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INTRODUCTION


A QUEST



This book is the story of our quest for the soul of coaching. We set out with hope down a road that looked clear as far as we could see, the sun was shining and we did not foresee any problems, although we know every quest will have them. And, of course, the quest was more complicated than we thought, the soul of coaching was not so easy to discover, and what we found was different from what we expected. This book is our journal of our quest.

We are coaches. We love our profession and we enjoy working with people to help them learn, change and develop. And we are happy to learn and change as we work, as well. We have been coaching for over ten years in many countries. When we started out, business coaching and life coaching were well known in Europe, but barely known at all in South America. Andrea worked as a business coach in Brazil and had a business card with her name and the profession ‘coach’ printed on it. Most people who saw it asked her what she did; many thought she was in the tourist industry or was employed by a football team.

Sports coaching is well established. (A sports coach is a player with experience who motivates and trains a team or an individual athlete.) We started writing this book in a football World Cup year and it has been fascinating to see the rise of the celebrity football coach. The camera lingered on his face as well as on the players’ faces after a goal, a missed chance or a questionable decision. The coach’s emotion was broadcast to the world and suddenly he or she became visible and important. Coaches are now transferred between teams and countries for sums of money that only players enjoyed in the past.

Times change, and life coaching and business coaching have grown remarkably in the last decade. Many people are now engaging a life coach to help them make the most of their opportunities, and now admitting to having a life coach tends to attract curiosity rather than pity. Life coaching has invaded the domain of psychologists and counsellors, although there are signs that these professionals are slowly reclaiming their territory, because many life coaches have little in the way of credentials. The greatest growth of coaching has been in business. You do not need to be a psychologist or an academic to coach businesspeople, and businesses are often not enamoured with the academic world, which (to outsiders, at least) seems removed from the rough and tumble of the real world. There has also been an increase in financial coaching, career coaching and relationship coaching. The bandwagon is rattling along and even television is jumping on board, with the celebrity life coach appearing on chat shows in the United States. We have even seen a programme featuring a hapless client being ‘coached’ through hidden earphones on how talk to an attractive girl whom he felt too shy to approach. This is confusing and it is not coaching. Today, anyone who helps or advises others on anything seems to be using the title ‘coach’ where ten years ago they would probably have called themselves a ‘consultant’. While many people describe themselves as coaches, what they do and the way they do it may vary considerably, and yet there must be some core idea, some basic concept and method at the heart of coaching; the term must surely describe something distinctive? What is a coach? What do coaches do? Is ‘coaching’ a profession? Or a flavour-of-the-month business idea? Should it be described as a profession? An activity? A discipline? Or an area? Can coaching be defined at all? Does definition mean restraint and control and, if so, who will be the controller? If it is a methodology for change, then how does it work and what type of change can it generate? These are the key questions we are trying to answer in this book.

During the last ten years, we have also trained and talked to coaches from over 30 countries, and we believe that coaching has a soul and a distinctive methodology. We believe that it has an identifiable core set of mental models and methodologies, and numerous individuals and organizations are working with them all over the world. Coaching is a methodology, not an ideology. It is a methodology for change, to help people (and through them, businesses) to learn, develop and be the best they can be. It is a practical way of working that can be used in conjunction with other methods.

We believe coaching is here to stay and not a a short-lived fashion. A fashion is great – for a month or so, and then it fades as the next fashion replaces it. Coaching is more than a passing bandwagon that businesses are quick to jump on and quicker to jump off. It is showing every sign of continuing to grow and becoming an established way for people and companies to change.

Business is notoriously pragmatic, and to be sustainable, coaching must link with other established disciplines. It needs to be embraced by other established methodologies for change. Coaching needs to be backed by research that shows it is effective. Does coaching deliver what it is supposed to deliver? Without consensus on what activity we are measuring and evaluating in relation to other disciplines, the evidence for coaching will remain fragmented and anecdotal. One of the goals of this book is to put some boundaries around the field to help this process of evaluation.

Our quest took us to many different countries and methods of coaching. We considered the fundamental premises of coaching. What has to be true for the coach and the client for the method to work? What sort of relationship do they build?

There are many different types, brands, schools and approaches to coaching. We have chosen to explore six of the best-known and most representative approaches, to see the core principles they share. Of course, the presentations and interpretations of the various coaching methods are ours. We looked for points of agreement: where, for example, an integral coach would agree with a behavioural coach and an NLP coach could see the value in how an ontological coach works, and all would see how their work fitted with the Inner Game, the GROW model and Positive Psychology. We wanted to find out what works, not what does not work.

We believe we have built a coherent and consistent system that brings together the most important points of all coaching schools of thought. We have tried to be inclusive and not exclusive. We did not know what we would find when we began, so we have not confirmed any existing prejudices. The only assumption we made was that there was a heart and soul to coaching that all the main approaches would agree on. We use this integrated model ourselves in our coaching and coaching training.

Why did we write this book? Because we believe it is needed. We wrote it because we value coaching and want it to succeed. We wrote it because we want to add something worthwhile to current coaching literature and help coaching to grow and develop. And we wrote it to learn more about coaching. Writing a book is a quest in itself; you do not know exactly how it will turn out, and the finished book is both surprising and familiar at the same time. People would ask us, ‘What is coaching?’, and we had to think every time. We would often say, ‘It would take a book to answer that question.’ This is that book. It contains many ideas about coaching, but coaching is a means to an end, not an end in itself. It is a means to help people to live their lives in happiness and fulfilment, achieving their potential and developing to the greatest extent they can. It is about living a full life. What drives us is to create this full life for our clients and ourselves.

There are many models and ideas here that will make your coaching more effective, but this is not primarily a ‘how to’ book. It is for all coaches: executive coaches, business coaches, life coaches and sports coaches. If you are already a coach, then we hope that this book will help you have a greater insight into your profession and be more effective with your clients. If you are in training, it will give you an invaluable view of the fascinating profession into which you are entering. For managers, teachers, psychologists and therapists, we believe this book will widen your skills and knowledge. For newcomers to coaching, there is a bewildering variety of brands, claims and varieties of coaching available. We hope this book sheds light on them all, shows you what drives them and the soul that inspires them.

We have written a distillation of coaching, taking the best from every approach, making as complete a model as we can. The test of a model, of course, is whether or not it works. Models are not true or false, just successful to varying degrees, depending on the results you get from them. We have tested this model with coaches in over thirty countries and we know it works.

AN OVERVIEW

The book has three parts. Part One, ‘Coaching on the Edge of Chaos’, is a review of the present state of coaching. In fact, the edge of chaos is not a bad place to be; it is continually creative. However, it is unstable, tending to flop first of all into rigid definitions of what coaching is or should be – the dead hand of orthodoxy – or to dissolve into a Wonderland where coaching is whatever anyone says it is. This part of the book contains many definitions of coaching, and also briefly explores the boundaries between coaching and other professions. It also has a short historical overview of how coaching grew. History is made by people working in a particular context, so we have written about both the people and the cultural conditions that fostered coaching. We believe that you can understand coaching well only if you understand its origins, otherwise you simply have a snapshot that tells you little of where it came from and less of where it is going. There are links between coaching and other established disciplines such as humanistic psychology, human developmental psychology and business practice, so it has a respectable intellectual and cultural pedigree.

Part Two opens with a world tour of the dominant types of coaching. We explain the main ideas and consider integral coaching, ontological coaching, neuro-linguistic coaching, positive psychology coaching, the inner game, coactive coaching and the GROW model, as well as behavioural coaching. As you read these, you can share our quest and our curiosity to find what they have in common. At the end of this part of the book we will give our model of the common core of all these approaches – the key elements of coaching. You will see how the key ideas of each coaching approach fit together, overlap and how they contribute to the overall model. They are like the primary colours of light, all different but when they blend together, you get another colour completely – white light that takes in and expresses the whole spectrum.

In Part Three, there is a chapter on how to measure the results of coaching from different perspectives to give evidence that it works, both in business and in life coaching. We also introduce two important ideas that are growing in the coaching field at the moment. First, there is the developmental aspect. Coaching currently lacks a developmental dimension, and is applied to every adult in the same way. However, there is considerable evidence showing that adults go through a sequence of developmental stages as their thinking changes and matures. What does this mean for coaching? How does the level of the coach influence the client? Can a coach help if they do not understand where a client is in their developmental cycle? What happens when there is a mismatch between the developmental level of coach and client? When is coaching transactional, rearranging the client’s mental furniture, and when is it transformational, making them move house completely?

Second, there is the post-modern aspect of coaching. Our experience is formed and informed by our language, culture and other people. We do not see our links with others but they are there. How can you coach someone from another culture? What implications does this have for coaching? Finally, we speculate a little on the future of coaching with a dream and two nightmares of possible futures.

We wanted this book to be as inclusive as possible, and to this end we invited several writers and coaches to contribute a short reflection on coaching from their point of view. These are interspersed throughout; each has a unique view and the many different voices give a harmony to the book it would otherwise lack. We thank the contributors for their generosity in making this book richer.

Welcome to the quest. You will find a varied cast of characters here – writers, thinkers, academics and activists. Coaching was developed and is being developed by many different kinds of people.

We found important markers and clues in all the different types of coaching, and this reminded us of an experience in Colorado, USA in August 2003. Colorado is a beautiful state and we were high in the Rocky Mountains one day driving along the road as it wound its way up the steep rise. The sun was shining, there was a slight chill in the air, but the snow was reassuringly far away, a frosty crown on the heads of the largest mountains in the distance. As we drove along, we noticed that wooden poles, about 2 metres high, were stuck in the ground on both sides of the road at regular intervals. They looked strange, so we asked our friend and host what they were for.

‘Well,’ he said, ‘right now the sun is shining and the road is clear, but come the winter, the first snowfalls can cover this road completely. It just disappears; everything is white. How do you think the snowplough knows where the road is? It ploughs between the posts.’ And from that we learned to set up our markers in advance, because things may not be as clear later as they are when you begin the journey.

A few practical comments. We use some real coaching cases in this book, but with the names changed. Also, we debated how to refer to the person who is coached. We decided on the name ‘client’ to bring coaching into line with other professions that use the same terminology, and we also think that the word ‘coachee’, like most artificial words, is rather ugly. For both coaches and clients, where necessary we use ‘he’ or ‘she’ without discrimination.
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PART ONE





1 COACHING ON THE EDGE OF CHAOS

‘If we treat people as they are, we make them worse. If we treat them as they ought to be, we help them to become what they are capable of becoming.’

Goethe

In 2004 we gave our first coaching course in Santiago, Chile. The group consisted mostly of managers, who were keen and attentive. A weak sun shone through the white curtains that covered windows of the Radisson Hotel, and outside, the Andes that form such a wonderful backdrop to the city were struggling to assert themselves through a polluted autumn mist. On the first morning of the course, we gave an overview and short history of coaching. ‘Coaching,’ we began, ‘comes from an old Anglo-Saxon word for a carriage, something that takes you from where you are to where you want to be.’ A hand went up in the group; someone wanted to comment.

‘It also comes from the old French word “coche”, meaning a carriage,’ said François, a participant who was to become a good friend. The temptation for Joseph to fight for the historical pride of England against the French was tremendous, but he managed to resist. We thanked François for this extra piece of new information. Later, as we further researched the origin of the word ‘coaching’, we discovered something even more interesting.

There was a town called Kocs in medieval Hungary, near the walled town of Komárom. It held a strategic position in the transport network and
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