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career development

Are You Ready for an

Executive Coach!?
by Monci J.Williams

HE AGE OFCustomizéon,

which has bought us the

personal computepersonal

trainer personal shopper
and pesonal déer—formelly “match-
maker’—now offers the ultimée
educadional sevice for mangers: the
executive coab. In a tend th&'s been
growing for more than a decadmdi-
viduals and companieseaseeking
the counsel of co&es with a mixtue
of zeal and tepidaion tha only
careershaking bang in the vork-
place can bng.

There is no dehitive count on the
number of coalees pacticing in the
U.S. and &road—ly now, it may well
be in the dur figures—and no cfi-
cdion tha guaantees quality or
qualifications. In ecent wass, their
ranks hae beenwollen by outplace
ment specialists lookingf nev
work. If you're thinking of himg one
herewith a bief primer on wha
coades can dodr you.

Why a coab? Mangers in the fat
and fuid organizaion of toda cant
get work done ly giving orders; the
must finesse eldionships with people
throughout the agranizdion. For their
paitt, organizdions diving for produc
tivity demand highand consistent
levels of perbrmance fom eat
employee And todgy’s increased
focus on shafter results says
Robet J. Leg a longtime codt who
now heads the Centeoif Credive
Leadeship,has“eliminated the
tolerance or insuficient and idiosyn
cratic behaior.”

The gowing presence of codes in
the lusiness wrld also signals a
major shift in oganizaional dtitudes
toward the mangement of emplp-
eesAt least in some placespading

reflects an enlighteneacanition
tha people canmgpw and hang.
“The dtitude used to heT ha's just
Joe Tha's who he is;” one taining
and deelopment specialist ga.
“Now it's‘Joe has some gelopmen
tal needs he has todm@ss. Hav can
we put de on a pth to gowth?”

Because codning can hee real
impact on a mamger's perbrmance—
even moe than taining couses,
mary human esouce pofessionals
say—proactive companies siicas
American Expess,Coming, Hewlett-
Padard, Morgan Stanlg, and Philip
Morris have beyun to ofer piivate
coading as pérof leadeship deel-
opment. But the baldatt iemains tha
most mangers who ae selecteddr
coading ae tageted becausén the
non-daming languge of the tade
“somethings not working.”

Coadees g through a pocess tha
includes an assessmetite setting of
goals br chang and impovement.a
plan for adieving those gals,and
arywhere from thiee months to aear
of sessions with the cdacThe most
thorough assessment is 360gcke
feedbak, in which the coak collects
informaion eout what Joe is like to
work with from eseryone aound
him—pees, bossesand subattinaes.
The feedbak sessionin which the
subject hearthe esults,often occus
off-site aver the span of twor

three dgs, and br good leason:
Though coakes ae caeful to dish
up the @od along with the badhere
is nothing moe disconcding than
meeting up with oneselSays
Kathryn Williams, a patner in KRV
Intemational, a coabing firm based in
Winston-Salem;Sometimes people
get angy. Sometimes people\ct
Then the get to work.
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While 360-dgree £edbak may be
the assessmengkide of dhoice
when the codwee issay, a key senior
executive who has no idea of thede
astding impact his inhility to trust
subodinaes has on pductvity, it is
only used in Bout 10% of codung
situaions.The reasonit's expensve
and soaks up the time dba@ut 20
other emplgees perecipient.

Binders full of feedbak daa may
help lgitimize a lusiness se&ice thd,
in some ges,may stray too nmuch into
the realm of the touay-feely (and
some justiication may be called ér
when the pce tay runs flom
$175/hour to 10% of thexecutive’s
anrual compendé#n). But coabes
say tha most caeer pitalls ae pre-
dictable enough ér the experienced
eye to spot een without all the paer.

As an altenaive to 360-dgree ked
badk, some codees“shadav” their
coaheesfollowing them aound and
taking notes. & mangers whose
problems ae less dtical, even tha
level of assessment mae neither
necessarnor cost-diective. Mary
coades @t feedbak only from the
boss viho retains them; then tle
focus aclusively on working out the
kinks in the coagees relaionship
with tha boss. Other coaes s§ they
can sie up the situ#on just ty talk-
ing to the peson to be helpedne is
Marilyn PuderYork, a dinical psy
chologist in New York City, who is
most often hied by individuals them
seles @ther than g their emplger.
“People hae patems of behaiors
and beliefs, she sgs.“When thg
talk, | can hear their themés.

The simplest codsng situdions
involve fit: Josephine came frm a
rough-and-tumle cultue thd put a
premium on indiidual perbrmance
and a malo stancewhich may have
meant lling a the boss Wwen he
yelled But her nev job & Collegiality
Inc. requires a moe laid-bak style
Or the m@e necessiting coading
may be not fom one oganizdion to



Coach...

anotheybut from one ung of the lad
der to the n&t. Manayers most often
need helpsays Kahleen Stickland,
CEO of the Sickland Goup,a Nev
York City human esouce consulting
firm, at three points in their caer:
when thg first ascend into mage:
ment,when thg move into senior
mangementand when thg male it
onto the gecutive team.

At ead point the subtleules and
requirments ér successhange.

“As you mo/e up in Your caeer com
municdions and elaionships ae
increasingy important; Strickland
says. “Most people dort’ get thd.
They’re still hell-bent on pedrming.”
According to LauenAshwell, a vice
president of tining and deelopment
at Morgan Stanlg, “New manaers
are successful as indduals,and nev
they need to marge thiough other
individuals. Its not ¢ear to deelop
ing leades wha they're caining
They know, however, wha they're
losing—the likline to what made
them successful.

Coades can also help common per
sonality types be merefectve—and
less iritating—on the jobThe stand-
out dysfunctions occurtéboth ends of
the human speaim: people vho ae
aggressve, abrasive, domineeing,
and/or so task-gented thg dont
develop god elaionships with col
leagues,and people wo ae
introverted and sj Coadies @en act
as the aganizaional equvalent of a
mairriage counselgiteading people
how to surbice issues anésohe con
flicts up and dan the dain of
command“T he conlfict resolution in
most oganizaions; says Kahryn
Williams, “is abysmal’

Consider the>xgelience of a 40-gar
old banking gecutive whose hal-
chamging style didnt fly when he
changed companiesi had come
from a fst-mwing, results-orented
culture tha embaced bang—a \ety
naural fit for me This cultue wants
changg, but is scaed Ly it. It wants to
be esults-oiented but it isn't yet.

How you get thee is still moe impor
tant than what you do’

The discomdrt of poor ft exacerbéed
naural tendencies thaan iritate cot
leagues:| became shdradamant,
and was just diving things though. |
was tensgestressegdand came aoss
as ggressve and tough. | as missing
wha was ging on in the som aound
me—intepersonal gnamics sub
tleties tha were impotant to getting
buy-in on ny ideas.

Confidentiality is
critical. Ask for an
up-front agreement
about what
the coach will tell
your employer.

The ley benett of coading was mak
ing the &ecutve avare of wha was
happening “You dont chage into a
restauant and sg ‘| want food nav!
Serve me” the coabee sgs.“You
cant do thd in the vworkplace eithet
Or, as the codt pointed outyou

can—hut it doesnt work.

If you ae selecteddr coading, the
attitude, as thg say, is gratitude, albeit
laced with a dollop of cautioivou
have, after all,just been handed a cus
tomized m@ of the pad to success.
And fortunée you ae heading into the
21st centuy in the emply of a com
pary tha values ypu despite gur
flaws, and actuail—mirabile dictu!
—wants to inest in you.

Now for the caed: Confidentiality
is ciitical. Unless wpu ae pging

the coab yourself, you ae not the
coad’'s dient. The oganizdion is.
Ask for an up-font greement bout
wha the coab will tell your emplgy-
er. Informaion gopropriate to be

shaed indudes the gals thahave
been setwhether yu're shaving up
for your gppointmentsyorking
toward your goals,and making
progress. Inapropriate reporting
includes pesonal poblems sub as
depression and maal difficulties.

If you'd like to hie a coak for your-
self, contact the humaresouce
professionals tayour compaw or &
the local tigpter of a pofessional
associéon like theAmerican Society
for Training and Deelopment. Pik a
coat who has érmal educton in
psydology or omganizdional derelop-
ment as wll as &peirience in the
real-world dynamics of bisiness.

While it may not be asltallendgng as
performing bain sugery on yourself,
coades ecommend not beingoyr
own coad. “It’ s very had to knav
what we dont know,” says Stickland
It's also tue tha, human nture being
wha it is, most of us tend to toss out
the tiuths we most need to hear

If, however, you have alead/ been
jolted into self-avarenessthe Caeer
Architect,a system thiahelps people
crede their avn caeer deelopment
plans,may help you move along It is
based on ipund-beaking eseach
into hav and why people succeed
and il conducted the Centerdr
Credive Leadeship by Mike
Lombado, a former coab and
trainer and his paner Bob Eitinger.
It's available in workbook and soft
ware formats though Lomingr Ltd.
in Minnegolis.

As for those of us o piefer the love-
ly cushion of olivion tha comes with
believing the poblem is alvays some
one elsemay this aticle introduce
you to the possibility thtayou, too,
might beneit from a dose of mager-
ial self-scotiny and gowth. The dgs
of sweeing everything under the
organizaional ug, including ones
shotcomings,are gone =

m Reprint #U 9610D

HARVARD MANAGEMENT UPDATE OCTOBER 1996



