet reached a ‘strong coaching
culture’, the more pertinent question was: ‘What is the role of the
supervisor in the company where they supervise coaches?’
For the very few companies in the sample that are close to
possessing a ‘strong coaching culture’ the main question was still:
‘What is the role of the supervisor in the strategy of the company
where he/she supervises coaches.’ Given that we have very few of
those in the total sample, this question remains open.
Finally, as mentioned above, the concept of ‘coaching culture’,
as defined by Peter Hawkins (2012) for instance, is not well
understood in France. For example, only a few of the surveyed
organisations had defined a clear strategy for the long-term
development of their coaching structures and frameworks.
In fact, what stands out from the interviews is that the knowledge
and understanding of the role of supervision by sponsors and
executives ranges from very limited to completely non-existent.
The quality control of the skills and professionalism of a
company’s supervisors is performed through interviews but not
on the basis of training and/or accreditation. Clearly, supervision
remains a very mysterious and misunderstood notion!
From a client standpoint, namely the companies that have
embarked on establishing a coaching culture but are yet to
achieve a strong or effective one, the missing information about
supervision is expected to be delivered by the coaching and
supervision professional bodies. Unfortunately, the available
information is scarce, and the coaching community efforts to
promote supervision are limited.
However, in an organisation where internal coaching has been
established for a while, internal coaches themselves look for
supervision even without knowing what it is exactly that they
are looking for. They themselves are the greatest proponents

Changing the role of the supervisor
A change in the way that supervision is conducted could have a
positive impact on companies in the following ways:
1) In the ‘developmental function’ of supervision. Here, the
supervisor can focus on the coaching competencies in line
with the objectives of the company. A number of companies
have developed their own coaching competency framework
by taking competencies from the EMCC, the ICF or the EC
Vision frameworks.
2) In the ‘resourcing function’ of supervision. Here, the
supervisor can focus on the company patterns or cultural
elements that affect the coach in their work. Let us note
that this parallel process5 can be amplified if the coach is an
internal coach.
3) In the ‘qualitative function’. Certain company patterns may
exist that affect the values or ethics of the coach, who needs
help in dealing with conflicts.

possibly through the control of the quality of the supervisors.
Tellingly, however, there was no evidence that anyone in our
sample told external coaches: ‘If you want to coach here, we first
need to meet your supervisor.’

Contracts with an internal supervisor
The concept of three-cornered contract (English, 1975) might
be a useful means of analysing the different situations that
internal supervision creates. The three-cornered contract
specifies that, in hierarchical companies, there is a three-way
agreement, formal or informal, between the coach, the client
and the organisation (represented by the sponsor). In matrix
organisations, the sponsor can be either the line or functional
manager of the client, or be represented by another function,
for instance HR. In organisations that have a strong coaching
culture’ in addition to the above, the sponsor is sometimes the
function or person in charge of managing coaching (e.g. a chief
coaching executive).
There are two possibilities, depending on who the sponsor is;
these are represented as systemic diagrams in figures 8 and 9:
-

If the sponsor is a chief coaching executive, they can
organise and coordinate the three-way meetings and draft
the three-cornered contracts in a balanced way.

-

If the sponsor is the line or HR manager, they organise the
three-way meetings between the coach, the client and
themselves. The relationship with the supervisor is with
someone else within the organisation who might not try to
coordinate with the sponsor. Risks of imbalanced threecornered contracts are higher.

Establishing who is the client
Supervision of a heterogeneous group of internal and external
coaches might create discrepancies and raises two key
questions. Firstly, who is the client? This is the famous ‘loyalty
question’ raised as an ethical dilemma in discussions regarding
supervision. Secondly, what is the risk of inconsistency in
supervising external and internal coaches? Whilst the supervisor
of internal coaches is supposed to have some consideration for
the goals and strategy of the client organisation, a supervisor of
external coaches is rarely concerned with this, especially when
they supervise coaches from various different companies.

Figure 8

The limitations and risks of internal coaching are well known.
One is manipulation, where a coach uses another person
to achieve their own goals. Another is substitution, where a
person is used to do something that is supposed to be done
by someone else. Finally, there are the issues of last-chance
coaching and ‘prescribed’ coaching. Typical examples of this
include the use of a coach to fire someone or the use of a coach
to do some kind of training that they are not trained or obliged
to carry out. The supervisor as well as the coach are both
exposed to these risks.
A key question that arises from these concerns, is what kind of
control can the company have on the supervision of its external
coaches? Ostensibly, it appears that it might have none, except

Figure 9
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Micholt (1992) added the notion of perceived psychological
distance to the concept of three-cornered contract. She
demonstrated and analysed in detail how an imbalanced
three-cornered contract can be the source of conflict and
psychological games. This work can be a source of inspiration
for sponsors and chief coaching executives.

Conclusion
Supervision of coaching and coaches is seen in Europe as a
necessity because ‘it is difficult to make your bed if you stay in
it.’ In other words, just like a coachee, a coach needs to reflect
on their professional activity with someone else in order to
improve their practice. From this we can reason that coaching,
mentoring and supervision are therefore interdependent, and
that there is certainly a logic in trying to organise this system.
The question is then how best to organise and structure these
coaching-supervision systems? We have seen above that there
are several options, but more research is needed to explore the
pros and cons of these options more extensively. In terms of
new developments, the coaching profession is not ready to say
for certain whether new techniques are required. More research
is needed to explore this question.
A lot of efforts have been made by the coaching and supervision
professional bodies to build competency frameworks, quality
awards and accreditations to address these issues and provide
a systematic framework to coaching supervision. A lot of
resources were also involved in these efforts, including working
groups, training of assessors, panels and more. The positions
of the different professional bodies on these matters have not
converged completely, but we can hope that such a convergence
will be included as an aim in their strategies for the future.

Michel Moral, M.S. and Doctor in Clinical Psychology, spent most of his
career as an international manager and executive. In 2003 he created
a coaching and supervision practice. He also trains supervisors (ESQA)
and has published ten books on coaching and supervision.
The contributors to this study are members of EMCC France. They are
coaches and trained supervisors, and two of them hold a doctorate.
This team has a leading position in thinking on supervision in France.

References
Caplan, J. (2003). Coaching for the Future. CIPD.
Clutterbuck, D. & Meggison, D. (2005). Making coaching work: creating a
Coaching Culture. CIPD.
Clutterbuck, D. (2016). Building and Sustaining a Coaching Culture. Chartered
Institute of Personnel & Development.
Crane, T. & Nancy-Patrick, L. (2007). The Heart of Coaching: Using
Transformational Coaching to Create a High-performance Coaching Culture.
L.G.
English, F. (1975). The three-cornered contract. Transactional Analysis Journal,
5(4), pp. 383-384.
Hawkins, P. (2012). Creating a Coaching Culture. McGraw Hill.

The purpose of this paper was to provide a systemic vision of
how to implement and maintain a strong coaching culture
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NOTES
1. See : http://www.hci.org/hr-research/building-coachingculture-increased-employee-engagement
2. Let us remember that a correlation does not imply a causal
relationship.
3.

See : http://www.hci.org/hr-research/building-coachingculture

4.

See for instance: Bismuth, Denis (2014) Attention
management! Strasbourg: Colligence. Or Lamy, Florence
& Moral, Michel (2015) Les outils de la supervision, Paris:
InterEditions, p.168-170.

5. The concept of parallel process has its origin in
the psychoanalytic concepts of transference and
countertransference. The parallel process occurs when the
coach recreates the present problem and emotions of the
client relationship within the coaching relationship. The same
mechanism occurs between the supervisor and the coach.
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