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As I write this editorial at my desk in London, outside my window an 
ecstatic English spring is bursting out all over in blossom, bird song, 
hot sunshine and fresh April breezes. At the same time, we in the UK 
are gripped like everyone worldwide by the turbulent events of a 
global crisis. The mounting death toll from Covid-19 is never far from 
mind. This intense juxtaposition of life and death is disturbing and 
deeply poignant. The coronavirus pandemic is unprecedented for 
most of us and no one is immune from the emotional rollercoaster it 
entails of fear and dread, grief and anger, compassion and courage. 

We planned this edition on the theme of 'leader as coach' back in 
2019 when none of us could have anticipated the current landscape. 
We wanted to build on the growing realisation that command and 
control is giving way to a coaching style of leadership as a more 
effective approach. It is not a given that leaders can adopt coaching 
skills, as David Ringwood and Maria Brown show in their account 
of the MRG research on the topic. But the urgency of doing so has 
been brought into sharp relief by the crisis. For, beyond the frontline 
response of saving lives, prolonged social isolation and lockdown 
bring other threats: drastic economic shocks to large companies and 
individuals alike and strains on mental health – a steep rise in anxiety 
and depression, and spikes in domestic violence. 

Two factors will make the key difference in whether we emerge from 
this test traumatised or strengthened: how we support ourselves 
and others, and secondly whether we make time and space to 
reflect on ‘what next?’ These are both core coaching competencies 
and also central to good leadership. Dr Simon Western describes 
in our lead feature the need for insightful leadership that takes 
account of the whole ecosystem, shown in action in Lieve Schreurs’ 
inspirational description of leadership at Triodos Bank, founded to 
build a sustainable world. From coaching leaders to leader-coaches 
to coaching the organisation. Sue Stockdale’s interview with Kaj 
Hellbom, co-founder of BCI Coaching in Finland, illuminates further 
the need for a systemic coaching mindset. 

While all eyes are watching how leaders are responding right now, 
may it not be asked, as it was of the 2008 financial crash, ‘where were 
the coaches?’ Just as leaders are finding a coaching approach vital 
and effective, coaches are being called to step up into leadership. 
Deputy Editor Jocelyn Lowinger encourages coaches to play their 
part, identifying key tools from psychiatry, and Geoff Abbott shares 
vivid tales of how leaders are responding in the heat of the crisis.

We can learn much from the life of Prof Anthony (Tony) Grant, who 
headed the Coaching Psychology Unit at the University of Sydney 

until his death in February. As tributes attest, he was a pioneer who 
challenged paradigms: he developed the then new field of coaching 
psychology and introduced into coaching a craft rooted in practice 
– the idea of an evidence base. Tony Grant’s passing is a loss for the 
coaching world. His death occurred just days before the Coaching 
Psychology 2020 conference held at the University of Sydney (perhaps 
one of the last face-to-face coaching conferences for some time).  
Lia Zalums outlines the inspirations and new challenges learned from 
the international and local participants, as we stand on the threshold 
of a new era.

For now, the medical world is very much ‘business NOT as usual’!  
But several approaches give hope for positive change. Dr Darren 
Leech uses the circles of influence model to support coaching 
conversations within the British NHS, and the developmental 
debriefing method outlined by doctors Mat Daniel and Tul Laosakul 
provides an example of coaching behaviours by healthcare workers 
that challenge existing paradigms with positive results, flattening 
hierarchies and encouraging openness and honesty. Our Deep Dive is 
a riveting account of how global healthcare giant Medtronic has used 
coaching to embrace new leadership styles throughout the company. 

In other fields, engineer/manager David Kramer demonstrates how 
responding flexibly to a current need has enhanced team growth 
and development through application of coaching skills. Articles by 
Kelleigh Jackson, who helps people rise from the most challenging 
circumstances to become leaders, and in the process discover 
meaning and purpose in giving to others, and Val Mullaly, who 
encourages a coaching approach to parenting, continue to show the 
reach of coaching and its benefits.  

This edition is further enriched by a special supplement on 
accreditation. Paul Lawrence and Jeannette Marshall outline AC plans 
to accredit leader-coaches, and this is illustrated with our members’ 
experiences. 

We have commentaries from the heart of coaching in Malaysia and 
India, and insights into navigating the boundaries between leadership 
and coaching in supervision. 

We hope this issue provides hope, inspiration and courage, and aids 
you in navigating current challenges and building for the future. 

With best wishes, 

Hetty Einzig

On behalf of the entire Association for Coaching (AC) our hearts 
and thoughts go out to all our members and communities across 
the world during these unprecedented times. Like you, we are all 
concerned by the disruption the coronavirus (Covid-19) is having on 
our day-to-day lives, along with the potential impact it could have 
on our health and businesses in the months ahead.

The World Health Organization (WHO) has now characterised 
Covid-19 as a pandemic. With public safety and health on 
everyone’s minds, we continue to seek ongoing updates and advice 
from our governments and the health authorities to put preventative 
measures in place to help contain the virus and reduce transmission, 
especially for those most at risk.

We’re inspired by the way communities, businesses and 
governments are pulling together to share information and 
resources, to work through this crisis. For me, it’s also a reminder to 
seek refuge in the power of coaching and the caring and supportive 
communities we all belong to.

Since we began in 2002, the AC has operated as a predominantly 
virtual organisation and is accustomed to running a number of 
our continuing professional development programs online. These 
include our Group Supervision Experience Calls, Digital Learning 
webinars, Collaborative Conversations with Masters’ program and 
Live Coaching Demonstrations.  Furthermore, from 24-26 June 2020 
we will be hosting our Virtual Leadership and Coaching Conference 
- Coaching in the Workplace, entirely online. We are also running 
a series of virtual sessions, specifically relevant to coping with 
Covid-19, to support our coaching community.

Therefore, on one level, we will carry on as normal in our ways of 
operating but in a very different context. It will, however, affect the 
dates and running of our face-to-face events. To view the AC policy 
and suggested guidance to our members and community please 
click here.

We understand for some, that this level of uncertainty can lead to 
a sense of fear or loss of control. For others, you’re seeing it as an 
opportunity to ‘step back’, review your priorities and re-evaluate 
what matters. By applying a coaching mindset, firstly to ourselves, 
we can find solutions to best serve our clients, families and 
communities.

As resourceful as coaches and coaching champions are, we are 
confident our members will leverage their strengths and find new 
ways and approaches in practice to effectively work through the 
challenges ahead. 

Please know that we are in this together. We look forward to having 
further dialogue with our members over the coming weeks and 
months to work through both the challenges and opportunities we 
are each faced with, individually and as a collective community. As 
the director general of WHO has stated, this will require a ‘whole-of 
society approach’. 

Please feel free to contact us if you would like to contribute by 
sharing any insights or creative approaches. We would love to hear 
from you! 

Warmly,

Chief Executive Officer, 
Association for Coaching

A message from the CEO

www.associationforcoaching.com

https://www.who.int/dg/speeches/detail/who-director-general-s-opening-remarks-at-the-media-briefing-on-covid-19---11-march-2020
https://www.associationforcoaching.com/resource/resmgr/custompages/ac_covid-19_policy_and_guida.pdf
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REMEMBERING PROFESSOR  
ANTHONY (TONY) GRANT

28 May 1954 – 3 Feb 2020 
A pioneer of coaching psychology

With the passing of Tony Grant, the field of coaching and 
coaching psychology has lost an amazing pioneer of  
evidence-based coaching, a sophisticated researcher and, quite 
simply, a great mind. For Oxford Brookes, we have lost a Visiting 
Professor who was engaged with us from the very beginning 
of our unit, always responding to our new ideas, contributing 
to our publications and advising our doctoral students. I have 
personally lost a wonderful colleague and a friend who used to 
make me curious, argumentative and puzzled, and who always 
gave me good reason to think very hard and to laugh. It is still 
difficult to accept that Tony is not somewhere planning a clever 
new piece of research, writing a challenging paper or getting 
ready to address an audience about something that it is very 
important for all of us to hear.

Last autumn, on a trip to Australia, I had been walking with 
Tony around Sydney and talking about our future, the future 
of coaching and many other things. He wasn’t well, but he was 
still thinking about some topics to write on. I had suggested 
that, instead of articles, he should write a book that would draw 
together the many strands of his work and act as a great legacy 
to leave to our field. He became very enthused by this idea and 
started thinking about it… We won’t have this book now, but we 

are lucky to have been influenced by Tony in many other ways: 
his generosity of ideas, his challenging spirit, his contagious 
humour. This will never be forgotten.

Prof Tatiana Bachkirova

Professor of Coaching Psychology, Director of the 
International Centre for Coaching and Mentoring Studies, 
Oxford Brookes Business School

Tony was a legend who created a distinct domain of psychology, 
coaching psychology, and coined the term 'evidence-based 
coaching'. His work and research led directly to the formation 
of multiple coaching models, as well as adaptations and 
enhancements to coaching practice in areas such as goal setting, 
and the application of cognitive behavioural approaches and 
solution-focused approaches. 

At a formal level, Tony (with Michael Cavanagh) formed  
the Coaching Psychology Unit at Sydney University in 2001.  
From this grew the Australian Psychological Society Special 
Interest Group and multiple other coaching psychology groups, 
such as the British Psychological Society Special Group in 
Coaching. Tony also lead the development of a new master’s 
degree in coaching psychology, which in turn spawned a 
multiplicity of university programmes, some in psychology 
departments, such as at East London, others in business 
schools. All were evidence-based, helping coaching continue  
its journey towards professionalism. 

At a personal level, Tony was both humble and humorous.  
He recognised the importance of family, relationships and fun, 
and how each of us is simply standing on the shoulders of those 
who go before. Tony has provided a generous pair of shoulders 
for all of us engaged in coaching research to stand upon. He 
reminds us that coaching is a practice-based discipline and 
that, while science is important, research always needs to be 
connected to practice. 

As Tony often said at the close of his talks: 'Carry on!' The baton 
now falls to us to carry on and build on his legacy of evidence 
informing coach training and practice. 

Prof Jonathan Passmore

Professor of Coaching & Behavioural Change, Director, 
Henley Centre for Coaching & Behavioural Change,  
Henley Business School

I first met Tony in December 2001. At the time, I had just 
finished my honours degree in psychology at the University 
of Wollongong, Australia. At the suggestion of my supervisor, 
I rang the number of the newly formed Coaching Psychology 
Unit and spoke to the bubbly English chap who answered the 
phone – the recently graduated Dr Anthony Grant. I explained 
who I was and what my project was about, and indicated I was 
keen to take things further. I asked if I could come to meet him 
and visit ‘the Unit’, imagining a bustling research centre with 
sprawling offices and a large team of academics. I was quickly 
disabused of that notion. It turned out the grand title was a 
tad misleading, as the coaching unit consisted of one, fairly 
cramped room (his office). While I was a little disappointed, 
that was not to last. 

As soon as I could arrange it, I travelled north to the University 
of Sydney, found my way to the Unit and knocked on the door. 
I’ve never forgotten Tony’s first words to me: ‘Oh, hello …um, 
you don’t look the way I thought you’d look.’ It was an odd way 
to be greeted, but I guess he wasn’t expecting a 30-something 
honours graduate. If he was disappointed, he didn’t show it, 
and, to avoid the clutter in his office, we immediately went for 
coffee. It was during the next 45 minutes that I got to glimpse 
the force of nature that was Anthony Maurice Grant. After giving 
him a precis of my thesis and outlining my research interests, 
he was off! Using a pen and a napkin, he enthusiastically 
sketched out a series of ideas that would provide a starting 
point for my PhD. 

It was clear to me that day – and all the days since – that Tony 
was a passionate, ambitious and very goal-directed individual. 
Like any good educator, he taught and researched topics 
that were of great interest to him and his pursuit of them was 
characterised by a (seemingly) boundless energy. But he was 
also a very genuine and caring man. When I walked away from 
our first meeting that day, I was left in no doubt that he wanted 
to help me forge a new direction in my career, and commit to 
that journey. He absolutely did that. 

What was also quickly clear to me was that Tony was  
whip-smart! He had an ability to process information, link 
ideas and make conceptual connections with lightning speed. 
This made him intellectually challenging, as he could form a 
compelling argument for something almost as quickly as he 
could rustle up a witticism or an absurd joke. And while his 
humour constantly kept me chuckling (and endeared him to 
many), I think the most impressive thing I observed was the 
way he blended his sharpness of mind with his social skills, 
political nous and dogged determination to establish the 
Coaching Psychology Unit in the first place. This should not be 
underestimated. I know from first-hand experience that many 
in the School of Psychology were disapproving of coaching 
and its appearance in their hallowed halls 20 years ago. But 
Tony had a vision and a plan. He won key support for both, 
then gathered together supporters and – as they say – the rest 
is history. While, in the end, I think he won over many of his 

departmental colleagues, by far Tony’s greatest legacies are his 
contributions to the coaching psychology knowledge base, and 
the sheer number of lives he profoundly touched through his 
inspired work as an educator. 

As I reflect on his life, and the part of it that I experienced,  
I feel both grateful and privileged to have been supervised and 
mentored by this extraordinary man, and then to become a work 
colleague and friend. Although he drove me nuts at times, this 
was greatly outweighed by the admiration and great affection  
I held for him. This is something that I will always have.

Gordon Spence

Head of Students and senior lecturer at Sydney Business 
School, University of Wollongong

Emeritus Professor Anthony Grant had a lasting impact on the 
lives of many people. He was the godfather of evidence-based 
coaching in Australia and he was a lead influencer in coaching 
research and practice globally. Among his many contributions 
to building and expanding the practice of coaching was 
setting up the world’s first master’s-level degree in Coaching 
Psychology. He was a pioneering researcher, an enthusiastic 
educator and a dear friend to many of us in the coaching 
community. 

I had the great privilege of being Tony’s student and friend. He 
introduced me to two of my greatest joys: coaching and the 
guys in our band. Tony and I bonded over music and rubbish 
'dad' jokes. We quickly became friends and we could jam, 
just guitar and drums, on a couple of blues riffs for hours. We 
were the two neophytes in a band of extraordinary musicians, 
and shared the journey of developing competence and the 
sheer joy of creating and performing. I feel the loss in so many 
ways: Tony was my bandmate, my friend, and my teacher. 
So many people have expressed their love and gratitude for 
Tony’s thoughtful, caring and at times silly contributions to 
coaching and our lives. I had the chance to say goodbye to him 
in hospital and passed on the love from the many others who 
expressed it to me. He said that made him very happy. And he 
sent his love back to all. I’m so sad he’s gone but so grateful for 
our friendship. My love goes to his family and all who knew him 
and loved him.

Tim Sprague

Director of The Coaching Practice, executive coach and 
psychologist
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ECO-LEADERSHIP:  
TRANSFORMING COACHING TO 

TRANSFORM LEADERSHIP

THE BIG PICTURE

We are at a tipping point. Covid-19 is perhaps the final straw that 
breaks the camel’s back. The coronavirus pandemic is another – 
haunting – example of our interconnectedness and inescapable 
interdependence. We are relearning that ‘going viral’ is not just a 
virtual but a very real and physical phenomenon. The epidemic 
confirms the intrusion of reality into our collective imaginary 
lives. The fantasy that we live in closed systems, protected from 
global political, environmental and economic ecosystems, no 
longer holds. The fantasy that nature is something out there, 
that can be utilised functionally as a resource without limits, 
no longer holds. The Milton Friedman fantasy that dominated 
20th century neo-liberal economics, ‘that the one and only 

responsibility of business is to maximise its profits...’, no longer 
holds. The experience of the 2008 financial crash, imposing 
austerity and hardship on millions, was a lesson in how far 
global interconnectedness had gone, as digital finance spun  
out of control. 

Covid-19 announces a truth we have repressed: the virus 
evolved within a network of animals and humans, viruses and 
marketplaces, urban density and social etiquettes, political 
actions and decisions, economic practices, globalised trade, 
mass travel and digital information networks. Socialised  
human activity creates the contagious networks in which the 
new virus thrives. 

Master coach and award-winning author on leadership Dr Simon Western 
explores the growing gap between the dominant coaching approaches still in 
use today and the urgent need for the new coaching-leadership approaches 

required to build a different future, now. 

The truth of precarious interdependence and connectivity 
is denied because it undoes the omnipotent fantasies of 
20th century modernity. Our life-worlds have always been 
interconnected and interdependent, but the great acceleration 
of connectivity in recent years is brought home to us through 
global economic financial crises, and catastrophic local climate 
events – extreme air pollution, rampant fires, famines and  
floods – as the climate crisis literally takes away the ground  
from beneath our feet.1 

Yet, until now, collectively we have still been turning a blind 
eye to the realities that impose themselves upon us. It is now 
apparent how much we live in a ‘networked society’i made up of 
technical, social and natural ecosystems. This offers leaders in 
all sectors huge new opportunities and raises many challenges. 

But what has all this got to do with coaching? Not much if you 
follow the dominant coaching discourse as expressed by the 
ICF definition: ‘maximizing personal and professional potential’. 
Dominant discourses are taken-for-granted ways of thinking 
and doing. They are beyond critique because they appear self-
evidently true: so, to creatively coach someone to maximise 
their potential is unarguably good, right? Well, no! Not if this 
approach limits the potential of different ways of thinking, ways 
that go beyond the notion of coach as ‘technician of the psyche’2 
and the leader as individual ‘object’ to transform. 

TRIPLE ECOSYSTEM IMPACT

Crises in three ecosystems are disrupting our work, political  
and social lives, each of them interconnected and driving 
change in the others.

• Technological ecosystem: digital revolution and  
hyper-connectivity.

• Environmental ecosystem: climate emergency,  
biodiversity crisis and the emergence of Covid-19.

• Social-economic ecosystem: hyper-globalisation,  
radical economic and social change.

This triple ecosystem impact demands system change. To 
deliver system change requires what I call Eco-Leadershipii. To 
deliver Eco-Leadership demands new coaching approaches.

COACHING CONTEXT 

As Director of Coaching at Lancaster University, I researched 
coaching and leadership to design their postgraduate programme. 
I explored a dimension of coaching that was lacking in the 
mainstream, which I called the network coaching discourseiii, 
which connected to the theories of Eco-Leadership that I first 
published in 2008. Since 2005, I have been coaching global leaders 
and consulting corporations, banks and public sector leaders. All 
my work focuses on the urgent need for Eco-Leadership to address 
today’s digital, economic, social and environmental challenges. We 
can now add Covid-19 and our global health crisis to this list. 

The demand for ‘new leadership for new times’ is now 
mainstream and Eco-Leadership theory and practices are 
sought after. Leaders in all sectors realise they are facing a 
new world order, and that the models and assumptions of the 
last century are failing them. They agree with the idea that the 
‘organisation as a machine’ metaphor is past, and today the 
metaphor is that ‘organizations are ecosystems within wider 
ecosystems’ii. This demands new purpose, new values, new 
structures and new business models. Leadership in ecosystems 
has to be edge-driven and distributed everywhere to create 
cultures that can adapt to the network society. The challenge 
leaders and coaches face is that the 20th century notion of 
maximising individual performance is disconnected from the 
wider organisational, social and environmental ecosystems 
organisations are part of. Systems approaches to leadership 
are helpful, but too often they reference organisations as social 
systems rather than ecosystems made up of technology, people 
and nature. Additionally, organisations must be seen as part of 
the environmental and social whole, not as separate entities. 

Coaching individuals to use their full potential is important, 
but to what ends? What leaders and coaches are lacking 
is a coherent theory and practice of leadership for today’s 
disruptive, networked society. Coaches who work ethically 
and progressively need to adapt their practices to support 
leaders in this new eco-systemic focus, otherwise they are 
part of the problem, not the solution. Leaders and coaches 
can act in partnership as part of the leadership ecosystem: 
with leaders adopting coaching approaches and coaches 
becoming an integral part of Eco-Leadership. Eco-Leadership 
creates participative organisations; this means that leadership 
is not fixed at the top of an organisation but is a fluid entity 
and distributed throughout organisations. Leadership and 
followership are constantly changing positions in  
Eco-Leadership cultures, likewise with coaches and leaders. 

Eco-Leadership focuses on three domains: 

1. Purpose-driven organisations: bringing ethics and values 
to the fore. 

2. Participative organisations: distributing leadership, 
engaging stakeholders within and beyond the organisation, 
and enhancing creativity and diversity and inclusion 
practices.

3. Eco-Leadership mindsets: coaching leaders to think 
spatially and holistically, and to connect their organisations 
with the wider social, technical and environmental 
ecosystems they are part of.

1. Covid-19: An intrusion of the Real. The unconscious speaks its truth.  
https://www.academia.edu/42201252/Covid-19_An_intrusion_of_the_Real_
The_unconscious_unleashes_its_Truth

2. S, Western. Coaching and Mentoring :a critical text. (2014), Sage
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The Controller leadership discourse:  
‘Controlling resources to maximize efficiency’
Controller leadership is underpinned by scientific 
rationalism, and the drive for efficiency and productivity.  
It became dominant as industrialisation took place, moving 
from the factory to the office. Following its demise as the 
Therapist approach became dominant, new forms of 
leadership control are now rapidly rising as the digital age 
produces audit cultures and algorithmic management. 
Controller leadership is vital in all organisations to ensure 
management control systems deliver success. The dangers 
arise when Controller leadership dominates at the expense 
of more humane and strategic approaches. 

The Therapist leadership discourse:  
‘Happy workers are more productive workers’
Therapist leadership focuses on relationships and 
motivation. It emerged in the post-war period, reflecting the 
endeavour to humanise and democratise the workplace 
and society. It became dominant after the 1960s boom in 
individualism and as therapy culture entered the workplace 
through the human relations movement. Therapist leaders 
are excellent with people but can create dependencies and 
lack the strategic vision to see the big picture. 

The Messiah leadership discourse: ‘ 
Vision and strong cultures’
Messiah leadership focusses on transformational leaders 
who provide vision and lead by creating strong corporate 
cultures. The Messiah discourse began to dominate from 
the early 1980s, and it remains a strong discourse today. 
Visionary leaders and strong cultures are important; their 
weakness is when strong cultures turn into conformist and 
totalising cultures. 

The Eco-Leadership discourse:  
‘Connectivity, networks, and (ethics)’ 
Eco-leaders conceptualise organisations as ‘ecosystems 
within wider ecosystems’. Their focus is on networks, 
connectivity and interdependence, breaking down silos 
and distributing leadership widely. They make strong 
connections with external ecosystems: with stakeholders, 
customers, regulators and wider society. Commercial  
Eco-Leadership describes how companies utilise new 
technology and platform economics to exploit the power 
of networks. Ethical Eco-Leadership aligns technological, 
people-based and environmental networks. They see the 
connections between utilising digital platforms, distributing 
leadership and placing environmental values at the heart of 
their leadership task. 

Eco-Leadership addresses a paradigm change, rather 
than fixing a problem 
Eco-Leadership means renegotiating purpose: reimagining 
what is valued and what success means. Challenging the 
purpose of companies – from being closed systems that 
make profits to being open systems whose successes 
are inevitably contingent on a healthy society and 
healthy environment. Eco-leaders see organisations as 
interconnected living networks, with virtual and physical 
flows between humans, nature and technologies. The task 
of Eco-Leaders is to think spatially, to see patterns and 
connections, and cre¬ate a network of leaders distributed 
throughout the organisation. This involves leaders adopting 
coaching approaches to develop others. Eco-Leadership 
develops ‘webs of work’ and then connects these to the 
‘webs of life’.

For a full account of the four discourses, see Simon Western’s 
Leadership: A Critical Text

There are four main leadership discourses that emerged in the past century in the West. Each discourse remains active and 
relevant, and each has its role to play in an organisation (see panel). The question is what balance of leadership is required 
in any given context. Eco-Leadership navigates between internal and external ecosystems, and helps leaders strategically 
produce the right balance of leadership to adapt their organisation to the changes they face. 

COACHING LEADERS IN PRACTICE

In 2012 I wrote these final words for Coaching and Mentoring: A 
Critical Text:

Coaches need to become radically conscious, awake and 
engaged in creating a better society rather than repeating the 
mistakes of the past century. If coaching carries on offering 
techniques and technologies that instrumentalise happiness 
and human emotions, turning employees into objects that are 
coached to undergo behavioural modification in the name 
of market forces, increased performance and productivity, 
then coaching is no more than a collusive force on the side of 
destruction...iii

Two years later I picked up this gauntlet and set up  
Analytic-Network Coaching to offer a new vision for coaching, 
with the purpose of ‘coaching leaders to act in good faith to 
create the good society’. The vision is to coach leaders to create 
Eco-Leadership cultures in their teams, departments and 
organisations. My experience has been that leaders understand 
Eco-Leadership, and see how they get trapped into Controller, 
Therapist and Messiah modes of leadership. They see the need 
for Eco-Leadership but find that most coaching and leadership 
development focusses on developing leaders based on the  
three previous discourses. Working with leaders, consultants  
and coaches across diverse sectors enabled me to create a 
model that provides a guiding framework to deliver  
Eco-Leadership cultures. 

ANALYTIC-NETWORK COACHING SYSTEM

The Analytic-Network Coaching System is not a prescriptive 
coaching formula, but a process to help coaches work 
systematically through five frames that guide their clients on  
a profound leadership journey.

 

ANALYTIC-NETWORK COACHING SYSTEM™

Depth Analysis: Coaching the inner self

Coaching for personal insight, authenticity, joy, meaning, 
spirituality, clarifying values, purpose and desire.

Relational Analysis: Coaching the relational self

Exploring how we relate to others and how others relate to 
us, finding patterns, addressing challenges and managing 
emotions attached to relationships, to improve teamwork, 
leadership and living well.

Leadership Analysis: Coaching the leader within

Coaching the client to fulfil their unique leadership 
potential. Developing new understandings of 21st 
century Eco-Leadership and how to distribute leadership 
throughout organisations.

Network Analysis: Coaching the networked self
Locating the client in their networks to ground them, and 
develop a ‘networked mindset’. Coaching to influence nodal 
change points, harnessing the power of the network to 
grasp emergent opportunities.

Strategic Analysis: Coaching the strategic mindset
Coaching clients to develop strategic agility, and deliver 
strategic personal, team and organisational plans after 
reviewing the other four frames. Developing strategies  
that work with emergence and innovation is a core task  
of today’s leaders.

The aim is to put our human soul at the heart of the work. While 
the approach is systemic, the key is not to lose the deep personal 
focus. My training as a family therapist and use of psychoanalytic 
coaching approaches taught me to regard unconscious 
dynamics and relationships as vital if we are to understand 
and guide change. Leadership is not prescriptive, nor a set of 
competencies. The frame provides a way into Eco-Leadership 
practices through use of a practical network-mapping tool. 
Leaders are guided to think more spatially, more connectedly 
and to focus on distributing leadership. Using progressive and 
responsible coaching approaches, they learn to identify nodes of 
power and change that can be harnessed in their networks. The 
coaching helps them develop emergent and adaptive personal 
development and action strategies that will make a difference in 
their organisation.

Turbulence brought about by radical disruption often polarises 
reactions. Some embrace change, seeing opportunities and 
drawing on their resilience and creativity to mitigate potential 
crisis. Others build psychic walls, turn a blind eye to the 
challenges, find scapegoats, protect their privilege at the expense 
of others, and withdraw into fantasy worldviews as a defence 
against anxiety. But climate change and social division are no 
longer solely the preoccupation of activists, and the business and 
finance world is finally realising that change is a necessity not a 
choice. Covid-19 is hopefully the tipping point: there really is no 
escape from ‘precarious interdependent connectivity’, and this 
creates an urgent demand for Eco-Leadership, now. 

In August 2019, the Business Roundtable, an association of 200 
chief executives of major global companies, issued a landmark 
statement redefining the purpose of a corporation. Breaking with 
decades of corporate orthodoxy, they stated that companies 
should no longer only advance the interests of shareholders but 
should also invest in their employees, protect the environment, 
and deal fairly and ethically with their suppliers. 

In January 2020, business thought-leader Larry Fink, CEO of 
BlackRock, the largest global investment manager, said in his 
influential annual open letter to CEOs that the world of finance 
was on the cusp of fundamental change. He announced that 
BlackRock is putting sustainability and transparency at the 
centre of its investment strategy.

ECO-LEADERSHIP IN HISTORICAL CONTEXT 

 

Western, S. Leadership: A Critical Text, 3rd ed (2019). London, SAGE.

https://www.blackrock.com/corporate/investor-relations/larry-fink-ceo-letter
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THE PURPOSE OF COACHING

If world business leaders are rewriting the purpose of business, 
shouldn’t coaching institutions and coaches be rethinking the 
purpose of coaching? Coaches and leaders need to work in 
partnership to create Eco-Leadership cultures, new business 
models and new organisational forms. Coaches have to think 
beyond just maximising individual potential, in the same way as 
leaders have to think beyond just maximising shareholder profit. 
Eco-Leadership is more than an individual leader changing the 
way they think. Eco-Leadership creates ecosystems of leaders 
and followers, which includes coaches, leaders, consultants and 
all change agents. 

Coaching has a vital and unique part to play in developing  
Eco-Leadership cultures. Networks of coaches cross-fertilising 
ideas, creating micro changes that lead to macro change…  
this is Eco-Leadership in action! Coaches can adopt an  
Eco-Leadership stance without losing their coaching stance 
because Eco-Leadership is participative and not top down  
or controlling. At Analytic-Network coaching we work as 
coaching activists, rather than as neutral actors or individual 
behavior-change experts. This is an engaged coaching approach, 
and our experience shows that our clients feel they benefit 
personally from a coach who can work adaptively. We move 
through the five frames and make the leap to network analysis, 
seeing the big picture and how to influence system-level change. 
With the arrival of Covid-19, now is the time to ensure ‘leaders 
act in good faith to create the good society’, which means 
responding to the urgent social, environmental, health and 
technological demands to develop Eco-Leadership cultures to 
address our networked challenges. 

ABOUT THE AUTHOR

Simon is the CEO of Analytic-Network Coaching, Past-President of  
www.ispso.org and Adjunct Professor UCD. Simon’s work takes 
coaching into new territory, utilising coaching as an OD intervention 
and organisational change technology. Simon is a highly gifted 
communicator; building trust and confidence, he coaches and consults 
CEOs and leadership teams. An internationally acclaimed author, his 
new podcast, Edgy Ideas, aligns with his company purpose: ‘coaching 
leaders to act in good faith to create the good society’.  For online coach 
training, Eco-leadership development and supervision, contact:

simon@analyticnetwork.com 
www.analyticnetwork.com

Association for Coaching (AC) & the Institute 
of Coaching (IOC) present our International 
Leadership & Coaching Conference, 2020 

Coaching in the Workplace  
Performance. Culture. Mastery.

Find Out More
For more information or to sign up for Coaching in  
the Workplace, please visit

www.coachingintheworkplace.org
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have partnered to bring you a high value, business 
relevant leadership and coaching conference that 
will make an impact in your role. Join other business 
leaders, internal coaches, talent & HR practitioners, 
and emerging leader coaches for this entirely  
virtual event. Click here to register, today!

You will hear from senior executives, first-hand, 
how they are using a coach approach 
to inspire purpose, personal and business 
excellence, and drive high performing 
teams. Also listen to other internal coaches and 
talent professionals as they share their wisdom 
and insights around their journey for building a 
sustainable coaching culture. 
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LEADER AS COACH: TALES FROM  
THE FIELD IN THE AGE OF COVID-19

On asking people about their experience of the crisis, I noticed 
many counterintuitive and paradoxical outcomes. No one has all 
the answers, so the coaching mindset of curiosity seems critical, 
while at the same time it must give sufficient direction to avoid 
chaos. Fears about productivity and connection have been, 
in many cases, allayed. Work practices that a few weeks ago 
seemed impossible are now normal. The boundaries between 
work, home and school are blurred, with different individual and 
family set ups facing different challenges.

Where leaders have already been working with a coaching style, 
there seem to be many examples of heightened connectivity 
and enhanced productivity. Approaches informed by positive 
psychology seem to be bearing fruit – consistent with a coaching 

approach. Keeping a positive mindset at the same time as facing 
the stark reality of what is happening provides a leadership 
foundation for productivity and wellbeing through crisis. 

Coaching encourages empowerment and collaboration, so it 
would be reasonable to assume that a coaching leadership style 
might assist in keeping the virtual lines open. This is happening, 
and people seem more prepared to open up about the 
personal – even though the medium is virtual. Leaders and team 
members have windows into each other’s homes. Anxiety, stress 
and overwhelm are commonplace, and leaders who coach seem 
to be finding new ways of helping people to find ways through 
the situation they find themselves in. Humour and humanity are 
shining through. 

We thought it appropriate to share some thoughts on how a leader-as-coach 
approach sits within the current Covid-19 crisis. Geoff Abbott, Director of 

Executive Coaching at QUT School of Business, Australia, canvassed the AC 
and other networks and found that teams and individuals are experiencing 

the pandemic in many different ways. 

Here are three stories to illustrate some themes emerging during 
this crisis.

STORY 1: TEAM PRODUCTIVITY INCREASES 
WITH VIRTUAL WORK

Story 1 provides evidence that team productivity can go up when 
an already functioning team with a leader-coach is forced to 
rapidly move from co-location to virtual work. 

Bridget had a co-located team of eight in university 
administration. The team functions well, with Bridget adopting 
a coaching style in her leadership. The rapid shift to home-
based work concerned her. Counterintuitively, productivity 
and motivation have increased. One perennial complainer has 
commented how much they miss being with the team! Bridget 
believes three virtual coaching initiatives may have assisted this:

• The team conducts a daily Zoom check-in for fifteen minutes, 
with both social and task-based discussions involved. 

• Weekly one-to-one coaching sessions have been ritualised – 
again with scope for personal and professional issues. 

• Everyone does a WhatsApp check in at the end of each day, 
letting the team know what they have achieved. 

Bridget is aware that motivation might slip over time and that 
she will need to engage the team in finding new strategies. In 
discussion, we reasoned that well-functioning and well-coached 
teams would do better virtually; could this also mean that  
less-functional and less-coached teams might do worse? 

STORY 2: COACHING FOR THE EXCEPTION: 
NOTICING THOSE IN TROUBLE

Story 2 picks up on how a leader-coach was able to support one 
person who was struggling, and at the same time help his team 
to thrive, through greater freedom and connectivity. It highlights 
how holding the coaching tension of enhanced connectivity 
while promoting individual attention is important, especially in 
a context where mental health issues are likely to become more 
commonplace. 

Sebastian manages a team of seven in governance and 
compliance. Over the last few years, he has worked to enhance 
his coaching style of leadership. His workplace has moved to a 
virtual setting, with exceptions requiring senior management 
approval. Initially, his team wanted to stay in the office, with 
many saying their home environment was not conducive to 
comfort or productivity. However, most adapted quickly and 



Sebastian’s challenge became one of limiting their hours! The 
exception, ironically, was the safety officer, Sarah. Sarah lasted 
two days at home before requesting a return to the office, 
citing an unsuitable home environment. Sarah understands 
that, given her role, there is a tension surrounding this choice, 
including the message it sends to others. Sebastian is exploring 
adaptability from a number of angles. He sees the coaching as 
‘work in progress’ and believes his coaching style has assisted in 
identifying and managing a potentially derailing situation. 

STORY 3: LEADERS UNDER STRESS 

In Story 3 there is evidence that managers are coping in different 
ways with anxiety, fear and overwhelm. There is evidence that 
coaching approaches are being abandoned, and command and 
control engaged – at a cost. The sweet spot is for the leaders to 
be mindfully present in the virtual world in order to support and 
inform about the reality being faced, while at the same time 
offering hope for the future. 

Josephine coaches in a manufacturing company, very much 
in the thick of Covid-19 crisis management and production. 
Last week, she delivered a virtual workshop with the UK 
management group to close off a coaching programme. She 
shared the Kubler-Ross Change Curve with them to show the 
range of different feelings and stages people go through in 
response to trauma and loss. This enabled participants to 
recognise where they each were in terms of the different stages 
of loss, and how this often differed from their teams. Two 
insights particularly struck Josephine. First: Andrea shared that 
she managed to present a confident and decisive persona to her 
team during the week, but slid into depression at the weekends. 
Second: adopting a coaching style, Jacob chose to pass up 
a meeting to instead give his team extra time to talk ‘about 
personal stuff, families and home’, while his boss was reacting to 
the crisis by becoming hyper-controlling: ‘Just do it!’ Josephine 
encouraged the workshop group to ask Jacob coaching 
questions, which he found helpful in creating perspective, 
insight and support. He was able to let go of his frustration 
by recognising that the extra controls put in place by higher 
management – which were slowing down production at a time 
when those on the floor want to pull out all the stops to help – 
was due to their anxiety and stress, not obstructiveness. 

Leaders are being asked to be magicians at this time. Many are 
working triple-time. They are charged with looking after their 
own wellbeing while managing virtually the emotional wellbeing 
of employees. They are dealing with daily loss of many kinds 
– yet still must find ways of plotting a path to a hopeful future. 
These stories give hope that the philosophies and practices 
of coaching in leadership can assist people to move through 
this rapid and uncompromising period of change across the 
globe, including riding the rollercoaster of grief. Coaching at its 
best enhances collaborative practice, while at the same time 
works with whole people to recognise that each experience is 
unique and requires attention and respect. Coaching promotes 

the development of powerful narratives. No one experience is 
the same, which highlights the importance of leaders sharing 
rich stories about what works for them and their teams. And 
executive coaches have a role to play, helping leaders survive 
through and within the ‘new normal’.
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The Association for Coaching (AC) is passionate about 
all aspects of coaching and has a firm belief in defining, 
communicating and upholding the highest standards of 
best practice in the industry.

Our Coach Accreditation has been established to 
allow coaches to benchmark themselves against high 
professional standards, and to provide reassurance 
to buyers of the level of experience and capability of 
coaches. Our Executive Coach Accreditation Scheme, 
exclusive to the AC, is for those who work within an 
organisational setting.

Both Coach Accreditation and Executive Coach 
Accreditation offer four levels of accreditation from 
Foundation Coach through to Master Coach. If successful, 
you will receive a certificate of accreditation, the relevant 
AC Accredited Coach logo for marketing purposes and a 
listing in the online AC Accredited Coach directory. 

AC Coach Accreditation  
– align yourself with coaching excellence 

The AC is leading the way in 
Leader as Coach Accreditation 
Are you a HR or OD Manager seeking to enhance the 
capacity of your leaders to coach? 

Or are you a leader yourself, who would like to be 
recognised for your coaching skills?

If so, then you will be interested to know that we 
are currently piloting our inaugural Leader as Coach 
accreditation scheme, the first such programme to be 
offered by a global coaching association.

To find out more about this programme, launching in 
July this year, please get in contact with us via email at 
accreditationoffice@associationforcoaching.com

Please visit the AC website for more details

Application are welcomed from AC Organizational 

members Please see the AC website for more details

Application are welcomed from AC Organizational 

members Please see the AC website for more details

AC Coach Training Accreditation – align 
your course with coaching mastery

If you’re passionate about the quality of your Coach 
Training course, then make 2020 the year you go above 
and beyond by having your course accredited with the 
Association for Coaching!

To enable us to recognise courses of all types, we 
offer four levels of accreditation; from the delivery 
of foundation skills  for the novice coach, to Master’s 
degree level skills for the highly experienced and 
knowledgeable coach.

AC Coach Training Accreditation demonstrates to 
consumers that they are investing in a well-designed, 
balanced programme that meets a set of quality criteria 
which encompasses the AC’s Coaching Competencies.

Upon completion of the Coach Training Accreditation 
you will receive:

• a certificate of accreditation
• the relevant AC Accredited Coach Training 

Accreditation logo for marketing purposes
• a listing in the online AC Accreditation Coach Training 

directory.

Have your coaching course associated 
with the highest professional standards

An AC Recognized Course Leader as Coach 
recognition indicates to buyers that a coaching skills 
course meets the standards of industry best practice. 
Applications to have your coaching course recognised 
are welcomed from AC organizational, Corporate and 
Third Sector members.

The AC is working to help organizations benefit from a 
coaching culture and enable their leaders and managers 
to develop and empower their teams through a 
coaching approach. Our belief is that coaching skills are 
an essential leadership tool. 

The AC Recognized Course Leader as Coach is part 
of a suite of Accreditation and Recognition schemes 
designed to continue to drive high standards in 
coaching. It gives the assurance that a course includes 
core coaching competencies, essential coaching tools 
and skills and integration with existing management and 
leadership approaches. 

For more information please visit the AC website.

https://www.associationforcoaching.com/page/CADetails
https://www.associationforcoaching.com/general/custom.asp?page=RLaCDetails
https://www.associationforcoaching.com/general/custom.asp?page=RLaCDetails
https://www.associationforcoaching.com/page/CTADetails
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THE ROLE OF COACHES  
IN A PANDEMIC

We are now four short months into the Covid-19 pandemic,  
with most of us across the world in some type of isolation  
and economic and societal disruption. From the ten plagues  
of Biblical fame, epidemics have recurred commonly 
throughout history. In the 20th and 21st centuries alone we 
have experienced Spanish flu (1918-20), HIV/AIDS (1980s), SARS 
(2003), Swine flu (2009), Ebola (2014-16) and Zika (2015-16). 
However, Covid-19 seems unique in bringing economies, health 
systems and our usual ways of living to their knees so quickly 
across the whole world. 

As Sigmund Freud wrote to a colleague following the death of 
his daughter from Spanish flu: ‘The undisguised brutality of our 
time is weighing heavily upon us.’ This seems as true today as 
it was then. We are all grappling to varying degrees with issues 
such as:

• Fear and anxiety about illness in ourselves and our loved ones 

• Loss of work and associated loss of income 

• Work overwhelm with sudden increases or changes in 
responsibility 

• Changed work circumstances and contexts, with a rapid shift 
to online work

• Loss of identity through rapidly changing (or loss of) work

• Loss of contact and connection with social and spiritual 
supports

• Disruption to our daily routines

There is much cause for hope in the way the world is responding 
together with kindness, and even laying down their arms in 
response to the Unite Nation call for global ceasefire.1 

Nevertheless, the rapid change, uncertainty and disruption 
of normal life can be traumatic for individuals, families, 
communities, countries and the world as a whole – and we all 

need support in this time to remain hopeful and positive, and 
prevent mental health impacts such as anxiety, depression 
and traumatic stress responses. Through supporting leaders 
and coaching clients, coaches have a golden opportunity to 
contribute through this time. To best help their clients, coaches 
need an understanding of the psychological challenges people 
may be experiencing, to be able to recognise people in distress 
who may need psychological or psychiatric help, and have a 
toolbox of practical strategies to help support their clients.  

Psychiatry of pandemics (Springer, 2019) is a compendium of 
twelve essays edited by Damir Huremović that will help coaches 
understand people’s emotions at different phases of the 
pandemic and provide useful insights into practical strategies 
coaches can use to help themselves and their clients. 

Some of the psychological risks of the pandemic are: 
disruption, uncertainty, trauma, isolation and social 
disconnectedness, and emotional and behavioural contagion. 
Disruption of ‘normality’ is itself traumatic, as people must 
rewrite their assumptions about life and way of life in a 
short time frame. This may also be associated with feelings 
of grief over the many losses this change brings about. The 
isolation of quarantine cuts to the core of our human need for 
connectedness, and can contribute to loneliness with resultant 
impacts on mental health. Emotional contagion involves the 
spreading of anxieties and fears, while behavioural contagion 
results in phenomena such as mass toilet paper purchasing. 
Social contagion means it may not be possible to respond 
rationally even though we like to think we would. Sometimes 
anxiety based on rumour and fake news may cause more harm 
to society than the infectious agent itself. 

Deputy Editor Dr Jocelyn Lowinger reviews a useful resource that 
can help coaches understand people’s emotions and psychological 

risks during the pandemic, including practical strategies to help their 
clients through the Covid-19 crisis. 

Perhaps the most serious consequence of these psychological 
risks is the emergence of new (or exacerbation of pre-existing) 
mental illness – including depression, anxiety, post-traumatic 
stress disorder and even suicidality. Coaches have an important 
role to play in mitigation of psychological risks to help prevent 
serious mental health consequences; early recognition, 
intervention and referral for appropriate psychological and/or 
psychiatric management. 

USEFUL COACHING STRATEGIES

Coaches can support their clients to develop constructive and 
ritualised communication and connection strategies: these help 
coaches' employees maintain some sense of normality and ease 
some of the negatives of isolation – particularly when working 
from home is a new thing to someone's life. Although the 
overall picture is one of uncertainty, ensuring clarity around any 
communication to staff will be very helpful to many people. 

Although coaches are not mental health professionals in the 
traditional sense of the word, they can certainly support their 
clients in many ways:

• Psychoeducation: helping people understand their own 
responses to grief, loss and uncertainty

• Empathic listening; supporting and normalising the range of 
emotional responses

• Helping coachees develop practical problem-solving 
strategies

• Address cognitive distortions; if trained, you may use  
cognitive-behavioural techniques 

• Empowering clients by encouraging autonomous  
decision-making where possible

• Encouraging clients to develop daily routines and maintain 
healthy diet, sleep and exercise 

• Promoting gratitude, hope, humour, and deliberately seeking 
the positive 

• Supporting people to embrace cultural, spiritual or religious 
beliefs that promote resilience and coping. 

 

RECOGNISING MENTAL HEALTH RED FLAGS  
AND REFERRAL 

While a range of emotional responses are normal during a 
pandemic, coaches are well placed to look out for and recognise 
signs of mental illness. It may be helpful to use a validated 
psychometric measure to assess levels of stress, anxiety and 
depression. And don’t hesitate to refer clients you are worried 
about to their GP or a psychologist for assessment. 

USEFUL FURTHER RESOURCES

ICD-11 for Mortality and Morbidity Statistics (ICD-11 MMS) 2018 
version: icd.who.int/browse11/l-m/en 
See particularly section 06: Mental, behavioural or 
neurodevelopmental disorders  

Diagnostic and Statistical Manual of Mental Disorders (DSM–5): 
www.psychiatry.org/psychiatrists/practice/dsm

Warwick-Edinburgh Mental Wellbeing Scales:  
warwick.ac.uk/fac/sci/med/research/platform/wemwbs 

Warning signs of mental illness: www.psychiatry.org/patients-
families/warning-signs-of-mental-illness

WHO Coronavirus disease (Covid-19) Pandemic:  
www.who.int/emergencies/diseases/novel-coronavirus-2019

ABOUT THE REVIEWER 
Dr Jocelyn Lowinger has an Honours degree in Medicine (1994)  
and a Master of Science degree in Coaching Psychology (2019).  
In 2018 Jocelyn started Coach GP, a coaching practice focused on 
medical professional development including helping doctors build 
leadership skills, confidence and manage career transitions. Jocelyn 
coaches doctors from a broad range of medical backgrounds  
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1. news.un.org/en/story/2020/03/1059972
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LEADER-AS-COACH IN ACTION  
AT TRIODOS BANK

The financial crisis of 2007-2009 raised many questions, including 
the question of the individual responsibility of bankers who 
participated in a completely reckless system. You can ask the 
same question about corporate social responsibility towards 
people and the planet. Think of the ‘dieselgate’ scandal, in 
which Volkswagen cheated car emissions tests and where many 
employees were aware of the software tampering.1

Too often you can observe people taking part in a company in 
order to realise business objectives that are far outside their own 
value pattern, and they adapt their behaviour accordingly.

Two famous social science experiments looking at the role of 
the environment and authority are often used to explain this 
behaviour. Zimbardo's simulated prison experiment2, looking at 
the role of the environment on human behaviour, showed that a 
situation or context (in this case being cast as a prisoner or guard) 
can provoke regular people to pathological behaviour. ‘We have 
to be aware of the power of circumstances,' says Zimbardo. 

Meanwhile, Stanley Milgram's obedience to authority experiment3 
that showed that most of us are prepared to treat another human 
being 'badly' (in the experiment, to administer fake severe electric 
shocks that the participant believed were real) when a person 
with the necessary authority says it is okay.

These experiments showed the negative influence of the 
environment (Zimbardo) and of authority (Milgram) on human 

behaviour. However, context and authority can be used to 
encourage positive behaviour towards other people and the 
planet, as my experience at Triodos Bank shows. 

Triodos Bank was founded in 1980 to help build a sustainable 
world. Sustainable banking is anchored in the bank's articles of 
association and business model. In practice, this means: savings 
are only converted into loans to sustainable projects; investments 
are positive-impact oriented; transparency (e.g., the names and 
activity of the credit customers and invested companies); no  
profit maximisation; no bonuses; the ratio between minimum  
and maximum salary is fixed; and shares are not listed on the 
stock exchange. 

And yet, Triodos Bank is not a sweetened paradise but a place 
where people work, with all human characteristics and choices. 
So how is Triodos' individuality, its USP if you like (sustainable 
banking), safeguarded? This is precisely where the importance of 
Zimbardo's environment comes into play. There are our articles 
of association, our mission, our Triodos clients – investors and 
savers as well as borrowers – and above all our employees. All 
these elements together create a context that sets socially and 
ecologically responsible banking as a standard. With newcomers  
 
 
 
 

Lieve Schreurs, Corporate Communications Manager at Triodos Bank Belgium, 
shows how context and authority in companies have a positive influence on the 

individual actions of employees. 

(often from the 'traditional' banking world) we sometimes see 
reactions of a) disbelief, b) having to take off some kind of harness 
they had in a previous job, and c) having to unlearn to reach a goal 
by 'instrumentalising' your colleagues. 

The context of values-driven business management appeals 
to different behaviours than those stimulated by a maximally 
profit-driven business. Thus, we can create a context from which 
a positive appeal for socially responsible behaviour is made. 
And that goes for a company or an organisation, and in politics, 
education and the media.

So too, if an authority figure can influence people (Milgram),  
it also means that authority can steer people towards positive 
change. Think also of Rosenthal’s Pygmalion effect , whereby  
the expectations we have of someone can create a  
self-fulfilling prophecy. In the workplace, a manager's 
expectations are communicated to employees and thus  
influence their expectations of themselves, their behaviour  
and ultimately their performance. The selection and policy  
of board members and managers is therefore extremely  
important for the behaviour of employees. 

And why would employees, our co-workers, respond to all 
these positive appeals? In short, because most people derive 
satisfaction from positive action; for example, the satisfaction 

of positively contributing to a sustainable world. Context and 
authority can encourage people to choose for positive change. 
In this way, banks such as Triodos and other organisations can 
become financial forces for good and are an exemplar for leaders 
and coaches alike. 
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1. For more information, see wikipedia.org/wiki/Volkswagen_emissions_scandal
2. For more information, see prisonexp.org 
3. For more information, see psychology.fas.harvard.edu/people/stanley-milgram 
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Lieve Schreurs is Corporate Communications Manager at Triodos 
Bank in Belgium. She joined Triodos in 2001 and has been working 
in marketing and communications since then. Lieve holds a master’s 
degree in Romance Languages from KULeuven. Over more than twenty 
years she has coached small- to mid-size teams. Five years ago, she 
took the initiative to reorient her job to a senior content-driven function 
rather than direct management. She is married and has three children.

Spring into action and make  
2020 the year of accreditation!
Join our complimentary support  
calls to assist your application.

If one of your goals is to achieve Association for 
Coaching (AC) Accreditation this year, now is the time to 
start working on your application.

Join our weekly Accreditation Support Calls, available 
for members who are in the process of applying to 
become an accredited coach or have their coach training 
programme accredited. 

Calls take place via the Zoom platform and provide you 
with the opportunity to engage with other AC members 
going through the same process. 

Register now to receive this complimentary benefit of 
your AC Membership. We look forward to connecting 
with you soon!

Share your wisdom and inspire 
coaching excellence. 
Contributions welcome at  
Supervision Corner

Join our new “Supervision Corner” on the AC website. 
Contribute to future strategy, learn, share ideas and get 
involved in new initiaitives. 

We want to hear from you! So log on to the website 
and search for Supervision Corner. Join us and share 
your highlights, challenges and thoughts about 
coaching supervision – together we can advance the 
coaching profession.

You can also take part in our lively Supervision Special 
Interest Group. We meet quarterly, with members from 
across the world. 

If  you are interested in finding out more, please contact 
Margaret Barr at: 
supervisionadmin@associationforcoaching.com

Please visit our Events Calendar to book a place on either of the calls: 
AC Events Calendar

 For more information on our Accreditation Schemes, please visit:  
Accreditation at a Glance

https://www.associationforcoaching.com/events/event_list.asp?show=&group=&start=3%2F16%2F2020&end=&view=&cid=17532
https://www.associationforcoaching.com/page/AccreditationataGlance
mailto:supervisionadmin%40associationforcoaching.com?subject=
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COACHING IN THE  
OPERATING THEATRE

Burnout in the medical professions is a significant issue.i, ii 

Although we know coaching individual health professionals helps 
reduce burnout, delivering quality 1:1 coaching at scale to all staff 
is, at present, unachievable. Thus, there is a huge opportunity for 
the health-leader-as-coach to make a big difference, by promoting 
the personal and professional development of individual staff, 
improving team performance, and fostering a healthier culture – 
all for patient benefits.

I (Mat) have found coaching skills a valuable addition to my NHS1 
practice as a consultant surgeon. Examples include:

• High-quality theatre team debriefings using coaching principles
• Coaching and mentoring of staff
• Resilience workshops
• Using coaching in education

OPERATING THEATRE DEBRIEFINGS

The operating theatre is a complex environment where errors, 
often human factors, can lead to life-changing consequences. 
The typical team (often changing) is composed of six to eight 
staff: nurses, theatre practitioners, support workers, surgical and 
anaesthetic doctors, and trainees. During every session, the World 
Health Organization (WHO) recommends a team debrief (among 
other safety steps) where the team reviews the day, processes and 
teamwork, and identifies concerns or other issues.iii There isn’t one 
prescribed way of debriefing, and teams may undertake activities 
in addition to a minimum checklist.

Undertaking high-quality team discussion at the end of a busy 
day is challenging. In our experience, a typical debrief is either 
minimal and quick, or a lengthy discussion of deficiencies outside 
of the team’s control. Although teamwork may be constructively 
addressed, hierarchical structures may prevent some team 
members from speaking up.

INTRODUCING DEVELOPMENTAL TEAM DEBRIEF

To improve the quality of theatre debriefing, we introduced 
coaching techniques, using the following guiding principles, to 
ensure a debrief is:

• Developmental
• Positive and supportive
• Solution-focused
• Non-hierarchical
• Expanded while still fulfilling WHO requirements

The new developmental debrief is led by me after the weekly 
theatre day. Typically, a question is posed at the beginning of 
the day, and at the end of the day everyone states their views 
and we discuss. Images/coaching cards are helpful to stimulate 
discussion, and an aid for those who might otherwise struggle 
due to personal or hierarchical factors. Examples of things that 
occur in our team debrief include:

• Team role descriptions are displayed, and people stand by the 
role they performed. We discuss how well roles were covered.

• Feelings at the start/end are described, helping us understand 
each other better as human beings. Alternatively, staff identify an 
occurrence during the day and describe how it made them feel. 

• Strengths that individuals, a colleague, or the team displayed 
are identified. The same can be done with different aspects of 
emotional intelligence.

• Developmental opportunities are identified. To ensure 
a positive experience, only one or two people look for 
deficiencies each day.

• Feedback to each other: everyone is randomly and 
confidentially allocated a colleague. A task is assigned, such as 
identifying what the colleague did well, identifying a strength of 
theirs or thanking them.  

Health professionals have a great opportunity to make a difference  
to the lives of others, but experience high rates of burnout. Doctors  
Mat Daniel and Tul Laosakul explain how coaching – combined with  

leadership – can foster a healthier culture to the benefit of all.

• A team resilience toolkit2 (strengths, strategies, resources, 
insights) is developed.

• Singing, using adapted words of popular uplifting songs.

EVALUATION

Although initially it felt odd to be discussing ourselves as much as 
patients, with time we appreciated how such debriefs help us 
work together better. Observed benefits of the developmental 
debrief include:

• Everyone takes equal part as active participants, including 
previously quiet individuals. While this may make some 
uncomfortable, it unequivocally signals that everyone’s view is 
not only welcome but required, and that team development is 
everyone’s responsibility.

• Several changes have been made to how we work, suggested 
by a variety of people.

• A relatively horizontal structure exists.
• Visiting or new staff routinely comment on how welcoming, 

inclusive and open the team is, making new staff feel a part of 
the team more quickly.

To assess the impact of high-quality team debriefing, we (Mat 
and Tul) surveyed staff from our theatres, from other theatres 
and from our outpatient areas. We compared staff who 
participated (at least monthly) in high-quality debriefs (either 
the developmental debrief described previously, a structured 
debrief or team-leader-led meetings) with staff who did not 
participate regularly in team debriefs or only took part in quick, 
informal debriefs. The 30 staff who took part in high-quality 
debriefs, compared to the 19 who did not, were more likely to 
report increased engagement (35% vs 16%), less likely to be 
team detractors (20% vs 42%) and rated work culture higher. Our 
findings support the idea that theatre briefings and debriefings 
have a positive impact on teamwork and communicationiv,v, 
although of course debriefs and culture changes don’t occur  
in isolation. 

In developmental team debriefing, coaching is used as a way 
of leading and to construct cultural norms, which differs to 
classic 1:1 executive, externally contracted coaching. While team 
development could be improved with external coaching, short but 
regular sessions spent on team and personal development, led by 
a team member, represent a practical and achievable reality. 

NEXT STEPS

Within our team, everyone has an opportunity to lead a 
developmental debrief. Developmental debrief ideas are 
also shared with other teams, and we would in turn welcome 
feedback from others. We don’t suggest that everyone should 
undertake team debriefs in this fashion, as this relies on both 
having a team member trained in coaching and able to influence 
change plus the willingness of team members to adopt coaching 
attitudes and behaviours. Other strategies may be more suitable 
for some teams. 

What is perhaps more important than expecting everyone to 
undertake such debriefs is the cultural shift that working with 
coaching principles brings: the subtle change in how people 
interact with each other and the development of a coaching 
culture. We don’t all need to be expert coaches. But if we 
approach each other from a position of respect, trust and 
support, the whole team develops a positive coaching culture. 
This makes for a better-working team, happier staff and  
excellent patient care. 
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1. The British National Health Service
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i. McKinley, N, et al. 2020. Resilience, burnout and coping mechanisms in UK 
doctors: a cross-sectional study. BMJ Open 10(1): e031765

ii. Heinen, M, et al. 2012. Nurses’ intention to leave their profession: A cross sectional 
observational study in 10 European countries. Journal of Nursing Studies, 50(2): 
174-184

iii. Vickers, R. 2011. Five steps to safer surgery. Ann R Coll Surg Engl, 93: 501-503
iv. Bethune, R, et al. 2011. Use of briefings and debriefings as a tool in improving 

team work, efficiency, and communication in the operating theatre. Postgrad Med 
J 87(1027): 331-334

v. Leong, KBMSL, et al. 2017. Effects of perioperative briefing and debriefing on 
patient safety: a prospective intervention study. BMJ Open 7(12): e018367

2. For an example, see collegeofwellbeing.com
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ASSOCIATION FOR COACHING NEW 
LEADER COACH ACCREDITATION SCHEME

The Association for Coaching (AC) aims to: 

‘inspire and champion coaching excellence, to advance the 
coaching profession and make a sustainable difference to 
individuals, organizations and society.’ 

If we wish to truly make a difference to organisations and 
society through coaching, as well as individuals, then we 
need to inspire, encourage and support everyone in society  
to recognise the value of coaching and to become better  
at coaching. 

In many organisations today, coaching is seen as a 
standalone development intervention. If people are seen 
to be wrestling with an intractable problem, or seeking to 
develop themselves, a coach is called in. Organisations 
have long recognised the need for their leaders to manage 
performance, and so we face fewer requests to conduct 
‘remedial’ coaching. But in today’s complex world, 
organisations are now also recognising the need for leaders 
to step up and play a more active role in the development 
of their people. In today’s workplaces, staff are faced with 

As professional coaches we add value through the work we do, but it has 
long been recognised that the value of coaching increases exponentially if we 
help leaders inside organisations develop their skills too. Master coaches and 

supervisors Paul Lawrence and Jeannette Marshall explain the new AC initiative 
to accredit leader-coaches. 

complex challenges every day of their working life, and 
people are now more demanding of their employers, seeking 
support to become more capable and adept at managing 
those challenges. This support is required in the workplace, 
in real-time. External coaching will always have its place, but 
for coaching to fulfil its potential it needs to be continually 
available, to all, in real-time. Time for our leaders to step up.

A few leaders rise to this challenge effortlessly. They intuitively 
understand the value of coaching and find it easy to make 
the time to listen, and to offer feedback respectfully. But most 
leaders find it difficult. They find it hard because they have 
been told that leaders are supposed to know all the answers. 
They find it hard because they feel under pressure to get 
things done quickly. They find it hard to make the time to 
coach. And they find it hard because, in many respects, being 
a leader-coach is harder than being an external coach. 

Leaders find coaching hard 
because they have been told that 
leaders are supposed to know all 

the answers

The challenges are multiple: leader-coaches usually don’t 
get to choose who is on their team. External coaches get to 
choose who they coach – if the chemistry is not there then 
both parties can politely decline. Leader-coaches must dance 
nimbly between coaching and other forms of conversation, 
sometimes in the same interaction. External coaches don’t 
need to.. Staff demand feedback from their leader-coaches. 
Some leader-coaches avoid giving feedback. Leader-coaches 
must work with their whole team. Many external coaches 
choose to focus only on working with individuals. 

Efforts to help leaders develop their coaching skills have 
delivered mixed results. This is not surprising when we 
consider the challenge from a systemic perspective. It may 
be quite logical and rational simply to train people with new 
skills, group by group, person by person. This is a popular 
approach, but one that doesn’t usually work. When we seek 
to influence a whole population to behave differently, we are 
effectively engaged in culture change. We need to recognise 
the importance of cultural norms – the preferred way of doing 
things in organisations. Leaders require ongoing support from 
their peers and colleagues if they are to succeed in achieving 
sustainable changes in behaviour in a context in which 
coaching doesn’t yet take place. 

For coaching to take root in an organisation we need 
coaching heroes: strong advocates who others talk about and 
want to work for. Accordingly, more and more organisations 
are asking for the efforts of those who are good at coaching 
to be recognised. These are the leaders who understand 
that their role is not to know all the answers – their role is 
to ‘conduct the orchestra’. These are the leaders who know 
they will fail to attract the best talent if they don’t create a 
learning environment. These are the leaders who know when 
a coaching conversation is required and when a different kind 
of conversation is required. These are the role models, the 
leaders who people want to work for because they know they 
will grow and be successful. [Take a look at how a  
leader-coach approach has been embraced at medical 
technology company Medtronic in our Deep Dive on p58]

Organisations ask us how they can recognise the capabilities 
of these leaders. For these organisations it isn’t sufficient 
to hand out training programme certificates of attendance. 
Lots of people attend training programmes but don’t go 
on to become good coaches. Some don’t change their 
behaviours at all, because the prevailing culture doesn’t 
support such a change. To help organisations recognise and 
support leaders with coaching, the AC will be launching a 
leader-coach accreditation scheme in the second half of 2020. 
This new accreditation scheme will be the first of its kind. The 
scheme will support and validate leader-coaches with robust 
requirements: a demonstration of the capacity to coach, 
beyond evidence of attending a training programme.

Last year, a group of organisational development leaders 
responsible for advocating the value of coaching within their 
organisations came together to explore, through a series of 
conversations that ranged deep and wide, what this scheme 
might look like. A literature review was undertaken to ensure 
that the accreditation design will be evidence-based. Based 
on this we now have the foundations for a pilot that will 
include leaders from several countries around the world. 
We plan to review the results of the pilot, socialise our 
findings with those interested, and launch the leader-coach 
accreditation scheme before the end of 2021.

If you would like to know more, please don’t hesitate to 
contact Dr Paul Lawrence, who is leading the pilot, at 
paul@ccorgs.com.au, or Jeanette Marshall, AC Director of 
Accreditation, at jeannette@associationforcoaching.com



APRIL 2020 | Issue 25 27

A
C

C
R

E
D

IT
A

T
IO

N

associationforcoaching.com26

HOW MY MCC APPLICATION RESET  
MY COACHING PRACTICE

After more than twenty years as an executive coach and 
chartered psychologist, I decided to finally start working on 
my MCC application. I had never really needed to ‘prove’ 
my skills, having first worked in a global consulting firm and 
in recent years as a vice president at a top-ten Fortune 500 
company. Having just been appointed into the role of Head of 
Coaching for Petroleum Development Oman, and written the 
first accredited programme for HR professionals (AACT1) in the 
region, I thought it was time I practised what I preached. 

PARTNER WITH THE ACCREDITING BODY  
AND CHOOSE WISELY

Before I started this journey, I did due diligence and 
researched accreditation through the ICF, EMCC and AC. 

I even went to the local ICF chapter meeting in Oman. 
However, I wanted support from a knowledgeable person 
(rather than admin or an avatar) to answer the many 
questions I had. Luckily, I discovered that person: Jeannette, 
Director of Accreditation at the AC. Jeannette answered all 
my questions and more. She gave me a comparison table of 
what each organisation was offering, which helped me make 
an unbiased choice regarding which organisation I should 
become a member of in order to undertake accreditation. 
Jeannette has been there for me – on Skype, on email – 
and always eager to help. Even though the ICF is in Oman, 
I chose the AC. One big deciding factor was that the AC 
acknowledged my years of experience.

DON’T RELY ON YOUR MEMORY! 

The importance of the discipline of logging coaching hours 
and putting all your reflective practice in one place cannot be 
stressed enough. The number of hours I wasted going through 
old notebooks, old emails and my diary was painful to say the 
least. However, thankfully I was able to dig it all out and put 
it all on paper. Since then, I have become ultra-diligent in my 
administrative duties, even though I don’t enjoy it!

MAKE ALL THE CPD COUNT 

I spend at least three hours a week on CPD to help keep  
me current: reading articles in the Harvard Business Review, 
reading coaching articles, watching YouTube, exploring 
LinkedIn Learning. But do I stop and make notes afterwards? 
NO! I let the thoughts stew in my head and then hastily  
move on to the next thing on my to-do list. A huge  
missed opportunity.

YOUR SUPERVISOR IS CRITICAL

Over the years, I have had different coach supervisors. Back in 
the 90s I was lucky to work with David Peterson, who taught 
me so much about my coaching style, and various others who 
helped me process different dilemmas and moments when 
I was truly stuck. The supervisor who worked with me for my 
MCC application was a godsend. When I was musing about 
the ‘dilemma questions’ she was there to offer a different 
view. When I was hard on myself about my fitness to practise, 
she rebalanced me. 

THE AUDIO TRANSCRIPT EXPOSES THE GOOD, 
THE BAD AND THE UGLY! 

I have to say, the most impactful CPD I have ever done in 
the last twenty years is the fitness to practise work. Having 
thought I had done a pretty solid coaching session for my 
audio submission, my reaction when I read the transcript and 
matched it against the AC competencies was one of horror! 
When did I become a ‘fix it’ listener? When did I talk so much? 
Where were all of those powerful questions? I have to say, 
that piece of work was the big reset for me. As I went through 
each behavioural indicator in the AC competency framework 
and used them to structure my fitness to practise statement, 
it really gave me insight into where I needed to up my game. 
Of course, there were things that I did well – but this really 
helped me frame my development plan going forward. Given 
its impact, I made a note to repeat this exercise every couple 
of years.

After countless hours of searching through paperwork and 
completing the different sections (some of which can be quite 
painful, I warn you!), my application was submitted. 

And I passed!

Executive coach Anuraag Garg shares the lessons she learned from applying
to the Association for Coaching for her MCC accreditation.

ABOUT THE AUTHOR

Anu is a chartered organisational psychologist and accredited 
master executive coach. She has worked in the oil and gas sector for 
over twenty years – previously with Shell as vice president human 
resources, and with PDO in Oman since 2018. Prior to that she worked 
in consulting, specialising in leadership development and executive 
coaching, working with C-suite leaders and their teams globally.  

1. Accredited award in coach training
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count prior coaching hours as part of the total required, which 
is particularly useful for some who have already done a lot of 
coaching as part of their day job. 

Another aspect that can deter some applicants from 
accreditation is the requirement for prescribed types of 
continuing professional development (CPD). Shellard and 
Mullins believe that that the AC has a refreshing and sensible 
view of what constitutes CPD, so that a breadth of activities 
can be included. 

The entire accreditation process is colour coded, making it 
easier for the students and trainers to be aware of whose 
responsibility each part of the process is. Where possible, 
Mullins and Shellard have tried to integrate accreditation 
activities into the coach training programme itself. For 
example, applicants have to document their personal 
coaching approach. Mullins explained: ‘We want our students 
to complete this in the early modules, so we provide the 
formative assessment piece for them. We give them feedback 
so that they're ready. In a way we are acting as outreach for 
the AC to help students get ready for submission.’

Their coach training programme is all digitally based. In 
the past people often finished a coaching course armed 
with a huge manual – but by contrast the materials for this 
programme are placed on a shared drive, providing greater 
choice for students and help with sustainability.

Shellard reflects: ‘We include all of the supervision hours 
needed for accreditation. What can often happen is that once 
someone has finished their coach training they fall out of 
the discipline of supervision, which means they cannot get 
accredited without the required number of hours. So, we take 
students all the way through to get the number of supervision 
hours they need to accredit, and then also offer ongoing 
coaching supervision support afterwards.’

Both coach trainers explained that they believe the real 
benefit of accreditation comes from a coach reflecting 
rigorously on their personal coaching philosophy and 
approach. They believe that it’s this type of activity that the 
students should invest their time in, rather than form filling. 
‘We want students not to think of it as an application in terms 
of bits of pieces of paper, but as useful learning – a more 
meaningful exercise,’ says Shellard. 

The coaching course has been developed to serve the needs 
of a diverse coaching community with coaches aged from 
26 to 61 in the first cohort, including two with Social Impact 
Scholarship places. Mullins and Shellard believe that this 
can provide a useful form of reverse mentoring, with a mix 
of people from different industries, ages, geographies and 
cultural backgrounds.

The final reflection on the accelerated accreditation pathway 
from #RideTheWave is that this could make a significant 
change in the coaching profession. Working with the AC to 
strip the accreditation process back to its bare essentials 
has meant that students focus on real learning and meaning 
rather than getting put off by masses of paperwork. That can 
only be a good thing for the future. 

Embarking on the accreditation process can be daunting  
as a coach, particularly if form filling and collecting evidence 
are not your strengths. However, the Association for  
Coaching (AC) made the entire process much easier 
recently when they launched a new supported accelerated 
accreditation pathway.

The first group of coach trainees to experience this new 
framework were participating in a professional coach training 
programme delivered by Lucy Mullins and Sonya Shellard at 
#RideTheWave. Both Lucy and Sonya have been involved in 
coach education for many years and have worked with the AC 
while previously running university-accredited programmes.

The coach training programme ensures that elements of the 
accreditation process are more tightly integrated into the 
learning journey, which along with support offered from the 
AC has enabled the trainee coaches to focus on the most 
relevant parts of the process, such as reflecting on their 
personal coaching approach and fitness to practise. 

Shellard commented: ‘It's just been a fantastic experience for 
us as coaching practitioners, as well as our students, because 
it’s likely we will have 90% of them accredit individually. The 
fact that it's being supported by the AC means that a lot of 
them will continue on to attain the Foundation Executive 
Coach or Foundation Coach levels, which is fantastic.

‘I think, because we've been involved over the years in  
various different coach education activities, we wanted to 
take the best of that know-how to make the programme  
very practical and accessible, which is why we chose the AC  
to work with. The AC makes it incredibly accessible for 
working practitioners.’ 

It does appear to be a joined-up collaboration between both 
parties, with students getting support from both the AC and 
#RideTheWave at the outset. This includes having pre-filled 
application forms populated with the key information about 
the course details that are already known to the AC, which 
saves a lot of time. There is also the facility for students to 

Sue Stockdale talks to Lucy Mullins and Sonya Shellard from #RideTheWave 
about their innovative way of approaching the AC accreditation process. 

ABOUT LUCY MULLINS AND SONYA SHELLARD

Lucy and Sonya have a passion for supporting people to develop 
through education, inspiration, challenge and fun. Both are 
experienced professional coaches, coach educators and coach 
supervisors. Over the years they have worked with a huge variety 
of clients, ranging from entrepreneurs to FTSE 100 companies and 
universities to charities, and bring a wealth of experience, practical 
advice and case studies to their work. 

www.ridethewave.co.uk

ABOUT THE AUTHOR

Sue is a master executive coach and author, with over twenty 
years’ experience of helping leaders worldwide to maximise their 
effectiveness. She has an MBA in Entrepreneurship, an MSc in 
Quality Management and a global outlook. Sue has interviewed 
hundreds of leaders, academics and coaches to gain their insights in 
leadership, entrepreneurship and what it takes to be successful. Sue 
recently authored the special report for the AC, Enabling Leadership: 
Developing a leader coach mindset.

www.suestockdale.com 

APRIL 2020 | Issue 25 29

A
C

C
R

E
D

IT
A

T
IO

N

associationforcoaching.com28



SOMETHING NEEDS TO CHANGE.  
AS THE LEADER, IT’S MY JOB  

TO CHANGE IT
Engineer and senior manager David Kramer describes his experience of  

utilising coaching to develop high-performance teams.
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Leaders exist at all levels in an organisation. Therefore, the idea 
of a leader as coach requires a person to utilise coaching skills 
within their organisational role to influence their direct reports 
and others to achieve business outcomes. As a manager I have 
organisational power and responsibilities for the performance 
and business outcomes of others. In typical engineer style, I 
used my experience, formal training and self-help research to 
develop my own chart of the coaching cycle, and then tested 
coaching approaches and captured the impact on my role as  
a manager. 

This chart has helped my understanding of the role and purpose 
of coaching, and it provides the tools I need to create a working 
environment that will produce the necessary business outcomes 
for our department and division within our organisation. 

My approach to coaching high-performance teams involves the 
following four broad steps: align, engage, enable and celebrate.

ALIGN

My first step in creating high-performance teams was to 
align myself with organisational objectives, and build my 
department’s mission, vision, values and objectives in line with 
that. ‘We are at A, and we wish to achieve B.’ With clarity of what 
‘B’ is, I work with the team to align everyone to achieve clarity on 
B and what we need to do to get there. 

In general, I use coaching moments as opportunities during 
discussions and activities to praise and highlight examples 
of the behaviour and outcomes that align with B, and those 
moments where we adjust behaviour, activity or everything we 
do to continuously improve and adjust to align with B. 

Unlike general coaching moments, there are those times 
when someone ‘just doesn’t get it’ and a targeted coaching 
conversation is necessary regarding alignment with 
organisational goals. These conversations are planned tactically. 

I take my thoughts and plans to my mentor to clarify the reality, 
work through the options and roleplay the counter arguments. 
If it goes well, the process of explaining the goal, revealing the 
reality of what’s going on and then presenting options ends with 
a realisation that can help bring the individual to B. 

Sometimes employees may choose the option to leave our 
organisation, but usually the chosen and agreed options are 
those with mutual benefits to the person and our organisation.

ENGAGE

Once we have alignment, we can work on engagement. This 
involves setting up an environment where the team wishes to  
be engaged because engagement is a discretionary effort. 
Having a positive work environment is essential – particularly 
during those difficult, demanding and boring periods of work. 
Being present, turning up and making one’s self available to 
one’s clients requires a work ethic and creates a solid foundation  
for engagement.

In the book Fish1, choosing your attitude and being present 
are two of the most important aspects of engagement. Shifting 
emotional energy and injecting motivation and excitement into 
the workplace are the most difficult aspects and are the most 
uncomfortable coaching conversations for me to have. But they 
are worth it. I have discovered that helping to remove a barrier 
or burdens results in high-performance teams, where open 
dialogue and 360-degree feedback is possible. 

ENABLE

The next step is to enable the team to get the job done with 
sufficient knowledge, skills, tools and resources. I have seen 
managers more concerned with their careers than their 
employees; they forget that they have a role and responsibility 
to remove the stumbling blocks preventing their employees 
from getting their job done. 

However, removing the stumbling block is far more than just 
providing training, tools and resources. More than focusing on 
skills, knowledge and resources, I have found that enabling 
performance is far more about the ‘softer’ issues, including 
how people speak and behave, and allowing others to express 
opinions without being interrupted.

 

CELEBRATE

Lastly, we do of course need to measure (and celebrate) success. 
This is important to sustain the cycle. I have found SMART 
(Specific Measurable Achievable Realistic Targets) important but 
indeed difficult to create, particularly in engineering where so 
many contributing factors are at play. I suggest that one of the 
best places to start in terms of targets is with lead indicators – 
the ones that can highlight a problem long before it becomes  
a crisis. A key example is the customer net promotor score!

Overall, I believe the successes I have seen stem from an 
environment of what I call working ‘above the line’. An 
environment of encouragement, truth, laughter, work and 
enjoyment. One where ownership, accountability and 
responsibility can thrive. ‘Under the line’ environments involve 
blame, excuses and denial. A powerful coaching moment  
should create the above-the-line shift, and regular coaching 
moments abound in a good working environment with  
high-performing teams.

ABOUT THE AUTHOR

David Kramer is a group manager at Spotless, a Downer Group company. 
David has a degree in Mechanical Engineering and an MBA, alongside 
over 30 years of experience across operations, support, business 
development and estimations, risk management and insurance, 
large projects as well as shutdown planning. His experience includes 
technical design, forensic engineering and court expert testimony for 
the police. He has experience in FMCG food manufacture, packaging and 
distribution, electrical generation and distribution, steel manufacturing, 
pulp and paper as well as mining. 

1. Fish: A Proven Way to Boost Morale and Improve Results, by Stephen C. Lundin, 
Harry Paul and John Christensen. For more see fishphilosophy.com/fish-book
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Sue Stockdale talks to Kaj Hellbom, co-founder and chairman of BCI Business Coaching 
Institute in Finland, about why coaching the organisation is the next evolution in coaching.

There’s been a natural evolution in coaching over the past few 
years, according to Kaj Hellbom, co-founder of the Business 
Coaching Institute (BCI) in Helsinki and a practising coach for 
over twenty years. Coaching has developed from one-to-one 
coaching, through group coaching and team coaching, to its 
latest application: organisational coaching. Here, all the earlier 
forms of coaching are used in a wider setting. ‘It’s the next step 
in the development and evolution of coaching,’ says Hellbom. 

Hellbom’s career has been mainly in executive education at 
Helsinki’s business school. This is where, in the early 2000s, he 
first became interested in coaching. Hellbom was subsequently 
part of a group that introduced coaching to Finland and 
established the Finnish Coaching Federation in 2004 – which 
had Hellbom as its first president. 

He recalls: ‘When we started the Federation, we realised it was 
important to make sure that we had well-qualified coaches 
in Finland. So, along with a colleague, I also started a coach 
training business, the Business Coaching Institute. Over the last 
fifteen years it has become an ICF-accredited school and we 
have trained thousands of coaches in Finland.’

ORGANISATIONAL COACHING

When Hellbom started working with companies in Finland, 
he began with individual coaching of the leaders. Soon 
he recognised that it was no use developing individuals if 
nothing positive changed for the organisation around them. 
So Hellbom and his colleagues began to focus more on how 
to help move the entire culture in a positive direction. As 
someone who was interested in positive psychology and 
organisational development (OD), Hellbom found that both 
concepts worked along the same lines as coaching. This led 
him to think that perhaps there was an alternative description 
that included both disciplines: organisational coaching. 

Organisational coaching combines 
organisational development with a 

coaching mindset

‘If you want to help create a sustainable organisation that 
won’t be dependent on you as an outside consultant, you 
need to create a self-governing organisation,’ Hellbom reflects. 
‘And in traditional OD sometimes you inadvertently end up 
creating dependencies with the organisation that you're 
developing, so that you can sell more business in the future. 
However, organisational coaching combines organisational 
development with a coaching mindset.’

Hellbom’s focus on organisational coaching encompasses the 
concept of ‘positive deviance’, a strengths-based approach 

that first appeared in the 1970s. It is based on observations 
that in any community there are people whose uncommon 
but successful behaviours enable them to find better 
solutions to problems than their peers are able to. He quotes 
examples from The Power of Positive Deviancei, which explores 
instances where major interventions have been undertaken in 
developing countries with the goal of developing organisations 
with the ability to develop themselves in the future. 

There are also examples of this approach from the Positive 
Psychology Research group led by Professor Robert Quinn, 
based at the Ross Business School, University of Michigan, USA. 
Quinn’s team worked with the leadership team of a large US 
hospital that had a range of problems including poor customer 
satisfaction, challenges with recruiting staff and a negative 
culture. Quinn and his research group were called in by the 
leadership team of the hospital because they were concerned 
about the overall performance of the entire organisation.  
They were aware that the resources Quinn’s team brought  
to the problem were wider than pure coaching skills, and  
they also knew that Quinn’s team had experience of working  
with top-level executives and handling large-scale 
organisational challenges. 

Professor Quinn and his group started from the premise that 
there is always positive deviance in every organisation. Even if 
all appears bad, the presumption is that somewhere within the 
organisation something will be working well. 

So, the group looked for examples of positive deviance in 
the hospital. Sure enough, they found a small department 
where, in contrast to the issues described above, everything 
was working well: there was a successful recruitment process, 
high customer satisfaction and a supportive culture. The team 
modelled this ‘deviance’ and, in making things visible, were 
able to show the other departments in the hospital how they, 
too, could operate in a different and more productive way. 

When Hellbom recounted this example of organisational 
coaching, he explained that those using this approach  
had additional skills to those developed in traditional  
coach training. 

‘Any individual providing organisational coaching needs to 
have a systemic approach and understanding of organisational 
change as well as experience of working in large organisations 
before, because this brings an understanding of organisational 
dynamics – for example, the power games and tensions 
that often exist with the entire system.’ In addition, Hellbom 
suggests that a grounding in social psychology is vital for the 
coach in order to fully understand system dynamics. 

While this may appear like a long shopping list of knowledge 
and experience, the organisational coaching approach does 
not necessarily exclude newer or younger coaches. Hellbom 
is more concerned that a coach using this approach has the 
ability to think systemically and not be hidebound by fixed 
paradigms or norms.
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From coaching the person 
to coaching the system



Leaders often like to use traditional 
consultants, because they can 
blame them when things don't 

work. That's a game that we 
don't want to get involved in. We 
need managers who really take 

responsibility for the changes they 
want to make

Organisational coaching seems to have been well received 
in Finnish companies, perhaps because of their existing 
structures, which are fairly flat. 

‘The concept of organisational coaching is developing, at 
least in Finland,’ Hellbom says. ‘Many companies already have 
a good awareness about business coaching and a systemic 
approach to change. I would say that the northern European 
and Nordic countries are really leading the way, because 
the culture tends to be flatter and more egalitarian in our 
organisations, which is a better starting point.’

As organisations and coaching evolve, coaches in turn will 
need to adapt where they focus their attention and bring a 
wider range of skills to their interventions. To Hellbom it seems 
only a matter of time before other training organisations begin 
to develop coaches in this approach. 
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ABOUT KAJ HELLBOM

Kaj Hellbom is founder and chairman of the Business Coaching Institute 
(BCI) and an expert on coaching and leadership. Hellbom and BCI 
provide professional coach training for individuals and development 
services for companies. He has been central in building up the coaching 
industry in Finland and in northern Europe. Hellbom served as the 
president of the first coaching association in Finland. He is a coach 
trainer and active in the ICF, having been president of ICF Nordic and a 
member of the ICF global board.

http://www.bci.fi/english/ 

 

ABOUT SUE STOCKDALE 

Sue is a master executive coach and author, with over twenty years’ 
experience of helping leaders worldwide to maximise their effectiveness. 
She has an MBA in Entrepreneurship, an MSc in Quality Management and 
a global outlook. Sue has interviewed hundreds of leaders, academics 
and coaches to gain their insights in leadership, entrepreneurship and 
what it takes to be successful. Sue recently authored the special report 
for the AC, Enabling Leadership: Developing a leader coach mindset.

www.suestockdale.com 

‘It’s young people who represent the future and have ideas that 
will become the general ideas in the future. I think in every sort 
of change process you absolutely have to involve and include 
thinking from people of all ages.’ 

GETTING STARTED WITH  
ORGANISATIONAL COACHING 

In order to introduce an organisational coaching process, 
Hellbom believes it begins with securing executive-level 
support, a key step similar to that outlined by Tiffany Gaskell 
in an interview about coaching culture in an earlier issue of 
Coaching Perspectives.1

Securing executive-level commitment to coaching helps 
ensure support to develop internal coaching capacity within  
an organisation. This in turn means that the organisation can 
start to coach itself. 

However, it does mean that if top-level leaders are asked to 
‘walk their talk’ they have to show they are committed through 
their behaviour. If this does not happen, any change is less 

likely to be sustainable, and the change will not move in a 
positive direction. 

‘With top-level executives,’ says Hellbom, ‘we always meet the 
challenge that they have a lot at stake and have often been 
fighting through their careers to reach these positions. This 
means they are not often very keen to take risks like these. 
That’s why top leaders often like to use traditional consultants, 
because they can then always blame the consultants when 
things don't work. And that's a game that we don't want to 
get involved in when we do organisational coaching. We need 
managers who really take responsibility for the changes they 
want to make.’ 

Often it comes down to the amount of financial investment a 
company is willing to make, which means that organisational 
coaching has to show a strong return on investment in terms 
of key performance indicators within the business. When the 
coaching intervention is able to connect directly to these 
measures it is a much easier sell.

i. Pascale, R, Sternin, J, and Sternin, M. The Power of Positive Deviance: How Unlikely Innovators Solve the World's Toughest Problems, (2010). Harvard Business Review Press. 

From chessmaster to gardener:  
helping teams learn and grow
Listen to Sue Stockdale in conversation with Dan Hoffman. 
Sue talks to the founder of Circles Learning Labs, a company with a mission to 
facilitate authentic human connection around the world through peer learning. 
They discuss different ways that leaders can empower and coach their people, 
and what the benefits of using this type of approach are.

Visit bit.ly/CPsounds to listen. Digital readers can use the buttons below.
1. See Coaching Perspectives issue 20, January 2019, p14-17
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WHAT APPROACHES MAKE  
THE MOST EFFECTIVE  

LEADER-COACHES?
David Ringwood and Maria Brown from Management Research Group share 
some of the findings of recent research into what characteristics define the 
leaders who are best able to adopt and benefit from coaching approaches.

Most organisations aspire to a positive learning culture, where 
people can be coached and inspired by more experienced 
leaders and colleagues. This has a powerful motivational 
consequence: people feel the opportunity to stretch their 
knowledge and abilities and to achieve ongoing momentum as 
they engage in their day-to-day activities. 

While the aspiration is positive, we have to be realistic about  
the challenges. As leaders, we often start our day thinking  
about the meetings we have to prepare for, the commitments 
we have to navigate and everything else that contributes to 
quite a noisy environment. 

We may be less cognisant of ourselves as a leader-coach, as 
a motivational leader, or as a role model to others, and yet 
these are facets of our responsibilities as a leader. Awareness of 
this is in itself an important consideration: if we don’t think of 

ourselves as a leader-coach, then it becomes less likely that we 
will engage in the specific behaviours that help us to fulfil that 
role actively.

Understanding the concept of embedding a coaching style into 
our leadership is one thing, but it only becomes meaningful if we 
can engage in tangible, practical and effective actions. Coaching 
is analogous to leadership in that there is no one right or wrong 
way to lead, and similarly there is no universally applicable 
formula for coaching. Part of the skill is to understand different 
approaches to coaching and to calibrate and blend them based 
on the competence, readiness and confidence of our coachees. 
So, what are some of the coaching approaches that leaders 
might consider engaging in?

Instructional: Providing clear instructions and expectations 
from the outset means people are less likely to misunderstand 

what is expected of them. This can be particularly important 
with less experienced individuals who might feel less confident 
in asking questions if they feel uncertain. They may not even 
understand what questions they should be asking. 

Feedback-based: Instruction is best supplemented with 
ongoing feedback and guidance, helping people to understand 
how they are doing and providing helpful suggestions and 
constructive questions rather than simply telling them what 
to do, too much of which shifts the dynamic from coaching to 
teaching. The character of feedback, however, is important; 
this ranges from overly affirmative and constructive (to the 
extent of avoiding necessary challenging messages) to negative 
and critical (with a failure to recognise the positives). Both the 
motivational and the learning implications of feedback cannot 
be underestimated.

Observational: The leader leads by example, modelling 
appropriate behaviours and skills for others to observe and 
learn from. This gives less experienced people an opportunity to 
watch and listen. This can be a practical and even an inspiring 
way to learn. It is less associated with conventional approaches 
to coaching, but it is a useful component for leader-coaches as 
they build the competence and readiness of their team.

Experiential: This is often determined by the extent to which 
the leader delegates not only tasks but also ownership of, or 
responsibility for, those tasks. If we delegate a task but keep an 
extremely close eye on progress, the individual given that task 
is unlikely to feel the level of ownership and freedom to learn 
in their own way and at their own pace, and thereby acquire 
sufficient mastery. Some skills can only be truly learned through 
experience and practice, so this is an important consideration.

This is by no means an exhaustive list and there are many 
different models of coaching that can be applied very effectively. 

A wider consideration worth reflecting on as we explore the 
broader coaching and learning journey is the extent to which the 
leader plans systematically for the development of their team 
versus responding reactively when a particular learning need 
arises. Arguably, a better approach is to assess where the team is 
today compared to where it needs to be in eighteen or 24 months, 
and to consider what type and extent of coaching are going to 
stretch team members to achieve this within that timeframe. This 
strategic approach helps the leader to use their coaching skills 
most appropriately and also helps to identify the supporting 
conditions and resources that can enable that journey.

Our desire to coach others does not necessarily mean that 
we are doing it effectively. Learning by experience, acquiring 
appropriate training in coaching methodologies and 
learning from our mistakes all combine to make a leader a 
more seasoned and competent coach. But what leadership 
behaviours specifically differentiate the effective leader-coach? 
What is unique about the way that they approach their role 
that makes it more likely they will be perceived as being more 
effective than most?

Our desire to coach others does 
not necessarily mean that we are 

doing it effectively

To explore this question, Management Research Group (MRG) 
conducted a study of over 7,800 leaders internationally, 
looking specifically at those leaders who were most effective 
in their ability to develop others. This study used the findings 
of an advanced psychometric tool known as the leadership 
effectiveness analysis1, which measures a combination of 
22 leadership behaviours as well as 31 areas of perceived 
effectiveness. One specific area of leadership effectiveness 
related to coaching that was addressed asked people around 
the leader (including their boss, peers and direct reports) about 
the leader's ability to develop others by allowing room for 
mistakes, stimulating growth, challenging positively and actively 
delegating ownership. The observers rated the effectiveness of 
the individual on a 1 to 7 Likert scale2.

We used this information to address the core question: what 
leadership behaviours differentiate the leaders who are 
perceived as most effective at coaching by their less effective 
counterparts?

We focused on the perceptions of direct reports, as they are most 
likely to experience and benefit from an effective leader-coach. 

FIGURE 1.  
Effective coaching practices as rated by direct reports

1. For more information, see mrg.com/assessments/leadership

2. A Likert scale is a psychometric scale used in many questionnaires. It involves 
respondents specifying their level of agreement with a given statement from a 
range of answers, such as ‘disagree’, ‘neither agree nor disagree’ and ‘agree’.
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The findings clearly indicate that there is indeed something 
unique about those leaders who demonstrate a greater ability 
to develop others. Our research examines those leaders who are 
within the top 20% of effectiveness ratings, and how they differ 
from the remaining 80% of the population sampled. Figure 1 
outlines the relative importance of varying coaching capabilities 
that had an impact on perceptions of coaching effectiveness. 

As can be seen, one of the key findings, indicated by the longest 
blue line on Figure 1, tells us that the most effective coaching 
leaders place emphasis on demonstrating compassion and 
interpersonal sensitivity towards others (Empathy). This implies 
an inclination for that leader to see things from other people’s 
points of view. This is not simply an intellectual understanding 
of their staff’s needs: these leaders really care.

The findings also suggest that setting clear expectations from 
the outset really makes a positive difference as a leader-coach 
(Communication), but also doing so with an element of overt 
energy and enthusiasm (Excitement). The more effective 
leader-coaches appear to be considered and reflective in 
their approach, thinking things through quite carefully while 
maintaining a rational, evidence-based approach (Strategic). 
Interestingly, they also appear to emphasise a certain level 
of domain expertise (Technical), which suggests that their 
coaching role seems to work best when they bring some depth 
of specialist knowledge to the coaching process.

Leader-coaches seem to be most 
effective when they bring some 

depth of specialist knowledge to 
the coaching process

Perhaps unsurprisingly, the more effective coaching leaders  
are active in asking questions and ensuring that a two-way 
dialogue is maintained (Consensual). This is significant for  
a few reasons. The first is it confirms that a teaching approach 
is less effective than a coaching one; simply telling someone 
what to do without practices such as appreciative listening 
and investigative questioning does not work. This exploratory 
approach is reinforced by a comfort with trying new ideas and 
possibilities (Innovative).

What effective leaders-coaches don’t do is just as important. 
The red lines in Figure 1 indicate the leadership practices that 
the less effective 80% of leaders engage in (and which more 
effective coaching leaders engage in substantially less). Some 
leaders adopt a more independent and autocratic approach to 
decision-making (Self), and in doing so they are clearly seen as 

less effective as coaches and in their ability to develop  
others. The more effective leader-coaches evidently adopt  
a democratic approach, both through making decisions 
collectively (less emphasis on Self), and also through actively 
seeking the views and voice of the person they are coaching 
(more emphasis on Consensual). 

The evidence could not be clearer. Effective leader-coaches also 
appear to be more harmonious in their approach, placing less 
emphasis on an aggressive, competitive approach and the ‘you 
versus me’ mentality that this can bring (Dominant). 

The examination of individual practices that contribute to 
effective leader-coaching is important, but we can also consider 
what the evidence means for the nature of the coaching 
relationship. This two-way, active listening and compassionate 
approach is as important for what it implies as for those 
practices in themselves. Seeking people’s input and giving them 
a voice shows respect. It is also a form of inclusion, allowing 
people to play an active role in the coaching process while 
ensuring that they retain an appropriate level of responsibility 
for the ultimate outcomes. This is important, because when 
compassion goes too far it can result in the leader-coach taking 
over and assuming a level of responsibility beyond what is 
constructive. There is clearly a balance between supporting  
and appropriately challenging the coachee, helping them to 
organise their thinking and ensuring that they are an active 
participant in the process.

There is not one right or wrong way to be an effective  
leader-coach. There are clearly some practices that universally 
tend to contribute positively to the process, and equally some 
that appear to be less effective. Ultimately context is king, and 
the ability of the leader to read the room and to calibrate their 
coaching approach will always be an important and relevant 
factor. Knowing what works across multiple contexts can 
contribute to this, especially when the evidence is empirical  
and is derived from actual, real-work experience and practice.

Management Research Group (www.mrg.com) has over 35 years of experience in developing advanced psychometric assessments and in 
conducting research into important areas of leadership and people development globally.

Maria D Brown leads the research function at MRG. She provides 
empirically based insights into contemporary themes in leadership. 
Maria regularly presents her research on key leadership topics such as 
gender, generation, culture and industry differences. Maria holds a BSc 
in Psychology from the University of Massachusetts in Boston, and an 
MS and PhD in Psychology from Vanderbilt University. Upon completing 
her doctoral degree in 2012, Maria joined the Department of Psychology 
at Murray State University as an Assistant Professor. She has been at 
Management Research Group since February of 2017.
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David Ringwood is Vice President of Client Development EMEA at 
Management Research Group (www.mrg.com), an international leader 
in creating high-quality assessment tools and conducting extensive 
research in leadership, career development/personal growth, sales and 
service. He is a faculty member and executive coach at IMD Business 
School in Switzerland, and speaks regularly to international audiences 
of many aspects of leadership. He is an Elected Fellow of the Royal 
Statistical Society and is a member of the European Association for Work 
and Organisational Psychology (EAWOP) and the British Psychological 
Society (BPS). He is also Past President of the Institute of Business 
Consulting & Analysis. He holds postgraduate and advanced research 
degrees in Cognitive Linguistics.
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Upcoming Digital Learning 
Opportunities
Our Digital Learning programs offer our members 
and the wider community regular access to thought 
leadership and online learning through a variety 
of means. We provide a wide and varied range 
of topics and a portfolio of CPD live webinars 
throughout the year. 

Now, more than ever, we believe in the power of 
coaching and importance of belonging to caring 
and supportive communities that help us change 
perspective and find solutions to challenging 
situations. 

Do join our new AC Virtual Conversations: 
Supporting our Community through COVID-19 
special series. 

Where to find your next webinar?
To find all of our upcoming webinars and opportunities to learn and connect, 
please bookmark our Live Webinars Page and check back regularly. 

Here are some of our ongoing  
upcoming programs: 

Reflective Practice  
with Val Mullally, Ray Charlton and  
Ian Saunders, starting 23 April 2020

Lead Generation Made Simple  
with Kim Arnold starting 5 May 2020

Developmental Coaching  
with Tatiana Bachkirova starting 2 June 2020

Coaching Presence  
with Maria Iliffe-Wood starting 2 July 2020

https://www.associationforcoaching.com/page/ACVirtualConversations
https://www.associationforcoaching.com/page/Webinars
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PARENT COACHING: THE PATH TO  
A HAPPIER, HEALTHIER SOCIETY

Coach and parenting specialist Val Mullally explains how parent coaching 
supports the parent not only in what they do but also in how they choose 

to be, which can significantly impact both parent and child wellbeing. 

There is a crisis in children’s mental health. Over 6% of children 
aged 6-11 and 10% of teenagers in the United States are 
diagnosed with anxiety issues.i Life is becoming increasingly 
stressful for children and for parents.

In the late 90s, I began exploring emotional intelligence.  
I became convinced that young children could learn to ‘name, 
claim and tame’ emotions – a skill that could significantly 
impact their long-term wellbeing. Having successfully 
introduced an emotional intelligence programme for young 
children in South Africa, that idea became the foundation for 
the Koemba approach: a blend of parenting insights and skills, 
developed from a meeting of education with coaching and 
supervision. The word ‘Koemba’ is based on a Cameroonian 
word for ‘the smile on a child’s face as they dream peacefully’.

My ‘parent coaching’ model integrates the tenets of a coaching 
approach into parenting (for more detail see Baby and Toddler on 
Board). The base of the model (see Figure 1) is a reinterpretation 
of the third cornerstone of Co-Active coachingii: ‘dancing in the 
moment’. To convey this concept in my training, I use an image 
of a young couple dancing in a forest. This evokes many facets 
of what it means to be an effective parent coach (someone who 
coaches parents), or coaching parent (a parent who embraces 
coaching principles); qualities such as attunement, creativity, 
spontaneity, sensitivity, flexibility and being non-coercive. 

I envisage dancing in the moment not as one of the four 
cornerstones of Co-Active coaching1, but more helpfully 
represented as a circular space, within which the other three 
principles are intertwined; imagine a three-leaved design  
within a circle.

 

 
 
 
 
 
 
 
 

 
 
 
FIGURE 1. A model for parent coaching, based on the 
principles of the Co-Active Model

The circular space represents the coach ‘dancing in the moment’. 
This safe yet vibrant coaching space is undergirded by the three 
other Co-Active coaching principles, which – in additional to 
dancing in the moment – are as follows: 

1. the agenda comes from the client2 
2. the client is naturally creative, resourceful, and whole.
3. coaching addresses the client’s whole life.

Parent coaching that is based upon these principles will 
ideally lead to the parent embracing a parenting style that will 
support their children to flourish. These three principles form 
the foundation of a coaching approach to parenting, which I 
interpret as being grounded on the premises that: 

• (where possible) the agenda comes from the child.
• the child is naturally creative, resourceful, and whole.
• a coaching approach addresses the life of the family as a whole. 

From these three principles I have created three tenets of an 
approach to parenting that the parent coach needs to embrace.

#1: FOLLOW THE CHILD’S LEAD 
As a society we seldom consider that the child, like every other 
person, has their own agenda. The tenet ‘follow the child’s 
lead’ is supported by the first parent coaching principle: where 
possible the agenda comes from the child.

The task of the parent coach is to follow the client’s lead, 
compassionately hold the listening space and deftly use 
coaching tools, such as asking ‘what might that behaviour  
be telling you?’ This approach aims to open the parent’s 
awareness to follow the child’s lead.

#2: CROSS THE BRIDGE 
We seldom stop to consider that society’s attitude towards 
parenting is not one of wholeness but one of ‘how do I fix this 
child?’ When things are difficult and relationships strained, the 
message we can easily imbibe, and pass on to our children, is 
that they are ‘broken’ or ‘wrong’. 

Just as the coach seeks to create a relationship based on the 
premise that the client is naturally creative, resourceful and whole, 
‘cross the bridge’ is the action we take to take to live out the 
principle that the child is naturally creative, resourceful and whole. 

Think of an image of a child on the opposite side of a river to you. 
There is only a narrow pedestrian bridge for you to cross over. 
To leave your world, and cross over into the child’s world, you 
need to leave your baggage behind – you need to ‘park’ your own 
busyness, your agenda, your own opinions, your solutions, your 
emotions, your fears... Our baggage gets in the way of parenting 
from a base of mutual respect. Of course, it is important to be 
aware that the child has limited life experience, and that the 
young brain is still under development, but much of society’s 
common mode of parenting underestimates the child’s innate 
wisdom and can consequently erode the child’s self-esteem. 

The coach needs to use coaching tools to assist the parent 
consciously park whatever it is within themselves that is 
blocking progress, to enable them to ‘cross the bridge’.  

We cannot support a person to develop to their full potential if 
we are standing in a separate, disconnected place of judgement. 
I propose that it is the task of the parent coach not only to park 
their own stuff so that they can ‘cross the bridge’ into the client’s 
world, but likewise to co-actively figure out with the parent what 
is needed to cross the bridge into the child’s experience of life.

#3: HEARTH THE HOME 
This tenet embraces so much. The image of the hearth 
communicates a sense of warmth, connection, communication, 
safety and nurture. Yet, the hearth is not the end in itself. When 
one has received the goodness of the hearth, one is revitalised, 
strengthened, encouraged and equipped to step out into the 
adventures of life. This is supported by the parent coaching 
principle that addresses the life of the whole family. If there is a 
challenge for the child, then there is a challenge for the whole 
family. Something that affects one person affects the whole.

A parent coach can support their client to reflect on how to 
create the environment that gives every family member the 
courage, resilience and insights to discover and celebrate the 
adventure of life. Parent coaching at its finest creates the vitality, 
strength, courage and wisdom for the client and family to live 
their lives fully in their ‘hearthed' home.

Embracing this Koemba parent coaching framework can enable 
parent coaches to raise parents’ awareness, helping them create 
a nurturing environment for their children. This, in turn, can 
develop empathy and understanding of the interconnectedness 
of us all, as the family is the primary organisation that links all of 
us to our societies and our global, networked world.

2. The third edition of Co-Active Coaching has changed this cornerstone to ‘Evoke 
transformation’. However, as children are naturally in the process of transformation, 
the earlier model feels appropriate for the parent coaching framework. 

i. www.cdc.gov/childrensmentalhealth/data.html
ii. Whitworth, Kimsey-House, Kimsey-House and Sandahl, Phillip. 2007:3

1. For more information on the Co-Active Model, see  
coactive.com/about/what-is-coactive/#the-co-active-model  
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SHARING THE KNOWLEDGE  
TO CHANGE LIVES

As a nineteen-year-old graduate of the Royal Military College, 
Duntroon, after a gruelling two-year mental and physical training 
programme, I had a vision: ‘The role most important for me to 
excel in was looking after my troops.’ 

I wasn’t entirely sure how I came up with it, or what it should 
look like; however, I soon discovered that the true essence of 
being a great leader was to support each and every individual 
around me to be the best version of themselves according to 
their personality, goals and aspirations. My role was simply to 
facilitate and provide some structure. 

This became more evident when I assumed my first technical 
posting, in the Corps of Royal Australian Electrical and 
Mechanical Engineers. I was 21, had no degree and certainly no 
understanding of how to fix a radio or vehicle. I asked myself: 
‘How was I to provide any benefit or gain the support of my 
platoon?’ I was absolutely tested by the troops, but we reached 
harmony by embracing, accepting and being validated in our 
unique roles; the troops focused on the trade and production 
output and I ensured their administration, career goals and work 
environment were all conducive to optimal results.

At the time, I was pleased with how the year went. And yet, 
reflecting on the role I was empowered to play as leader, I 
realised it was more fluke than skill that saw their lives enriched 

by my input. I hypothesised that it was in some part my 
disposition, personality and lived experience that enabled me 
to relate well to others. I discovered, however, that in presenting 
people with solutions (rather than going through the entire goal, 
reality, options and way forward checklist) and a robust reality 
test with some SMART goals and a list of self-articulated actions, 
my faith, creative expansion of concept and excitement for them 
became a burden and point of failure. 

With another lesson under my belt, I reviewed my knowledge, 
skills and toolbox. I put more effort into my personal 
development, completing a suite of qualifications that I thought 
would bring me to a place of conscious competence and 
enlightenment – where I could let go of my own desires and 
facilitate others to achieve theirs authentically and at their own 
pace. This included becoming a mediator and conflict coach, 
a degree in Business, a master’s degree in International Law, a 
master’s degree in Human Resources and Industrial Relations, 
plus a graduate certificate in Coaching Psychology.

Then came the next lesson! I arrived at a crossroads of conscious 
competence and burnout. I had invested hundreds of hours 
in coaching individuals, many from the veteran community 
and/or homeless, through goal attainment; as a group, they 
generally suffered from poor mental health and moral injury, 
but were by no means incompetent or incapable of making a 

Former army officer Kelliegh Jackson describes how her leader-coach 
approach of open information and knowledge-sharing empowers socially 

disadvantaged people to help others and build communities. 
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positive contribution. Based on their lived experience and daily 
challenges, they were well positioned to share the load. I also 
decided the $150,000 I’d spent on education could be justified 
if I shared the knowledge with others. So, I asked myself: ‘Is it 
possible to share the knowledge I have with a group of  
value-aligned and motivated people to empower communities 
and change lives?’ The answer was yes. 

I believe there is a way to share 
knowledge and skills for the 

benefit of others in a safe and 
inspiring manner, without having 
everyone complete years of study

In the Western world we have become a society obsessed with 
credentials and qualifications, thinking we can change the 
world one person and one challenge at a time. I agree that 
qualifications, experience, governance and supervision of 
delivery and performance are paramount, especially when we 
are dealing intimately with people’s lives. However, I also believe 
there is a way to share knowledge and skills for the benefit of 
others in a safe and inspiring manner, without having everyone 
complete years of study. Hence, the birth of Eyes Front and the 
vision to create a constellation of 'wellness leaders' across the 
nation. Eyes Front is an organisation dedicated to setting goals 
and taking action through working in collaboration with others 
to solve complex social problems to assist the vulnerable.

In a snap shot, a wellness leader is someone who believes that 
wellness is achievable and contextual, evolves, is accessible 
and should be done by collective impact communities with a 
multi-sector, multi-agency, collaborative leadership approach. 
Our wellness leaders emerge from the community, have a 
willingness to learn and a desire to make a positive contribution. 
They are: veterans with significant mental health issues; the 
homeless; the terminally ill; the aged; and young people with 
learning disabilities who are yet to discover who they are or 
what they want to be. In a twelve-month period, we have 
awarded scholarships to and appointed ten wellness leaders. 
The scholarships afford them the ability to learn some basic and 
soft skills to lead, coach and empower others in the community, 
to celebrate the programme and their projects through public 
speaking, and be coached and supervised by university-qualified 
professionals. Their obligation is to embrace the values and 
principles of Eyes Front and the wellness leader mission; start 
or accelerate a project that empowers communities to achieve 
wellness; bring other people and organisations together; and to 
be an ambassador for change.

The safety nets we throw over and under our Wellness Leaders 
are structure, resources, support and supervision provided by 

people who have spent hundreds of hours in study and practice. 
We believe that no single complex social issue is the same as 
another, and we support our wellness leaders to find solutions 
using agile, human-centred design principles. 

We have embraced the philosophy followed by the St John 
Ambulance organisation when it was founded in 1877 – that first 
aid was best delivered by the community as soon as the event 
occurs. We’re looking to the practice of the orders of religious 
knights of medieval times who were trained in medical care and 
could not only fight but attend a medical emergency. We believe 
it is better to have some knowledge, using it appropriately in a 
structured manner with supervision, than none. Knowledge and 
expertise achieve their aim if they are used appropriately, by 
the right people, and at the right time in a safe and supportive 
environment. People will continue to fall through the cracks, and 
additional layers of bureaucracy will be added, if information 
isn’t shared, easily consumed and delivered intuitively.

In conclusion, I want to tell you about our wellness leader 
Marcel. By the age of 49 he had been made redundant twice. 
His family had broken down after twenty years, and he spent 
continuous periods in hospital where his daughter was being 
treated for leukemia, while raising his wife’s other three children 
and his autistic son. He had a massive heart attack, found 
himself homeless and suffering with depression and anxiety. 
After six months in the programme, Marcel has conducted 
twenty public speaking engagements for schools and youth 
groups, and continuously helps and supports the homeless, 
social housing residents and the vulnerable. He has discovered 
his life can have meaning and purpose, has hope and is a 
positive role model and inspiration to others in the community. 
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ENABLING LEADERS TO  
PRIORITISE AND TAKE ACTION

Coaches often work to support leaders struggling to prioritise 
and decide how best to act when faced with multiple tasks, 
projects or issues. Similarly, in the workplace, overwhelmed 
employees often look to those same leaders for help to tackle 
very similar challenges.

In terms of a coaching tool or framework to support coaching 
conversations in this area, an adapted version of Stephen 
Covey’s well known ‘circles of influence’ modeli is used by 
coaches at NHS Elect when clients are struggling to prioritise 
multiple issues. The model prompts ownership for the actions 
and ideas it helps generate during the coaching process, and has 
been well received. The circles of influence model is also cited 
on development programmes in the NHSii that help leaders grow 
their coaching skills, and is a useful framework for leaders to use 
when coaching their employees.

THE CIRCLES OF INFLUENCE MODEL

The model is made up of three concentric circles (see Figure 1).  
The innermost circle contains things that the employee or 
coachee has control over. The middle circle represents those 
tasks, issues or challenges that the coachee or employee has a 
degree of influence over. The outer circle is filled with remaining 
matters about which no control or influence can be exerted  
– the circle of chaos. 

FIGURE 1. Circles of influence

 

USING THE MODEL TO SUPPORT  
A COACHING CONVERSATION 

The first step in holding a coaching conversation based on 
this model is to ask the person being coached to take stock 
and reflect on the current list of issues, challenges and tasks 
that they are juggling. This initial step may take time, and the 
leader/coach can assist in exploring fully this list using coaching 
strategies such as leaving the coachee free to reflect while the 
leader/coach compiles a list. It is also helpful for leaders/coaches 
to ask ‘what else?’ a few times to draw out and fully complete 
this inventory.

The next step is to populate the three circles with a list of 
tasks, issues and challenges according to how much control or 

Doctor, coach and leader Darren Leech describes how the  
‘circles of influence’ model can be used to support leaders  

and, in turn, help them help their staff.
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influence the coachee has over them. The more control  
or influence exists, the closer to the centre of circle they  
belong. This can help the coachee develop a better sense  
of self-awareness and, ultimately, empowerment.

This process can be used by leaders to lead the same kind 
of discussion with their employees about the perceived 
and relative levels of control and influence they have over 
different tasks and challenges. Mapping the circles of influence 
encourages clients and employees to determine for themselves 
a refreshed and more focused set of actions by focusing more 
on those matters that are within their capacity to control or 
influence. Issues outside of their influence are acknowledged 
and set aside, or they are noted as an external factor to monitor.

Mapping the circles of influence 
encourages coaching clients 

and employees to determine for 
themselves a refreshed and more 

focused set of actions 

Given the pace of change in modern working lives, this simple 
framework for coaching conversations can prove useful for 
reviewing progress too. Over time, the relative emphasis placed 
upon each issue, task or challenge will change and, therefore, 
regular re-evaluation will help coaching clients and those 
working for leaders who adopt a coaching approach to change 
their priorities and associated actions. Leaders who are coached 
using this model – who engage with it and benefit from doing 
so – are more likely to be equipped to share that insight with 
members of their own team (see case study).

CASE STUDY

In early summer 2019, David was working as a facilities 
support manager at a regional NHS trust. His organisation 
is a member of the NHS Elect network and, as such, David 
accessed the coaching faculty at NHS Elect to help him 
talk through a range of challenges he was facing. During 
his initial coaching appointment, David was introduced 
to the circles of influence coaching model. He worked 
through it with his coach, enabling him to list, sort and 
prioritise his workload. 

In feedback a few weeks later, David said that he had 
reflected further on the model. He’d considered more 
carefully the things he could control or influence and 
had been revisiting and updating his list every week 
or so. In fact, David had transcribed the model and his 
contemporary thoughts onto a whiteboard in his office 
space, as he found it helpful to have this visible.

David was offered a new role leading on estate and 
facilities projects in December 2019, and at another 
coaching session he revisited the model with his coach. 
This time, he talked through how he wanted to share the 
circles of influence with colleagues and his new team. The 
coaching conversation included how best David might use 
coaching skills and the model to enable his team to more 
effectively understand and manage their workloads.

*Names have been changed
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THE FISH IS THE LAST ONE  
TO SEE THE SEA

‘The fish is the last one to see the sea.’ This Chinese proverb 
resonates with me and I hope with you too – the idea that you can 
be so immersed in something that it’s difficult to see it properly. 

Coaches enter uncharted waters to coach individuals and teams 
in organisations, particularly with the advent of Industry 4.01 
and its associated tech-driven work dynamics and processes. 
Current demands on coaching as a developmental tool can 
sometimes make coaches feel like that fish!

Globalisation, technology, socio-political and ecological 
changes are influencing how businesses thrive or die in the here 
and now and what is required to emerge in the future. With a 
predicted talent gap looming on the horizon – the requirement 
for new skills in a new industrial era but not enough people 
learning them – CEOs are increasingly concerned about whether 
we have done enough to meet our VUCA (volatile, uncertain, 
complex and ambiguous) work environment. 

Entering into a coaching relationship can be daunting for many 
novice coaches; they may experience cognitive dissonance 
and even some ethical dilemmas related to the ‘stakeholder 
ecosystem’ within the wider world ecosystem. 

HR-driven initiatives on leadership development, with a one-
size-fits-all approach to employee engagement, recruitment and 
retention, are fast becoming redundant in the face of the current 
market challenges of a global economy with a diverse workforce 

serving an increasingly diverse customer base. Coaching  
is now emerging as a preferred style to manage people, 
particularly as more leaders go through leader-as-coach 
development programmes.

COACHING IN THE ASIA-PACIFIC REGION

All these changes are particularly evident where I work in 
Malaysia. The Asia-Pacific region is one of the fastest-growing 
economies and has the most culturally diverse population in 
the world. The growth of multinationals in Japan, Malaysia, 
Singapore, South Korea, China, India and Indonesia has seen 
the introduction of coaching as a developmental tool, and 
an increase of executive and business coaches working in 
this region. Diverse ‘Asian’ socio-cultural norms and practices 
relating to work ethics, attitudes and management styles 
embedded within a somewhat rigid hierarchical Asian corporate 
culture are the norm. The workforce has high regard for senior 
management, so efforts to introduce a coaching culture or 
leader-as-coach training can be an uphill struggle. 

However, it is predicted that by 2020 60% of Asia-Pacific’s 
workforce will be made up of millennials and Gen Y. And there is 
a talent-gap! The need to upskill the younger generation means  
 
 
 
 

Malaysia-based coach Vimala Suppiah provides a commentary on 
coaching and coach supervision in the Asia-Pacific region. 

there is a growing trend towards embracing coaching. Building 
talent and developing leaders as coaches are now some of the  
top concerns for multinational corporations working in the region. 
Use of coaching as a developmental tool is also growing in  
small-medium enterprises and the public sector, but slowly. 

WHO COACHES THE COACH IN ASIA-PACIFIC? 

In 2011, as a novice ICF-certified coach in Kuala Lumpur, 
Malaysia, I was chosen to provide a six-month coaching 
assignment to turn around managers of a leading global 
company providing workforce solutions, whose subsidiaries are 
based in Kuala Lumpur. Although my past strategic role in the 
UK’s National Health Service implementing diversity initiatives 
gave me the confidence to take on this assignment, in the 
course of my work I came across some of the types of challenges 
described earlier.

For example, I was coaching an intelligent, articulate senior 
manager who complained about the company’s leadership 
(my sponsor) but was unaware of his underperformance as 
a manager. After the coaching sessions I would drive home 
with questions running through my head, feeling challenged 
and under-resourced. As I began to reflect and review my own 
practice, I began to question and doubt the depth and breadth 
of my own coaching work. 

That doubt led me to research where coaches get support or 
feedback on their work. 

When I attended the Association for Coaching’s annual 
conference in London, I discovered that coaching supervision 
is where a coach can get that support. When I returned to Kuala 
Lumpur, my curiosity led me to ask within my own coaching 
community whether anyone knew about coaching supervision. 
Most of the time I was met with blank stares, which led me 
to explore further. I discovered that very little awareness of 
supervision existed in Malaysia.

Coaching supervision is a bold and unfamiliar terrain for 
coaches and the coaching profession in Asia-Pacific. Although 
a small community of accredited coach supervisors work in 
this region, generally there is a lack of awareness about what 
coaching supervision is and the benefits it can bring both for 
coaches’ continuous professional development and for the 
clients we serve.

So, I gathered a group of enlightened coaches who saw the need 
for coaching supervision and a workshop was organised with 
the UK-based Coaching Supervision Academy (CSA), held in 
August 2015 in Kuala Lumpur. Thirteen experienced and curious 
Malaysian coaches came together to take the ‘green shoots’ of 
coaching supervision to the next level. And the Association for 
Coaching Supervisors and Mentors (ACSM)2 was born. Having 
served as the founding and past president, it’s encouraging  
to see that ACSM continues to grow, now with eight certified 
coach supervisors.

WHAT’S NEXT?

Against this backdrop, we are still defining good coaching 
and supervision practice in Asia-Pacific. There are many 
opportunities for coaches and the coaching profession in 
this region to undertake some ground-breaking work in 
promoting excellence and raising coaches to the best ethical 
and professional standards. But the initial work should focus on 
raising awareness of what coaching supervision is and how it 
can help coaches better swim in the sea.
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CAN A LEADER BE A COACH?

In today’s industries, lines of accountability are blurring, and 
motivation is challenging. So, to get the most out of all types of 
teams – such as virtual, function specific, product and project 
teams – the need for managers and leaders to also wear a 
coach’s hat is significant. A good leader can be a good coach 
and thereby bring out the best in their team.

Managers usually are responsible for the members of their 
teams. A small shift in how they play their role can make a big 
difference. The way they speak to their team members can help 
bring out the best in them. A conversant manager is someone 
who understands their team members’ goals, and this is best 
seen at appraisal time. If during appraisals the manager can take 
the role of a coach, they can motivate and promote growth in 
individual team members and the team as a whole can better 
understand its potential. 

AN EXPERIMENT IN MANAGER AS COACH

The role of a great leader is not to always hand-hold their team 
members but to help them extract the greatness they already 
have inside them. It was with this in mind that a client asked me 
to try an experiment and turn a manager into a coach, to see 
what impact that would have on team performance. The team 
chosen was a group of above-average performers who were 
losing their cool. They felt their potential was not being fully 
tapped – and management also felt the team was capable of 

a lot more. With an average of five years in the company each, 
their loyalty to the organisation was very strong. 

In order to challenge the team at a deeper level, it was important 
to help the manager, who was popular with his team, to alter his 
thought process slightly. The manager, in many ways, embodies 
the culture of the company and acts as a default mentor. 
Therefore, managers can be powerful coaches if they wish. 

When I spoke to the manager, I explained how developing 
objectivity would help him become much more powerful in his 
role. A broader and more objective perspective would improve 
understanding of the bigger picture and help him develop the 
skills required to improve team performance. However, it took 
some time to understand that the role would need to change 
from simple knowledge transfer to learning coaching in order to 
help build team capability – and that it was not going to be easy, 
as the shift would need to start within him first.

The first stage was working on the concept that a coach is 
someone who tells you what you don’t want to hear, and 
someone who has you see what you don’t want to see so 
you can be who you always knew you could be. This meant 
appraisals needed to shift from telling to asking. The manager 
was hesitant, as he was not sure how the team would respond 
and he worried that it might be a waste of time. He also doubted 
the efficacy of the model we were going to use. The model we 
used to set this process in motion was RISE (see panel).

Coach Rashmi Shetty explains how enabling leaders to become  
coaches can truly be a game-changer.

A MODEL FOR LEADER AS COACH

R  is for desired result

I  is for introspection, which is the key to understanding  
  the obstacles in the way of change

S  is for stimulation from powerful questioning and   
 visualisation techniques 

E  is for evaluation

A SUCCESSFUL RESULT 

The manager slowly came to understand that playing the role 
of the coach was allowing his team to dip into their current 
perspective, which could open up newer perspectives. He only 
needed to create the space, bring in his presence and create 
room for conversation. 

What followed next was powerful. We applied the Trust Equation 
developed by Maister, Green and Galford (see Figure 1), which 
illustrates trust as a function of credibility, reliability and 
intimacy in relation to the self-orientation of the manager. 

 

FIGURE 1. The Trust Equation, from The Trusted Advisor  
by David H. Maister, Robert Galford and Charles Green

An increase in credibility, reliability and intimacy combined with 
reducing self-orientation can hugely increase trust levels. Once 
the team members started to see their manager as accessible, 
competent and as their progress supporter, their trust in him grew. 

When the result was clear to them, they suggested what  
they could do and where they needed support.

Introspection gave them more options to align their  
personal goals with their professional ones.

Stimulation through questions and visualisation helped  
them clarify challenges and doubts.

Evaluation became an ongoing process for the team  
members to assess their progress and the alternatives if  
change was required. 

With this shift, first in himself and then in the team, the manager 
realised how the team progressed without his mentoring or 
telling. He only needed to ask the questions; their answers were 
coming from within.

Recognising the benefits of this approach made for a great 
learning experience and proof that when leaders turn into 
coaches the benefits are huge. This experience confirmed for me 
that when leaders convert to coaches the results are powerful, 
proving John Wooden right when he said: ‘A good coach can 
change a game; a great coach can change a life!’

ABOUT THE AUTHOR

An attitudinal coach and motivational speaker from Bangalore, India, 
Rashmi Shetty is on a journey of self-discovery with gratitude. Her life 
lessons are from the Bhagavad Gita and the different roles she plays as 
a mother, visiting faculty to colleges, facilitator in the corporate world, 
storyteller and emcee. A radio host with All India Radio’s FM channel for 
a decade, she is a recipient of a national and international awards for 
scripting and narrating radio documentaries.

www.coachrashmishetty.com
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NAVIGATING THE BOUNDARIES 
BETWEEN COACHING AND LEADING

When faced with a major organisational restructure, the leader 
who is also a coach may find that the boundaries between 
leading and coaching can become blurred and difficult to 
navigate. In this context, coaching supervision is a collaborative 
conversation where vulnerability, transparency and a willingness 
to be open to what might emerge are central to gaining new 
insights and successfully managing boundaries.

The following is a summary of the learning that emerged from a 
first supervision session with a leader-coach.

Supervisor’s perspective: I was asked to supervise a senior 
manager in a global role at a financial services organisation. 
They were the head of operations, working in the midst of a large 
organisational restructure. Alongside this role, the supervisee 
also has a coaching qualification, gained a few years previously, 
and coaches as part of a coaching community project within 
his organisation. He has had supervision previously, but not 
for some time, and I have been recommended to him by a 
colleague. The stakes are high, and I feel vulnerable – what if I 
fail to meet the standard? 

My own feelings of vulnerability become part of our conversation 
as we explore our roles as supervisor and supervisee, what 
they would entail and how the relationship was both similar 

and different to that of a coach and coachee. I find that sharing 
my reservations opens the door for a trusting and honest 
relationship where the masks are allowed to slip.

The supervisee was struggling with the boundaries of his 
work as both a leader having to make challenging and tough 
decisions during this time of change and his role as a coach 
supporting others through change. As the supervisee started 
to share some of his concerns about what role he played, I was 
struck by the parallel of my client being both a coach and a 
leader and of me being both a supervisor and a coach, as well as 
our parallel concerns around our roles.

Sharing this gave voice to us considering our boundaries, 
what our sense of the situation was, and where and how the 
supervisee was being triggered by the dual role he found himself 
in. He expressed concern about expectations from others that 
he could be ‘all things to all people’, when in fact he too was 
struggling with the impact of the organisational change. We 
looked at what was being triggered and where those patterns 
had occurred in his life. Tracking back and gaining insight 
enabled my supervisee to step back, create some breathing 
space, and consider where and how he could be more resilient 
and apply his coaching skills to best effect.

Coach supervisor Jan Brause shares her experience of working  
with a leader who is also an executive coach. Supervisee’s perspective: I had formal coaching supervision 

for a while after qualifying as a coach, and then the organisation 
started to use internal peer meetings and reviews as ways of 
providing some of this support to those of us coaching alongside 
our day job. 

As the organisation initiated a restructure as part of a cost-
cutting exercise, I found myself in a difficult position of needing 
to manage the impact of the change on myself while also being 
expected to provide additional coaching support to colleagues 
across the business also affected by the change. 

After speaking with the head of learning and development, I 
was offered the opportunity of coaching/supervision to support 
my role. I wasn’t actually sure at this stage whether it was 
supervision or coaching I needed, but an initial meeting was 
arranged with my newly identified supervisor. 

I was both excited and nervous about the first meeting and, 
quite frankly, would have welcomed anything that would help 
me gain some perspective on how to manage myself through 
this challenging period of change at the organisation. What 
struck me most about the first supervision session was how 
open my supervisor was. Supervision previously had been 
more about ‘policing’ the role, upping my skills and getting my 
coaching right. This time, it was about our relationship together, 
what challenges I was facing in my role as both a leader and 
a coach, and how I managed the boundaries between and 
around the two. We explored the power in vulnerability, and I 

started to recognise how I could use this to my advantage to 
simultaneously be with and apart from those I am coaching.

A useful insight emerged when we explored what was triggering 
me and when this had happened before. The lightness of 
exploration and opportunity I had during the supervision 
session, and the opportunity to really share my concerns 
without fear of retribution, enabled trust to be established early 
in the supervision relationship and helped me to focus on more 
effective management of my boundaries.

ABOUT THE AUTHOR

Jan Brause is a professional coach, coach supervisor and highly skilled 
facilitator who loves enabling others to excel in their roles and inspire 
and engage those around them. Jan’s approach to understanding 
human capability is to work with past history to inform and shape future 
potential. She has an interest in resilience and wellbeing at work, and is 
an accredited coach supervisor with the Coaching Supervision Academy.

jan@janbrause.co.uk 
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COACHING AND TRAUMA: 
MOVING BEYOND THE 
SURVIVAL SELF 
Pauline McCracken is energised by this small 
but powerful exploration into a difficult 
subject, and one which seeks to combine 
theory with practice.

In Coaching and Trauma, Julia Vaughan Smith shares her well 
researched knowledge on this challenging topic and distils it 
into valuable insight and practical advice. She breaks down 
the mystique around what trauma is and explores how trauma 
can show up in coaching relationships – in our clients and in 
ourselves. It was this dual focus that was the real hook for me. 

Coaching and Trauma is a new addition to Open University 
Press’ Coaching in Practice series. Edited by Jenny Rogers, 
the series has a stated aim of helping coaches to gain an 
understanding of some of the challenges we face by combining 
theory with practice. Given that aim, it is exactly what this small 
but hugely powerful book achieves. 

The book starts by establishing what the author means by 
trauma. We are reminded of speaker and author Gabor Maté’s 
view that trauma is a natural part of the human condition, 
which can be regarded as a continuum on which we are all on.  
I found this framing to be really helpful; a reminder that 
working with trauma is a natural part of all of our coaching 
relationships – an ever-present norm rather than an exception 
and therefore not something we should shy away from. 

The majority of the book focuses on how we might use the 
theory in practice, and Vaughan Smith suggests we use 
psychology professor and author Franz Ruppert’s theory of the 
split psyche. The model is based on the concept that we have 
healthy, trauma and survival parts to our psyche. As we learn 
more about each of these, the theory is anchored back into 
real coaching relationships through case studies and insights 
from coaches and supervisors, which I found really helpful. 

The book ends with an overview of the challenges placed on a 
coaching relationship by trauma and the interplay of coaching 
and therapy. With attention given to the role of supervision and 
personal development. 

In journeying through the book, I found myself challenged and 
deep in thought about occasions in life and coaching when 
I have found myself ‘triggered’ into my survival mode. Many 
of us, I am sure, can recall our own experiences of this, and 
recognise that when this happens coaching stops. 

I felt really grateful that the book doesn’t suggest a suite of 
new tools or techniques to work through trauma with; rather, 
Vaughan Smith provides us with the psycho-education to 
better understand what is going on for someone who is 
dominated by their ‘survival self’. She is at pains to make it 
clear that in order to work effectively with trauma the key lies in 
us. It lies in each of us working with our own ‘stuff’ – including 
our trauma – to allow us to be present and remain in our 
healthy, grounded self, no matter what trauma is showing itself 
in our clients. She recognises that this is harder than it sounds. 

I finished the book feeling more confident about working with 
people who are showing signs of trauma and re-energised 
about my own personal development work. 

ABOUT THE REVIEWER 
Pauline McCracken an executive coach based in Devon, UK. She 
works with leaders to find their unique way of leading that is 
sustainable for them in the long term. Pauline came to coaching 
after working in the corporate world for twenty years in a way 
that she now recognises had become unsustainable for her. 
She brings corporate experience and a lot of understanding and 
empathy to her work. Outside of work she loves to explore the 
wilder areas of the UK. 

ENABLING LEADERSHIP: 
DEVELOPING A LEADER 
COACH MIND-SET 
Racheal Kigame discovers masterfully 
packaged stories on coaching style of 
leadership from sixteen inspiring  
thought-leaders from around the world.

The leadership positions I held at the start of my career 
required me to offer solutions, because my employers 
hired me to think. Fast forward, the people we are leading 
today have better solutions than the leaders themselves. 
This realisation made me develop a desire to change my 
leadership style and adopt a coaching mindset. You can 
imagine the thrill I had bumping into Sue Stockdale’s  
all-under-one-roof Enabling leadership: Developing a leader 
coach mind-set, a high-level analysis of coaching reflections. 

I find human interest stories more appealing and relatable 
than other texts; this report felt like reading a beautiful  
story about people from a diverse range of sectors –  
including academia, business and athletics among others. 
They are everyday stories we can all relate to. The report 
categorises the human impact stories of leader coaches into 
three related storylines: leading with a coaching approach; 
building coaching capability and culture; and executive 
coaching mastery. 

My most valuable to-go reference in the report is the  
well-synthesised summary of ‘Points to note for leaders and 
coaches’. I am personally challenged about my legacy as a 
leader; this is more about touching the hearts, minds and 
soul of people – more of what I leave within people than what 
I leave for people. 

As I close the cover of the last page of this report, I can’t help 
but share my five main learnings: 1) The smaller the gap 
between self-perception and other perceptions, the more 
authentic you are as a leader. 2) Showing vulnerability as a 
leader is not a sign of weakness; it is crucial in earning the 
trust of others, showing you are relatable, and it is a mark of 
humility to acknowledge that you are not perfect. 3) Growth 
comes from inward reflection; just like in sport, you cannot 
repeat results for yesterday. You have to keep improving by 
seeking performance review and feedback. 4) Change how 
you think, not what you know: horizontal development is  
 

 
 
 
 
 
 
 
 
 
 
about adding more knowledge, skills and competencies 
while vertical development refers to advancement in 
a person’s thinking capability. 5) Never coach integrity 
problems. You don’t coach a lack of integrity – you fire a  
lack of integrity.

On looking at the cover, I can’t help but notice that ten out of 
the sixteen leaders interviewed were women. I hope in the next 
publication Sue can gather reflections from younger leaders 
across all continents for a more global perspective. For anyone 
hoping to delve into the coaching field, this is a good place 
to start. And if you are like me – someone who likes to follow 
up and make meaningful connections – you will find the links 
shared in each story useful.

ABOUT THE REVIEWER 
Racheal Kigame provides strategic leadership to teams and 
organisations to implement sustainable initiatives that improve 
social and economic opportunities for the most vulnerable, 
changing one mind at a time, for good. Growing and mentoring 
leaders, empowering the most vulnerable, curiosity and thirst for 
learning all define her. Racheal is the Country Program Director 
for Help a Child Africa, based in Kenya. 

BOOK REVIEWS

TITLE: Coaching and Trauma: Moving 
beyond the survival self

AUTHOR: Julia Vaughan Smith

PUBLISHER: Open University Press

PUBLICATION DATE: 2019

PAPERBACK PRICE: £22.99

ISBN: 978-0335248421

TITLE: Enabling leadership: Developing a 
leader coach mind-set 
AUTHOR: Sue Stockdale
PUBLISHER: Association for Coaching
PUBLICATION DATE: 2020
KINDLE PRICE: £7.99
PRINT ISBN: 9 781916 345003
EBOOK ISBN: 9 781916 345010

APRIL 2020 | Issue 25 53associationforcoaching.com52

R
E

A
D

E
R

S
’ C

O
R

N
E

R

APRIL 2020 | Issue 25 53



BOOK REVIEWS

APRIL 2020 | Issue 25 55associationforcoaching.com54

R
E

A
D

E
R

S
’ C

O
R

N
E

R

APRIL 2020 | Issue 25 55

In I and Thou, Martin Buber maps out a philosophy on how 
human beings can engage with each other to build a true 
human community in living unity. Buber contrasts ‘I-It’ relations 
and ‘I-Thou’ relationships. In the former, we observe, describe, 
order and analyse. These relationships involve a subject-object 
duality and some degree of separation. In the latter, we are 
mutually present and experience the undivided wholeness of 
all things. (I further discuss this interconnectedness and the 
implications for coaching in the third part of Global Coaching).

Time and time again, I am reminded of the primary importance 
of establishing genuine relationships in which partners are 
mutually unique and whole. I-Thou points to this quality of 
relationships, which complements the more frequent (and still 
necessary) I-It functional relations. 

Using models, applying tools, assessing progress, measuring 
results, objectifying the coachee: all have practical benefits in 
coaching but can never replace the profound desire to truly 
relate and to sincerely connect with others. For the coach, 
I-Thou involves turning to the coachee, one’s fellow human 
being, with wholeness and grace, relinquishing stereotypes 
and anticipations, allowing oneself to be shaped by the other’s 
response, in total acceptance that the present is indeed a 
present. It implies being real and congruent, since our example 
speaks louder than our words. 

In our ‘Leading and Coaching Across Cultures’1 seminars, 
including recently at the University of Cambridge and in Paris, 
our participants typically end up being struck by the quality of 
relationships they have been able to establish with each other, 

having leveraged their diversity and built unity. Although the 
seminar is also a assessment certification2, they understand 
that the tool is merely a means and can never be the goal itself. 

When we experience this interhuman betweenness in place of 
separation in coaching, supervision or training programmes, we 
become better equipped to bring humanity around us, to foster 
bonding and to promote solidarity in the world. 

For more information about Philippe’s work, visit  
www.philrosinski.com

BOOKS THAT HAVE SHAPED MY COACHING
Philippe Rosinski reflects on Martin Buber’s seminal treatise on the human condition, in which  

the German philosopher explores people’s ways of engaging with the world.

I and Thou by Martin Buber 

1. See philrosinski.com/academy/leading-and-coaching-across-cultures-cultural-
orientations-framework-cof-certification-seminars

2. See www.cofassessment.com

AN INTRODUCTION TO 
EXISTENTIAL COACHING
Sue Stockdale enjoys an informative read 
on how an existential perspective can be 
integrated into coaching practice.

Labels are curious things. We often use them to describe, 
classify, categorise and provide some sense of order to the 
world around us. And yet, once we have carried out this 
ordering, it may mean that we become less prepared to move 
between boundaries, because we have created a demarcation 
in our mind in a particular way. 

For example, many of the descriptions that abound in the 
coaching profession today include business coaching, 
executive coaching, life coaching, leadership coaching or even 
existential coaching. While it can serve to give the buyer, as 
well as the seller, some differentiation, I believe there is also 
the danger that coaches then operate too rigorously within one 
boundary, where it would be helpful for them and their clients 
to address the ‘whole person’ in front of them. 

It was in this context that I was curious to read more about 
what existential coaching was, and whether it was an approach 
that I ought to learn about. By the end of the book I came to 
the conclusion that, for me, it was a little bit like reading Hans 
Christian Andersen’s tale The Emperor’s New Clothes. Indeed, 
existential coaching was a new label but, in reality, many 
coaches may already be helping clients tackle some of these 
bigger questions around meaning and purpose but have never 
thought that doing so needed to be labelled in this way. 

While that may appear negative, that’s not my intention at 
all. Indeed, the author does a skilful job of integrating the 
broader context of coaching with his thinking about existential 
coaching and the value it can have with clients. Jacob explains 
that ‘existential coaching helps people to address those eternal 
human questions that we all sense at a deeper level in our 
lives’. For example: can I be happier? What is the meaning of my 
life? What is my purpose?   

The chapters are wide-ranging, perhaps understandably when 
the author explains that the book was originally written as an 
accompaniment to an advanced coach training course. They 
include a high-level introduction to coaching and to existential 
philosophy. How this existential thought can be placed into a 
coaching framework is then addressed, with some tools and  

 
 
 
 
 
 
 
 
 
 
models that coaches can use to add existential elements to 
their practice. 

What I found particularly useful were the chapters describing 
existentialism and what some of the big questions that 
humans grapple with are. Jacob reminds us that part of the 
human condition is to experience anxiety, and I did when 
reading the book. It made me question how, as coaches, 
we describe our approach to others, and how we satisfy 
our client’s and our own quest for happiness. There is also 
a chapter on ethical dimensions, where a question is posed 
relating to existential coaching and whether it could be 
considered as therapy through the back door?

All in all, it left me with more questions than answers, and 
perhaps that was the real purpose – so that I can embark on 
further explorations about these topics. 

The more that our clients expect us to offer an integrated 
approach to help them address their challenges, the better  
it is for coaches to be aware of these different philosophies  
and how they may be showing up in practice or the way that  
a client shows up. 

I’d recommend it as a thought-provoker, for those who wish to 
deepen their own personal awareness and to those who wish 
to work more deeply with their clients. 

ABOUT THE REVIEWER 
Sue Stockdale is an AC-accredited Master Executive Coach and 
coaching supervisor. Her clients include leaders in business, elite 
sport and not-for-profit organisations in UK and North America. 
As an author, Sue has written and co-authored eight books as 
well as the recent report on Enabling Leadership: developing a 
leader coach mindset, published by the AC. She is podcast host 
for Coaching Perspectives. 

TITLE: An Introduction to Existential 
Coaching

AUTHOR: Yannick Jacob

PUBLISHER: Routledge 

PUBLICATION DATE: 2019
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ISBN: 978-0367139995

We would  love to hear  what your favourite books are – fiction  or non-fiction.  Do send us your contributions.
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EXPERTISE FOR A WORLD 
LOOKING FOR GUIDANCE

The theme of the Sydney conference was to celebrate twenty 
years of evidence-based coaching and to highlight directions, 
trends and leaders of the future. More than 500 coaches from all 
backgrounds, psychologists, HR practitioners and consultants 
from Australia, Israel, Singapore, South Africa, the UK and the 
USA attended the event. 

Sadly, Professor Anthony (Tony) Grant, co-founder and director 
of the Coaching Psychology Unit, passed away just ten days 
before the conference – but his presence and humour were 
certainly felt by all. The conference itself was an impressive 
tribute to him.

In line with the intention to encourage critical reflection, several 
core norms in coaching were challenged by leading coaches and 
researchers during the conference. 

Here are some reflections from my personal conference 
experience. 

‘COACHING POPULARISM’ V  
EVIDENCE-BASED COACHING

Professor Tatiana Bachkirova informed us that she is not a 
motivational speaker, but she certainly captivated the audience 

in her keynote address. She invited us to consider the degree 
to which we are influenced by the ‘beautiful ideas’ of ‘coaching 
popularism’. Are we chasing the next shiny coaching technique 
being popularised as the ‘secret sauce’, one that may in fact 
do more harm than good? Or do we choose robust, peer-
reviewed, published academic psychology-based theory and 
research. Tatiana also challenged some of the ‘sacred cows’ in 
professional coaching. She asked us to consider: why are leaders 
and organisations obsessed with constant change? And what is 
wrong with small-step developmental coaching to allow space 
and time for transformation to happen? What is the purpose of 
positive psychology? Does clinical psychology not help people? 
Her final word to ‘follow your heart and take your brain with you’ 
is fitting advice for navigating the changing world of coaching.

CHALLENGE V SUPPORT 

Professor Jonathan Passmore invited us to consider that the  
role of executive coaches is to tip the balance in favour of 
challenge v support. ‘Hold your client’s feet to the fire’ and be 
the ‘torturer’ to allow them to think more critically about what 
they do in pursuit of their goals. If the coach does not do this, 
then who does?

Lia Zalums reviews the Coaching Psychology 2020  
conference held at the University of Sydney GLOBAL CRISES

Dr Michael Cavanagh invited us to consider the changing role 
of coaching given current world crises such as climate change, 
problematic ethics in business and leadership, and the rapid 
pace of change in global economies. What should or could 
coaches be doing better? Are we challenging the thinking and 
decision-making of our clients enough? Is goal attainment, 
regardless of the potential consequences beyond the 
organisation, the right measure of success? 

NETWORK THINKING 

Dr Sean O’Connor, the newly appointed director of the Coaching 
Psychology Unit, outlined a wonderful journey connecting the 
dots between the foundational coaching model, The House 
of Change by Tony Grant, and the current complexities of the 
modern world. It is clear we need to embrace network thinking 
to help organisations provide integrated and supportive 
environments for their people to survive and thrive. 

SYSTEMIC COACHING

Dr Paul Lawrence enlightened us with the complexities of 
systemic coaching. His rendition of the three ‘P’s of coaching 
(philosophy, purpose and process) brought me back to the basic 
tenets of what a coach does. Which frameworks do I choose, and 
why do I choose them? How do I coach? What are my chosen 
processes? What makes me different to other coaches? I found 
it particularly refreshing to reflect on these basics amidst the 
plethora of stimulating and sometimes conflicting perspectives.

WHAT WILL I DO DIFFERENTLY?

The conference reignited my desire to continue my quest to  
be a powerful agent of positive change for myself and those  
I serve. I need to take these reflections to my coaching clients 
so I can do my best to facilitate individuals, teams and 
organisations who wish to do the hard yards to improve  
how they lead within and have an impact on their world.

Our world is screaming for change. Who better than  
evidence-based coaches to make this happen? If not for 
ourselves, then our children and future generations. We will  
all benefit from our efforts.

ABOUT THE AUTHOR

Lia Zalums is a coach, consultant and USCMA (University of Sydney 
coaching and Mentoring Alumni) Professional Development Officer.
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New directions for  
leadership at Medtronic

Director of Leadership Development and Coaching Karen R. Mathre  
and Director of Leadership Development Michael Smith tell the story of 
how global healthcare technology giant Medtronic has evolved coaching 

into a strategic lever that is the cornerstone of its leadership culture.

Medtronic is a global leader in healthcare technology 
with 90,000 employees across more than 160 countries. 
Founded in 1949 in Minneapolis, USA, the company today 
serves millions of patients annually in the fast-changing 
global healthcare environment.

In recent years, Chief Executive Omar Ishrak challenged 
the organisation to develop an increased global mindset 
for continued innovation. He recognised the changing 
nature of the healthcare industry and new consumer 
demands in healthcare technology. Realising that this 
new global mindset and innovation would require a 
renewed focus on leadership development and what the 
company calls a ‘world-class leadership culture’, the HR 
organisation and the Global Learning team partnered 
with executive business sponsors to develop and launch 
a multi-year journey toward a new leadership culture that 
contained coaching as a key element. The vision was to 
have HR and business leaders partnering to develop a 
strong pipeline of global, diverse and inclusive leaders 
who were capable of leading transformation.

Like many organisations, Medtronic was realising that 
coaching could meet many organisational challenges, 
from enhancing performance to bringing out more 
potential in employees. The belief was that a coaching 
leadership style could spark the partnerships and 
employee growth necessary for innovation and industry 
leadership in the transformation of global healthcare.  
A new employee career development framework, a new 
set of leadership expectations and a new employee 
value proposition were also implemented. But it was 
the decision to include coaching as a key competency 
for leadership excellence that formed a centrepiece to 

ensuring employees could grow their careers and achieve 
personal satisfaction at the company. 

There was, however, one major issue. Up until this point, 
coaching had been implemented sporadically within 
the company’s separate business units and regions. 
Workshops were offered to train managers, and external 
coaches were utilised in some areas of the company, 
but there was not a unifying strategy or plan for global 
implementation and measurement. There was not a 
plan to ensure coaching was focused on the critical areas 
of need and that the financial resources allocated to 
coaching were appropriately utilised to meet outcomes. 

In some areas of the company, coaching was viewed as 
a development process to unleash potential and create 
innovation. In others, however, coaching was seen as a 
remedial tool for underperformance. When this was the 
case, it was not desirable to ‘be coached’. 

Anne Marie Pernice, a senior manager, describes it best: 
‘There was no clear point of view on coaching or how 
to use it. Some people would get coaches to help them 
develop and grow into bigger roles with greater leadership 
responsibility. Other people would get coaches to help 
them fix performance or behaviour problems. If you 
had a coach, you tried to keep it a secret because you 
weren’t sure if you were considered high potential or 
a poor performer.’ If the company was to be successful 
in changing the perspective on coaching it would need 
strong executive leadership and a strategy for change to 
bring consistency and measurement to coaching.

FIGURE 1. Medtronic embeds coaching in many ways to build an organisation-wide coaching leadership style 

If the company was to be successful 
in changing the perspective on 
coaching it would need strong 

executive leadership and a strategy 
for change to bring consistency and 

measurement to coaching

Simultaneously, the HR structure itself was changing in 
order to better support global business units and regions as 
they executed against a global strategy. In conjunction with 
Medtronic’s 2014 $42.9b acquisition of Covidien, the HR 
function undertook a multi-year transformation to create 
a centre-led model with centres of expertise supporting 
global processes, programmes and initiatives. One of these 
centres of expertise was a coaching practice, which led 
the development of a global coaching approach to align 
coaching with the organisation’s business and talent needs. 

‘The coaching practice team has shifted how we think 
about and allocate our resources for coaching at 
Medtronic,’ said Carol Surface, Chief Human Resources 
Officer. ‘Now HR and other leaders see coaching as a 
valuable development experience for our best talent.’ 

This HR transformation, combined with the mandate 
of the CEO to provide a world-class leadership culture, 
presented the opportunity to deliver an enterprise-level 
philosophy, strategy, and ecosystem of programmes and 
resources rooted in coaching. 

A NEW WAY OF THINKING ABOUT COACHING

The build-out of the coaching practice at Medtronic 
started with an analysis of the current state, which found: 

• The financial investment for external coaches was 
directed with little or no focus on developing any 
particular talent group.

• There was no overall, enterprise-wide coaching 
strategy, philosophy or process to guide the  
allocation of these resources toward the best use  
for talent development.

• There was no measurement or metrics plan to 
determine impact of the coaching.

Simultaneously, the new coaching practice team 
conducted an external benchmarking study that 
confirmed the belief that coaching would remain  
an in-demand skillset for managers in the long term, 
and that many employees overall were not satisfied 
with their manager’s ability to coach and develop them.i 
The research also revealed that as leaders ascend in 
the organisation they lose their grip on engagement 
competencies such as creating a shared purpose and 
providing feedback, in favour of execution competencies, 
such as aligning systems and determining action steps.ii 

The team also discovered that more than two thirds of 
similar organisations were using internal coaching and 
planned to increase this in the coming years.iii 

Based on these and other findings, the coaching practice 
team laid out its enterprise strategy for coaching, which 
included an inspiring definition.
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Cost None or low Higher

Selectivity

Selectivity

Description Short duration 
video-based 
modules and 
articles

All employees 

Ninety-minute 
virtual session 
on coaching 
fundamentals

All managers 

Two-day 
interactive, hands-
on programme to 
practise coaching 
and get feedback

All managers 

Six-to-nine-month 
engagement 
with an internal 
certified Medtronic 
coach

High-potential 
directors

Two-year intensive 
program to 
develop advanced 
coaching 
capability

Selected vice 
presidents and 
directors

Sourced executive 
coaches

Vice presidents 
and selected 
directors

Audience

Virtual webinar 
coaching 
course

Internal 
coaching 
certification

On-demand 
eLearning

Transformational 
Leadership  
Coaching 
programme

Everyday 
coaching 
workshop for 
leaders

External 
executive 
coaching

None or low Higher
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1. The ICC programme was built in partnership with the Co-Active  
Training Institute (CTI). A core team determined the critical elements 
required to meet ICF standards while balancing the needs of Medtronic. 
Ultimately, the ICC programme consists of a total of 200 hours of coach 
training over the duration of one year on top of residential programmes, 
virtual group mentoring, coaching and 1:1 mentoring – plus a 
requirement for practice coaching hours prior to a final supervision 
(examination) where participants are scored against a common 
standard of coaching excellence.

Legal, said: ‘Through coaching, I have developed a deeper 
level of understanding with my employees, which makes 
career and performance conversations easier to have and 
more meaningful for the employee, and creates learning 
that translates into action.’

The benefits to the organisation extend beyond the 
duration of the certification, since after completion of 
the ICC programme the now-certified internal coaches 
develop the next level of high-potential talent through the 
Transformational Leadership Coaching programme. 

In addition to the ICC programme, the coaching practice 
team partnered with other HR teams to build coaching 
content and approaches into talent management 
practices and leadership development programmes. 
A range of on-demand options, with partners such 
as Harvard Manage Mentor, were developed to meet 
this need and aligned to our unified strategy. Working 
with Performance Consultants International (PCI), 
the performance management team wove coaching 
behaviours into the training and process of delivering 
mid-year and year-end performance reviews. Coaching 
became a thread that was woven into the leadership 
development programmes, tools and resources – all 
supported at a high level by the ICC graduates who were 
now coaching advocates and stewards across the globe 
and company.

The most recent step, launched in late 2019, is a 
comprehensive leader-as-coach programme called 
Everyday Coaching that will be delivered to nearly 3,000 of 
the company’s managers over the next two-to-three years.

This programme, also developed in partnership with 
PCI, teaches all leaders the mindsets and skillsets of 
a coaching leadership style. Early indications are that 
this programme will continue the necessary culture 
change for coaching to expand across the company by 
allowing all employees to experience a trusting coaching 
relationship with their manager. After attending the 
Everyday Coaching programme, one manager recalled 
the purposeful shift she made in her team interactions: 
‘In just a few days I was surprised by how much more 
ownership one of my team members was taking, 
initiated simply by me changing how I ask questions and 
by listening more.’

RESULTS: HIGHER ENGAGEMENT,  
A STRONG LEADERSHIP PIPELINE  
AND REDUCED SPENDING

Medtronic has created a coaching ecosystem, with 
common definitions, tools and programmes. The 
organisation is measuring the impact of this in many ways. 
One method is by the proportion of company leaders 
who have experienced training in one of the integrated 
and consistent coaching programmes or services – now 
at almost 90%. Great care is put into creating consistency 
among the different programmes, so as more managers 
experience and learn to become more effective coaching 
leaders there is a growing ‘buzz’ around coaching at 
Medtronic. Previous notions of coaching as remedial 
are being replaced by a belief that coaching is a way to 
innovate through learning and unleashing potential for  
all employees.

ICC graduate coaches have delivered nearly 6,000 hours 
of leader-led development through coaching to the 
organisation, saving $1.5m through the centralisation 
of coaching governance. In addition to the cost savings, 
the leader-led nature of the coaching contributes to the 
culture change Medtronic desired. Coaching clients were 
asked if the internal coaches demonstrated specific  
ICF-required competencies such as active listening, 
building trust and communicating directly. Clients rated 
their internal coaches favourably on each of these items, 
with a minimum average score of 4.78 on a scale from  
0 (very poor) to 5 (very good). 

Medtronic is measuring the effects of this new leadership 
culture in a variety of ways, beyond cost savings. The 
internal coaches demonstrate a ten-point-or-higher lift 
in engagement and inclusion indices on Medtronic’s 
Organizational Health Survey when compared to other 

A new definition of coaching at Medtronic

Coaching is a trusted relationship with a 
development focus designed to unlock potential 
and generate learning. Coaching happens in 
conversations that stimulate the person or group to 
greater awareness, deeper and broader thoughts as 
well as wise decisions and actions.

This coaching definition was a critical step to help move 
the organisation away from thinking that coaching was 
remedial or used for problem performance. The strategy 
also set out parameters for:

• Consolidating governance and tracking of  
coaching-related investments.

• Developing strong metrics and measurement  
of impact. 

• Using external coaches for senior executives.

• Certifying Medtronic leaders as internal coaches  
to coach high-potential leaders.

• Integrating coaching content into leadership 
development programmes and relevant talent 
management practices like performance management.

• Launching a leader-as-coach development workshop 
available to people leaders, to allow all employees to 
experience the benefit of being coached.

This integrated approach supports the notion of leader-
led development and was intended to create a positive 
ripple effect on the leadership culture. Medtronic started 
with internal coaches to ensure the development of role-
model leaders who could coach other leaders, thereby 
reducing the spend on external coaches and pioneering 
the culture shift. The goal was to create a pool of business 
leaders acting as change agents who could then support 
the broader coaching leadership culture efforts.

The Co-Active Training Institute (CTI) was chosen as 
a partner to train the new pool of coaches, ensuring 
the delivery of the training aligned to the International 
Coach Federation (ICF) standards. Four cohorts of 
24 leaders went through a customised version of the 
intensive CTI programme. Called the Medtronic Internal 
Coaching Certification (ICC), the programme emphasised 
Medtronic’s focus on training leaders in coaching skills 
and enabling a new leadership mindset across the 

organisation.1 The selection process was rigorous and 
required a commitment to coach high-potential,  
mid-level leaders in the organisation for several years 
after certification in a programme called Transformational 
Leadership Coaching. The ICC approach added leverage 
into the new HR model: not only were the internal coaches 
developing highly valuable coaching competencies, but 
they were also solving their own business challenges 
through being coached by their peers in the programme. 

Carol Malnati, a vice president of research and 
development, reflects on the impact of this approach.  
At the time of her involvement in the ICC programme 
in 2016, Malnati was launching a new initiative at 
Medtronic called Women in Science and Engineering 
(WISE): an initiative to help drive performance and 
innovation in Medtronic’s engineering and scientific 
organisations by leveraging gender diversity within teams 
and departments. It is supported by the Medtronic R&D 
Council, the Medtronic Women’s Network (MWN) and the 
company’s top executives.

‘I brought the challenge of launching this WISE initiative 
into our coaching classes as my real-life example,’ said 
Malnati. ‘Thank goodness I had coaching to help me. 
There were many days I truly thought this initiative was 
an impossible challenge. This is a perfect example of how 
coaching works to help an individual rise to a challenge, 
and how that person is then able to drive impact across 
many people.’

Today the WISE initiative spans 70 R&D sites and supports 
women globally in their science and engineering careers 
at Medtronic. WISE was a key factor in Medtronic winning 
the prestigious Catalyst Award in 2020. The Catalyst Award 
celebrates exceptional efforts toward helping advance 
women in business.

Participants in ICC overwhelmingly report that coaching 
has been a ‘game-changer’ for them and their teams. 
‘Learning to be a coach gave me a strong foundation for 
the mindset and skills required to be a multiplier of talent,’ 
said Matt Cohen, a vice president of R&D in one of the 
company’s business groups. Saliha Greff, Vice President of  
 
 
 
 
 
 
 
 

Decentralised, 
ad-hoc

Centralised, 
governed

Different views of 
coaching

Aligned view of 
coaching

No overall 
enterprise strategy 

Comprehensive 
enterprise strategy

No metrics Aligned metrics to 
business strategy

From To

FIGURE 2. Medtronic has evolved its coaching 
approach and practice over the past five years
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i. Mercer Global Talent Trends Study, 2016

ii. High Resolution Leadership: A Synthesis of 15,000 Assessments into 
How Leaders Shape the Business Landscape Development Dimensions 
International, Inc., 2016

iii.  Global Executive Coaching Survey 2016 The Conference Board

iv.  Gartner/CEB benchmarks for executive and leadership development

key talent and high-potential leaders. And better yet, 
there is continued benefit as the effects of coaching 
spread through the organisation. Both coaching clients 
and the direct reports of the internal coaches also 
report higher engagement. Direct reports of internal 
coaches have engagement scores sixteen points higher 
than comparison peers. More broadly, the company is 
experiencing a positive trend in several Organizational 
Health Survey items, including manager effectiveness 
with career conversations, which has increased from 63% 
to 68% since 2016. The company’s overall engagement 
and inclusion indices have risen steadily since 2016. 
Clearly, the introduction of coaching as a core leadership 
competency with role model senior leaders is part of a 
positive story of rising engagement, inclusion and career 
growth at Medtronic.

Net Promoter scores for the ICC 
and Transformational Leadership 
Coaching programmes are in the high 
80% range as compared to the 57% 
the company uses as a benchmark for 
executive programmes.iv And the ICC 
programme won the International 
Coach Federation’s Prism Award for 
the Minnesota chapter in 2018

WHAT’S NEXT FOR COACHING AT 
MEDTRONIC?

At Medtronic, coaching is also seen as a critical way 
to help transform healthcare around the world, as it is 
recognised that great leaders who coach will inspire their 
team members to find new solutions to the emerging 
challenges in global healthcare. 

The new ecosystem of coaching programmes, tools and 
services, guided by an enterprise-wide philosophy and 
approach, has helped connect employee performance 
and career goals to the achievement of the company’s 
aspirational and enduring mission. Now business leaders 
and employees see coaching as a valuable development 
experience for all employees and are partnering with HR 
to develop a pipeline of leaders for the future.
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For further details about how you can get involved please visit the AC website and our  

Ways to Contribute page. If you’d like to join us and offer your assistance please register here.

As the world faces very unique circumstances, the 
Association for Coaching is here to support our 
members and the global community we serve.

We believe in the power of coaching and the coming 
together of communities and businesses to work 
through this crisis.

How You Can Help
There are many ways in which you can contribute to 
the AC and the wider coaching community. If you are 
interested in supporting us we’d love to hear from you. 
There are many ways in which you can help, including:

• Supporting our ‘Coaching in the Workplace’ online 
conference

• Raising awareness around the benefits of a coach 
approach in business and society 

• Leading a though leadership, special interest, or  
co-coaching group

• Contributing a written article to our AC magazine 
Coaching Perspectives

And as a “thank you” we are able to offer a select 
number of complimentary one-day passes to our 
forthcoming virtual conference to members who 
contribute during this time of need.

Coronavirus: Be part of our 
supportive community
Contribute to the AC and support our global coaching community

To find out more about the wealth of AC Digital Learning Programs available to support  

your professional development please visit our upcoming webinars page. 

We are facing unprecedented times globally and the 
AC is here to support you, our members – coaches, 
leaders, executives, practitioners and business owners 
– as we navigate these challenging circumstances. 

We believe that the power of coaching and belonging 
to caring and supportive communities will help us 
find solutions to challenging situations. We invite 
you to join our live Virtual Conversations so we can 
pull together as a global community to support 
one another, harness resilience, learn how to stay 
healthy and find creative approaches to overcoming 
challenges. 

The AC Virtual Conversations take place in the form of 
informative webinars and open conversations, covering 
the following topics:

• AC Community Connected, 'AC Leadership 
Conversations' and 'AC Health and Wellbeing 
Conversations in our AC blue please

• AC Leadership Conversations: turn challenges into 
opportunities with the power of coaching

• AC Health and Wellbeing Conversations

For further information and to book your 
complimentary place please visit our Virtual 
Conversations page on the AC website.

https://www.associationforcoaching.com/page/ways_to_contribute
https://www.associationforcoaching.com/general/custom.asp?page=webinars
https://www.associationforcoaching.com/general/custom.asp?page=ACVirtualConversations


Association for Coaching (AC) & the Institute 
of Coaching (IOC) present our International 
Leadership & Coaching Conference, 2020 

Coaching in the Workplace  
Performance. Culture. Mastery.

24 – 26 June 2020 
Online Conference

100% Online
Join from 

anywhere in  
the world

Live Q&A Sessions
Interact with  

expert speakers 

Find Out More
For more information, please visit:   
www.coachingintheworkplace.org 

If you wish to be an exhibitor please email:  
exhibitor@associationforcoaching.com

35+ CPD Hours 
Awarded to 
delegates

30+ Sessions 
Across 3 business 

tracks

How Coaching Supervision  
Delivers Value Beyond the  
Individual

Peter Hawkins

CEO, Renewal Associates & Professor, 
Henley Business School

SUPERVISION

Sitting in the Fire: The Journey  
to Team Coaching Mastery

Georgina Woudstra

Founder & Principal, Team Coaching 
Studio

TEAM  
COACHING Team Coaching Advanced |  

Sensing & Making Moves  
around Accountability

Alexander Caillet
CEO and Founder, Corentus, Inc

TEAM   
COACHING

Internal Coaching Supervision  
- Necessity or Nice to Have?

Angela Wright

AC Regional Co-Chair East Coast,  
USA and Partner, CEC Global LLC

SUPERVISION

The Future of Coaching: Vision, 
Leadership and Responsibility 
in a Transforming World

Hetty Einzig  
Editor, Coaching Perspectives

FUTURE  

OF COACHING
Future of Coaching 
Millennials & Gen Z: The Future 
of Coaching and Leadership

Charlie Stainforth  
Co-Founder of CIRCL

FUTURE  

OF COACHING

www.coachingintheworkplace.org

Join 27 world-class speakers and the global coaching community for the premier online coaching event of 
2020. Coaching in the Workplace aims to explore the translation of the latest scientific thinking into practical 
learning, with a focus on academic thought leadership, knowledge-based and practical-led coaching. 

With three business tracks to choose from and on-demand access to exclusive resources for three more months 
after the event, don’t miss the chance to join a dynamic community of leaders and coaches. Learn the unique 
skills required for executive and team coaching, and develop your expertise in this field. Register today!

https://www.blackrock.com/corporate/investor-relations/larry-fink-ceo-letter
https://www.blackrock.com/corporate/investor-relations/larry-fink-ceo-letter
mailto:exhibition%40associationforcoaching.com?subject=

