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CASF 7.2 The Managemenl Filectiveness Business Pariner

Steve Leichtman is vice president for human resources and management effectiveness
cansultant in a large financial services firm, He works directly with the heads of two
businesses. He describes his responsibilities to his business partners as being “to help
themn achieve their business objectives in the near term and grow their skills and com-
petencies in the longer term.” Steve is a midcareer executive with a long and suc-
cessful track record as an internal organizational effectiveness professional. In several
previous jobs, he developed a significant skill base in the provision of internal expert
coaching services. Coaching activities now consume approximately 30% af his time,
Steve stresses that he actually sees himself as a *businessman” who uses coaching in
the service:of his and his organization’s business goals. He talks the language of his
business, fihancial services, and embraces the values of the firm. These factors all help
Steve build credihility with his audience,

Upon entering his current role, Steve spent considerable time building a trusting
refationship with the heads of the two businesses and developing a strategy to help
them promate the success of their businesses. All agreed that *pecple management
skills” were critical to thelr success, yet at the same time they apreed that there were
significant organizational deficiencies in this regard. Coaching was a logical response
in the context of this organization and its culture, This is a fast-paced firm In which
people are much more likely to engage with on-the-job learning strategies than with
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classroom-based approaches. The organizational need and contexl, then, served to
drive the coaching initiative. Cuaching became a means to an end, nat an end in
itself, The goal being an important ane, the business leaders became active parlici-
pants in the building of this coaching capability.

Al a tactical level, Steve has found that coaching from an chjective, data-
driven perspective (i.c., une that relies on a thorough assessment) to be of most
value to coaching clients. From a cultural standpoint, this is fortunate in that those
in his current organization place great stock in the value of data. The appraach he
suggested to his business partners was consistent with the organization’s culture.,

The coaching plan involved the use of 2 360-degree management effectiveness
assessment tool and follow-up coaching for the purpases of building formal,
work-oriented, and useful development plans. The leaders of the two businesses
and their direct reports began the process themselves. They went through the
360-degree assessment and coaching process in a very public fashion, Everyone
would be invalved, and, as such, the organization avoided the trap of focusing
coaching resources on problem performers, with all of the risks such an approach
entails,

Thraugh this process, the leaders developed a hands-on feel for what coaching
could do, dealt with concerns and risk factors regarding the process, and modeled the
creation of an environment that encouraged people to view coaching as a useful
development tool. Subsequently, this process cascaded through the arganization, ulti-
mately involving over 60 individuals. {Steve has subsequently developed a wam of
Internal coaches, including several senior human resource professionals also trained
in coaching to address the needs of this large number of executives.) This initfal
coaching process served both to focus employee development efforts and build
longer-term coaching relationships between Steve and thoe involved. Fullow-up
coaching, bath formal and informal, is in the service of executing to bath business
and development plans.

Steve is able o leverage his close praximity to his coachees. He is in a pasition to
appropriately but discreetly support observed behavinral changes or address the lack
thereof, thraugh obsenvation and feedback. At the same time, however, Steve is very
aware of the challenges of maintaining trust as an internal coach. As sucheeven given
his close proximity to his coachees, he is very careful to ranage thé' boundaries
around coaching activities. For instance, he avaids becoming part of a triangular rels-
tionship between a direct report and his or her boss, Like the external executive
coach, the internal coach has to manage multiple stakeholder relationships effectively
by clearly and consistently delineating the goals of coaching relationships and the
boundaries surrounding those relationships. Steve states,

1 work with the managers of those being coached, primarily lu understand their
perspectives on my implementation of the coachee’s develapment plan. | do
not, however, share my coaching conversations with the coachee’s boss . . |
leave that sharing up to the coachee [and encourage it
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So far, Sterve, his organization, and his coaching clients are pleased with the resulls,
and he has run into [ittle skepticism. Steve is sensitive as 1o how coaching is viewserd
and may not deseribe his wark with certain clients as “coaching.” He believes that he
5 seen as sormeone who i trying to do the right thing and who is experienced in
leadership development. Fram a results standpaint, development plans are in place
for nearly 60 Indlviduals and are being taken seriously. Extensive follow-up coaching
is taking place to support the execution of those plans.

As we have repearedly stressed, must is an essential ingredienc of develop-
mental goaching, The external coach has the advantage of being seen as an ont-
sider a%d, as such, “trostwarthy™ by virtue of his ot her lack of contact with
some key arganizational players {the mare key players with whom the external
coach is involyved, the less this advantape 3 bastowed), The intarnal coach most
estahblish and maintain “personal trust™ hased on his or her conduct and despite
his or her participation it other organizagenal eoles (Hall 8 Oraza, 1995).

Was this an ad hee effort to build 2 cosching capability in Steve™s busi-
ness unit? Tt certainly began with one individual's vision for that capability.
There was no designated “coaching funetion™ in this case, However, Steve’s
ability to connect his vision for coaching with the busicess goals of senior
management, coupled with 2 systematic ralfant of 2 developmentaf coaching
pratacol, for all menapgers, iflustrate the strategic nature of the effort. As
such, it offers some mparctant lessons, The internal caach, particulaely the
internal coach who i promating a sirategic approach toward building a
developmental coaching capability, needs tn be viewed as someone who has
the following characreristics:

s Has the best interests of the organization at heart

& Enderstands the organization and its business and is a true business parmer

¢ Has a robust coaching-related akill set and is able to articulate Etc natute of
developmental coaching to other stakehaolders.

s Ta rruly engaged m helping others suceeed and is seen as a resouree

» Avpids at all costs the nze of information to enhance his or her personal posi-
tion within the organizacion

v laclear ahout confidentiality or its limirs with all parties and educates coach-
ing clicnes with repard to the [imits of confidendality on a proactive basis

v Serves on occasion as g resource for individuals with pecformance probiems,
bur for the most part iz seen as 2 developmental resource fpot & “signal® thar
ont iz on the way out) to good and great employees wha are likealy to bo most
able to talee advantage of the coaching effort ane at the same time contribute
to the nrganizaton’s goals.
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