Executive coaching is on the rise.
Here are the types of coaching approaches and how to conduct them.

Executive
Coachin
Define

few years ago, the only time an organization would bring in an executive
coach was to deal with a derailing executive. Now, it's common to provide a
coach to meet privately with leaders every month or so to discuss and work
on their personal learning and development issues. Should it be part of your
leadership development strategy?

Before we answer that question, here are the major categories of executive
coaching:

o feedback coaching
0 in-depth development coaching
0 content coaching.

Each is implemented differently and though the processes vary based on spe-
cific company needs, in general all types of coaching can help leaders who need
to enhance their skills or improve in a specific area.

Feedback coaching. This type of coaching, which typically takes one to six
months, involves giving feedback to a leader and helping him or her create a de-
velopment plan to address specific needs. It's generally accompanied by a 360-
assessment instrument, with which the coach helps the leader analyze the data to
identify strengths and areas needing development. Usually, there are several fol-
low-up conversations between the coach and the leader, which can take place
face-to-face or on the phone. Some companies are experimenting with follow-up
coaching via videoconferencing or desktop.
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Common Coaching Scenarios

Company A — timeframe one month Company B — timeframe three months Company C — timeframe six months
1. Leader completes 360 instrument. 1. Leader completes 360 instrument. 1. Leader completes 360 instrument.
2. 1St coaching session: 360 data=2. 15t coaching session: 360 data=2. 15t coaching session: 360 data-
analysis and development-plannin@nalysis and development-planningnalysis and development-planning

sessions (one to four hours)

sessions (one to four hours) sessions (one to four hours)

3. "0 coaching session (one monttB. Telephone coaching sessions eve. Coaching sessions every one to two
later): Follow-up discussion to assesswo to four weeks to assess progressonths for five months to assess
progress and roadblocks and to givand roadblocks and to give encouraggerogress and roadblocks and to give
encouragement (one to two hours)

REAL LIFE
EXECUTIVE COACHING

An internationaFortune100 elec-
tronics firm implemented aim-
depth developmental coaching
process for its top 60 executives
Each executive was assigned a pr|
vate coach to work with over a peri
od of one year. The process bega
with a battery of psychological as-
sessments and a 360 intervie
process, in which the coach perso
ally interviewed the executives’
staff, peers, and managers. The e
ecutives were assessed on how we
they demonstrate company values
After compiling the data, the coac
spent one to two days reviewing re
sults with executives and drafting
development plans, which the
shared with their managers to ge
additional input. The coach contin-|
ued to meet with each executive fo
two hours each month to asses|
progress, assist with issues an
roadblocks, and celebrate succes
es. The emphasis was on helpin
the executives demonstrate th{
leadership values and philosophy o
the company. In some instances, t
coach shadowed an executive, de
pending on the development issue
At six and 12 months, the execu
tives were reassessed on the valug
If progress was not seen, an exec
tive could be reassigned (this waj
communicated to the executives a
the beginning of the process).

This type of coaching is used ta
help executives develop the skills
knowledge, or attitudes to suppor
the leadership values and philoso
phy of their company and to shift
corporate culture.
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ment (30 to 60 minutes) encouragement (one hour)

4. Three-month mini assessment on de&-. Six-month mini assessment on de-
velopment areas to assess wheth@elopment areas to assess whether
progress was made; use ROl measureprogress was made; use ROl measure.
5. Final coaching session: Debrief minb. Final coaching session: Debrief mini
assessment, update development plaassessment; update development plan,
offer encouragement. offer encouragement.

o Option to continue coaching o Option to continue coaching

In-depth development coaching. plan has been completely implemented
Lasting six to 12 months, this type ofand the executive has improved or en-
coaching involves a close, intimate relahanced the targeted competencies.
tionship between the executive and theontent coaching. The time this stage
coach. The data collection and analysiskes depends on the issues involved. This
phase are in-depth, usually involving théype of coaching involves providing lead-
coach conducting face-to-face interers with knowledge and skills in a specific
views with all of the executive’s staff, content area. An example might be a
peers, manager, and, in some cases, clsader who needs to know more about
tomers, suppliers, and family membersglobal marketing, finance, or operations in
Multiple assessment instruments—such specific industry. Another example
as 360 Competency Assessment, Myersaight be a leader who needs to improve
Briggs, Firo-B—are often used to sup-presentation skills or learn how to prepare
plement the interviews. Sometimes théo meet with stock analysts. Content
coach will observe, or “shadow,” the ex-
ecutive at work in meetings, making, s
presentations, and so forth. The obqu] iy
vation can be part of the data-collecii
tion phase, continued development, an
feedback support as the executive imple
ments his or her development plan.
Once the data has been collected, t
coach meets with the executive to ane
lyze the results. That's usually an inten
sive feedback session lasting up to tw
days. Then, the executive and the coac
create a draft development plan, whic
the executive usually shares with his o
her manager to obtain input. The nex
phase is implementing the developme
plan, with the coach still closely in-
volved. At minimum, the coach meets
with the executive at least once a mont
for two to four hours to assess progres
discuss roadblocks, and offer support. |
some cases, the coach will continue t
observe the executive in various interac
tions and provide on-the-spot feedbac
The coach usually continues to wor
with the executive until the developmen

AL LIFE
ECUTIVE COACHING

A hospital in the U.S. Midwest im-
plemented acontent coaching
process for doctors to help them d
velop skills and knowledge abou
hospital finances. Each doctor co
pleted an assessment to determi
his or her current level of financia
knowledge and then was assigneo
private coach who was an expert
hospital finance. The coach worke
with each doctor individually and
customized the coaching sessions
meet the doctors’ specific develop
ment needs in the finance arej
Some coaching sessions we
longer than others; some used di
ferent learning approaches, base
on a doctor’s learning style. At thg
end of six months, each doctor wd
reassessed on his or her finang
skills and knowledge.



coaches are experts in a specific dis AL LIEE
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Benefits and pitfalls Executive coaching is a good strategy not getting the buy-in of executives to
Executive coaching has many advantagef®r fast-paced or start-up companies thatarticipate in coaching
but it's not without risks. Talk with any- don’t have more traditional leadershipz not being clear on the type of coach

one who has implemented a coachindevelopment programs in place. you need

process and they’ll have at least one bad The pitfalls include 0 not checking a coach’s references

story to tel—generally about matching amn  not integrating executive coaching(use your personal network and word-of-

executive with the wrong coach. with the rest of your leadership developmouth, and personally interview each
The benefits we've seen in our experiment strategy coach)

ence and in talking with others who have 0 selecting and matching the wrong

implemented executive coaching in- coach with a leader.
clude positive behavior change and ell“““ % AL LIFE Beware of coaches who
hanced skills and knowledge. ECUTIVE COACHING 0 have no industry experience (for ex-
Most leaders like executive coaching Al li=igkiileng=i Selgitig=ileloleo- | ample, a psychological background only)
because Sl el ozl glellsgEinicei=ssl s Oinsist on using their own coaching
0 they receive direct one-on-one assis srElei<eorienille sitelscsieecszile. - model, assessment instruments, and so
tance from someone they respect Jiier sl=wolgpell=iizle Tl nienniisl - forth instead of using yours or integrat-
0 they don't have to leave their offices | =iaicifazinl <ihe ARl =iilolgel = she  ing it with theirs
o it fits their timeframes and schedules| =ilslel/ccsiwnzine = eleisiotlie /2l 0 have done only outplacement work
0 they can see fast results, if they're Wi eaiziale =< T iseainellos)s =l (they might “coach” your executives to
dedicated. business issues, many rotate to nqEEEEVE)]
The ROI with executive coaching is  slesiiilelgisiaie eldej[=less pr=idinie i elit - 0 take credit for past coaching results—
often very high—especially if you calcu-| ilelllisiter sloingisl =izt dal= b <lipizy,  such as, “l fixed this guy”
late the value of a high-level executive {sisiisllloiztisraltigolosi=iss Rl sliee=s O use a strictly counseling approach
salary and the return-on-improvement it 2is fale szig= ciselsisleidiocel Ty (coaching isnot counseling). Coaches
skill level and decision making. ecislsel et eolonicSleennnltel - need to provide specific and practical
It has been reported that stress leve  alleciilons eolngsrzinh =il =0¢  suggestions for skill enhancement.
and burnout drop with some executive s=ielilolgl dalzi =ieiglgeiel gplelgiins 1y
coaching, because executives have & il = sl nEs asideiice =i Making a good match
objective third party they can talk to con{ il eerzielql gpl=in i i et Executive coaching should be integrated
fidentially about work-life balance is- | =iitsic i (sl ieie =latizizeln  into the rest of your leadership develop-
sues, thus increasing their suppor =issisiss sldoe i ciplelblelisignigl= - ment strategy. Depending on what you're
network. Employee satisfaction often = siizioks Slileqr s eeppiiallizel sors  already implemented, executive coaching
goes up as leaders recognize the inves (e =elliilo=1le1d< 6l ylal=i=ns - can be one more option for specific situa-
ment their company is making in them t¢ [ale) elsi/=slelnl=ine elzlais clalel<lonielgs  tions, such as content and in-depth devel-
provide personal development coaching opment coaching. Or it can be the heart of
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your strategy. For example, if you have

360 leadership assessment, you may ¢
cide to use that combined with feedbac
coaching as your core process. Then,
development plans coming out of the
coaching sessions determine the oth
types of development activities you offer
such as classroom training, self-study, jc
rotation, community learning, and sc
forth. It's important that you're clear about
where executive coaching fits into you
overall development strategy before yo
begin recruiting coaches.

Identifying coaches. Attend any meet-

ing of executive development professior
als and you’'ll hear the same lament
“Where do we find good executive coach

es?” The best answer is to use your per-

sonal network of associates. Word o
mouth can identify the finest coaches. Ju
make sure you ask what type of coachin
(feedback, in-depth development, or cor
tent) took place and what the coach’s ph
losophy, style, and results were. Ther
determine whether that coach would wor
well in your corporate culture. In addition,
there are several organizations for findin
executive coaches, with new ones spring

Executive Coaching
Suppliers

Here’s a sampling of executive
coaching suppliers.

0 Development Dimensions
International, 800.933.4463

0 Executive Coaching Network,
619.456.6550

0 International Coaching
Federation, 888.423.3131

0 Kaplan DeVries, 336.288.8200
0 Personnel Decisions,
800.633.4410

0 The Inventure Group,
612.921.8686

Attend any meeting of
executive development

professionals and you'll hear the
same lament, “Where do we find

good executive coaches?”

0 company vision, mission, strategy,

values, locations, products, customers,
competitors, and other important organ-
izational issues (to provide context and
credibility)

o information on the 360 assessment
you're using—how it was developed, the

format, meaning, and so forth

0 the coaching process and model you
want them to follow—what to emphasize,

forms to complete, follow-up, ethics

0 a caveat about confidentiality.

In addition, set the ground rules for the
contract. If an executive has a positive ex-
perience with a coach, the executive will
likely invite the coach back to do other
work, such as teambuilding or process im-
provement. It's important that you clarify
that contracting situation with the coach
up front. A good rule is to ask the coach to
clear through you any additional requests
for business. Then, create a new contract.

The executive coach’s

perspective

From an executive coach’s perspective,
there are several elements that he or she
needs to be the most effective. All of

ing up every day (see the sidebar, Execwho they are as people. They also beliewhese elements might not be present in

tive Coaching Suppliers).

there’s a lot of work out there for execu-every situation, but each can raise the

Selecting coaches. Obviously, you tive coaching and aren’t competitive withprobability that the coaching will yield
need to identify your own selection crite-other coaches.
ria, but we’ve listed a few that we think The cost for an executive coach deAccountability. This helps the execu-

the desired outcome.

are important. pends on the type and length of the coachive maintain a constent focus, and it
0 Must have experience coaching exedng. Telephone feedback coaching isets expectations for desired outcomes. If
utives (ask how many). generally the least expensive; in-deptthere’s an identified development process
0 Must have experience using and dedevelopment coaching is usually the mogiutlined for the organization, the leaders
briefing multiple 360 instruments (askcostly. Content coaching fees vary, deshould be held accountable for following
which ones). pending on the coach. If you're bringingthrough on that process. HR professionals
0 Must understand the corporate enviin a world-class expert, that can cost morean support the coach’s efforts, but the
ronment (ideally, have worked in thethan in-depth development coaching.  primary responsibility is on the immediate
same industry). Once you're clear on the strategy anchanager. Most people begin a develop-
0 Must know development (can suggegprocess, document both so you can exaent effort with good intentions, but it
practical, effective actions for improve-plain them to the coaches and the leadetakes a lot of self-discipline to stay with it,
ment). Start small with a few executives, then foland self-discipline is generally not
0 Must be tough and confrontational inlow up to see how it's going (there’s usuenough. The manager must inspect the
a supportive way. ally no such thing as a pilot in executivgprocess and support it in a constructive
0 Must respect and support confidendevelopment). If there’s a lack of chemway on a continuing basis.
tiality. istry between a leader and a coach, bhategration with other systems. This
Coaches can report to HR on retenwilling to switch coaches immediately.weaves development into the cultural
tion and similar issues, but most discusthen, give the coach feedback so you cdabric of organization life. The devel-
sions between coach and executiveontinue your partnership with him or heropment process should be integrated
should be confidential (which is differ-  Always hold an orientation session santo and supported by other HR systems
ent from evaluative coaching). the coach or coaches are clear about teeich as career planning, succession
When you interview a potential coachpbjectives and desired outcome. The orplanning, and performance planning.
ask him or her to describe past experien@ntation should include The pieces build momentum for each
in coaching executives. The best coaches strategy and context of why you'reother, and duplicate effort is avoided.
exhibit a combination of empathy andconducting executive coaching For example, if the development plan
toughness, are practical, are interested in how it fits into overall leadership de-becomes a part of the performance plan,
helping people do better, and are sure @klopment then it’s more likely that the manager
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will be involved actively in the process. should refuse. There are times when several months (verses a one-shot feed-
Top management modeling. This is coach knows information that, if divulged,back session) achieves the best results.
one of the best ways people learn. Kewould work for the overall good, includ- They’re there for an extended time to en-
leaders in any organization define or reing the client-leader. But to break confi-courage the leader and to ensure that he
define the culture. If you want to build adentiality would undermine the entireor she develops the desired competen-
culture that defines development as eoaching process and would almost neveies. Many executive coaches say that
continuous process, then have the kgystify the gain. such long-term relationships are also
leaders model the behavior. If they only In addition to those important elementspersonally rewarding because they get to
preach development, then don’t expedt always helps to update the coach on yowvitness the positive changes.

much to happen in the general populgparticular business strategy, any changes
tion of leaders. If top leaders “walk thein direction, or other important organiza-Liz Thach is director of leadership and
talk,” others will follow and accountabil- tional happenings that may affect therganization development for MediaOne
ity happens more naturally. Leaders cacoaching process. For example, if downGroup (formerly US West Media), an
say, “l work continuously at getting bet-sizing is going on or if the company is im-international broadband and wireless
ter, and | expect you to do the same.” plementing a new global marketing plantechnology company based in Denver;
Confidentiality. The coach-client privi- it's useful for the coach to know that in adithach@mediaone.cormmom Heinsel-
lege is a critical element of the processiance so that he or she can be aware of thean is a principal in Keilty, Goldsmith
The coach must be viewed by the clientmpact on the leaders being coached. & Company in Atlanta.

leader as a trusted confidante. A manager Last, most coaches report that the

should never ask a coach to break th&ng-term coaching relationships in

confidential relationship. If asked, a coachwhich they get to meet with a leader over
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