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Current management culture — based on the in ten tion to control others-is
contrasted with a new management culture based on the intention to
empower others. Coaching is presented as that conversation which creates the
new management culture, not as a technique within the old culture. Ir occurs
within a particular kind of relationship between the manager and
the managed.
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he “manager” is viewed varioudy as a
team captain, parent, steward, battle
commander, fountain of wisdom, po-
ker player, group spokesperson, gatekeeper,
minister, drill instructor, facilitator, initiator,
mediator, navigator, candystore-keeper, linch-
pin, umbrella-holder, and everything else be-
tween nurse and Attilathe-Hun. We ask you
to view the manager as a coach, and as a crea-
tor of a culture for coaching. Our proposi-
tion: good coaching is the essentia feature of
realy effective management which, in turn,
generates the context for good coaching.
The view of the manager as couch and as
creator of a culture for coaching isanew para-
digm for management. By paradigm we mean
the set of assumptions, everyday truths, and
conventional wisdom about people and how
they work in organizations. The prevailing
management paradigm focuses heavily on
control, order, and compliance, with the con-
sequence that people become objectified, mea

sured, and expended. Coaching, on the other
hand, focuses on discovering actions that en-
able and empower people to contribute more
fully, productively, and with less alienation
than the control model entails.

The article addresses the issue of shifting
from coaching as a possible tool or technique
within the prevailing paradigm of manage-
ment, to a new paradigm in which the process
of creating an organizational culture for
coaching becomes the core manageria activ-
ity. We are convinced from our work that a
management paradigm based on building an
organizational context for “coaching” can
readily outperform the existing management
paradigm based on “control.” The key is to let
go of the “managing equals controlling” mind-
set, and take on a “managing equals creating
a context for coaching” orientation.

We view coaching not as a subset of the
field of management, but rather as the heart
of management. We contend that when
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managers are truly effective, coaching is nec-
essarily occurring. We suspect that skillful
coaching may be the essential difference be-
tween the ordinary and the extraordinary
manager. If that is so, then it is worth taking
acloser look at the essential managerial task
of creating an organizationa environment in
which coaching and being coached can occur
continuously. First let’s clarify what we mean
by “effective management.”

The essence of truly effective manage-
ment remains as elusive as the essence of art.
We recognize and appreciateit. We can even
explain it after the fact. But we don’t seem able
to generate it intentionally. Certainly we can
paint “by-the-numbers,” but great paintings
can never be created that way. Does anyone
serioudy believe they can generate high per-
formance when they manage “by the num-
bers’?

Yet conventional wisdom holds that
managers become more effective when they
learn the prescribed techniques, rules, and
principles. Mere knowledge has only limited
impact on managerial performance. The pre-
sumptions that we can know, prescriptively,
what produces performance and that we can
control al these factors and variables are the
principal barriers to increased performance.
Effective managers know that performance
comes from enabling and improving what is
there rather than controlling it.

Effective management remains essentially
an art- the art of “getting things done through
people.” Thinking of management as an art
(rather than a set of techniques) is potentially
more fruitful because it recognizes manage-
ment as more than a set of explicit techniques.
Management as art implies inventiveness
rather than mere conformity, practice rather
than mere prescription, wisdom rather than
mere knowledge.

When we focus on what actually goes on

when a manager is being effective, five points
become clear:

|. Observing atruly effective manager in
action is much like watching an artist at work.

2. Managers who attend to what is actu-
ally going on outperform those who try to ap-
ply remembered techniques, canned prescrip-
tions, and rational models.

3. Work results spring from the quality of
the communication (speaking and listening)
between managers and their people.

4. The effectiveness of management flows
from the level of partnership that is created
between managers and the people with whom,
through whom, and by whom the job gets
done and the results are generated.

5. Effective managers are skillful in gener-
ating and empowering organizationa climate.

THE MANAGERIAL CONTEXT FOR
COACHING, AND THE COACHING
CONTEXT FOR MANAGING

Much of “the art of getting things done
through people” is actually a sensitivity to,
and skill with, the climate, environment, and
context in which the work gets done. The
popular management textbook, Principles of
Management, begins with the following state-
ment: “Managing is defined here as the design
or creation and maintenance of an internal
environment in an enterprise where individu-
als, working together in groups, can perform
efficiently and effectively toward the attain-
ment of group goals.”

Reduced to its barest essentials, manage-
ment may be viewed as a people-based art
that focuses on creating and maintaining acli-
mate, environment, and context which en-
able/empower a group of people to generate
desired results, achievements, and accom-
plishments. Coaching, as we use the term,
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refers to the managerial activity of creating,
by communication only, the climate, environ-
ment, and context that empowers individuals
and teams to generate results.

The context of managing influences, and
is influenced by, the relationship between the
manager and the managed. Each is largely de-
termined by the beliefs and assumptions of
the prevailing culture that we find ourselves
in, and which none of us conscioudly designed.
In American society the relationship between
the manager and those managed occurs with-
in a context that includes concepts such as au-
thority, hierarchy, order, specialization, divi-
sion of labor, job security, ownership rights,
compliance, control, and several other “blue-
prints’ for how we “should” relate to each
other at work. The aggregate of these operat-
ing concepts comprises a paradigm that
might be called “control-order-prescription”
(“c.0.p.”), which makes up the underlying de-
sign for much of the present-day managerial
thinking and relating. In this context,
managers act out core managerial beliefs,
such as being in charge, controlling others,
implementing the owner’'s orders, prescribing
behaviors and events, maintaining order,
gaining and exercising command and control,
and discarding the noncompliant.

Contrast this with an alternative para-
digm in which the underlying conceptual
foundation and commitment of management
is to empower and create, a paradigm that
might be called “acknowledge-create-empower”
(“a.c.e.”). In this paradigm, the core mana-
geriad beliefs have to do with rethinking our
thoughts, aligned purpose, commitment to
accomplishment, collaboration, involvement,
mutual support, individual growth -in short,
enabling the people inagroup or team to
generate results and to be empowered by the
results they generate.

The digtinction between these two para-
digms has been described as “domination”
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versus “cooperation,” “control-oriented” versus
“compliance driven,” “involvement-inducing”
versus “vision-led, ” or “command” versus “com-
mitment.” Whatever the transformation from
one mode to the other is called, the idea of
shifting from a control-order-prescription
paradigm that increasingly does not work to
an acknowledge-create-empower paradigm
that works (when the manager alows himself
or hersdf to let go of the control paradigm)
is clearly “in the wind.”

While discussion of the contrast between
these two paradigms is not new, the im-
plementation of an organizational culture
that calls for “a.c.e.” has eluded many, per-
haps all, who have attempted the shift.
Coaching provides an action path for generat-
ing the shift from “c.o.p.” to “a.c.e.”

Coaching is the name we give to manage-
ment of and within an acknowledge-create-
empower paradigm. It requires a major shift
in the thinking of both managers and the
managed. This definition of “coaching” is not
identical with the ordinary use of the term.

WHAT IS A COACH?
The Everyday Meaning of Coaching

A dictionary definition of “coach” is “one
who ingtructs, trains, or guides players or per-

formers (or teams thereof) in some particular
activity or endeavor.” This is okay, although

it does not capture how the term is currently-

used in organizationa literature or what we
mean in this article. In general terms, how-
ever, coaching is a widely accepted way to
produce performance improvement. Coaches
are used by individual players to improve per-
sonal performance (as in tennis, golf, fencing,
ice skating, skiing, and car-racing) or by
teams to improve team performance (as in
football, basketball, and rowing). Public

James C. Selman has specialized for the
past 18 years in organization design,
productivity improvement, and human re-
sources development. Until 1977 he
worked as a management consulting part-
ner for Touche Ross 8 Company. In that
capacity he was responsible for designing
and managing major engagements in the
public and private sectors, including
projects for multinational corporations, the
U.S. Congress, and the White House. He
has also worked as an independent con-
sultant in formulating and executing or-
ganizational and institutional strategies
relating to water pollution, drug abuse,
and energy.

In 1984 he co-founded Transforma-
tional Technologies, Inc., a franchise sys-
tem of more than 70 independent consult-
ing firms. He resigned as CEO in
mid-1988 to form Selman and Associates
so he could work more closely with client
organizations and further his research
into the fundamental principles and ab-
stractions that govern organizational per-
formance. He is a recognized leader and
authority in this field.

Mr. Selman graduated in social psy-
chology and philosophy from the Univer-
sity of Oklahoma and did post-graduate
work at the University of Florida. He is a
certified member of the Institute of
Management Consultants. He has pub-
lished and spoken widely on the subjects
of organizational transformation and
management productivity.




speakers and performing artists also work
with coaches.

The Familiar Management Meaning of
coaching

The advantages of coaching have not
gone unnoticed by corporate managers who
redize that: (1) individuals and teams gener-
ally perform better with a coach, (2) superior
individual and team performance in business
readily trandates into productivity and prof-
its, and (3) the quality of coaching makes a
big difference in the results produced.

Coaching first appeared in management
literature during the 1950s. It was viewed as
part of the superior’'s responsibility to develop
subordinates though a sort of master-appren-
tice relationship. The coaching often took the
form of a boss “coaching” an employee, most
notably at the time of the annua review, thus
within the context of a hierarchical relation-
ship and implied job threat. The articles on
coaching at this time stressed the value of
training supervisors in coaching skills to im-
prove an employee's work skills. Coaching be-
came synonymous with job skills develop-
ment, in contrast with counseling, which dealt
with an employee's persona problems that in-
terfered with job performance. The mid-1970s
saw the appearance of articles attempting to
trandate sports coaching into managerial sit-
uations. Since 1980 coaching appears in the
literature as a training technique in the context
of management development.

Recent management coaching literature
contains several new elements. Articles now
connect coaching with mentoring, career de-
velopment, management development over a
long time period, and generating team (versus
individual) performance. The most recent dis-
cussions center on the creation of a climate for
coaching and use of a consultant as manage-
rial coach.

Much of business's focus on coaching has
been in trandating sports coaching into tech-
niques for business management, especially
techniques to motivate people, train them in
job skills, or improve management develop-
ment. In nearly al cases, the orientation is
that the “superior” is acting as a coach who
“directs’ the players (or teams) to higher levels
of performance. In other words, most at-
tempts to trandate coaching into managerial
applications take place within the control-
order-prescription paradigm.

Translating the techniques of sports
coaching directly into the world of business
management seems to us insufficient. Of far
more value is a study of the context of com-
mitted partnership in which sports coaches
operate. There has been little examination of
coaching as a new management paradigm. If
the coaching relationship could be viewed in
other than superior-subordinate, employee-
improvement terms, it might provide a break-
through.

As an illustration of the limits imposed by
the superior-subordinate, control-and-order
type of thinking, imagine the breakdown in
day-to-day performance if one attempted to
coach a little league championship game by
“controlling” the actions of the players from
the sidelines. Imagine a coach prescribing ac-
tion without regard to what can be predicted
rather than on what was actualy happening
in the game. At best one would get confor-
mity and compliance, and at worst a mutiny.
It is inconceivable that the team could win the
game; if it did, the suppressed mood of the
team would in al likelihood leave the par-
ticipants wondering whether it was worth it.

The New Management Meaning of Coaching

Coaching is the name we give to manage-
ment of and within a paradigm of acknowl-



edge-create-empower. Coaching implies ac-
tively attending to a context that alows the
communicative process between player/per-
former and coach to be effective. In this con-
text, a coach is someone who has an ongoing,
committed partnership with a player/perfor-
mer and who empowers that person, or team,
to exceed prior levels of play/performance.

THE COMMITMENT TO COACHING
AND TO BEING COACHED

Let's take a comprehensive look at coach-
ing as a new digtinction for management. This
requires a major shift in thinking on the part
of both managers and the managed.

Most people have experienced working
with a coach. Many consider their relation-
ship with a valued coach as being among the
most important and empowering in their lives.
Why then is coaching so missing in manage-
ment? If one compares the way one relates to
a coach with the way one relates to a manager
the reasons become clear.

Those who go to a coach generdly are
open to improvement, eager to learn from
mistakes, and willing to try a new approach.
People do not normally try to “look good” for
a coach, or to convince him/her of how much
they know, or what fine performers they a-
ready are. Contrast this with the way people
commonly relate to a manager. Most often
they hide or justify mistakes, attempt to “look
good, ” and listen defensively rather than
openly.

When people work with a coach, they
commit to producing a result, such as improv-
ing the level of performance. They demand
whatever the coach can provide. One of the
basic principles of effective coaching is that
no one can be coached in the absence of ade-
mand for it. And in the world of control-
oriented management, there is very little de-

mand either for being coached, or for that
matter being managed. The demand for coach-
ing shows up naturaly and automaticaly in
an environment of committed partnership-
oriented management.

In dmost every field of human endeavor
where performance is crucial, coaching is an
integral part. The more outstanding the play-
ers, the more likely they are to have an ongo-
ing and committed relationship with a coach.
(Coaches rarely are able to outperform those
they coach.) Coaches share a commitment to
improving the players performance, but from
a different perspective. They have a different
view of the action and a different role to play
in the game. Their role is fundamental be-
cause no person can observe himself or herself
in action.

If there is a demand for coaching in al-
most every arena where high performance is
vaued, what is within our management cul-
ture that precludes coaching as a normal, em-
powering part of organizational work life?
Why don't managers have an ongoing rela
tionship with a coach? Why don't they spend
more time coaching the teams they manage?
What can be done to have coaching be an inte-
gral part of organizational lives?

There are three aspects of the culture of
management within which most of us work
that may account for the absence of a demand
for coaching:

1. Managers believe they already know
how to manage. Contemporary manage-
ment culture is presumed to be knowledge-
based, and managing is regarded primarily as
knowledge driven. People succeed in most or-
ganizations as a function of what they know,
or more precisely, what they and others be-
lieve they know. In contrast, coaching is al-
most exclusively action-results driven. Al-
though coaches may be knowledgeable, their
knowledge is always in the background of
their relationship with the players and of



whatever is apparent in the moment of play
or performance. In the foreground the play-
s actions generate the results.

2. Managers may be more committed to
control, authority, order, prediction, and pow-
er than they are to producing results. Contem-
porary management culture seems to reward
control-order-prescription management and
to produce compliant, political, or “looking
good” behavior, as distinct from behavior and
actions that produce results. Although man-
agers say they are committed to results, it's
quite possible that they rationalize their com-
mitment to control by presuming that more
control/authority/order/power will produce
more or better results. Clearly, no effective
coaching can occur if the “player” is focused
on scoring points with the coach instead of
producing results on the field.

3. Managen actually may not fed re-
sponsible for the poor results produced by
their group. Contemporary management cul-
ture is ambivalent regarding the responsibil-
ity of individua managers for their team's
results. Being “not responsible” is excused in
two ways. First, circumstances can often ex-
plain away undesired results and hence de-
flect a manager’'s responsibility. Second, a
manager's job is commonly conceived of as
holding others responsible, implying (errone-
ously) that “therefore, I'm not responsible”

Possibly the greatest differences between
traditional management and coaching are in
responsibility and commitment. In tradi-
tional management, for example, it is the
manager's job to motivate. In coaching, moti-
vation is the players responsbility. In man-

agement, managers work constantly to get
employees “to buy into” management’s initia-
tives. In coaching, the players bring their com-
mitment to the task to the coach rather than
derive commitment from the coach. In man-
agement, responsibility is usually a matter for
negotiation. In coaching, responsibility is a
privilege.

In a management culture that rewards in-
dividua managers for seeing themselves as
aready knowledgeable, oriented toward con-
trol-order-prescription and able to readily
blame circumstances (including other people)
for the poor group performance, there can be
little demand for either coaching or being
coached. In a management culture based on
partnership for achieving results and on com-
mitment to collaborating in accomplishing
new possihilities, a demand for coaching and
being coached is aways urgently present.

To get significantly more performance
from a system, there needs to be an organiza-
tionwide demand for coaching. And that re-
quires us to learn how to transform our think-
ing from “attempting to control others’ to
“empowering others.” In short, if we are in-
terested in large increases in system perfor-
mance, we shal have to commit ourselves to
shifting the prevailing management paradigm
from “controlling” to “empowering.”

THE ESSENTIAL COACHING
RELATIONSHIP

The critical difference between manage-
ments within the two alternative paradigms

€€/Njo effective coaching can occur if the player’
focuses on scoring points with the coach #n-
stead of producing results on t-e field.”



(control versus empowering) is in the fun-
damentally different contexts of relating in
which coaches and-managers work.

In ac.o.p. environment, the bottom line
relationship is that management decides and
the managed implement. This is true even if
the decisions are wrapped in warm and fuzzy
management systems such as “participatory
management” or “employee involvement.”
People are “resources’ to be used. The “re-
sources’ perform al sorts of impersona func-
tions or roles. People are referred to as labor,
the workforce, hands, employees, or merely
as manhours. In other words, people are
related to as objects, or machine parts that
need to be maintained (motivated), fixed (de-
veloped), and eventually upgraded (retrained),
or replaced (outplaced). Although there is
nothing intrinsically limiting in the use of
labels, these reflect the nature of the core at-
work relationship: impersonal, functional,
mechanical, and disposable.

In contrast, coaching occurs in an action-
oriented, results-oriented, and person-oriented
relationship between coach and player/per-
former. The terms commonly associated with
coaching are notably person-oriented: player,
actor, performer, singer, artist, team leader,
captain. These terms describe people rather
than objects, doers rather than objects to be
acted upon. The language of coaching reflects
a relationship which is essentialy action-ori-
ented, enabling, and growth-inducing.

Coaches in the ac.e. paradigm simply
have a different relationship, and hence a
different job in the relationship, from that of
the traditiona c.o.p. paradigm manager. The
coach’'s job is to spot the player/performer’s
‘blind spots’, with the sole objective of provid-
ing whatever is needed for the player/per-
former to excel beyond prior limits. The
presumption of the relationship is that people
have limits (barriers) which may be surpassed

through mutual commitment (partnership) of
both the coach and the player/performer.

Coaching enables the player/performer to
see something about his playing/performing
which he does not see and would not other-
wise be able to see. What the coach enables the
player to see and improve upon makes a differ-
ence in the results produced. Without coach-
ing, the player/performer is limited merely to
honing the prevailing level of play/perform-
ance. Small incremental improvements are fea-
sible, but the level of results remain constrained
by the way the player/performer habitualy in-
terprets things. Coaching makes possible a rein-
terpretation of actions so that a quantum shift
in results can quite naturally occur. A good
coach continuously produces these shifts in
results-shifts that the player/ performer could
not have achieved on his or her own.

“COACHING” AS A NEW DISTINCTION

It's time to pull together what we cur-
rently know about coaching and its perti-
nence for management. What follows is based
primarily upon our direct experience of coach-
ing and being coached, especially in the set-
ting of consulting with a variety of organiza
tions and managers. Additionally it's based
on our observations of great coaches, and to
a lesser extent on the published literature.

What are the essential elements or char-
acterigtics that define “coaching” as distinct
from anything else? The phrases below are
not meant to be mutualy exclusve compo-
nents. Each expresses a different way of grasp-
ing the core of coaching.

1. Partnership, mutuality, relationship

2. Commitment to producing a result
and enacting a vision

3. Compassion, generosity, nonjudgmen-
tal acceptance, love



Exhibit 1
THE COACHING RELATIONSHIP IN GENERIC TERMS

COACH

Committed

PLAYER

as individual
or

CoMMUNICATION

as individual

>~

team member / /\ team member
Partnershin
artnership

~_

Communication in a partnership committed to accomphshment

4. Speaking and listening for action
5. Responsiveness of the player to the
coach’s interpretation
6. Honoring the uniqueness of each
player, relationship, and situation
7. Practice and preparation
8. Willingness to coach and to be
coached
9. Sensitivity to “team” as well as to in-
dividuals
10. Willingness to go beyond what’s al-
ready been achieved.
At the heart of a.c.e. coaching is the relation-
ship between coach and player.
In generic terms, the coaching relation-
ship may be as represented in Exhibit 1.
The beneficial effects of coaching on a
player’s performance derive almost solely
from the nature of the coach-player relation-
ship and the communication (speaking and
listening) that occur within that relationship.
(Research into coaching is likely to be most
fruitful in exploring the qualities of this
speaking-and-listening between coach and
player.) A manager may be either the coach
(to an organizational player or players) or an

organizational player (with his or her own
coach or coaches).

The coach’s job is not primarily to give
information, although some information-giv-
ing is involved. As a rule, a coach is not an
expert player. (Arnold Palmer, Steffi Graf,
and Brian Boitanno perform much better than
their coaches ever will). Technical expertise
frequently is less relevant than the ability to
enable or empower the player to go beyond
the current level of performance. An insight
into the player, in all his or her uniqueness,
far outweighs the mere delivery of informa-
tion. Coaching is not especially concerned
with resolving personal or psychological
problems, except perhaps peripherally. And a
coach is not simply another term for an advi-
sor or good buddy, although a mentor rela-
tionship probably resembles most closely the
kind of coaching relationship described here.
A mentor, in an organizational setting, usu-
ally refers to a trusted friend or counsellor
who gradually teaches the novice the or-
ganizational ropes. A coach, in contrast to the
above, is centrally concerned with the way the
player is seeing and interpreting the play.



Exhibit 2
KINDs oF AbVICE AND THEIR SOURCES

Level and Type of Advice

. Unsolicited suggestions and advice
. Solicited suggestions and advice
. Course of instruction
. Responses from an ongoing committed-listener
. Committed partnership

to empower the player/performer

to exceed previous levels of accomplishment

n bW

Type of Relationship Involved
Neighbor, acquaintance, stranger
Friend, colleague
Instructor, trainer, tutor
Trusted friend, mentor, counsellor
Sports coach (team or individual)
Performing arts coach
Management coach

We need to explicitly note that we are not
concerned in this article with “good relation-
ship” in the sense of being friendly, liked, or
comfortable with. A “good relationship” be-
tween manager and worker, in this human re-
lations sense, is not essential to producing ex-
cellent results- the acid test of management
effectiveness. Thus being “nice” is not a rele-
vant component of coaching. One can readily
think of effective sports coaches who were
anything but nice.

Many kinds of advisory relationships are
commonly called coaching. Exhibit 2 con-
trasts coaching with other advisory relation-
ships. Only level § constitutes coaching as we
conceive it.

CHARACTERISTICS OF A GREAT COACH

The thesis of this article was first pre-
sented publicly in October 1987 at a manage-
ment seminar that featured five star coaches:

. George Allen has had more than 30
years of coaching professional football teams.
His record of 116-47-S ranks as the second
best in the history of the NFL among coaches
who coached for more than a decade. He
turned the perennial losers, Los Angeles Rams
and Washington Redskins, into champions al-

most overnight. He never had a losing season,
was the NFL Coach-of-the-Year four times,
and twelve of his assistant coaches went on
to become NFL head coaches.

* Red Auerbach, a legendary figure in
the field of professional basketball, became
coach of the Boston Celtics at the age of 24.
He subsequently was their general manager
and president. When Red retired, he had ac-
cumulated the extraordinary record of 1,037
wins for the Celtics, and he won the NBA
Championship in nine out of his last ten
coaching seasons. He is credited with building
both the Celtics team and their remarkable or-
ganization. He has the unique distinction of
being named Coach-of-the-Year and Executive-
of-the-Year in the same season.

. Tim Gallwey was a national amateur
tennis champion and a successful tennis
coach. He’s also the author of The Inner Game
of Tennis, which became the best-selling
sports book in history. The book and his
coaching are based on his personal discover-
ies of what produces “peak performances,*
which he termed “the inner game process.”
Known as a “coach’s coach” in individual
sports, his primary laboratory is the tennis
court, where the practicality of his theory has
been clearly and dramatically demonstrated.
Tim has just completed The Inner Game of



Work; he consults with major corporations
around the world.

. John Wooden’s career as a college bas-
ketball coach is unparalleled. His record with
the UCLA Bruins is unequalled, having
achieved ten NCAA Championships (seven of
which were consecutive). His Bruin teams
also won 88 consecutive games, a still un-
broken record for any collegiate sport. He
continuously turned raw freshman talent into
championship teams. His entire college record
over 29 years is a staggering 81% (677-161).
John was college Coach-of-the-Year six times,
and is the only person inducted into the Na-
tional Basketball Hall of Fame as both a player
and a coach.

. Werner Erhard, the sometimes con-
troversial founder of “est, focused much of his
work in the past decade on coaching, both as
a coach and as one being coached. His re-
search and studies into coaching have in-
cluded thousands of hours of being formally
coached in a variety of disciplines, culminat-
ing in a comprehensive theory and technol-
ogy for implementing principles of coaching
in the workplace.

The group shared several qualities. Each
was hoticeably soft-spoken, articulate, hum-
ble, charming, witty, respectful of others, di-
rect in speaking, and dedicated to his profes-
sion and players. Noticeably missing was any
tendency to take credit for successes or to
blame others for mistakes. They seemed to be
non-punitive. They showed almost no in-
terest in records and statistics and seemed fo-
cused on what it takes to win the next game.
They also were tough-minded and intolerant
of anything less than the best from themselves
and their players. Not one of the coaches was
punitive of errors by their players. What
spoke loudest was their quality of authen-
ticity.

It became clear from the discussions,
however, that these qualities alone do not ac-

count for the coaches’ superior performance.
They did reveal common practices they fol-
lowed when coaching with those they coached
that might shed more light on the factors
behind their success. Although no list of do’s
and don’ts can accurately pinpoint what ac-
tually underlies great coaching, here are some
commonalities:

1. Beclear it's a game, and that the point
is to win. Each of the coaches regarded the
game as a canvas on which to express his tal-
ents and abilities. To produce the best work,
he dealt with the full spectrum of human con-
cerns, issues, and possibilities.

2. Be ethical within the rules of the
game, but don’t let the rules limit your think-
ing. Each coach developed new features of
playing where others saw no such possibility.
For example, George Allen conceived the
“special team” in football, and Red Auerbach
created the “sixth man” concept in basketball.
Allen’s concept of the special team, used in sit-
uations like kickoffs, punting, and field goals,
was revolutionary because it was the first
time a coach began using certain players ex-
clusively in these situations. The sixth-man
concept was unique because it meant with-
holding the use of a key player as a starter and
using that player in substitute situations.

3. Be committed to the players, and
generate a personal stake in the success and
well-being of each individual. Amazingly,
these great coaches continued to keep in touch
with almost everyone they had ever coached.

4. Be focused on the development of
each player. One coach underscored this
point by saying he never asked a player for
more than his best and never allowed players
on a team to compete with each other.

5. Be uncompromising in one’s disci-
pline to preparation and practice. Each coach
genuinely enjoyed the process of preparing
for a game and practicing, functions that con-
stitute a coach’s primary workplace.



6. Be committed to the possibility that
there are no absolute limits to the performance
of either an individual or an organization.
These coaches believe that improvement is a-
ways possible.

7. Be in continuous communication with
the players, the owners, the public, and the
competition. Coaching occurs within the con-
text of interaction amongst al those who have
a stake in the game. Success is never an in-
dividual accomplishment.

8. Be personally responsible for the out-
come, but not ina way that robs the players
of their being fully responsible. Validate the
players efforts when they lose, and point to
what was missing when they win. Never blame
the players for poor results, and be generous
with acknowledgment.

9. Be honest, talk straight, and model
the qualities that you demand from the play-
en. If you want respect, trust, dedication,
commitment, and responsibility from the play-
ers, then you must model these qualities.

10. Be aware of the overal team picture
and what is occurring in all aspects of the
game that impacts the team. No individual
performer can outperform a team. John
Wooden noted that only once since 1950 has
basketball’s championship team aso had the
league's highest individual scorer. “You win as
a team, and you lose as a team.”

11. Be uncompromising in attention to
details. Breakthroughs in performance come
from having perfected the little things. Handle
everything up front, put nothing under the
rug, and complete al pieces of the work.

12. Be a teacher. Each saw his job as
teaching. John Wooden till considers himself
a teacher first; only secondarily is he a coach.

13. Be a learner and listen acutely. One
common trait of al the coaches was their re-
gard for their own coaches and their commit-
ment to continuously expanding their own
coaching abilities.

14. Be your word. Do what you say you
will do, and don't dwell on past failures.

15. Be oriented to what is happening
right now and focus on winning the next
game. When that game is over, focus on the
next opportunity.

16. Be in love with the game and the
privilege of being a coach. The panelists
agree that without love of the game and love
of their players, a successful outcome is not
possible.

SO WHAT IS COACHING?

Earlier in this article we stated that we see
coaching as much more than a handy sports
analog for managers, or as a technique for do-
ing more of what is aready possible within
our contemporary culture of management.
Following is a summary of some of the things
we've learned about “coaching” and what can
be seen from the perspective of generating a
new context for managing.

1. Coaching is a comprehensive and
distinctive way of being related to others in
an enterprise. The source of accomplishment
in coaching derives from the particular kind
of relationship that constitutes coaching.

2. Coaching provides a player/per-
former or team with the possibility of dealing
with what is not seen, or even seeable, from
the prevailing paradigm. Great coaches com-
municate in a way-that dlows a player of a
team to “see’ the game differently than from
the perspective of action. In doing so, it pro-
vides a possihility for action not available in
the absense of coaching.

3. Coaching as a way of being and relat-
ing at work can provide managers with a way
of developing themselves and others in what
has customarily been explained away as the
“art” of management.

4. Coaching is “missing” as a way of be-



ing and relating in most organizations. Con-
sequently little or no attention is given to de-
veloping the skills and qualities of effective
coaching in various management develop-
ment programs.

5. Coaching is “missing” by virtue of
our cultural blindspots or paradigm that we
have termed our control-and-order structure
of thinking.

6. Coaching is a two-way process, which
suggests that being a great coach also includes
being a great coachee.

7. Coaching produces results solely
through a medium of communication. The
actions of coaches are found in what they say
(either oraly or non-oraly) and in the quality
of their listening (or noticing). Coaches im-
pact action “in the game’ by how they listen
and what they say.

8. Coaching is driven by commitment,
both the commitment of the coach and the
commitment of the players. Coaching lives in
the relationship between committed individu-
als who are working to accomplish something
together.

9. Coaching is a dyad, like leader/fol-
lower or director/actor. Coaching cannot be
separated from the actions of the partner in
the relationship, yet it is distinct within a
“whole” consisting of both the coach and the
player/performer.

10. Unlike other types of supportive re-
lationships (counsellor, friend, instructor,
trainer, mentor, etc.), coaching calls for a high
degree of interpersonal risk and trust on the
part of both the coach and the person who is
coached. This risk aways exists where there
is a mutual commitment to the possibility of
a breakthrough in performance.

11. Coaching generates new possibilities
for action and alows for breakthroughs in
performance.

12. Coaching calls for rethinking and

transforming our traditional models of man-
agement, organization, work, and society. As
a field, management has evolved in a hierar-
chical model of organization. Coaching re-
quires a more interrelated and dynamic vision
of organization based more on relationship,
commitment, purpose, and results than on
role, hierarchical position, prescribed order,
and authority.

CREATING AN ORGANIZATIONAL
CULTURE OF AND FOR COACHING

In addition to studying the model of great
coaches, what can a manager do to become
a wizard at coaching in a business context?
The answer, of course, is paradigm-depen-
dent. In the prevailing management paradigm
of control, the answer is likely to be amost
technical: What causal action produces what
specific effect? But in the new management
paradigm of coaching, the proper response is
to listen, especialy for commitment and for
the possibility of action out of that commit-
ment. Listening is the primary means for
providing the necessary context for commit-
ment, possibility and relevant action. Putting
listening ahead of control, instead of control
ahead of listening, is in itsdlf the shift we have
discussed in this article.

What can management do to bring about
the paradigm shift? A variety of approaches
are being used. The following steps constitute
one scenario that has proven successful.

1. Educate people in the parameters of
effective coaching by examining what factors
currently limit action in the organization and
exploring the possibility of creating a new or-
ganizational way of relating. This has been
done effectively in workshops led by effective
coaches who have experience in developing
other effective coaches. The education phase



usually involves serious thinking about the
nature of organization, communication,
commitment, and what shapes managers per-
ceptions of situations they encounter.

2. Commit to undertake a specific proj-
ect having a specific timetable and an unpre-
dictable or “beyond business as usua” result.
A computer software organization, for exam-
ple, may decide on a project- to reduce errors
by 50% while increasing productivity by
200%. Commit to having this project be the
“laboratory” in which the effective coaching
skills will be developed and practiced.

3. Determine the “players” in the project
as well as those who aso will have a stake in
the project’s outcome, or who will be tangen-
tialy involved. These may include “bosses,”
vendors, regulators, unions, or community
groups. Then clarify the commitments of the
players to each “stakeholder” as well as specify
the roles or support required from the stake-
holders.

4. Declare who will be the coach in each
project relationship and what the person or
persons being coached is committed to accom-
plishing. As the project unfolds, coaching
rapidly ceases to be confined to a fixed role
and becomes a dimension of all interactions.

5. Be prepared for “breakdowns” as the
project progresses. A natural consequence of
commitment in a coaching relationship is that
the coaching (if successful) always uncovers
barriers to the next level of performance. The
more one is coached, the more one develops
tolerance for breakdowns which are recog-
nized as the “raw material” from which evolve
subsequent breakthroughs in performance.

6. Allow the day-to-day actions of the
project to emerge from openings (new possi-
bilities) that occur naturally in conversations
with a coach. Continuoudy look for new ac-
tions that are in line with the players commit-
ment and intended results. An effective coach

listens for commitment, observes behavior,
and interacts with the player to close the gap.

7. Vdidate and acknowledge accom-
plishments and breakdowns as opportunities
to regenerate the originating commitment to
the project. For example, one pitfall that may
often emerge during the development of a
strong coaching relationship is that when
breakdowns do occur, what comes into ques-
tion is the relationship, and hence communi-
cation, with the coach. Frequently this takes
the form of the player blaming himself or her-
self (“I let the coach down”) or blaming the
coach ("1 did what he said and it didn’t work;
he is a bad coach”). Both of these natural re-
sponses must be acknowledged and worked
through, as they shift the relationship from
one of possibility and empowerment to one
of assessment and domination.

8. Complete everything as you go
along. Push nothing under the rug, and no
matter what the circumstances, look forward.
At the conclusion of the project, or at interim
phases, tell the truth about whether you ac-
complished what you intended, and choose to
regenerate or revoke the commitment.

SUMMARY REVISING OUR THINKING
ABOUT MANAGEMENT

Until recently, coaching has been viewed
as a tool, or technique, for improving the effi-
ciency of a particular operation, developing
specific management skills, or ameliorating a
problem situation. Sports coaching seems to
be the origin of much of the talk about coach-
ing in business organizations. We do not view
coaching in this light. We see coaching as a
profound challenge to our customary ways of
thinking about management. In our form-
ulation, coaching is a way of relating and
communicating that transcends all sports and



Exhibit 3

COMPARATIVE WAYS OF THINKING ABOUT MANAGEMENT

Traditional, Authority-based
Management Thinking

Society

Action-oriented, Coaching-based
Management Thinking

Society

(Arrows indicate benefits)

performing arts, not merely something trans-
ported from one arena to another. It is inde-
pendent of the particular game or field in
which it is played. And, once more, it is not
a technique!

Our current understanding of the power
of the coaching relationship suggests that it
represents a fundamental shift in our current
thinking regarding managerial effectiveness
and presents us with the possibility of ex-
treordinary increases in managerial effective-
ness, if we are willing to put at risk some of
our habitual ways of thinking about man-
agement .

What's involved is a paradigm shift from
traditional concerns with hierarchical author-
ity, order and control, and motivation by job
insecurity, to one that is based on partnership
for achieving results, and commitment to col-

laborating in accomplishing new possibilities
rather than maintaining old structures.

The paradigm shift foreshadowed by the
coaching relationship is represented in Ex-
hibit 3. In this article we have aluded to the
team aspects of coaching. There are, of
course, mgjor organizational implications of
coaching that we have not been able to de-
velop here. Exhibit 3 reminds us that there are
aso profound societal ramifications of taking
the coaching relationship serioudly.

A skeptical reader may feel we are over-
stating the case for the alleged power of
coaching and that we have not demonstrated
how to put the idea into practice. We would
remind such a reader that no paradigm has
ever been generated that had a guaranteed
workable formula for putting it into practice.
The prevailing paradigm of American man-



agement, which is based on the premise that
managerial effectiveness derives from at-
tempting to control the behaviors of em-
ployees, has been notably poor at demon-
strating the validity of that idea-despite at
least eight decades and many millions of re-
search dollars spent in trying to.

The paradigm that has conditioned us to
think that increasing managerial effectiveness
can be achieved by specifying behaviors is,
from our experience, bankrupt. Why is cor-
porate America so stuck with attempting to
control and more precisely specify employee
behavior to improve effectiveness, produc-
tivity and competitiveness when the evidence
is so contrary? What’s missing is people com-
mitted to achieving excellent results and em-
powered by management; and that’s precisely
the focus of coaching.

Coaching is not a new concept in the his-
tory of human relationships. Coaching should
not be seen as another “new” answer for
managing, but rather as a reminder of what
realy counts in management, organization,
and work. It does, however, offer something
radicaly new for present-day management —

arevision of our thinking about human orga
nization and a fresh approach to break-
throughs in performance in areas that have
become stagnant or unproductive.

Thoughtful managers have been looking
for a way to pinpoint the skills that make the
elusive “art” of management appear so natural
in “great” managers. Coaching captures these
essentials in a way that enables people to shift
their thinking from a traditional paradigm of
control/order/prescription to a paradigm de-
signed for acknowledging and empowering
people in action. It creates a new context for
management, one that fosters a genuine part-
nership between managers and employees so
that both can accomplish more than currently
can be imagined from the perspective of our
traditional management culture.
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cificaly to one who trained a team of athletes to
win a boat race). Previously (beginning in the
1840s), the word “coach” was used colloguialy at



Oxford University to refer to a private (vs. univer-
sity) tutor who prepared a student for an examina-
tion. But the very first use of the word “coach” in
English occurred in the 1500s to refer to a particu-
lar kind of carriage. (It still does.) Hence the root
meaning of the verb “to coach”: to convey a valued
person from where he or she was to where he or
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The earliest efforts to explore coaching as a
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lished, which stimulated renewed interest. See also
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1987). (Articles on coaching are now being pub-
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Probably the best available statements yet on
coaching are by Tom Peters in Chapter 18 of A Pas-
sion for Excellence—Tom Peters and Nancy Austin
(Warner Books, 1985); and by Dennis Kinlaw in
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Finally, it is interesting to note that Frederick
Taylor might have written the last paragraph of the
preceding article, except that in place of the word
“coaching” he would have used “scientific manage-
ment.” The critical difference lies in the degree to
which people in organizations, both managers and
employees, are empowered. “Coaching” is ex-
plicitly designed to empower, whereas “scientific
management” has an 80-year track record of disem-
powering people a work. Hence Taylor's vision of
a genuine partnership in the workplace was never
realized.
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