


Table of Contents

Title Page

Copyright

Dedication

Foreword

The Authors

Introduction

Part 1: Toward a Coaching Culture

Chapter 1: The Rise of Coaching in Organizations

Internal Coaching for Accelerated Leadership

Development

Internal Coaching

Internal Coaching versus External Coaching

Internal Coaching Practices

Chapter 2: Assessing Your Organization's Need for

Coaching

Step 1: Assess Your Organizational Stage of

Coaching

Step 2: Determine If Coaching Is the Right

Solution

Step 3: Assess and Build Your Organizational

Readiness

Step 4: Review Your Internal Capacity

Step 5: Build the Case for Coaching

Conclusion

Chapter 3: Creating an Integrated Coaching System

Make Systems Integrated and Comprehensive



Value of Multiple Modalities in a Systems

Approach

Comprehensive Vision

Components of an Integrated Coaching System

Strategic Approach

Politics Is Everything

Sample Pathways

HR Leader Roles

Working with External Consultants

Conclusion

Chapter 4: Evaluating Coaching Interventions

Why Now?

Why Current Approaches Don't Work and How to

Move Forward

Evaluation Approaches and Best Practices

Engaging Stakeholders

Formal Evaluation of Coaching Interventions

Coaching Evaluation Outcomes Framework

Leveraging Coaches in Coaching Evaluation

Evaluation beyond Executive Coaching

How to Measure

Informal Channels of Evaluative Information

How to Use Evaluative Information in Program

Design and Correction

Making the Business Case with Evaluation Data

Conclusion

Chapter 5: Managing Coaches

Choosing between Internal and External Coaches

Selection and Onboarding of Executive Coaches



CCL's Assessment Center: New Coach Orientation

Coaching Supervision

Coach Client-Specific Orientation and Training

Coach Matching

Quality Management

Building and Sustaining a Peer Learning

Community of Practice

Conclusion

Part 2: Coaching Guidance for HR Leaders

Chapter 6: Coaching the Derailing Leader

What Is Derailment?

Why Does Derailment Happen?

How Can You Help?

Conclusion

Chapter 7: Developing High-Potential Leaders

Nature and Scope: Coaching for Now; Coaching

for the Future

Coaching for High-Potential Leadership

Mapping 70–20–10 to the Coaching of HiPos

The Roles That HR and Coaching Play in High-

Potential Development

Conclusion

Chapter 8: Coaching at the Top

Senior Leader Characteristics

Coaching Lessons from Leadership at the Peak

Value Proposition

Some Productive Questions

What Doesn't Work

Conclusion



Chapter 9: Coaching Your Business Partner

The Human Resource Coaching Leader

Challenges to Coaching as Human Resource

Business Partner

Why Coaching Is Worth the Effort

Coaching Success as a Human Resource Business

Partner

Focus Your Attention on Your Business Partner

Conclusion

Chapter 10: Cross-Cultural Coaching

Coaching and Cross-Cultural Coaching in

Leadership Development

Coaching across Cultures

Culture, Social Identities, and Social Identity

Conflict

Cross-Cultural Coaching: Managing Social Identity

Conflict

Application of Cross-Cultural Coaching Models

An Integrated Process Model for Cross-Cultural

Coaching

Conclusion

Chapter 11: Coaching in Context: The Individual in

Relation to Organizational Culture

Organizational Culture

Industry-Specific Knowledge: Relevance to

Coaching

Coach Preparation for an Engagement

Letting Go of Knowledge and Assumptions: The

Coaching Mind-Set

Conclusion



Chapter 12: Ethical Considerations for the Human

Resource Coach

Human Resource Coaching Defined

Ethical Framework for HR Coaching

Navigating Dilemmas

Organizational Support for HR Coaching

Conclusion

Part 3: Special Applications of Coaching

Chapter 13: Coaching for All: Creative Leadership

Conversations with Peers

Creative Leadership Conversations

CLC in the World

Conclusion

Chapter 14: Mentoring for Leadership Development

Mentoring: How It All Got Started

Background and Defining What Mentoring Is and

Isn't

Considerations for Setting Up a Mentoring

Program

The Future of Mentoring

Conclusion

Chapter 15: Executive Coaching for Onboarding

The Importance of Hiring and Retaining Top Talent

Executive Integration Coaching and Onboarding:

What's the Difference?

The Coaching Work

Executive Integration Framework

Designing an Executive Integration Coaching

Program

Conclusion



Chapter 16: Team Coaching

Building a Team's Capacity to Perform

Assessment: Team Discovery and Diagnosis

What Makes a Team Effective?

When to Do What: The Temporal Dynamics of

Teams

Pulling It All Together: The Process of Team

Coaching

Specific Applications of Team Coaching

Tools Used in Team Coaching

Conclusion

Chapter 17: Senior Team Coaching

Why Senior Leadership Groups Need Coaching

How HR Leaders Become Senior Team Coaches

Characteristics of Senior Teams

Conclusion

Chapter 18: Transforming Organizations: Coaching

and Guiding Senior Teams

Transformation Obligation

Change Leadership Is the Way: Our

Transformation Framework

Lesson 1: Strategy Execution Drives

Transformation

Lesson 2: Combining Skill Sets of Coach and Guide

Yields Alchemy of Transformation

Lesson 3: The Vertical Shift in Leadership Culture

Is Transformation

Lesson 4: Transformation Is the Art of Cultivating

Leadership Mind-Sets



Lesson 5: The Art of Change Leadership Is Getting

Strategy and Culture Aligned

Lesson 6: Practitioners Bring Learning Tools and

Agile Mind-Sets to the Experience of

Transformation

A Practitioner's Look in the Rearview Mirror

Conclusion

Chapter 19: Coaching beyond the Organization

What Is a Multilayered Leadership Solution?

Leadership beyond Boundaries

Why Focus on Young People?

Core Building Blocks of a Multilayered Leadership

Program

Multilayered Leadership Development Programs:

Examples

A Call to Action

Conclusion

Notes

References

Name Index

Subject Index

About the Center for Creative Leadership

End User License Agreement

List of Illustrations

Figure 1.1

Figure 1.2

Figure 1.3



Figure 1.4

Figure 1.5

Figure 1.6

Figure 1.7

Figure 1.8

Figure 1.9

Figure 1.10

Figure 2.1

Figure 4.1

Figure 5.1

Figure P2.1

Figure 7.1

Figure 7.2

Figure 7.3

Figure 9.1

Figure 9.2

Figure 10.1

Figure 10.2

Figure 10.3

Figure 10.4

Figure 11.1

Figure 11.2

Figure 11.3

Figure 13.1

Figure 16.1



Figure 16.2

Figure 18.1

Figure 18.2

Figure 18.3

Figure 19.1

Figure 19.2

Figure 19.3

Figure 19.4

Figure 19.5

Figure 19.6

Figure 19.7

List of Tables

Table 1.1

Table 1.2

Table 1.3

Table 1.4

Table 2.1

Table 4.1

Table 4.2

Table 4.3

Table 4.4

Table 4.5

Table 6.1

Table 7.1



Table 12.1

Table 14.1

Table 14.2

Table 16.1

Table 18.1

Table 18.2

Table 19.1



The Center for Creative

Leadership

Handbook of Coaching in

Organizations

Douglas D. Riddle

Emily R. Hoole

Elizabeth C. D. Gullette

Editors

 



Cover Design: Wiley

Cover image: © iStock.com/Orla

Copyright © 2015 by John Wiley & Sons, Inc. All rights reserved.

Published by Jossey-Bass

A Wiley Brand

One Montgomery Street, Suite 1200, San Francisco, CA 94104-4594-

www.josseybass.com

No part of this publication may be reproduced, stored in a retrieval system, or

transmitted in any form or by any means, electronic, mechanical, photocopying,

recording, scanning, or otherwise, except as permitted under Section 107 or

108 of the 1976 United States Copyright Act, without either the prior written

permission of the publisher, or authorization through payment of the

appropriate per-copy fee to the Copyright Clearance Center, Inc., 222

Rosewood Drive, Danvers, MA 01923, 978-750-8400, fax 978-646-8600, or on

the Web at www.copyright.com. Requests to the publisher for permission

should be addressed to the Permissions Department, John Wiley & Sons, Inc.,

111 River Street, Hoboken, NJ 07030, 201-748-6011, fax 201-748-6008, or

online at www.wiley.com/go/permissions.

Limit of Liability/Disclaimer of Warranty: While the publisher and author have

used their best efforts in preparing this book, they make no representations or

warranties with respect to the accuracy or completeness of the contents of this

book and specifically disclaim any implied warranties of merchantability or

fitness for a particular purpose. No warranty may be created or extended by

sales representatives or written sales materials. The advice and strategies

contained herein may not be suitable for your situation. You should consult with

a professional where appropriate. Neither the publisher nor author shall be

liable for any loss of profit or any other commercial damages, including but not

limited to special, incidental, consequential, or other damages. Readers should

be aware that Internet Web sites offered as citations and/or sources for further

information may have changed or disappeared between the time this was

written and when it is read.

Jossey-Bass books and products are available through most bookstores. To

contact Jossey-Bass directly call our Customer Care Department within the U.S.

at 800-956-7739, outside the U.S. at 317-572-3986, or fax 317-572-4002.

Wiley publishes in a variety of print and electronic formats and by print-on-

demand. Some material included with standard print versions of this book may

not be included in e-books or in print-on-demand. If this book refers to media

such as a CD or DVD that is not included in the version you purchased, you may

download this material at http://booksupport.wiley.com. For more information

about Wiley products, visit www.wiley.com.

Library of Congress Cataloging-in-Publication Data

The CCL handbook of coaching in organizations / by Douglas D. Riddle, Emily

R. Hoole, and Elizabeth C.D. Gullette, editors.

http://istock.com/Orla
http://www.josseybass.com/
http://www.copyright.com/
http://www.wiley.com/go/permissions
http://booksupport.wiley.com/
http://www.wiley.com/


1 online resource.

Includes bibliographical references and index.

Description based on print version record and CIP data provided by publisher;

resource not viewed.

ISBN 978-1-118-84148-8 (cloth)—ISBN 978-1-118-84163-1 (pdf)—ISBN 978-1-

118-84149-5 (epub)

1. Executive coaching. 2. Leadership. 3. Mentoring in business. 4. Employees—

Coaching of.

I. Riddle, Douglas Duane Jacobs, 1949- II. Hoole, Emily R., 1968- III. Gullette,

Elizabeth C. D., 1969-

HD30.4

658.3′124— dc23

2014042973

First Edition



Dedicated to the human resource professionals who invest

their hearts, minds, and hands for the betterment of their

workplaces



Foreword

Few other elements of corporate preparation for global

leaders have more impact than coaching. And few

organizations have had more impact in shaping the

thinking about the development of leaders within the

coaching context than the Center for Creative Leadership.

Research tells us that coaching, when done well for the

right reasons by talented coaches with clear goals and

within strong ethical guidelines, works. Leaders tell us that

one of the ways to develop what they find most effective is

through coaching. Organizations can point to the positive

effects of coaching for not only the leaders being coached

but also their teams and the fabric of their very culture.

Recently I had the great privilege of researching what

great companies know about consistently developing

effective leaders who are different from the rest. The

report, DNA of Leaders: Leadership Development Secrets,

profiled the leadership development programs and

philosophies at Accenture, L'Oreal, Shell, Siemens,

American Express, the Coca-Cola Company, Wipro,

Unilever, Intel, IBM, McDonald's, Proctor & Gamble,

Hewlett Packard, General Mills, Caterpillar, Cardinal

Health, and BASF. They had much in common: a clear

understanding of what leaders need to be and do at their

organization; linkage to the organization's values; active

involvement and support from senior leaders; and the

strong use of analytics and the continual assessment not

only of development programs' effectiveness but also the

impact on business results. What they also had in common

was a commitment to supporting leaders on a personal

basis through structured coaching programs, a key element

of their overall structure. As part of that same study, we



asked business leaders what leadership development

experiences they believed had the greatest impact. Their

top six choices were mentoring, action learning, rotational

programs, international assignments, executive coaching,

and informal feedback. Clearly coaching is top of mind;

action learning, rotational programs, and international

assignments all require an element of coaching and

feedback to be truly successful.

Practitioners will find in this book the distilled wisdom that

comes only from having built or witnessed hundreds of

successful coaching programs and thousands of individuals

who have been transformed by them. This highly accessible

and comprehensive handbook is logically framed around

three core elements: the human resource leader as a coach,

building a coaching culture, and specific coaching

applications. More than a blueprint to simply replicate a

model, it is a launching pad for what could be.

The CCL Handbook of Coaching in Organizations has much

to offer human capital executives charged with creating the

environment in which leaders are successfully forged in a

crucible of development and then sent forth into the

complex, ever changing, unpredictable world that awaits

them. There is probably no more critical task than to build

the leaders every organization needs to drive its success;

coaching is a powerful tool to accomplish that task. I know

that you will find this new work to be of great value.

Rebecca L. Ray

Executive Vice President, The Conference Board
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Introduction

When people think about coaching in leadership, they often

assume the reference is to executive coaching: one

professional coach working with one leader. This may be a

consequence of the fact that the profession of coaching has

driven the growth of the field. We believe it is valuable to

think more broadly about coaching and recognize that the

applications of this kind of interaction should not be limited

to executive coaching. At the Center for Creative

Leadership, we look at coaching as a certain kind of

relationship, worked out in certain kinds of conversations,

that has value far beyond what takes place between

professional coach and the person being coached. In fact,

the most powerful coaching conversations with the greatest

impact on leadership challenges are often the ones that

take place in the hallways, cafeterias, offices, and other

organizational workspaces. These conversations are

conducted by thoughtful leaders and managers who

recognize the importance of coaching relationships for the

advancement of leadership capability at all levels in the

course of the organization's everyday work.

For our purposes, coaching is a helping relationship with a

developmental focus played out in conversations that

stimulate the person or group being coached to greater

awareness, deeper and broader thought, and wiser

decisions and actions. The conversations are developmental

because they always have in mind the improvement of the

person's perceiving, thinking, and reflecting, as well as the

solution to the concern at hand. It is a helping relationship

because the benefit is clearly focused on the value to the

person being coached and her leadership responsibilities.

Coaching conversations are an important means by which



experiences are turned into learning, and nearly anyone

can conduct them. Friends, mentors, coaches, teachers,

and leaders of every stripe have greater impact on the

thinking, feeling, and behavior of others when they listen

carefully, respond thoughtfully, and are careful to resist

imposing their own solutions. We can all coach. We can all

create openness to new thinking and action.

At the core of this book is an idea: human resource leaders

can create the conditions that permit the growth of a

developmental culture and of climates that encourage

individual and organizational learning. They can do this

through implementing coaching systems based on lessons

derived from organizations all over the world, in many

sectors and industries, of all sizes. Coaching, mentoring,

and other developmental activities are only part of the total

work of human resource professionals; they are important

to the health of the organization and the growth of those

being coaching, and they are an essential element of

organizational change. Furthermore, we believe that

human resource professionals are ideally located within the

organization to activate a variety of resources leading to

leadership growth.

CCL research has consistently shown the consequences of

trying to execute brilliant business strategies without the

benefit of adequate leadership. The realization that

implementation of business strategy requires a

corresponding leadership strategy has shaped CCL's

research and portfolio for over a decade. However, this

book recognizes that it is nearly impossible for any internal

HR professional to know all that is necessary to implement

practical and effective coaching systems. We have gathered

in this book experience and research from all over the

globe in one place for busy HR and organizational

development leaders who recognize the need for coaching



as one piece of a comprehensive orientation toward

development.

This book focuses on the opportunities and challenges of

the professionals working within an organization

responsible for doing coaching or implementing coaching

systems. The key word is system, because we have come to

appreciate an ecological perspective, which always seeks to

broaden the attention beyond the current definition of a

given situation. For instance, an HR leader may be called

on to coach an executive who is in danger of derailing. In

years past, the leader might have been content to counsel

the individual, warn him of his potential fate, and consult

with him until he either changes or flames out. An

ecological perspective changes that approach and helps HR

leaders recognize that they sit at the crossroads of a rich

set of resources and are likely to be much more effective by

activating the help of others, all for the benefit of the

executive and the organization. HR leaders who think in

terms of the system will help derailing executives enlist the

involvement and support of many others.

Although it has become popular to seek alternative terms

to describe the HR function within organizations (Google's

People Operations, for instance), we consistently refer in

this book to the functional group as human resources.

Because of the variety of foci within HR departments or

groups who are responsible for organizational

development, learning and development, training and

development, and the like, we have not imposed any

particular constraints on the chapter authors, who come

from a broad range of organizations and research and

practice settings. You may see terms such as human

resource business partner, human resource coach, or, as in

the case of this Introduction, human resource leader. The

common element in all of these labels is that they signify



people in HR roles who are responsible for developing their

organization's leaders.

This book originated in the persistent cries for help of

clients and colleagues all over the world who have faced

the challenges of implementing coaching systems or doing

coaching. Human resource professionals have unique

multiple roles in that they are often expected to coach and

simultaneously create and manage systems of coaching. As

we reviewed the literature on coaching and its applications

within organizational life, the need for guidance based on

CCL's global experience with organizations of every kind

became clear. In particular, the multiple, competing roles of

human resource leaders demonstrated the need for a book

that addressed the requirement to be both a coach and

manager of coaches and coaching.

This book has three parts.

Part 1 focuses on the creation and management of coaching

. Most organization programss have come to realize that

coaching activities have to include mentoring and peer

coaching as well as developing the coaching competence of

managers. The HR professionals responsible for advising

senior leadership on development strategies and

responsive talent management to achieve business results

have told us they need resources to educate others on the

conditions and activities important for successful

initiatives. What are the best ways to begin or expand

programs that can equip leaders for meeting rapidly

changing market conditions? How can coaching address

dynamic cultural changes that accompany new generations

or the internationalization of the workforce? We share the

lessons of our experiences with organizations in over 130

countries and with over thirty thousand leaders a year to

put at your disposal in chapters 1 to 5 the best practices for

creating and managing comprehensive leadership


