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1.  Why is coaching so cool? 

2.  Why do coaches love it so much? 

3.  What do participants find most valuable? 

4.  Where does coaching add the greatest value? 

5.  What are the active ingredients that deliver that value? 

6.  What can coaching deliver that few other programs or experiences can? 

7.  How can coaches deliver the greatest value to leaders and organizations? 

8.  How can organizations design the best programs for impact, quality, and value? 

A few thought questions…. 
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1. Why is coaching so cool? – Write down your answers/ideas 
2.  Why do coaches love it so much? 

3.  What do participants find most valuable? 

4.  Where does coaching add the greatest value? 

5.  What are the active ingredients that deliver that value? 

6.  What can coaching deliver that few other programs or experiences can? 

7.  How can coaches deliver the greatest value to leaders and organizations? 

8.  How can organizations design the best programs for impact, quality, and value? 

A few thought questions…. 
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Definitions, assumptions and the value proposition of coaching:   
•  What is coaching? 
•  Why is coaching cool? 
•  How do we get the greatest value from what is distinctive about coaching? 

Designing coaching programs for organizations 
•  Who gets coaching? 
•  Who delivers coaching? 
•  What coaching process do we use? 
•  How do we evaluate, measure, and improve? 

If we have time:  Thoughts on coaching research 
•  Coaching works, we don’t know why, and good research is really difficult 

Overview:  Two major sections + optional bonus section 
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What is executive coaching? 

 
 
 

Criteria In contrast to: 

1. One-on-one Group or team coaching 

2. Relationship-based Content-based, e.g., training, teaching, 
mentoring 

3. Methodology-based Conversational, feedback, powerful 
questions 

4. Provided by professional coach Manager, HR professional, peer 
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What is executive coaching? 

 
 
 

Criteria In contrast to: 

5. Multiple sessions over time Single conversations without follow-up 
accountability 

6. Goal-oriented for organizational 
and individual benefit Only focused on some stakeholders 

7. Customized to the person Standardized, packaged programs 

8. Intended to enhance ability to 
learn and develop independently 

Dependency or long-term reliance on 
coach 
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1.  Customized to person 

•  Tailored to needs and context:  Goals, content, scheduling, 
approach, style 

•  Adapt as you go, test and iterate to find what works 

Start from first principles         (Why is coaching so cool?) 
Leverage what is most valuable and distinctive about coaching 
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1.  Customized to person 
2.  Trusting relationship 

•  Acceptance / psychological safety 
•  Talk openly and honestly about goals, dreams, fears, 

concerns, and personal development needs 
•  Safe place to experiment:  Practice, take risks, test ideas, 

try new behaviors 
•  Deep understanding 
•  Social support, encouragement 

Start from first principles         (Why is coaching so cool?) 
Leverage what is most valuable and distinctive about coaching 
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1.  Customized to person 

2.  Trusting relationship 

3.  Accountability and follow-up 
•  Drives action, reflect on progress, refine lessons 

Start from first principles         (Why is coaching so cool?) 
Leverage what is most valuable and distinctive about coaching 
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Discuss in groups of two or three 

1.  What are you taking away from this discussion so far? 

2.  Where are you or your organization missing opportunities to 
fully leverage the value of coaching? 

Q 

Definition / Criteria 
1.  One-on-one 
2.  Relationship-based 
3.  Methodology-based 
4.  Professional coach 
5.  Multiple sessions over time 
6.  Goal-oriented to benefit org 

and individual 
7.  Customized to person 
8.  Enhance capabilities for 

independent learning 

First principles 
1.  Customized to person 

•  Tailored to needs, context, schedule, style 
•  Coach learns and adapt as you go 

2.  Trusting relationship 
•  Acceptance / psychological safety 
•  Deep understanding 
•  Social support, encouragement 

3.  Accountability and follow-up 



1.  Who gets coaching and why? 

2.  Who provides coaching? 

3.  What type of coaching process? 

4.  How do you measure, evaluate, and improve coaching 
program? 

*** Think about how coaches can add greatest value at each stage 

Designing organizational coaching programs:   
Four key elements 
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1. Who gets coaching and why? 

Coaching programs: 
Five stages Driven by 

1. Ad Hoc Individuals – Reactive to individual problems or 
opportunities:  Fix-it, high potential 

2. Programmatic Champion – Reactive to chaos:  Provide structure, clarity, 
consistency 

3. Targeted Business challenge – Reactive to business or talent issues:  
Onboarding, org change, succession 

4. Strategic Talent strategy – Proactively manage critical talent:  Top 
leadership, succession, key roles, high-potentials, diversity 

5. Optimized Wisdom and experience – Proactively deploy best resource 
for the need; customized 
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Two key questions 

1.  If you could only provide coaching to three people in your 
organization, who would that be and why? 

2.  Where will coaching make the biggest difference to the long-term 
success of the organization? 

1.  Who gets coaching and why? 
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Urgent, timely need 

Unique individual needs or context 

Critical or pivotal talent, key roles 

Other approaches have not been sufficient 

Supplementary support for development programs 

Considerations for optimization 
When is coaching the best solution vs. other options? 
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2. Who provides coaching? Three types of coaches 

1. Insight & feedback 
coaches 

360 feedback, assessments, therapists, personal/
life coaches, career/development planning 

2. Content experts Former managers/leaders, gurus, book authors, 
academics 

3. Learning process 
experts 

Leverage insights and experience re:  psychology 
of learning, behavior change, motivation, needs 
and values, habits, goal-setting, personality, group 
dynamics, social interaction 



16 

1.  Screening and selection 

•  Capabilities and experience fit to your need 

•  Culture fit 

•  Location 

•  Credibility to your audience 

Who provides coaching? Managing the panel of coaches 
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2.  Orientation 
•  Coaching process 

•  How to partner and work with us 
•  Confidentiality and communications 
•  Program design 
•  HR programs and processes 

•  Organizational knowledge 
•  Senior leaders and key players 
•  Culture and values, history 
•  Org strategy 
•  Org structure 

Who provides coaching? Managing the panel of coaches 
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3.  Matching 
•  Development need and context 
•  Not surface factors:  demographics or “chemistry” 

4.  Ongoing evaluation and feedback 
•  Two-way communication and sharing:  What are they learning 

about your org, culture, leaders, business challenges? 
•  Mid-point check-in 
•  End of engagement survey 
•  Participant evaluation of coach 

Who provides coaching? Managing the panel of coaches 
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Optional 

5.  Building sense of community and shared identity among 
coaches 

6.  Training/developing – investing in coaches to help them be 
better coaches and/or more effective in your org 

 

Who provides coaching? Managing the panel of coaches 
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Standardized or customized? What degree of customization? 

Communication and touch-points:  Where on the spectrum? 

•  Autonomy -- partnership? 

•  Open communication – confidentiality? 

Roles and support:   

•  Coach and participant 

•  Manager, HR, Coaching program manager, etc 

3. What type of coaching process? 



Do they have 
the capabilities 

they need? 

3. What type of coaching process? 
How do you address the necessary conditions for learning?  
The Development Pipeline  (Peterson, 2006) 

Do people 
know what to 

develop? 

Insight 

Are they willing 
to invest the 

time and energy 
it takes? 

Motivation Capabilities 

Do they have 
opportunities to 

apply their 
capabilities 

where it matters? 

Real-world 
Practice 

Do they internalize 
their capabilities 

and feel 
accountable to 

actually improve 
performance and 

results? 

Accountability 
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What purposes are you trying to serve? 

1.  Evaluate impact/demonstrate value 

2.  Improve process, efficiency, and impact 

o  Where are you getting the greatest impact? Which coaches, 
needs, leaders? 

o  How can you streamline or enhance process? 

3.  Marketing and PR:  Attract participants, generate support 

 

4. How do you measure, evaluate, improve? 
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Yes, but what’s the ROI??? 
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Discussion in pairs | Lessons learned and action steps 

What is your biggest insight, lesson, or takeaway? 1 

What is most important for you as a coach, for the leaders you 
work with, or for your organization? 

2 

3 
What specific action steps will you 
take? 
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Coaching research 

1.  It is well-established that “coaching” works 

2.  We have little (empirical) understanding of how or why it 
works or what coaches can do to improve results  

3.  Useful research is complicated and difficult to conduct, but is 
possible 
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1. Lots of evidence that coaching works (Peterson, 2010) 

1.  Personal testimonials, popular press 
2.  Surveys and self-report ratings of participants (Bush, 2005; Davis & Petchenik, 1998; Kombarakaran, Yang, Baker, & 

Fernandes, 2008; Leedham, 2005; Seamons, 2006; Thompson, 1986; Wasylyshyn, 2003; Wasylyshyn, Gronsky, & Haas, 2006) 

3.  Surveys of and ratings from bosses (Peterson, 1993) 

4.  Surveys of HR purchasers / managers of coaching programs (Dagley, 2006; Leedham, 2005; McDermott, 
Levenson, & Newton, 2007) 

5.  Individual case studies (Blattner, 2005; Diedrich, 1996; Hunt, 2003; Kiel, Rimmer, Williams, & Doyle, 1996; Kralj, 2001; Libri & Kemp, 2006; Natale 
& Diamante, 2005; Peterson, 1996; Peterson & Millier, 2005; Schnell, 2005; Tobias, 1996; Wasylyshyn, 2005; Winum, 2005) 

6.  Organizational case studies (See Clutterbuck & Megginson, 2005; Hunt & Weintraub, 2007; Jarvis et al., 2006) 

7.  ROI evaluations (Anderson, 2001; CLC, 2004; Holt & Peterson, 2006; McGovern et al., 2001; Parker-Wilkins, 2006; Phillips, 2007; Schlosser, 
Steinbrenner, Kumata, & Hunt, 2006) 

8.  Carefully designed, quasi-experimental studies (Evers, Brouwers, & Tomic, 2006; Finn, 2007; Finn, Mason, & Griffin, 
2006; Grant, Frith, & Burton, 2009; Offermans, 2004 [as reported in Greif, 2007]; Peterson, 1993b; Smither et al., 2003; Steinmetz, 2005 [as reported in Greif, 2007]; 
Sue-Chan & Latham, 2004) 

9.  Literature reviews critically evaluating the above (De Meuse, Dai, & Lee,2010; Ely et al., 2001 ; Feldman & Lankau, 
2005; Fillery-Travis & Lane, 2006, 2007; Jarvis et al., 2006; Joo, 2005; Kampa-Kokesch & Anderson, 2001; Kampa & White, 2002; Levenson, 2009; Mackie, 2007; 
Passmore & Gibbes, 2007; Peterson, 2010) 



Coaching is effective across many domains of life coaching, 
executive coaching, and health coaching (Moore, 2010) 

An effective mode of facilitating change in: 
§  Biometrics 
§  Performance 
§  Behavior 
§  Psychological resources 

Increases goal attainment – engagement in new behaviors related to 
skills development and behavior change 

Improves psychological resources – e.g., increasing positivity, 
resilience, self-efficacy -- that predict higher performance, capacity to 
change, and mental health 



And has significant organizational impact 

Bersin’s (2007) review of  
62 different talent management practices in  

760 organizations concludes: 
 

Well-designed coaching interventions 
have the highest impact of all practices 
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One major reason coaching is effective… 
(Peterson, 2010) 

Coaching incorporates many techniques that facilitate learning 
(Jarvis et al., 2006; Latham, 2007; Peterson, 2010): 

n  Goal setting (Locke & Latham, 1990; 2002) 

n  Communicating performance expectations (Buckingham & Clifton, 2001; 
Buckingham & Coffman, 1999) 

n  Feedback (Kluger & DeNisi, 1996; London, 1997) 

n  Enhancing self-efficacy (Bandura, 1997) 

n  Behavioral practice (Druckman & Bjork, 1991) 

n  Spaced practice and repetition 
n  Reflection (Burkey & Linley, 2007; Seibert & Daudelin, 1999) 

n  Accountability (Holton & Baldwin, 2003) 

n  A trusting, supportive relationship (Lambert & Barley, 2002; Mahoney, 1991) 
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2. We don’t know why coaching works:   
What are the active ingredients? What is the best approach? 

Few studies are designed to explain how or why. They rarely: 

u  Examine link between (a) actual coach behaviors, coaching activities, 
or learner behaviors and (b) proximal and distal outcomes 

u  Measure at the individual level (e.g., Individual goal attainment) 

u  Compare different coaching styles/approaches 

u  Specify what “coaching” consists of 

u  Test specific hypotheses or even formulate a clear rationale or 
question 

u  Examine or control for alternate explanations 
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3. Useful research is difficult to conduct 
(Peterson, 1993, 2010) 

Coaching: 
u  Occurs over extended periods of time 
u  Many other variables come in to play 

Participants: 
u  Have different goals 
u  Diverse contexts 
u  Different starting points 

Coaches: 
u  Take different approaches 
u  Get multiple tries – they do a bunch of different things and adapt as they go 
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Discussion in pairs | Lessons learned and action steps 

What is your biggest insight, lesson, or takeaway? 1 

What is most important for you as a coach, for the leaders you 
work with, or for your organization? 

2 

3 
What specific action steps will you 
take? 
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A few recommendations… 

1.  Examine progress on individual goals, relevant global outcomes, 
and organizational/program-related goals 

2.  Measure and report effect size 

3.  Compare and contrast approaches at the session level, e.g.: 
n  360 vs. personality inventory feedback 
n  Behavioral skills practice vs. teaching/explaining 
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A few recommendations… 

4.  After each session and conclusion, ask coach & participant: 
n  What were the most valuable outcomes of the session? 
n  What did coach and participant actually do that contributed 

to or detracted from those outcomes? 

5.  Evaluate impact on key components of development: 
n  What coach/participant actions generated change in insight, 

motivation, capabilities, real-world practice, accountability 
(Peterson, 2010) 
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The world is becoming 
more turbulent faster than 

most organizations are 
becoming more resilient. 

 
― Gary Hamel (2012) ― 
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VUCA | A radically different leadership context 

Volatile   Rapid, sudden, constant change V 

U 

A 

Uncertain  Unclear information and outcomes 

Complex  Multiplicity of variables and unknowns 

Ambiguous  Lack of clarity about the meaning of events 

C 
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VUCA – It’s not that complicated | Two fundamental issues 

Volatile  Rapid, sudden, constant change V 

U 

A 

Uncertain  Unclear information and outcomes 

Complex  Multiplicity of variables 

Ambiguous  Lack of clear meaning 

C 

Complexity 
Multiple interconnected, interdependent 
variables interact in unpredictable ways 

C 

Constant change 
New variables and dynamic, evolving 
context 

C 

Ambiguity, uncertainty, chaos, 
unpredictability are side effects 

-- 
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Reflection Calendar 
(Peterson, 2010b) 

1.  Daily (1 min.):  What new thing did I do today? What did I learn? What one thing will I do differently 
tomorrow? 

2.  Weekly (5 min.):  What progress did I make last week? What do I need to focus on next week? 

3.  Monthly (10 min.):  How am I doing on my learning objectives? What do I need to do to keep growing? How 
will I get meaningful feedback? 

4.  Quarterly (15 min.):  What do I need to do to manage my personal growth and professional development 
more effectively? What is most important for me to develop going forward?  

5.  Annually (1 hour) 
●  Am I living my life the way I want to? Am I on a path to become the person I truly want to be? 
●  Where do I stand relative to what truly matters to me? 
●  Where do I want to be a year from now and how do I get there? 
●  How do I make sure I’m not missing something important? 

6.  Decadely  (One day every 5-10 years) 
●  Who do I want to be? What values do I want to live by? 
●  How do I connect to my deepest mission and purpose? 
●  What do I need to do in the next 5 years to accomplish what matters most? 
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Reflection | Four directions for learning 
(Peterson, 2010b) 

Look inward  Who do I want to be? 
  What am I trying to accomplish? 

 What principles and values matter most? 

Look outward  What does it take to be successful? 
   What matters to others? 
   How do others see me? 

Look back  What new things have I tried? 
  What worked? What didn’t? 
  What have I learned so far? 

Look forward  What will I do differently? 
  What do I need to do to keep learning? 



40 40 

Leading in turbulent times…. 

IF:  The best predictor of future behavior is past 
behavior in similar circumstances 1 

2 

3 

4 

5 

6 

AND:  The Future is unpredictable and dissimilar → VUCA 

AND IF:  Leadership effectiveness (“future behavior”) requires ability to 
respond to complex, unpredictable, emergent challenges . . . 

THEN:  Past success — especially in stable, linear environments — 
may be irrelevant or misleading 

THEREFORE:  Leaders need to aggressively seek opportunities to 
practice, experiment, and learn in VUCA environments 

AND:  Organizations need to change how they evaluate and develop 
leaders 
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In this age, 
which believes 

there is a 
shortcut to 
everything, the greatest lesson 

to be learned is that 
the most difficult 
way is, in the long 
run, the easiest. 

 
— Henry Miller — 
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First, you have to have fun. 

Second, you have to put love where your labour is. 

Third, you have to go in the opposite direction to everyone else. 

Anita Roddick 
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