
- Let me offer a possible typology of coaching outcomes based on two dimensions: [1] does 

the coaching focus primarily on changing behaviors or on delivering results and [2] does the 

coaching focus more on the individual or the organization? 

- Coaching may shift from a movement to a profession with discipline and rigor around three 

questions: 1. What are the outcomes of coaching? 2. What are the requirements of one being 

coached? 3. What are the skills of an effective coach? 

- With this edition we’ve also included a number of articles in our Premium Web Content 

section that we find specifically pertinent to people new to the subject of business coaching. 

Three of these articles are new and can be found only at www.pfeiffer.com/go/GoldsmithCF3 

(password: professional). 

- We suggest that coaching is better seen as a change management program than a training 

activity. We hope that the collective views throughout this book give HR sponsors a sense for 

the coaching opportunity and an indication of the different approach that it requires. 

- Coaching is a behavioral approach of mutual benefit to individuals and the organizations in 

which they work or network. It is not merely a technique or a one-time event; it is a strategic 

process that adds value both to the people being coached and also to the bottom line of the 

organization. 

- Marshall Goldsmith’s article, “Coaching for Behavioral Change,” in which Marshall describes 

his proven process for behavioral change and explains the importance of integrating a 

practical, behavioral change mechanism as a vital foundation element that must be at the root 

of successful coaching. 

- We first get an agreement with our coaching clients and their managers on two key variables: 

(1) what are the key behaviors that will make the biggest positive change in increased 

leadership effectiveness and (2) who are the key stakeholders that can determine (six to 

eighteen months later) if these changes have occurred. 

- In terms of spending clients’ time—my personal coaching clients are all executives whose 

decisions have an impact on billions of dollars—their time is more valuable than mine. I try to 

spend as little of their time as necessary to achieve the desired results. The last thing they 

need is for me to waste their time! 

- We only work with leaders who are seen as potentially having a great future in the 

corporation. We only work with people who will be given a fair chance by their management. 

We do not work with leaders who have been “written off” by senior management. 

- We only do behavioral coaching for successful executives—not strategic coaching, life 

planning, or organizational change. I have the highest respect for the coaches who do this kind 

of work. That is just not what our coaches do. Therefore, we only focus on changing leadership 

behavior. If our clients have other needs, we refer them to other coaches. 

- The key variables that will determine long-term progress are the leaders being coached and 

their coworkers. 



- I slowly learned that a motivated, hard-working client was more important than a brilliant 

coach! 

- In phase three (where I am now)—I spend most of my time not with my coaching client but 

with the key stakeholders around my client. 

- How do I involve key stakeholders? I ask them to help the person that I am coaching in four 

critically important ways: 

- Let go of the past. 

- Be helpful and supportive, not cynical, sarcastic, or judgmental. 

- Tell the truth. 

- Pick something to improve yourself. 

- Every coach in our network has to agree to implement the following steps. 

- Involve the leaders being coached in determining the desired behavior in their leadership 

roles. 

- Involve the leaders being coached in determining key stakeholders. 

- Collect feedback. 

- Reach agreement on key behaviors for change. 

- I generally recommend picking only one to three key areas for behavioral change with each 

client. This helps ensure maximum attention to the most important behavior. 

- Have the coaching clients respond to key stakeholders. The person being reviewed should 

talk with each key stakeholder and collect additional “feedforward” suggestions on how to 

improve on the key areas targeted for improvement. In responding, the person being coached 

should keep the conversation positive, simple, and focused. 

- Review what has been learned with clients and help them develop an action plan. 

- I then ask them to come back with a plan of what they want to do. These plans need to come 

from them, not me. 

- My job is to help great, highly motivated executives get better at what they believe is most 

important—not to tell them what to change. 

- Develop an ongoing follow-up process. 

- Questions like, “Based upon my behavior last month, what ideas do you have for me next 

month?” can keep a focus on the future. 

- Within six months conduct a two- to six-item mini-survey with key stakeholders. 

- Review results and start again. 

- End the formal coaching process when results have been achieved. 



- One key message that I have given every CEO that I coach is “To help others develop—start 

with yourself.” 

- Good coaching is difficult to do. Perhaps the greatest challenge is to engage the executive in 

a dialogue of emerging purpose. 

- After all, coaching is concerned with facilitation, not giving advice. 

- This brings us to two crucial insights into good coaching. First, it is necessary to look behind 

a dialogue to realize that it will not simply “happen” without background. The most robust 

coaching relies on broadly informed dialogue. Quite a lot of work may have to be undertaken 

in the collection, validation, and analysis of information before real coaching can begin. The 

kind of information that is assimilated includes current facts about the markets, technology, 

or political environment in which the executive is working. Impressions held by colleagues, 

associates, and direct reports provide vital indications about the executive’s personal 

interaction. Sometimes the only possible way forward is to begin with an executive’s own 

anecdotal information, but coaching in a vacuum is a dangerous game. 

- In an era when leadership is replacing management and learning is replacing instruction, 

coaching is surfacing as the accessible face of strategy. 

- Any dialogue that brings an executive closer to goal achievement in the real world truly 

succeeds at a strategic level. 

- Today, “Education for Life” is rapidly replacing “A Job for Life” as the dominant career model. 

- An executive may need to deal with a troublesome colleague; start a new assignment; 

present a difficult business argument; become more “visible”; or communicate more 

effectively with direct reports. The coach fits into the new learning model perfectly by allowing 

the executive to learn, modify, and apply a suitable approach in a particular business situation. 

Coaching allows executives to learn while at work, while keeping up the pace. 

- Arriving at the office well before the official start time and regularly working late into the 

night and on weekends are no longer automatically seen as characteristics of an effective 

executive. 

- Leadership is not exclusive to a few “top executives”; it is class-free and pervasive. 

- A leader promotes a sense of individual worth and community and diligently directs activity 

toward the business ambitions of the organization. 

- Managers motivate, whereas leaders inspire. Inspired companies are winners. Corporations 

need far fewer managers and far more leaders, and coaching offers a direct and practical way 

to instill this new culture into corporate life. 

- Coaches present executives with an opportunity to engage in a dialogue of development. 

- The underlying principle in Situational Leadership is that executive coaches should adjust 

their leadership styles to their client’s readiness level (ability and willingness) to perform a 



given task. Leadership is the amount of task behavior (direction) and relationship behavior 

(support) given by a leader. (See Figure 3.1.) 

- FIGURE 3.1. SITUATIONAL LEADERSHIP Source: Copyright © 1985 by Center for Leadership 

Studies. All rights reserved. 

- ASSESSMENT PHASE 

- HIGH PROBABILITY INTERVENTION 

- The Executive Coaching Guide in Figure 3.4 is a performance aid derived from the Situational 

Leadership Model and describes the process used to develop people. The executive coaching 

process follows a pattern that typically includes varying the amount of direction and support 

given clients as the executive coach prepares, assesses, diagnoses, prescribes, develops, 

reinforces, and follows up. FIGURE 3.4. EXECUTIVE COACHING GUIDE Copyright © 2004 by 

Roger D. Chevalier, Ph.D. All rights reserved. 

- Performance Gap and Cause Analysis The key to the executive coaching process is in asking 

the right questions in the right order to assist clients in identifying their overall situation, 

specific performance gaps, and the underlying causes. 

- The executive coach must lead the client in identifying an individual’s or group’s present level 

of performance (where they are) and their desired level of performance (where they’d like to 

be). The difference between where they are and where they want to be is the performance 

gap. Another useful step is to identify a reasonable goal, something that can be accomplished 

in a short time that moves the organization in the direction toward where it wants to be. This 

should be defined clearly with measures of quality, quantity, time, and cost delineated for the 

goal. 

- The Behavior Engineering Model (BEM), developed by Thomas Gilbert and presented in his 

landmark book, Human Competence: Engineering Worthy Performance,1 provided a way to 

systematically and systemically identify barriers to individual and organizational performance. 

- UPDATED BEHAVIOR ENGINEERING MODEL 

- The model gives the structure needed to assess each of the six factors: information, 

resources, incentives, motives, capacity, and knowledge and skills that affect individual and 

group performance on the job. 

- It would also be difficult to assess whether the individual had the right motives, capacity, and 

knowledge and skills to do the job if the environmental factors of information, resources, and 

incentives are not sufficiently present. 

- Updated PROBE Questions 

- It is only coaching if the coach asks the client in what areas he or she wants to improve and 

works strictly to help the client to help him- or herself. In other words, coaching as it is broadly 

used nowadays is an intrinsically ambiguous process in terms of its goals. 



- I have emphasized the need to distinguish three fundamentally different roles that the 

consultant can play in any client relationship: (1) the provider of expert information, (2) the 

diagnostician and prescriber of remedies, and (3) the process consultant whose focus is on 

helping the client to help herself.3 In all of these roles, and that would include coaching, the 

overarching goal is to be helpful to the immediate client, and to be mindful of the impact of 

interventions on the larger client system and the community. I have argued that the 

consultant must move among these roles constantly, but she must always begin in the process 

mode in order to find out in what way her expertise or diagnostic insight and prescription 

might be helpful. 

- The ability to do this kind of individual coaching/consulting should be part of any adult’s 

repertory of skills. The basic principle that governs this process is to establish a relationship 

first through process consultation and only when the client’s needs are clear shift to an expert 

or diagnostic role. 

- We suggest that there are two general coaching foci: behavior change and strategy 

realization (see Figure 5.1).1 Behavior change means that the executive being coached has 

behavioral predispositions that get in the way of being an effective executive. Strategy 

realization means that the executive being coached needs help to clarify and focus the 

business strategy to help the business achieve financial, customer, or organizational goals. 

- 50 percent of an individual’s values, attitudes, and behaviors come from DNA and heritage; 

the other 50 percent are learned over time.2 This split means that while we each have 

predispositions, we can also learn new behaviors. We also know that about 90 percent of how 

we behave comes from habits (either from our heritage or learned over time) and that these 

habits are very difficult to change.3 

- Self-coaching occurs when we self-monitor and recognize how our intentions are not aligned 

with our actions. 

- One leader we worked with had received some feedback that he had a tendency to let his 

frustrations out often and it was affecting the morale of his employees. He decided he wanted 

to work on the issue and examined the triggers that set him off, went public with his 

employees and talked about those triggers, and asked for their help as he worked to keep his 

frustrations in check. He now reports a much happier workplace environment and less 

personal stress. 

- We often judge ourselves by our intentions and others judge us by our actions. 

- Marshall Goldsmith has found that 80 percent of the people rate themselves in the top 20 

percent of performance because they are judging their intentions not outcomes. 

- We have found remarkable success at the end of a training program when we ask participants 

to take out their cell phones and to e-mail or text a friend something that they have learned 

and something that they will do. Most participants send notes to peers inside the organization 

whom they trust. These peers become coaches, either formally or informally, as they help 

leaders make change happen. 



- Principles of Coaching Coaching Questions Bosses Should Be Asking Build relationship of trust 

How can I be helpful? What would you like from this conversation? Help me understand . . . 

Describe current performance What are the results you are after? How well do you think you 

have done? Why? What led you to this current result? What do you do that helps or hinders 

reaching your goal? Articulate desired results What would you like to accomplish? How do you 

feel about the outcome you are after? How will you know when you have succeeded? Build 

action plan for change What are the alternative 

- actions you can take to reach your goal? What are pros and cons of each? What are the first 

steps you need to take? What can I do to help you be successful? How will you learn from 

things that don’t go well? To whom will you be accountable for progress? 

- Expert coaches may help leaders make both behavior and results changes. 

- “When you come into my office, I am your primary agenda. Everyone else who sees me has 

an agenda of what they want to get from me, either explicitly or implicitly. Your agenda is 

giving to me.” 

- Dave Ulrich is a professor at the Ross School of Business, University of Michigan, and a 

partner at the RBL Group, a consulting firm focused on helping organizations and leaders 

deliver value. He studies how organizations build capabilities of leadership, speed, learning, 

accountability, and talent through leveraging human resources. 

- Personal success merely brings achievement. Helping others succeed confers genuine 

accomplishment. Passion for “success through others”—the common aspiration of the 

consultant, counselor, and coach—is a source of synergy and a hallmark of leadership. 

- Chuck’s impact will be determined by his ability to transform organizational situations into 

realistic learning challenges matching the immediate needs of his client. Supremely important, 

How the client now thinks and How the client might think differently will be key components 

of that project. 

- This makes it extremely important for Chuck to offer Susan a choice of learning approach. As 

manager, Chuck himself may be able to get easily from A to C via B. As coach, his task is not to 

escort Susan to his intermediate comfort point B; rather he should help Susan find her own 

path to C. Or, indeed, find an even better destination. At work here is the systems concept of 

equifinality permitting a variety of personal styles, any of which may be applied to a given 

situation, to meet the same learning or business objective. 

- Good coaches do more than point out an executive’s faults. They best help their clients by 

encouraging them to play to strengths. It is no different for Chuck, one of whose strengths is 

his expert understanding of organizational dynamics absorbed from his exposure to the 

corporate world. This is a skill he must leverage when making the transition from manager to 

executive coach. 

- For coaches, who are behavioral practitioners in an imperfect world, a good theory is simply 

shorthand for good practice. 



- Chuck adds value only when he helps his client. He will only start to do that and make real 

progress as a coach when he comes to understand that in his new job he has become a 

theorist. A theorist is someone who admits to not knowing and who is prepared to begin by 

making an informed guess as to cause and effect in a problem situation. 

- Even better news for Chuck is that as he is now a coach not a manager, his role is all about 

learning systems: this positively prohibits him from giving any content advice. Shifting a gear 

into the theoretical level is just what Chuck needs to help keep him honest. 

- She needs a coach to help her see how easily she could apply her existing know-how to 

promote herself in the company—in the same way her marketing team promotes the 

company. 

- The most basic concept in executive coaching is how a person thinks in a corporate setting. 

It is the degree to which this concept is developed by the coach that makes any coaching 

intervention impactful. 

- When a coach is present, some model for thinking in a corporate setting is at work whether 

we are aware of it or not. 

- No single discipline holds a monopoly on thinking about thinking. Sharing our common 

interest in the topic of thinking, psychology and philosophy each has something to offer for 

coaching theory. Both contribute insights to help us understand how the client thinks. These 

contributions only become valuable to executive coaching clients, however, when they are set 

in a management context that directs practical action toward business results. It is primarily 

the job of the coach to help the client translate insight into action within their specific 

corporate setting. 

- Her thinking about engagement does not yet extend to recognize the importance of her 

personal presence or the power of an appeal to her colleague’s own interests. To usefully 

engage she must articulate the link between her pet project and the greater good of the 

business; rewards to shareholders, benefits to customers, contribution toward a better life on 

the planet. For her, engagement means giving a rational explanation: this is how Susan now 

thinks. 

- Chuck brings to the conversation a large number of theories and research questions 

grounded in the experience of real organizational life. Chuck uses storytelling to bring 

prototype models into his conversation with Susan. 

- The research that Chuck will engage in will always be of the pure kind. This again keeps him 

at the theoretical end of his partnership with Susan, whose role is to do all the hard work. 

- Chuck, who thinks like a theorist and acts like a researcher, asks: “Susan, they say you don’t 

listen; why might they think this?” 

- “You asked me to estimate the return on investment for our coaching program, so let’s start 

there. As an investment the ROI from this program would simply be an increase in share price. 

In my experience, investors tend to like that. So I guess that settles that question. Our investor 

relations people tell us that share price is strongly related to analysts’ confidence in the quality 



of management. Coaching is the method we’re using here to grow our management quality 

and translate it into tangible business impact. 

- Our success in this as a business is not negotiable. Indeed, as a board we have a responsibility 

to do whatever is necessary to give ourselves the best chance of achieving our objectives. The 

coaching program resources that responsibility. “It strengthens our bottom line by squeezing 

out the risk of missing it.” 

- I know that direct share price enhancement and bottom-line risk reduction may not be the 

typical benefits you normally recognize in our regional cost center budget. But our business 

has to recognize exactly that. If we’ve learned anything from our experience of business 

process reengineering it’s that soft factors drive hard results. 

- Only now is Chuck certain to have truly given something back: he has started to pass on his 

learning. Susan’s breakthrough gives him an especially deep sense of achievement. He also 

has the feeling that something fundamental has changed. Then the awesome self-realization 

dawns: Chuck is an accomplished leader. 

- What have you been taught about it in life, in school, at home, on the job? How are you 

connected to this idea, emotionally, intellectually, personally, professionally? What tales have 

you heard from those who have experienced it? To whom can you talk who has knowledge of 

this subject? How interested are you in doing the research it will take to fill in the blind spots 

and empty passages that are inevitable—because no one knows everything about anything? 

- Other writers are less meticulous. They may throw words on a page that relate to their 

chosen subject (or even speak them into a recording device and have them transcribed), and 

then rely on a heavy-handed editor to make it accessible to their audience. 

- Employ your time in improving yourself by other men’s writings, so that you shall gain easily 

what others have labored hard for. —Socrates (Ancient Greek philosopher, 469 bc–399 bc) 

- Sarah McArthur is founder of −sdedit, an editorial firm based in San Diego, California. With 

nearly two decades of experience in the publishing field, Sarah is an expert in the field of 

management, leadership, and executive coaching writing. Her expertise has furthered the 

successes of the best-selling management classic, Coaching for Leadership (1e, 2e, and 3e), as 

well as the best sellers What Got You Here Won’t Get You There and MOJO: How to Get It, 

How to Keep It, and How to Get It Back When You Lose It by Marshall Goldsmith. She is 

coeditor, with Marshall Goldsmith and John Baldoni, of The AMA Handbook of Leadership, 

named one of the Top 10 Business, Management, and Leadership Titles of 2010 by Choice. 

Contact Sarah at sarahmc@sdedit.com and www.sdedit.com. 

- Learn what makes us tick, what motivates us. Find Generation Y’s hot buttons; make us feel 

part of something, involved in something. We’ve been around the block a few times, so we’ll 

quickly smell fake radical, fake opportunity, fake cool. Be honest, clear, and to-the-point. Don’t 

tell us “it’s an exciting idea”—we’ll tell you. Help us fire our passions, our sense of community, 

ownership, and worth, encourage us to cocreate the workplace, so our considerable energies 

can be focused on business achievement. Remember, we are trying to create our own value. 



That’s no simple task. We need a guiding hand, gently emphasized experience, and a realistic 

overview. 

- Why Presence Matters 

- When a leader manifests competence, credibility, and confidence, he or she inspires people 

to follow. 

- Coaching for Leadership Presence 

- When coaching for leadership presence, a good starting point is communications. Many 

executives need help in become more authentic communicators. This is understandable 

because as representatives of an organization, they learn early to tone down or sublimate 

their own ideas in service to the organization. 

- Here are some suggestions. Appearance—how you look. 

- Authority—how you exercise your power. 

- Compassion—how you show concern. 

- (Note: bosses do not pry into the personal lives of employees; they only inquire when 

invited.) 

- Comportment—how you carry yourself. 

- Humility—how you view your limitations. 

- Passion—how you convey what you feel. 

- Optimism—how you look at life. 

- Under the leadership of its CEO and founder, Paul Spiegelman, Beryl connects purpose to 

what employees do. Everyone who works at Beryl knows how their job contributes to the 

mission of the organization that is providing care service with a human touch.3 

- Purposeful engagement usually accompanies greatness in anything, and it is largely 

responsible for the passion found in high-performing people. 

- Dalai Lama visited my home state of Minnesota to give a series of talks and was asked what 

he thought was the best way to teach your children to lead an ethical way of life. “It doesn’t 

matter what you tell them,” he responded. “They will watch and imitate you. They will do 

what you do, and so you are faced with the hardest task of all—to be ethical yourself.” 

- During my thirty-plus years as an executive coach, I have been continually impressed with 

the courage that purposeful leaders have for holding up the mirror to look inside themselves 

first. 

- What Is Purpose? 

- Purpose is not invented; it is uncovered. Stephen Covey, author of the hugely popular and 

bestselling The 7 Habits of Highly Effective People, states, “I think each of us has an internal 

monitor or sense, a conscience, that gives us an awareness of our own uniqueness and the 



singular contributions that we can make.”4 Purpose is within us. It is waiting to be uncovered. 

Purpose is a calling; thus, uncovering it is an act of listening rather than inventing. Purpose 

directs our decisions about what to do, when we do it, and when we let go or turn away from 

it. Purpose is the quality we shape our leadership around. 

- Purpose is “concrete assignment.” Viktor Frankl, who might be considered a founder of 

modern thinking about purpose, expounds on the subject: “One should not search for an 

abstract meaning of life. Everyone has his own specific vocation or mission in life to carry out 

a concrete assignment which demands fulfillment. Therein he cannot be replaced, nor can his 

life be repeated. Thus, everyone’s task is as unique as is his specific opportunity to implement 

it.”5 

- We do not pursue our purpose because it is strictly self-fulfilling, nor because it is rewarding 

in the conventional terms of power or influence. We pursue it because we must. 

- EXHIBIT 10.1 THE PURPOSE CHECKUP 

  Crear un ejercicio de este checkist 

- What truly matters in life, according to Viktor Frankl, Nazi concentration camp survivor and 

author of the classic book Man’s Search for Meaning, is not the meaning of life in general, but 

rather the specific meaning of a person’s life at a given moment. To restate: “One should not 

search for an abstract meaning of life. Everyone has his own specific vocation or mission in life 

to carry out a concrete assignment which demands fulfillment.” 

  Purpose is not an abstract and it is not a constant. Es lo que debo hacer en cada momento 

de mi vida 

- When we lead on purpose, we aren’t motivated exclusively by external wants like money or 

influence. We are motivated from within—and stand a far better chance of being successful 

in our leading and fulfilled in our work. 

- We know inside ourselves, if we have spent our work lives working on our “concrete 

assignment,” we can look back with pride, for this is the real meaning of a human life. This is 

the ultimate wealth. 

  Purpose fulfillment comes from intrinsic motivation 

- Repacking Your Bags and The Power of Purpose are considered classics in the career 

development field. 

- For instance, in examining the critical variables for success in the top three jobs in large 

organizations, Jodi Taylor and her colleagues at the Center for Creative Leadership (CCL) found 

that the number one success factor is “relationships with subordinates.” 

- In an online survey, respondents were asked to indicate, among other things, “Which is more 

essential to business success five years from now—skills in using the Internet or social skills?”3 

Seventy-two percent selected social skills compared to 28 percent for Internet skills. Internet 

literati completing a poll online realize that it’s not the web of technology that matters the 

most, it’s the web of people. 



- As University of Chicago professor Mihaly Csikszentmihalyi points out: “It is the goals that we 

pursue that will shape and determine the kind of self that we are to become. Without a 

consistent set of goals, it is difficult to develop a coherent self. . . The goals one endorses also 

determine one’s self-esteem.”7 People need to know whether they’re making 

- The wonderful thing about encouragement is that it’s more personal than other forms of 

feedback. Encouragement requires us to get close to other people, to show that we care about 

other people, and to demonstrate that we’re really interested in other people. When leaders 

provide a clear set of standards and provide positive feedback on how we’re meeting those 

standards, they encourage people to reach inside and put forth even more effort to get 

extraordinary things done. 

- It’s no wonder, then, that when people tell us about leaders who really make a difference in 

their lives, they frequently tell us about people who have believed in them and encouraged 

them to reach beyond their own self-doubts, to more fully realize their own greatest 

strengths. 

- Credibility is the foundation of leadership.8 

- One of my supervisors informed me later that her employee appreciated the time I spent 

with her more than she appreciated the actual stock options!” As we have found so often in 

our research, the gift of personal time mattered most. 

- produced, leveraged, deployed, distributed, and delivered. Women now 

- strategic decisions, but they have limited influence when it comes 

- For example, a male consultant noticed that a female colleague’s ideas were routinely given 

short shrift during meetings. He wondered why she didn’t push back, then decided to speak 

up himself. The next time he observed her being overlooked, he made a point of noting that 

she seemed to be contributing the best ideas. Several of his male colleagues seemed startled; 

they had barely registered that she was in the room. But she noticed, and she and the other 

women present were quick to spread the word. The consultant soon found that he was 

perceived as a champion of women throughout the organization, even in its overseas offices. 

This halo effect turned out to be extremely useful when a woman was appointed to head up 

his division. He had credibility with her from the day she walked in the office. 

- Sally Helgesen is an author, speaker, and coach, cited by the Athena Group as number fifteen 

in its survey of the world’s most influential leadership experts. Her books include The Female 

Vision: Women’s Real Power at Work; The Web of Inclusion: A New Architecture for Building 

Great Organizations, cited in The Wall Street Journal as one of the best books on leadership 

of all time; and The Female Advantage: Women’s Ways of Leadership. 

- The Execution Coach believes that “execution” of the game plan is the key to winning. The 

Empowerment Coach believes that effective application of the embedded capability is central 

to winning, so he shies away from extensive problem solving and directing during the game. 

- There are those who argue that our age is an age of finance; others, including Alan Webber, 

founder of Fast Company magazine, says it is an age of innovation, while still others, Deepak 



Chopra among them, assert that we are living in an age of consciousness. In my view, it is a 

combination of all three. In the twenty-first century, major wars are unlikely to occur because 

any massive nuclear attacks will lead to a nuclear winter, which will essentially herald the end 

of the world. 

- Twenty-first-century society yearns for a leadership of possibility, a leadership based more 

on hope, aspiration, wisdom, and innovation than on the replication of historical patterns of 

constrained pragmatism. 

- Confirming Confucius’s understanding, Harvard professor Howard Gardner’s (1995) 

contemporary research identified daily reflection as one of only three core competencies 

(along with leveraging and framing) that distinguish leaders who make an extraordinary 

difference in the world from their more ordinary counterparts. Management guru Peter 

Drucker (1999) similarly advocated daily reflection, as have many of the most prominent 

leadership experts (see, for example, Loehr and Schwartz’s Harvard Business Review article 

[2001] and Palmer’s 2000 article “Leading from Within”). Even with such admonitions to 

regularly engage in personal reflection and sensemaking, management and leadership, both 

as taught and as practiced, have focused almost exclusively on action rather than reflection. 

Most managers guard little or no time for reflective silence. They all too frequently recognize 

themselves in the words of poet and global management consultant David Whyte that opened 

this section. 

- Based on these four fundamental leadership capacities and drawing from a range of artistic 

traditions, we created a journal that can be of significant practical value and serve as a 

prototype for other journals. The Leadership Insight journal (Adler, 2010b) supports 

managers’ and their companies’ capacity to craft and implement strategies that produce 

outstanding financial results by making a positive difference in the world (see Figure 16.2). 

Combining paintings, insights from world leaders, reflective questions, and, most important, 

blank pages, the journal is designed to draw managers away from their often frenzied lives 

and to return them to a deeper dialectic with their influence, and potential influence, on the 

world. By reintroducing a daily practice of reflection, the journal offers leaders the quiet and 

contemplation it takes to be wise. 

- To be human is to find ourselves behind our names. —David Krieger (as cited in Franck et al., 

1998, 272) 

- Prior to the last election in which the predominantly French-speaking province of Quebec 

was deciding if it would separate from the rest of Canada, management guru Henry Mintzberg 

spoke out, urging his fellow citizens: “Turn off your radio and TV, and open your window. Look 

outside and see Quebec with your own eyes. Do our French- and English-speaking children 

play together? Do we invite each other into our homes? Do we work together? Yes! It is an 

illusion that the Anglophone and Francophone people from Quebec do not get along with each 

other; an illusion that serves the needs of politicians who want to break Canada apart, but it 

is not reality.” Don’t collude with illusion! 

- There is no such thing as leadership with shallow roots. 



- Founder and CEO Emeritus of VISA Dee Hock (1998), who states: . . . it is no failure if you fall 

short of realizing all that you might dream, the failure is to fall short of dreaming all that you 

might realize. 

- Let the beauty we love be what we do. —Rumi, thirteenth-century Persian poet 

- Eleanor Roosevelt repeatedly reminded people, “The future belongs to those who believe in 

the beauty of their dreams.” 

- Some doors open only from the inside. —Ancient Sufi saying 

- Throughout the Leadership Insight journal, questions such as the following challenge our 

perspective as leaders: What do you most want to do this year to make the world a better 

place? Why do people want to be led by you? With whom do you have conversations that 

matter? What do you find most difficult to face in your relationship with your work? Your 

career? Your life? 

- According to the U.S. Department of Labor, disengaged workers cost the U.S. economy more 

than $300 billion annually. The task of reengaging those who “quit and stay” falls on the 

shoulders of the leadership and management team. 

- According to the Saratoga Institute, 80 percent of turnover is directly related to 

unsatisfactory relationships with the boss. 

- In addition, research by the authors of Love ’Em or Lose ’Em: Getting Good People to Stay 

found that most retention factors are within the control of a manager. If a leader’s turnover 

is increasing, employee complaints are up, productivity or quality are down, or people are 

talking, it may just be the right time for an engagement coach to step in. Why? Employee 

engagement data and research continue to promote a very simple message: employees want 

a relationship with their leader. 

- So, it’s often not just about doing more, but doing it with purpose. Purposeful engagement, 

simply put, is the ability to focus on every interaction with an employee as an opportunity to 

build a positive relationship. 

- It’s the realization that you don’t necessarily have to do more to engage your employees, but 

you need to commit to the right actions that meet the engagement needs of each employee 

right where they are. 

- The following points reveal the difference between engagement and performance 

engagements. 

- Engagement Conversations Emphasis on employee’s career, motivators, satisfaction 

Initiated by the leader or often the employee Focus on the now and the future Leader’s role 

is supportive and understanding coach Employee’s role is to identify motivators and factors 

for job satisfaction Employee motivation often improves 

- An employee wants more opportunities to learn and grow? Consider the following: Conduct 

a career conversation to learn more about their unique skills, interests, and values. Offer your 

perspective, discuss trends and options, and codesign a career action plan. Link people to 



others inside or outside the organization who can help them achieve their professional goals. 

Take time to mentor your employees. Share your success stories and failures. Teach 

organizational realities and let your employees mentor you too. 

- Another employee doesn’t feel valued by you or the organization? Build loyalty by trying the 

following: Recognize employees for a job well done. Offer praise that is specific, purposeful, 

and tailored to each employee. Notice your employees. Pay attention as you walk down the 

halls and say hello to them by name. Get honest feedback. Get a clear picture of how you look 

to others. Do you have any high-risk behaviors that may be getting in the way of your efforts? 

- Values define what we consider to be important. The more employee values align with their 

work, the more they will find it meaningful, purposeful, and important. Ask your employees, 

“What makes for a really great day?” or “What do you need most from your work?” 

- Elon’s Leadership Development Program 

  aplicar en IE 

- Their inherent lack of emphasis on behavioral changes around intra- and interpersonal skills 

such as planning, communication, prioritization, time management, managing stress, working 

well with others, and giving and receiving feedback is a likely function of their lack of 

organizational work experience. The intent is that by emphasizing these behavioral areas early 

in their law school tenure, these law students will be better prepared to interact successfully 

with others and eventually demonstrate leadership—even as they assume the traditional role 

of interpreting and applying the law on behalf of their clients, the legal system, and a more 

just society. 

- Winter term of the first year seems best in terms of timing. The first semester is too confused 

and busy for students to step back and reflect (plus they haven’t had the experience of 

attending law school). Yet putting the coaching later in the first year or even in the second 

either crowds exams and summer plans or comes too late to be helpful in terms of action 

planning for school-related issues. Ideally, a final review of the IDP goals could occur early in 

the third year, when students are interviewing for jobs after graduation and narrowing career 

choices. 

- In terms of the conduct of the coaching sessions themselves, coaches report the importance 

of: (1) establishing trust immediately by connecting to something personal in the student’s 

background, such as hometown, university attended, a favorite hobby, or a sports or arts 

interest; (2) emphasizing the confidentiality of the session; (3) maintaining eye contact 

throughout the session; (4) asking questions in a way that elicits more than a yes or no 

response; and (5) listening more than talking, despite the temptation to jump in. Of course, 

summarizing insights gained and action steps identified at the end of each session is a critical 

component. 

- why is Elon Law School investing in leadership development for its students on such a broad 

scale? First, because the school’s founders view leadership as an indispensable duty of lawyers 

in a democratic society. Second, because a whole constellation of stakeholders—including law 

firms, bar associations, corporations, public interest groups, and clients—are calling for a 



different kind of lawyer, one who combines leadership qualities with technical competence. 

And finally, because recent studies of legal education, most notably a major report by the 

Carnegie Foundation for the Advancement of Teaching and Learning, have challenged law 

schools to complement their traditional reliance on case analysis with what the Carnegie 

report calls “developing the ethical and social dimensions of the profession.” 

- Not only has coaching reached virtually every corner of the globe, it has also touched nearly 

every stripe of leader and type of organization. Why? Leaders and their teams, confronted by 

enormous and often unprecedented challenges, need help, and coaching is an increasingly 

essential component of any systemic leadership development initiative. 

- John also serves as Distinguished Leadership Coach in Residence at the Elon University School 

of Law in Greensboro, North Carolina, 

- To successfully implement the following team-building process, the leader (or external 

consultant) will need to assume the role of coach or facilitator and fight the urge to be the 

“boss” or “instructor.” 

- Steps in the Process 

- Step Three. Ask the team members, “If every team member could change two key behaviors 

that would help us close the gap between where we are and where we want to be, which two 

behaviors we all should try to change?” 

- A final reason that the process works is because it encourages participants to focus on self-

improvement. Many team-building processes degenerate because team members are 

primarily focused on solving someone else’s problems. This process works because it 

encourages team members to focus primarily on solving their own problems! 

- At Microsoft, high-potential development goes beyond traditional management or 

leadership development. Instead, it focuses on accelerating the development of these 

individuals to advance to the next career stage. 


