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 Coach Informational (360) Interviewing 

Gathering Qualitative/Descriptive Information 
From Boss, HR and Other Colleagues of the Client 

 
Informational interviewing is almost always a component of professional 
coaching. In early interactions with clients, coaches form impressions of clients 
but those need to be enhanced by tapping into others' perceptions of clients 
based on work interactions. The goal is similar to other assessment methods: 
gain an enriched understanding of a client more quickly and efficiently than could 
be done just by talking with the client. The use of informational interviewing of 
the client's colleagues has certainly become a standard element in helping a 
coach move from relationship building toward insight and development planning. 

 
The mechanics of arranging and conducting such interviews is more complex 
than it appears on the surface. Steps in the process are outlined below. 
Foundational interview skills are assumed here: phrasing stimulating open 
questions, paraphrasing, reflecting and summarizing commentary. In addition, 
other topics and handouts relate to informational interviewing: Feedback 
Pointers, Writing Feedback Summaries, and sample written feedback summaries. 

 
Process Steps and Considerations 

1. Contracting the informational interviewing process with the client 

The coach and client should discuss and gain consensus on: 
• Logistics of the interviews (where, when, how long) 
• Confidentiality of interviewee information, e.g., results shared only as 

themes and only with the client 
• What can be said to interviewees about the coaching process and why 

the coach is doing the interviews 
• Any follow-up to the data gathering which the client may do 
• Question topics/types of questions to be asked, reflecting areas or 

interest for the client; or the coaches' preferred questions 
• Whom to include in the sample (full 360-degree perspective? Prior 

bosses? Mentors? Internal customers?) 
• Obtaining the boss' suggestions and approval for whom to include in 

the sample 
• HR involvement in suggesting interviewees 
• Use of the client's support person to assist the coach in getting on 

interviewee calendars 
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2. Coach’s access to the people to be interviewed: 
 

Typically, the client sends an individual email to the approved interviewee list, 
describing the process, thanking interviewees, and asking for time on 
calendars. (Note: clients sometimes appreciate help in how to phrase such 
email announcements.) As soon as the coach knows that interviewees have 
been notified, appointments can be made. It is helpful to have an internal 
administrative person, such as the client's support person, to assist the coach 
in getting on calendars. 

3. Conducting informational interviews (on phone and/or in-person): 
 

Boss and HR informational interviews are typically conducted in-person. 
There may be other senior leaders where in-person interviews are 
recommended. Most can be done by phone, however, depending on what 
coach and client contracted. 

 
In each interview, the coach introduces him or herself and the interview 
process, describes how the interview information will be used and the extent 
of the interviewee's anonymity (e.g., boss vs. direct report), and explains that 
note taking is required for later review of the information collected. 

 
Coach asks consistent questions of all interviewees (boss and HR may have 
some unique questions) on the following: 

• History with the client and work time together 
• Client strengths 
• Development areas 
• Suggestions for greater contribution to the organization 
• More specific topical questions, competency-driven 
• Relationships throughout the organization: up, across, and down 

 
In addition, boss and HR may be asked about: 

• Performance appraisals and/or prior development plans 
• Career and succession issues 
• Pressure to change in current role 
• How to define success in coaching 
• Their experience with coaching, etc. 
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4. Coach does content analysis of interview notes 
 

After all the interviews are completed, the coach should organize interviewee 
notes by perspective: boss and more senior leaders, peers, others, and direct 
reports. The coach can then begin reading notes and distilling key points 
under the headings of strengths and development themes. Also, the coach 
can scan notes for situational variables that may help or hinder the client's 
development. The coach should consider within group (e.g., direct reports) 
and across group points that may reflect themes unique to a particular 
perspective. The coach can prepare a confidential summary in writing 
(format can be tailored to the client's situation/interests), highlighting 
strengths, development areas, and other useful information. 

 
There is wide variation in how coaches handle the feedback. Some use 
verbatim comments, some rely on a written summary, some prefer oral 
feedback discussion, some structure the feedback by competency or 
perspective (direct reports, peers, etc.). Note that this feedback is a 
precursor to a development plan, so the coach is free to report to the client 
all relevant information and hypotheses, consistent with what the coach 
believes would be useful, and manageable. In other words, there is no 
expectation that interview data or the summary would be shared with anyone 
other than the client. 

5. Coach facilitates discussion of feedback with client 
 

The coach summarizes the informational interviews in whatever format or 
process is preferred. They are discussed, yielding consensus about possible 
development areas and key strengths to be leveraged. It is natural to 
compare these areas to development areas already under consideration. 
Toward the close of the feedback, coach and client should identify and 
articulate 1-3 key development goals as a basis for development planning 

6. Development planning 
 

Coach and client collaborate on drafting a development plan, showing key 
development goals and action commitments. Other sections may cover: 
strengths, measures of success, resources needed, situational variables, etc. 
The draft plan is to be shared with coaching sponsors (boss and HR), usually 
in the context of a discussion of the plan and how they can support the 
client's development. 
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7. Follow-up with colleagues 
 

Clients often thank all interviewees. It may be appropriate with some 
colleagues, especially direct reports, to provide them with development 
themes that are part of the client's development plan and prompt future 
observations and feedback from them directly to the client. 

8. Client's future feedback process 
 

Coaches usually encourage clients to seek periodic dialogue about colleague 
observations and suggestions. Fostering an ongoing channel of feedback to 
the client facilitates change even after the coaching has concluded. 
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 Feedback Pointers for Coaches 

Facilitating a client's understanding and identifying themes across: 
• Self-report questionnaires 
• Multi-rater surveys 
• Colleague interviews 

 
Feedback from instruments, 360-degree surveys, interviews and other tools provides 
clients with views of themselves from differing angles and perspectives. Sometimes it 
requires the use of specialized terms used in assessment instruments or competency 
dimensions, at other times it is more simply descriptive of others' perceptions of the 
client's behavior. Regardless of the rigor and research base of the feedback, it is 
useful only as far as it facilitates self-insight and motivates professional growth. 

 
In your role as a coach, you can help to maximize the usefulness of feedback 
by keeping the following points in mind: 

 
¬ Feedback is neither "right" nor "wrong" in any objective sense. In 

describing feedback, use terms such as: descriptive, clear, useful, 
interesting, thought provoking, or, confusing, inconsistent, vague, etc. 

 
¬ Feedback can be delivered using test scores and reports but it is best 

reviewed during a meeting with the client, when there can be a free 
exchange of interpretations and reactions. The tests and measures 
themselves should be in the foreground of the conversation only long enough 
to be understood in terms of behavioral implications. After that happens, the 
real focus emerges, i.e., "How useful is that description of you? What, if 
anything, do you want to do about it?" 

 
¬ Coaches delivering feedback should feel free to offer possible interpretations of 

inconsistencies and confusing scores. This draws on the coach's experience 
with the instruments being used and possible patterns that occur, as well as 
the weaknesses and limitations of those tools. 

 
¬ Especially when multiple feedback sources are being discussed, it is 

essential to distill common themes and insights. Information by itself is 
not the point of feedback. Even the most sophisticated, valid tool is  
simply a means to an end: extracting key insights that resonate with 
the client.
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¬ "Delivery" of feedback is a misnomer. Discussing, exploring, and 
considering are terms that better describe what a coach is doing with 
feedback. 

 
¬ All feedback is not created equal. Even when it is judged by the client to be" 

accurate" we must ask, "Does it matter?" "Does it represent an observation 
that the client cares about?" Feedback can be true and irrelevant to the client's 
life. Current priorities, organizational context, and career plans are key 
moderators of the usefulness of even accurate feedback. 

 
¬ Even useful feedback may not motivate change. Feedback may trigger deep 

insight and excitement about doing things differently but engaging that energy 
is yet another step. It must be channeled into concrete action steps that plant 
the insights in the realities of the client's world. Coaches help make that 
happen. 

 
¬ Coaches should develop their own preferred flow in discussing feedback from 

measures. For example, scripted explanations of the rationale and premise of 
a test and how the results are structured can be a useful preamble before 
giving the client the scores. The coach might vary the order of discussing test 
results so that those tests, which appear to be most interesting, come earlier in 
the discussion. 

 
¬ Distill themes from colleague interviews before the feedback discussion. This 

makes the time with the client much more efficient and reduces the risk of 
revealing a source (Note: if colleagues are promised confidentiality of their 
comments, coaches must rigorously uphold that commitment. No quotes, 
examples or situations should be mentioned that could be tied back to any 
individual.) 

 
Furthermore, the feedback will be much more compelling if the coach truly 
"owns" the themes that have been extracted from interview notes. Consider 
using a written feedback summary of interview themes so that the client can 
reflect on them after the meeting and not have to take notes. (Note: see 
handouts on Written Summaries of Interviews and examples of them.) 

 
In summary, feedback is part of an ongoing process, not an event to be checked off 
a list. To be effective, it requires patience and process skills from coaches, not to 
mention in-depth experience with the tools, as well as awareness of the client's 
needs and interests. A useful feedback meeting should feel like discovery, not 
delivery, and certainly not a data dump. 
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Aligning Intention vs Impact: 
The Value of Development 

Feedback 
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“I have some good news and some bad news! 
You are honest, kind, and smart, but you are 
perceived to be sneaky, cruel, and dumb.” 
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Understanding the Perceptions of Others 
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Values 
 
 
 
 

Intention 
 
 

Behavior 

Others' Perceptions 
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Leadership Self-Development 
 
 

 
 

! Self-awareness informs you where you are. Self-image inspires you toward 
a vision of what you want to become. The gap between self-awareness and 
self-image is what propels you to action and learning. 

! Self-awareness is learned ability to be both in and out of your game at the 
same time, to observe yourself in action. This provides ongoing opportunity 
to make mid-course corrections real-time. 

All learning starts with self-awareness. 
n  The paradox is you cannot be self-aware through self alone. 

n A major component of self-awareness is learning to see yourself as 
others see you. 

n There is almost always a discrepancy between how you see yourself 
and how others perceive you. 
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The Importance of Developmental 

Feedback 

" Completely confidential – you own your feedback report 
" Given the complexity of jobs, it’s important to understand your 

impact on various constituencies 
" Compass to guide your personal development experience 
" You are responsible for your ability to be perceived as value-added to 

the organization 
" Feedback is a tool to increase your connectivity – it strengthens 

relationships 
" Snapshot in time to understand what’s not working as well as what is 

working and what you need to leverage more 
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Perceptions 
 
 
 
 
 
 
 
 
 

While perceptions 
may not be the 

ultimate truth, they 
are what people use 
to make decisions. 
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Dynamics of Derailment 
 
 
 
 
 
 
 
 
 

• Strengths Become 
Weaknesses 

• Over-Use Strengths 
• Blind Spots Eventually Matter 
• Talent & Success Breed Arrogance 
• Bad Luck & Reactions to It 
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Top Ten Reasons for Rejecting 15 

 

 

Feedback 

 
10. My job makes me act that way; I’m really not like that. 
9. This was just a bad time to do this. 
8. All my strengths are right, but my weaknesses aren’t. 
7. Someone really has it in for me. 
6. I used to be that way, but I’ve changed recently. 
5. Nobody understands what I am going through. 
4. This must be someone else’s report. 
3. My raters didn’t understand the questions. 
2. They’re just jealous of my success. 
1. It is all accurate, but I just don’t care! 
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Manager: 
The JoHari Window Model 

 

 

Effectiveness with Others Equates with Awareness in Interpersonal 
Relations 

 
 

Things I Know Things I Don’t Know 
 

 

 
ARENA 

 

 
BLIND SPOT 

 
 
 

FACADE 

 
 
 

UNCONSCIOUS 
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The JoHari Window Model 
Things I Know Things I Don’t Know 

 

 
ARENA 

 
 

behavior and motivation is 
known to self and known to 

others 
 

I. 

 
BLIND SPOT 

 
 

others can 
see things in ourselves of 

which we are unaware 

 
 
 
 
 
 
 
II. 

FACADE 
 

UNCONSCIOUS 
 

neither you nor others are 
aware of certain behaviors or 

motives 
 
 

IV. 

avoided or hidden from 
others, represents things 

we know but do not 
reveal to others, e.g. a 

hidden agenda, matters 
about which we have 

sensitive feelings III. 
 



18 

©iCoach Global 2023 PCP 
 

 

 

The Goal of Development: 
Increasing Our Transparency with Others 

 
 
 
 

Soliciting and Listening to the Feedback from Others 
 

 
 
 
 
 

Sharing 
Information 
about Oneself 

 
 
 
 

ARENA 

 
 
 

BLIND 
SPOT 

 

FACADE UNCONSCIOUS 
 



19 

©iCoach Global 2023 PCP 
 

 

 

 
 

 

 Use of Self in Coaching 
 
 
 

 
If you ask experienced coaches about their most exciting, and valuable, moments 
in coaching, they frequently describe use of self: using their own interpersonal 
observations of, and reactions to, a client that trigger ideas and hunches about 
that client. Those use of self moments often have an important positive effect on 
the direction and/or progress of the coaching, even if they are not shared directly 
with the client. They are typically described as spontaneous, that is unexpected 
and unplanned, which may add to why they are memorable and exciting. 

Coupled with that spontaneity, there is an element of risk as well; the perspectives 
they contain may be difficult for the client to understand or accept. Deciding how 
to use insights coming from use of self and what, if anything, to share with a client 
challenges the coach's judgment about how best to help. In short, use of self- 
moments are described as both unplanned and challenging, containing significant 
potential for advancing the client's insight and progress, and also feel a bit risky to 
the coach. 

Here are a few examples that might have been shared by a coach with a client: 
 

"When we started talking about your peers, I heard a noticeable change in 
your voice." 

"I have completely lost track of why you are telling me this story." 
 

"When you take phone calls during our sessions, it interferes with my ability 
to connect to what we are discussing." 

"You know, when you check your phone during our meetings, I can identify 
with what I heard from your direct reports about lack of attention from you.” 

 
Self: 

A person’s essential being that distinguishes 
him or her from others, especially. 
considered as the object of introspection, 
preferences, or behavioral tendencies; a 
person’s particular nature or personality; 
the qualities that make a person individual and unique 
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Here are few points to remember as you explore your own use of self: 

• Bring your observations, reactions, feelings, and intuitive perceptions about 
the client to your own consciousness (with no immediate intention to share 
them with the client). Be an astute observer, able to articulate, at least to 
yourself, what you see, feel, and react to in the client. Consider this 
information as essential data in understanding your client. 

• Consider options about what, if anything, to do with those personal reactions 
to the client. These might include simply sharing an observation, overtly linking 
a reaction to an emerging development theme, or just thinking about it 
further. 

• If you choose to share an observation or reaction, examine your words for 
any hint of negative judgment. Deconstruct your observation to get as close 
as possible to your own observations and the client’s behavior: describe 
rather than evaluate. 

• If you are sharing your own feelings, use “I” messages and own your 
reactions. Be sure that your feeling is really about the client and does not 
reflect your own fears, insecurities, and limitations. This is a judgment that 
does benefit from experience. 

• It may be useful to try to interpret your reactions; figure out why you feel the 
way you do, although you may decide not to share that interpretation and 
instead help the client reach his/her own self awareness in response to the 
observation you make. 

• On the one hand, timeliness is useful in sharing your observations; on the 
other hand, behavior tends to repeat. Therefore “being ready to be 
spontaneous” based on past unshared observations may be a useful posture 
when you do decide to share them. 

• Discuss use of self with your case supervisor: what are your idiosyncratic 
reactions to the client? What images are triggered, or spontaneous reactions 
have you had, in response to the client? What emotions bubble up in you as 
you experience the client? What insights emerge about your client as you 
reflect on these questions and how might you use those insights with your 
client? 

• Use of self is not about the coach self-disclosing; sharing examples or stories 
from the coach’s own experience may be useful, but it is not use of self. 
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 Life Stage/Transition Approaches to Adult Development 

Adult development, like child development, occurs in stages. Understanding 
these stages and associated tasks and transitions can provide the coach with 
helpful insights. It can identify likely areas of exploration with the client, 
suggest the client’s strengths and challenges in the context of where s/he is 
in life, and point to workable goals. Certain stages are known about adult 
development but how they will play out in a particular client’s life must be 
explored. The coach cannot presume that each client proceeds through 
stages in the same way or 
with equal success. 

 
Nevertheless, it is clear that most of us are driven by a need to develop 
and master tasks. A task associated with an early stage of life- e.g., a 
strong work identity, or a stable relationship, may be worked on later in 
adult life and could become an important factor in a client’s work with a 
coach. 

 
Frequently, what is possible in the future has to do with a person’s 
viewpoint of what has been accomplished in the past. The future view can 
also be limited by or empowered by predictions of the future and by how 
positively future life stages are anticipated. 

 
Coaches can use Adult Development approaches to assist clients in 
clarifying choices. By opening up possibilities and helping clients see 
choices, coaches help clients feel more powerful in their journeys. 

 
Case examples: 

 
Help a 31-year old client understand how her feeling a need to catch 
up to peers is a sign of an age 30 transitions, and settling down into 
adult life with an adult sense of purpose. 

 
Help a 46-year client understand that his feeling stuck at work 
because of a lateral position he took to accommodate his boss can 
also serve as an opportunity to work on personal life goals as he 
makes a midlife transition from a “work 24/7 guy” to a man who 
seeks work life integration and balance. 

 
Notes About Development Stages 

 
• Adult development isn’t random or chaotic 
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• Adult development consists of a series of stages or passages with 
areas of mastery, choice points and decisions 

• Many of these stages are set up by tensional opposites or polarities 
and frequently include periods of disequilibrium or crises, 
sometimes promoting growth 

• Transitions require integrating complex and seemingly contradictory 
tasks that accompany different stages 

• Behavioral scientists point out that each stage of adult life has 
specific requirements for mastery 

 
Daniel Levinson1: 

• Age 17-22 is the Early Adult Transition 
• Age 22-28 Entering the Adult World 
• Age 28-33 Age 30 Transition 
• Age 33-40 Settling Down 
• Age 20-40 Comprises Early Adult Life 
• Age 40-45 Midlife Transition 
• Age 45-50 Entering Middle Adulthood 
• Age 50-55 Age 50 Transition 
• Age 55-60 Culmination of Middle Adulthood 
• Age 60-65 Late Adulthood Transition 
• Age 65+ Late Adulthood 

 
Late Teens/Early 20’s Transitions 

 
• Main task of this transition is early adult identity; first choices about 

work, love relationships, peers, values and life style 
• Contradictory tasks of this transition: explore possibilities as an 

adult by maximizing them yet keep options open 
• Begin to create stable life structure 

 
Age 30’s Transitions 

 
• Work on the limitations and flaws of this first adult life structure 
• Increase urgency in finding a place: e.g. “I have to be doing 

something serious. I don’t want it to be too late.” 
• Facing that the current life structure is unsatisfactory; searching to 

create a different one 
 

Age 40’s Transitions 
• Mid-life, like other life stages, is a chance to rework the life structure 
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1 Levinson, Daniel: 1978. The Seasons of a Man’s Life, Knopf. 

 

• Mid life brings a new set of concerns such as, “What have I done 
with my life? What do I want for myself and my spouse or 
significant other?” 

• Issues faced include limitations and mortality 
• Imagery of legacy begins to make an appearance 
• Life balance gets more attention 
• Mentoring gets more attention 

 
Age 50’s Transitions 

 
• Re-working the midlife crisis (transition) 
• Legacy issues are more top of mind 
• Increased importance of one’s place in the larger community 
• Issues involving political concerns or spiritual involvement take on 

more weight 
• Role as a model or influencer of others 
• Giving back to others 
• Increased consideration to distribution of energy 

 
Late-Adult, 60’s Transitions 

 
• Retirement or new career planning 
• Centrality of financial resources and what choices or interests one has 
• Rebalancing vocational and avocation interests 
• What one has already given back 
• Desire to teach or mentor others 
• Sharper generative focus 

 
Erikson’s Eight Stage Adult Development Model 

 
Stage Polarity Developmental 

Achievement/Mastery 
Infancy Trust vs. Mistrust HOPE 
Early Childhood Autonomy vs. 

Shame/Doubt 
WILL 

Play Age Initiative vs. Guilt PURPOSE 
School Age Industry vs. Inferiority COMPETENCE 
Adolescence Identity vs. Identity 

Confusion 
FIDELITY 

Young Adulthood Intimacy vs. isolation LOVE 
Maturity Generativity vs. Self- 

Absorption 
CARE 
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Old Age Integrity vs. 

Despair/Disgust 
WISDOM 

 

According to Erikson, individuals who achieve mastery in each passage of 
their lives gain the following: hope, purpose, competence, fidelity, love, 
caring and wisdom. This is because they are able to be: trustful, 
autonomous, initiating, industrious, clear on their identity, intimate, 
generative, and possess integrity. 

 
Individuals who did not master Eriksonian passages might be said to be: 
mistrustful, shameful/doubting, guilty, feel inferior; confused about identity, 
feel isolated, self-absorbed and reach the end of a life with a sense of 
despair. 

 
Adult Life and Life Dreams 

 
• Death is inevitable; life will cease for us; we have limited time 
• We may conceive or adopt children; we may have mentees or 

protégées; in doing so we might wish to pass along a legacy 
• We come from somewhere: a family, a culture, a country, parents 
• We have talents, abilities, heart, hand and spirit 
• Our tasks are to work and love, (Freud) 
• Some would also add play 
• Some would say our work is creating a better world for those who 

come after us; some call this passing along process, ‘civilization’ 
• Adults plan, build, organize, create through work and love 

(relationships) 
• Adults also learn thru non-linear ways: we dream. Levinson wrote 

about “The Life Dream” as an organizing principle for adults 
Erikson wrote that we frequently live out the dreams of our 
grandparents 

• Dreams come from unusual places; sometimes dreams are a 
surprise, even to the dreamer 

 
Adult Development And Positive Psychology Considerations 

 
Positive psychology is an outgrowth of adult development theory. It sees 
people as always in the process of developing, seeking mastery. People 
have strengths and weaknesses, virtues and vices. We are both healthy and 
ill, our psychology is not just about our problems. 

 
Positive psychology focuses on our health and happiness. It teaches us we 
are motivated by meaning and purpose. We seek mastery in adult life in 
the same way that children do during in childhood. 
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• We can now talk and understand much more about positive 
psychology- that psychology can include health as well as a 
psychopathology- (psychopathology means a psychology of mental 
illness). 

 
• Martin Seligman’s contribution: working to establish a positive 

psychology comparable to a DSM IV for mental illness. Humans each 
have signature strengths. To find work that helps you develop your 
signature strengths will most likely allow a person to work in a way 
that is compatible with who he or she thinks they are. (See Seligman’s 
book Authentic Happiness). 

 
• Seligman and his colleagues have begun to enumerate a list of health 

character traits in people. They call these virtues. A virtuous trait 
might be altruism, or gratitude. Employing the virtuous traits in our 
character help us feel happier about who we are and how we live our 
lives. 

 
• Vaillant’s “Grant Study” at Harvard was aimed at identifying the young 

men who “were best able to paddle their own canoes”. With Vailliant, 
adult development theory moved into a quest to define what most 
healthy behavior looks like in men. 

 
• Vaillant made multiple contributions: there are differences between 

the life of healthy vs. lonely young men. He defined the healthy men 
as being more loving. The less healthy he defined as being lonelier. 

 
• Vaillant also began to write about something he called healthy 

psychological defenses. Previously psychological defense had been 
written about from the point of view of illness alone. 

 
• Loss and love: all humans suffer loss as part of being alive. Learning 

to grieve is important to growth and development and may be the 
key element in the capacity for humans to develop deep loving 
relationships. This means that mourning has an important 
developmental function for each of us- it is not an experience of 
exaggerated illness. (See writings of Otto Kernberg and other 
psychoanalysts vs. Freud’s early writings in Mourning and 
Melancholia. 

 
• Family therapist James Framo theorized that life was a series of 

losses and to be able to grieve successfully would be central to to a 
well-lived life. 
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• Much is known about adult development although adult 
development varies within gender and within culture and country 
depending on the adult life span. 

 
• Gilligan’s contribution: girls and young adolescent females do not 

develop in the same ways as boys. Young adolescent girls who 
become pre- occupied with fitting in with boys risk missing important 
passages of their own adolescent development. 

 
• The heritage of adult development theory draws on Carl Jung, 

Erik Erikson, Daniel Levinson, Carol Gilligan, George Vaillant, 
and Martin Seligman. 

 
• Jung’s contribution: stages in adult life, including midlife. The second 

half of life is a time of deepening. Human preferences also involve 
shadow sides (Myers Briggs) 
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Joe had been recently promoted to Vice President in a staff area of a large financial 
services company. He had significant experience as an internal technology consultant 
and had been a manager within his group but when his boss left the firm, he was one of 
several candidates considered to fill that role. Mary, SVP of the function, had evaluated 
two external candidates plus Joe. She knew him as a very effective technical problem 
solver and project manager who had grown up professionally in her department. He was 
affable, outgoing, accessible, and highly motivated. He had become a manager only two 
years prior and had struggled with various aspects of that role. She had misgivings about 
promoting him to VP, knowing he was moving too fast in his career, but after considering 
all the candidates, she determined he was the best fit all- around. However, she also 
intended to provide him with an executive coach to help with the transition and foster his 
growth in his first executive role. 

 
Mary reached out to Dan, an executive coach who had handled several assignments for 
her. He was pleased to hear from her and they quickly made an appointment to discuss 
Joe. When they got together, Mary described Joe’s strengths and development areas, 
particularly in light of his recent promotion. 
He had the full complement of internal consulting skills but ironically, he would be using 
them less in the VP role. His time would be focused on managing a global team of 
internal consultants and coordinating their activities both across the team and within the 
businesses they serviced. Mary was concerned that Joe’s communication skills were not 
up to an executive level and that he would need help being perceived credibly by his VP 
(and higher) clients. She committed to speaking with Joe about coaching and Dan. 

 
It took a few weeks for Dan and Joe to meet. When they did get together, Joe’s 
energetic, fast paced style was obvious as well as his friendliness and openness to 
working with Dan. Dan described his background, including his coaching experience in 
the firm, his approach to coaching and the likely coaching process, including 
informational interviews of Joe’s team members, internal clients, and Wanda, his HR 
generalist. All this sounded fine to Joe and they agreed to proceed. Joe would pull 
together recent performance appraisals and a Myers- Briggs assessment he had taken in 
the past year and think about colleagues to be interviewed. 

 
They also talked about what Joe wanted to gain from coaching. He felt that he knew 
what Mary wanted him to work on because she had given him feedback about his rushed 
way of speaking and how sometimes his communications appeared tangential to the 
topic being discussed. He also admitted that his new role would require him to be much 

The “Case of Joe” Chapter 1: Goal Evolution 
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more organized because he needed to stay on top of open projects throughout his global 
team. Dan summarized their meeting and they made another appointment. 

 
At their second meeting, they confirmed the coaching process, including a sample of 8 
colleagues for Dan to interview. They also discussed the questions that Dan would be 
asking. They agreed that broad questions about Joe’s strengths and development areas 
should be tied to his new role as VP of the group and that Dan could use follow-up 
questions to get specific examples and suggestions. Joe requested that Dan not ask 
questions that targeted particular areas due to concern that those questions might 
actually hint at weak spots in his ability to handle his current role. The past two 
performance appraisals by his previous boss were consistent with Mary’s perspective on 
Joe’s strengths and development areas, including needing to upgrade “executive 
presence” with senior clients. Joe’s MBTI was ENTP, with out-of-preference Feeling 
scores on Accommodating and Accepting facets. He felt the MBTI was an accurate 
description of his general preferences. 

 
Dan decided that this was a good time to sharpen Joe’s perceptions about himself. He 
devoted the remainder of the session to asking Joe variations on the questions that 
would be asked of his colleagues. Joe described his strengths in terms of client 
relationships and creative problem solving. This was a winning combination in his role as 
internal consultant. On the development side, he felt his managerial process wasn’t 
scaling up as well as he had hoped. He was an intuitive manager, dealing with direct 
reports in the way that he would want to be managed, and didn’t have experience 
managing across many personalities, time zones and cultures. When asked, “What else?” 
Joe said he could also appreciate Mary’s feedback: that he wasn’t a crisp communicator, 
preferring collaboration and brainstorming to reports and “decks”. Dan asked Joe to “put 
his consultant hat on” and summarize what they had covered about possible 
development areas. Joe thought for a minute and talked about two themes: his 
interpersonal style and managerial skills, emphasizing that continuing to improve the 
latter was most important to him. Dan suggested that in each of those categories, they 
would need to identify skills to add as well as behaviors to modulate or bring under 
greater control. 

 
During the next few weeks, they continued to meet and explore Joe’s interactions with 
others and his managerial challenges. At the same time, Dan conducted the informational 
interviews. When Dan analyzed his notes, including his initial meeting with Mary, there 
was much agreement about Joe even as the specific comments allowed for nuanced 
descriptions. Based on what he heard, Dan decided to structure the feedback summary 
in three categories: strengths, areas in which people had noticed improvements but 
needed continued attention, and other areas to consider for development. This structure 
was consistent with the data and Dan hoped that acknowledging Joe’s progress would 
help his motivation, even as there remained important areas on which to work. 
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Feedback Summary for: 
 

Joe, VP Internal Consulting 

Joe, you are new to your global executive position. Naturally, there are areas for you 
to develop. During the eight interviews plus Mary, people noted strengths, those areas 
they noticed you are working to improve, and possibly new suggestions for your 
development. 

 
Strengths to Continue Leveraging 

• Technical/functional skills 
• Strong relationships with business partners 
• Innovative, out-of-the-box thinking that stretches others 
• Effective project manager: designing and executing work steps 

• Helpful and supportive; responsive; really cares about team members 
• Empowers and delegates appropriately; trusts others to do what is right 
• Provides timely feedback and coaching tied to events 
• Open and accessible; collaborative; takes input and feedback well 
• Energy and enthusiasm that is engaging and motivating 

 
There were many unsolicited comments about enjoying working with you and 
support for your leadership of the department. 

 
Improvements Noted; Still Work to Do: 

 
• You have made progress in letting go of local teams and supporting their leaders. 

Sometimes it appears that you struggle with that, but continue empowering them, 
even on complex or exposed issues. 

• Continue pushing others to solve their own problems; choose learning over 
expediency; don’t take the monkey back on tasks and don’t let people do an “end 
run” to you to get their problem solved. 

• Pace and focus: slow down in dealing with emerging issues and in following up on 
tasks that have been delegated. 

• Expand feedback and coaching of your staff to more subjective or “softer” topics 
and summary feedback not tied to a specific event. Find ways to articulate your 
views about areas for growth, especially in terms of the person’s aspirations for 
advancement. 
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Other Developmental Areas to Consider: 
 

• Strategic leadership of the function: people perceive you as being very effective 
tactically but less so on the strategic direction of the function. 

• Your leadership style may be too informal. People were concerned that the 
leadership style you are modeling may not be executive enough for a VP. 

• Relationship with your boss Mary: there were observations that you become 
nervous or too quick when meeting with her and you may not be engaging her as 
a discussion partner about bigger issues. 

 
 

Joe and Dan had a productive dialogue about the feedback, challenges of the role, 
his managerial style and other points. Joe become somewhat frustrated about what 
he described as the “executive presence thing” but they agreed that there was a 
reality to its importance in the culture of the organization. Towards the end of the 
feedback meeting, Dan asked Joe “what was resonating” for him about 
developmental areas and together they articulated two goals that Joe felt committed 
to working on: 

 
I. Continue improving my people management skills especially in 

empowerment and feedback 
 

II. Manage interpersonal contact for greater leadership impact 
 
 
 
 

Joe Case Discussion Questions: 
 

1. How would you describe Mary’s felt need(s) for Joe’s development? How 
do those compare with Joe’s description of his felt needs? 

 
2. How did the coaching process help developmental themes evolve from felt needs 

to designed objectives and what were some of the steps along the way? 
 

3. What is the benefit to the coaching process to foster evolution of the 
developmental themes (even if their tangible change is modest)? 
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Appendix: Class 6 

 

Motivational Interviewing1 and the 
Trans-Theoretical Model2 of Intentional Behavior Change 

 
Motivational Interviewing is a counseling methodology that grew out of 
addiction treatment but has direct application to executive coaching, as well 
as other efforts to facilitate changes in behavior. It is defined as a client- 
centered, directive method for enhancing intrinsic motivation to change by 
exploring and resolving ambivalence. 3 It is client-centered in its focus on an 
individual's current concerns or beliefs without teaching new skills or 
reshaping thoughts. It is directive in its focus on resolving ambivalence, but 
not in its verbiage; the helper fosters the client's own motivation to try new 
behavior by exposing payoffs and costs to both the status quo and change. 
Any specific advice or direction is strictly avoided. 

 
Motivational interviewing is more a communication method and interpersonal 
posture than a set of techniques. It rejects any hint of external pressure to 
get people to act in a particular way, even toward what might be generally 
accepted as in the client's long term best interests; it is rooted in a helper's 
lack of stake in any particular choice that the client might make. It assumes 
that if a client is afforded the opportunity to explore, without external 
advocacy, the pros and cons of behavioral choices, the client's motivation will 
be increased to face his or her challenges and difficulties. 

 
The spirit of Motivational Interviewing is captured in three dichotomies: 

 
Motivational Interviewing Other 

Interventions 

Counselor-Client Collaboration Counselor Confronting "Reality" 
Evoking Client's Internal Perceptions Educating Client 
Supporting Client's Autonomy Counselor as Authority 

 
 
 
 

1 Miller, W. R., & Rollnick, S. (2002). Motivational interviewing: preparing people for change (2
nd 

Ed.). New York: 
Guilford 
2 DiClemente, C. C., & Prochaska, J. O. (1998). Toward a comprehensive, trans-theoretical model of change: Stages of 

change and addictive behaviors. In W. R Miller & N. Heather (Eds.), Treating Addictive Behaviors (2nd Ed,) New York: 
Pienum Press. Miller, W.E. 

3 Miller, W.E. Rolinick, S, footnote 1, page 25. 

Motivating Client Ownership 
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Assumptions of Motivational Interviewing and its Connection to the 
Trans-Theoretical Model of Intentional Change 

 
Motivational interviewing is grounded in several assumptions about helping. It 
views change as a natural process; change can and does happen without the 
intervention of a helper, although such help can facilitate it. In other words, 
helpers are fostering what may happen on its own rather than bringing an 
externally powerful intervention to bear. This highlights the helper's humility 
and grounds all change in what the client is willing to try, rather than the 
helper's tools or skills. This also emphasizes that the helper's leverage is in the 
communicative and interpersonal elements of interactions with the client; if 
applied well, these should be sufficient to support change. In the true sense of 
the phrase the means justify the ends, motivational interviewing strives toward 
a disciplined process without advocacy of specific client outcomes; its one goal 
is to increase motivation to change. 

 
This can be a very difficult concept for coaches to accept. After all, aren't 
coaches trained to identify paths toward improved functioning? While we may 
have strong opinions about which choices will lead to a better life for a client, 
motivational interviewing asks us to ignore these views in the early stages of 
change. It asks us to embrace the reality that we have no real control over 
another’s choices or behavior and that, without voluntary choice, no change is 
sustainable. The challenge is to engage the client's view of the world and at 
the same time examine options and outcomes to empower overt choice toward 
change. 

 
The foundation of Motivational Interviewing is a model of change created in 
the 1980's by DiClemente and Prochaska called the Trans-Theoretical Model 
(TTM) of Change. As the name indicates, it is a description of the steps in 
making a change and it comfortably coexists with a variety of theoretical 
conceptions of human change. This model also grew out of addiction research 
and was innovative in overtly labeling the precursor steps to actual change and 
in embracing change as a fluid, circular process. 

 
As a first step in the change process, even when others feel they know what 
behavior a client needs to change, that client may be unaware. Previously this 
might have been labeled denial or resistance with all the negative associations 
of those terms. TTM labels this state neutrally as pre-contemplation and then 
labels the barely awakening need for change as contemplation. Assuming that 
motivation grows and/or ambivalence lessens, determination follows. Change 
doesn't really happen, however, until the next step, action, followed by 
maintenance and then exiting the change process as the change becomes 
integrated into the client's behavior. 
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When organized on a wheel4, the model shows how clients can exit, or re- 
enter, the change process. The client can reject the need for change and 
return to a pre-contemplation state. Or, the client's attempts at change may 
not be maintained, bringing a return to contemplation, where renewed 
determination and action need to occur before behavior change can start 
again. While TTM provides a logical picture of the steps in change and usefully 
neutral labels for those steps, its profundity is in its acceptance that change is 
unlikely to succeed the first time. (In its original conception, this was labeled 
"relapse" but for non- addiction applications, it is more simply a return to pre- 
change behavior.) 

 
 

Permanent Exit 
 
 
 
 

Pre-Contemplation 
 
 
 
 
 
 
 
 
 
 

Motivational Interviewing is the process that mobilizes clients along the TTM 
wheel. It operationalizes TTM assumptions about change with four 
techniques: 

 
1. Express empathy by accepting the client's story as well as 

his/her ambivalence about change. 
2. Identify and describe neutrally discrepancies between present behavior 

and client goals or values so the client can examine them. 
3. Roll with resistance by avoiding direct opposition to the client's points 

and instead draw out the client's own answers and solutions. 
4. Support self-efficacy by viewing the client as capable of change while 

acknowledging the challenges. 
 

 
4 Prochaska and DiClimente’s six stages of change/wheel 

Relapse 

Contemplation 

Action 

Determination 
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The third technique is especially important in the effectiveness of Motivational 
Interviewing. A client's resistance, or opposition, to a helper's efforts has 
often been described quite negatively in many therapy and counseling 
approaches. The word itself, resistance blames the client for lack of progress 
toward a helper- directed solution. (Also see other PCP handouts on 
resistance and how to work with it.) Helpers have found it useful to reframe 
this conception of resistance, using terms such as reluctance, which 
acknowledges the client's legitimate ambivalence about change, especially 
when advocated by others. 

 
Motivational Interviewing is especially effective in helping avoid the useless 
power struggles that characterize typical helper responses to oppositional, or 
stuck, clients. Since it is client-focused and accepts that the client may be at 
a relatively early stage in DiClemente & Prochaska's change steps, the helper 
is taken out of the role of providing solutions. 

 
As a result, Motivational Interviewing expects the client to be reluctant, but if 
the four techniques are used, no power struggle develops. Helpers continue 
probing the client's experience, highlighting discrepancies and exploring the 
pros and cons of change, providing a neutral forum for the client to examine 
past, and future choices, supporting clients progression from pre- 
contemplation to contemplation and then determination and action. 

 
Coaching Applications 

 
Both Motivational Interviewing and TTM have direct application to coaching. 
While coaching clients are not usually involved in behaviors as immediately 
destructive as addiction, they can range from dysfunctional to just sub- 
optimizing their leadership impact. Often a coach's job can be described as 
helping the client move from contemplation toward determination and action, 
although sometimes clients are even earlier in the change cycle at the pre- 
contemplation stage. 

 
Wherever they start, clients' progression toward change happens over a 
number of sessions, and may involve assessment feedback and other 
interventions unique to coaching. The coach's in-session behavior, however, 
is key to facilitating change. While different coaches have different 
approaches, empathy, looking for gaps between intentions and others' 
perceptions, fostering self- efficacy, and rolling with resistance are all very 
useful coaching skills. The TTM and Motivational Interviewing are most 
applicable in the early stages of coaching leading up to development 
planning. 
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Helping a client understand and internalize troubling feedback from others 
and then shape development goals to be truly motivating draw heavily on 
Motivational Interviewing principles. Once a client is in the action phase of 

change, coaches may be more open and sharing about ideas and 
recommendations with less concern about triggering resistance. However, 
whenever resistance rears its head, regardless of stage in the coaching 
process, a coach's conscious return to a Motivational Interviewing posture is 
likely to help explore and resolve the obstacle and re-engage progress. 

 
Consider how the concepts in the TTM and the methods of Motivational 
Interviewing may fit with your own model of coaching. If they do, you may 
want to gain more knowledge and experience with Motivational Interviewing 
by reading the footnoted references and applying its methods. 
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 Emotional Intelligence Overview 

Emotional Intelligence “is the capacity for recognizing our own feelings and those 
of others, for motivating ourselves, and for managing emotions well in ourselves 
and in our relationships.” 1 Emotional Intelligence abilities are distinct from, but 
complementary to, academic intelligence or purely cognitive capacities measured 
by traditional IQ tests. 

 
The four major dimensions of Emotional Intelligence are: 

 
• Self-Awareness or Self-Observation 
• Self-Management 
• Social Awareness or Attunement 
• Relationship Management or Relationship Traction 

 
The term Emotion Intelligence was probably coined to help people re-evaluate 
the importance of traditional cognitive IQ measures. It drew upon the study of 
social intelligence in the 1920's, later called practical intelligence. “Emotional 
Intelligence” became part of the business lexicon in 1995 when Daniel Goleman 
popularized the term in his HBR article and book. Some social scientist 
researchers are not big fans of the term emotional intelligence. Practical or 
social intelligence are alternative terms for the competencies defined in 
Emotional Intelligence. 

 
Underdeveloped emotional intelligence can result in a range of behaviors that 
interfere with relationships and potentially derail careers. Cognitively intelligent 
people can fail when their emotional responses appear out of proportion to the 
situation, are uncontrolled, and have a negative impact on others. We have all 
observed examples of people who are difficult to deal with but are unaware of or 
uncaring about their impact on others. They often become coaching clients. 

 
Emotional Intelligence has been receiving a lot of attention among leadership 
and management development and coaching professionals because it can be 
taught, learned and increased. Interest has grown in such training fueled by 
research that has indicated that people with high ratings on emotional 
intelligence competencies are not only better leaders but they actually yield 
better business results than those with lower emotional intelligence. 

Emotional Intelligence research demonstrates that clients can change their 
behavior by: 

 
 
 
 
 
 

1 Daniel Goleman, one of the leading writers and researchers in the field of Emotional Intelligence 
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• Becoming more self-aware and increasing their ability to perceive, 
appraise and express emotions 

• Learning to understand the impact of emotions and focusing on 
building different types of relationships 

• Recognizing the meaning of emotions and to reason and problem-solve 
with them 

 
These changes have been shown to be quite sustainable with benefits to the 
individual in work and family life. Some examples of research findings are: 

 
Richard Boyatzis found that partners in multinational consulting firms who 
were assessed on EI competencies and scored above the median on 9 of 
the competencies delivered $1.2 million more profit from their accounts 
than did other partners. (This research was from 1999.) 

 
In a study of more than 2,000 managers from 12 large organizations, 
81% of the competencies that distinguished outstanding managers were 
related to emotional intelligence, according to a 1982 study. 

 
Another study reanalyzed data from 40 different corporations to 
differentiate star performers from average ones. Emotional competencies 
were found to be twice as important in contributing to excellence as pure 
intellect and expertise. [According to a study by Jacobs and Chen, quoted 
in Goleman in Working With Emotional Intelligence, 1997]. 

 
In summary, it is important for coaches to be conversant with emotional 
intelligence concepts and language for several reasons. First, EI competencies 
outline the areas in which most coaches end up working on with clients. That 
language, therefore, can be useful in articulating client goals and development 
plans. Second, sponsoring organizations frequently use EI concepts and 
language in customized competency models and leadership development 
courses. Coaches need to understand the content of those models and courses 
because client needs will often be tied to those. Third, there are reference 
materials and handbooks that offer development ideas and behavioral 
suggestions tied to EI competencies. Coaches can help clients create more 
impactful development plans by drawing on those resources. 

 
Whether your approach to coaching puts EI in the foreground or in the 
background, the concepts are currently in wide use and are likely to apply to the 
areas in which coaches help clients develop.
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“SO SMART” 1 Conceptual Model 
 
 

I. Self-Observation (The 
Core of Emotional 
Intelligence) 

 

Emotional Self-Awareness Recognizing our emotions and their effects 
 

Accurate Self-Assessment Knowing our strengths and limits 

Self-Confidence A strong sense of our self-worth and capabilities 
 

II. Self-Management Self-Regulation 
Self-Control Keeping disruptive emotions and impulses under 

control 
Trustworthiness Maintaining standards of honesty and 

integrity 
Conscientiousness Demonstrating responsibility in managing oneself 

Adaptability Flexibility in adapting to changing situations or 
obstacles 

Motivation 
Achievement Orientation The guiding drive to meet an internal standard of 

excellence 
Initiative Readiness to act 

1 
Executive Coach and Psychologist, Karol Wasylyshyn has coined a useful acronym for remembering key attributes of Emotional Intelligence and for defining it. She calls it “SO 

SMART” This is how Goleman’s EI research definitions of key EI characteristics break down under the SO SMART categories 

Emotional Intelligence 
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III. Attunement Social Awareness 

Empathy Understanding others and taking an active interest 
in their concerns 

Organizational Awareness Understanding and empathizing (issues, dynamics, 
and politics) at the organizational level 

Service Orientation Recognizing and meeting customer needs 

IV. Relationship Traction Leading Others 
Developing Others Sensing others’ developmental needs and 

bolstering their abilities 
Leadership Inspiring and guiding groups and people 
Influence Wielding interpersonal influence tactics 

Communication Sending clear and convincing messages 

Change Catalyst Initiating or managing change 
Working With Others 

Conflict Management Resolving Disagreements 

Building Bonds Building relationships with others 
Teamwork and Collaboration Working with other toward shared goals 



40 

©iCoach Global 2023 PCP 
 

 

 

 
 

 
 

Sample Suggestions for Clients 
 

Emotional intelligence develops over a person's life span and can be enhanced 
through training. Coaches can work with clients by identifying one or more 
areas to develop and practice behaviors associated with them. 

 

Increase Self 
Observation 

 
 
 
 
 
 
 
 
 
 

Increase Self 
Management 

• Ask for, and truly listen to, feedback 
• Pay attention to how you react physically and what 

emotions you experience when listening to feedback 
• Quiet your reactions and defensiveness; listening does 

not imply agreement or commitment to change 
• Keep a learning journal, note situations that are difficult 

and note better ways of responding 
• Observe others reactions to your behavior; how could 

you have a more favorable impact? 
• Become more aware of the non-verbal signals you send 

and others reactions to them 
• Ask those you trust to help you monitor progress on 

behaviors you want to change 
 

• Anticipate what might be difficult situations for you and 
plan alternative strategies 

• Find ways to keep track of what you have committed to, 
both formal and informal 

• Be dependable in either fulfilling your commitments or 
renegotiating them before they are due 

• Give yourself time to plan interactions; monitor the 
impact of your actions as a situation unfolds 

• Stand away from an ongoing situation and evaluate the 
interpersonal chemistry; is it what you want? 

• Remember, we know our own intentions but others only 
have our behavior to relate to; think about how your 
behavior alone might appear to others 

 

Increase 
Attunement 

• Get to know others at more personal level; what are 
their interests, values, visions, and styles? 

• Develop listening skills that feel natural to you and are 
engaging to others 

• Practice questioning and listening techniques and get 
feedback from others about how you are doing 

• Be sensitive to the pressures and demands on others 
given pressures on them and their organizational units 
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Increase 
Relationship 
Traction 

Get feedback from a wider circle of stakeholders, such 
as customers and vendors 

 
Leading Others 

 
• Demonstrate interest in the development of others 
• Prepare your own vision statement for your organization 
• Recognize that whatever your role, you can have an 

impact; find ways to support needed change 
• Be clear and concise in your communications: email, 

presentations, meetings and informal interactions 
• Foster and support opportunities for innovation; success 

requires a constant openness to improvement 
 

Working With Others 
 

• Face disagreement productively; discuss style 
differences and their implications for your group 

• Demonstrate a sincere connection with others 
• Elicit goals with your team and gain broad commitment 

to them; discuss progress frequently 
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 The Case of Joe, Ch. 2 
 

Joe sample case 
Chapter 2: Development Planning 

 
A few days after the feedback meeting, Joe sent Dan an email saying that he had 
a regular update meeting with his boss Mary. He had shared with her the two 
development objectives from the feedback session and she wasn’t satisfied with 
them. While she agreed that these were important to work on, she felt that Joe 
and Dan potentially were missing what she considered an important emphasis: 
Joe’s communication with her and other senior leaders. Dan responded to Joe by 
suggesting that it would be useful to explore this further with Mary since they 
were in the process of drafting the development action plan. Dan suggested that 
Joe check calendars with Mary and offered several times when he could be 
available for a 3-way meeting. 

 
When they met, Mary was both supportive and assertive about the 
developmental objectives. She admitted that she didn’t have much data about 
how Joe was doing as a manager of his team but agreed that his growth as a 
manager was important. On the other objective, she was glad to see “impact as 
a leader” but she wanted the emphasis to be on communications rather than 
broader interpersonal contact. Dan thanked Mary for her clarification and asked 
her to be more descriptive about the need. She directed her answer at Joe, 
saying that she experienced him as too transactional with her. He wasn’t raising 
broader issues in their meetings or using her as a discussion partner on the 
challenges he was facing with senior level clients and their projects. She 
extrapolated how he was with her to how he dealt with other senior leaders 
believed that it was an important developmental issue for Joe. Dan and Joe 
thanked Mary and agreed to keep that in mind as they continued to interpret the 
data and draft a development plan. As Mary was leaving, she said she looked 
forward to seeing the plan soon. 

 
Joe and Dan then moved into their coaching meeting. Joe expressed some 
frustration about Mary’s “critique” given everything on his plate but admitted that 
what she said was true. He and Dan spent some time discussing how Joe 
interacted with Mary and other senior leaders, and referred back to the feedback 
summary, which mentioned that topic. Also, Dan suggested that Mary was 
inviting Joe to use their relationship as a developmental opportunity, which could 
help him upgrade his communications with senior leaders. Joe suggested adding a 
third goal that would capitalize on Mary’s offer. 

 
They used their remaining time to work on phrasing goals and brainstorming 
action ideas. Dan suggested that they think in terms of behaviors to “start” and 
“stop” in achieving the goals. 
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Continued: The Case of Joe Ch 2 
 

 
Finishing a draft of the development action plan required another coaching 
meeting and emails back and forth until they were satisfied with it. As they 
were finishing, Dan asked Joe to check calendars for Mary and Wanda, Joe’s 
HR generalist, so they could schedule a 4-way meeting to discuss the plan with 
them. When they had the date set, Joe sent the plan to all of them and Dan 
suggested a simple agenda for the meeting that put Joe in the lead role. The 
development action plan is shown below: 
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Continued: The Case of Joe Ch 2 
 
 

Development Plan (Draft for Discussion) Joe, VP Internal Consulting 

Strengths to Continue Leveraging 

• Technical skills; credible, influential 
• Strong relationships with business partners 
• Problem solving skills in drawing out key points; consultative style 
• Creative problem solver in coming up with new approaches; thinks outside 

the box 
• Knowledge of organization, players, and history 
• Strong work ethic and motivation 
• Accountable, responsible; gets things done; good project management skills 
• Empowers and delegates appropriately 
• Provides timely feedback and coaching tied to events 
• High energy; fast paced; lively; motivates others 
• Willing to help; supportive; collaborative team player; generous with time 
• Friendly and approachable; accessible; good sense of fun and humor 
• Takes feedback well; learns and grows; optimistic 

Developmental Objectives and Action Plans 

I. Continue improving my people management skills especially in 
empowerment and feedback 

Start/Increase: 
• Delegate and empower direct reports, consistent with their "readiness" 

even on difficult or exposed issues 
• Hold people accountable to their commitments; build in interim 

reviews and check points to evaluate progress on delegated tasks 
• Continue providing feedback and coaching tied to events but expand 

the topics to include general leadership dimensions; make an effort to 
gather data on those dimensions on my direct reports 

• To the extent possible, link delegated tasks to individual development 
plans or career aspirations; everyone should have a dev plan for me to 
foster 
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Continued: The Case of Joe Ch 2 
 
 

• Calendarize the known events and deliverables for the year; while 
some shifting is inevitable, hold to them as much as possible 

• Put open time/office hours in my calendar for unplanned questions and 
discussion 

 
Stop/Decrease: 
• Overusing willingness to help; "Taking the monkey back" when 

someone is late or struggling with a task 
• Rushing from task to task or "multitasking" so that people question my 

attention 
 

II. Manage for greater leadership impact 

Start/Increase: 
• Foster a dialogue among my senior team about a vision for the future 

of the function; make it an actively discussed topic 
• Consider plans and actions in light of that strategic vision 
• Make dialogue and meetings more focused and organized; finish 

"situation analyses" before moving on to consider solutions and 
decisions 

• Slow down in conversational speech and in presentations; build in 
pausing and opportunities for others to react and ask questions; 
increase impact 

• Maintain chain of authority; support my direct reports when their staff 
does an "end run" directly to me 

 
Stop/Decrease: 
• Rushed speech; disjointed leaps from topic to topic 
• Reinforcing "answer shoppers" who are doing an "end run" around 

their bosses 
• Informality which may not present the best leadership model for more 

junior staff 
 

III. Build a multi-faceted relationship with Mary as a model for working 
at the enterprise level of the organization 



©iCoach Global 2023 PCP 
 

 

 

46 
 

Continued: The Case of Joe Ch 2 
 

• In addition to regular update meetings focused on projects and open 
items, use discussions with Mary to consider bigger, strategic issues 

• Anticipate issues which represent enterprise exposure and proactively 
provide Mary with information about them 

• Engage Mary in reflecting on my organizational issues, such as 
staffing, structure, etc.; get her help and ideas 

• Identify the types of issues that require an "enterprise mindset" and 
make sure those are discussed with Mary 

• Be an active discussion partner with Mary on controversial issues 
 
 

At the 4-way development planning meeting, Dan began by reviewing the 
process that had gotten them to this point. Joe then took the lead and 
commented on how helpful the process had been in clarifying the challenges of 
his new role and then continued by walking them through the development 
action plan. Mary congratulated Joe on incorporating her feedback as well as 
from others. Wanda felt the plan was very comprehensive and consistent with 
what she was hearing from Joe’s team. They both thought the action ideas were 
very targeted toward progress on the objectives. Dan raised a few questions 
about how best to support Joe’s developmental efforts and what might detract 
from those efforts. The meeting ended on a very positive note. Joe and Dan had 
a few minutes to debrief on their own and schedule their next coaching sessions. 

 
 

Discussion Questions: 
 

Why was it important to meet with Mary both before and after the development 
action plan was drafted? Why include Wanda in the meeting? 

 
Why did the two objectives that Joe and Dan crafted after the feedback evolve 
further when they wrote the development action plan? How useful was that? 

 
What were the components of the development plan and why do you think Dan 
suggested this structure? 
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 Multi-Rater/360-° Questionnaires 

Regardless of the approach used, the 360 data is fed back to 
the client for the purpose of sharpening development goals and 
shaping a targeted development plan with related actions. 

 
Coaches are frequently interested in both understanding and capturing the 
perceptions that others have about clients. Broadly speaking, this can be done 
using questionnaires or a series of interviews. Below is a description of the 
questionnaire approach, considerations for using these instruments, and 
comparisons with an interview-based approach. (Also see handouts on 
Informational Interviews and Feedback Pointers.) 

 
360-degree questionnaires capture the perceptions of boss(s), peers, direct 
reports and oneself about performance on a wide range of skills and abilities; peer 
and direct report ratings on each skill are averaged for anonymity.1 

• These tools, variously labeled "360-degree surveys," "Multi-rater assessments," 
or similarly descriptive terms, were very innovative when first applied in the 
1980's. They solicited feedback from non-traditional sources (e.g., peers and 
direct reports) and focused on "soft" skill areas that were becoming recognized 
as keys to leadership success and derailment avoidance. 

 
• In the late 1970's/early 1980's, they were part of major shift in leadership 

development programs toward building greater leadership self-awareness, 
communication, and interpersonal skill development, thereby making the 
individual more responsible for his/her professional growth and career 
advancement. Capturing the perceptions of 8-12 colleagues on these soft 
skills is compelling input to a development planning process. 

 
• Early innovators in using 360-degree questionnaires, such as CCL (Center for 

Creative Leadership) and PDI (Personnel Decisions International), conducted 
research on managerial jobs to determine objectively the competencies 
required; those competencies were further divided into key behaviors which 
were used to form the questions to be rated. Different classes of jobs had 
different competencies and corresponding questionnaires: middle manager, 
executive, sales, individual contributor, etc. 

 
• More recently, organizations have customized 360-degree tools to their own 

competency language and culture, as well as making them shorter and easier to 
complete (Note: this can make them less comprehensive and psychometrically 
unstable). 

 
 

1 Samples of standardized instruments and their associated reports as well as customized 
instruments are available from the faculty for review. 
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Whether customized or standard, most are now available for on-line 
administration. 

 
• Typically, 360-degree questionnaires use a 5- or 7-point scale of 

"effectiveness" or "frequency" on each of the skill questions, with higher 
scores better than lower ones. There may be anywhere from a few dozen 
questions to over a hundred, depending on the rigor of the underlying model. 
Most also ask the rater to identify the most important skills for job success. 
Open-ended write-in questions also are typically included, using prompts such 
as, "List the manager's key strengths and development needs." 

 
• Standardized, researched questionnaires often include "norms" so those 

managers receiving feedback can "benchmark" their scores against an 
external reference point of how people are typically rated. Customized 
questionnaires tied to an organization's competency model can also include 
norms, but they will be smaller and must be accumulated over time. 

 
• The term "360 Questionnaire" is sometimes replaced by "multi-rater" or 

"multi-source" because the list of rater categories has expanded, reflecting 
the increased complexity of modern organizations: internal and external 
customers, dotted-line colleagues, virtual team members, multiple bosses, 
etc. There are also questionnaires linked to particular leadership concepts 
such as conflict resolution and emotional intelligence. 

 
• The use of 360-degree questionnaires exploded in the 1990's and has 

become a standard part of both feedback and leadership development. 
There is a large research literature on various question, rating scale, and 
competency model variables. Their use also has expanded beyond 
development to influence performance ratings for compensation and bonus 
determination, although their validity for these uses remains controversial. 

 
• Coaches, trainers, facilitators, and management and executive development 

professionals all need to have experience in using 360-degree feedback tools 
to help individuals grow. Interpreting the results of these tools toward a 
well-founded development action plan is a frequent activity for these 
professionals. One need not be expert in the psychometrics of such tools in 
order to use them effectively. Some tools require certification for use. 

• Ironically, many coaches working at the executive level do not use 360- 
degree questionnaires. They may have access to the results for a client 
because organizations do use them, but for executive coaching, the emphasis 
is on 360 interviews of colleagues to gain insight into a client's skills and 
development areas. For short program coaching at more middle management 
levels, 360-degree questionnaires are more consistently used, augmented by 
open-ended questions. 
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• 360-degree questionnaires have advantages over interviews in providing 

comprehensive skill coverage and the amplitude of a particular strength or 
gap. Also, it is easy for the sample to be much larger than time intensive 
interviews. Interviews, on the other hand, have the advantage of providing 
more descriptive detail unconstrained by any particular competency lens. As 
a result, coaches often use both, although they may use interviews selectively 
if a 360-degree tool is also being applied. 

 
• Feedback reports from 360-degree questionnaires usually show scores on 

each question and question clusters that make up competency dimensions for 
self, boss, peers and direct reports. Most reports also portray the results in 
several ways to aid interpretation, such as self and “other” score 
discrepancies, high and low scoring questions for each rating group, etc. 
Open-ended responses are presented verbatim; boss comments may be 
identified. 

 
• Feedback reports are designed to help the manager go from results to 

development planning. Most 360-degree tools are used as part of an 
intervention that yields a development plan. When used in that traditional 
way, the feedback report is confidential to the person being rated. The 
development plan is the deliverable from the process and is designed to 
foster discussion between the person being rated, his or her boss, HR, and 
other developmental sponsors. 

 
• Examples of widely used 360-degree tools include CCL's Benchmarks, PDI's 

Profilor, Clark Wilson's Management Practices, Management Research Group's 
Leadership Effectiveness Analysis, and the Denison Leadership Development 
Survey. Most of these consulting firms have a family of similarly structured 
instruments aligned with different jobs and organizational levels, such as 
supervisor, manager, executive, sales, individual contributor, etc. They will 
also totally customize instruments or more simply map an organization's 
competency model to their own research-based model. There are also 
numerous survey engines that can be used to create a 360-degree tool from 
scratch. 
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 Written Feedback Summaries of Informational Interviews 

 
A written summary of feedback, from 360-degree interviews, is used as 
an8adjunct to direct real-time feedback from coach to client. A summary is 
aimed at the client alone and not intended for any other reader, and is based on 
the coach's content analysis of the 360 interviews, which the coach conducted. 

 
While optional, a written feedback summary of interviews can be a useful tool: 

 
• If it is meant to complement results from standardized assessments, a 

written 360 interview summary provides themes in a hard copy. This 
enables the client to have a packet of findings reflecting both the 
assessment results and themes from 360 interviews. 

 
• Since the interview data is often very compelling, it also allows the client 

to review and reflect upon the data on an ongoing basis. It also provides 
the coach with a written record of what was covered in the feedback 
discussion. 

 
• A clear summary can keep the focus on important themes, minimize 

drifting or forgetting, and serve as a strong overt foundation for the 
creation of the development plan. 

 
There are no absolute rules about writing a 360 interview summary; but there 
are recommendations. 

 
• It should summarize the coach's interpretation of all the 360 interviews 

but not reflect any particular interview (and in most coaching models, 
being sure that no statement or phrase can be tied back to any particular 
interviewed stakeholder) 

 
• Bulleted points are often used rather than narrative or dense paragraphs 

 
• It is useful to list all those who were included in the interviews 
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• The coach has the flexibility to include topics not really about the client 
which may have been shared during the interviews, such as upcoming 
organizational challenges, leadership transitions, or other situational 
factors. These can be discussed in terms of their impact on the client's 
development 

 
• More than one feedback session may be required to fully discuss the 

interview results, especially if combined with the results of self-report or 
quantitative assessments 

 
• The tone of written feedback summaries should be balanced by including 

both strength themes as well as development need themes. (See samples 
provided) 

• It is important to write the summary as a journalist might, with the coach 
only delivering the story, as much as possible, not become a part of it. 

 
• The coach should realize that receiving the feedback is an important 

experience and can trigger many responses. Some responses will be “of 
the moment” and can range from what appears, at first, to be neutral or 
to a “shock” response, with many surprises. Expect the client to have 
additional thoughts and reactions as the feedback continues to be 
absorbed and as the client contemplates his/her development plan. 
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Interview Group 

Hiring Leader 
o George Jones 

 
 
New Leader Feedback 

Bob Blue 

SAMPLE: 

 

HR 
o Phil McKight 

 

Peers/Business Partners 
 

o Sally Fields 
o Bruce Smith 
o Cal Brown 

Direct Reports 

o Betty Jones 
o Harry Silver 
o Bob West 
o David McMann 



53 

©iCoach Global 2023 PCP 
 

 

 

 
 

SAMPLE 
 

New Leader Feedback 

Bob Blue 

 

Feedback: Executive Summary 
 

Bob, you have brought the fresh perspective that was envisioned in bringing you 
aboard. Your energy, outgoing nature, problem solving skills, practical 
judgment, and openness to change are well appreciated by your colleagues. At 
the same time, there were several suggestions about modifying "around the 
edges" of your approach to aid your impact and assimilation. These include 
avoiding overuse of your casual style and rapidity of reaching conclusions, as 
well as a more systematic plan to monitor progress on commitments and keep in 
touch with key business partners. 

 

Positives to Leverage: 
 

• Practical, actionable problem solving that leverages background to bring 
progress and closure; broad outside contacts useful 

• Quick study on business issues; clear about role in the organization 
• Willing to address needed organizational changes; rebuild team roles and 

morale 
• Set leadership tone on the team: direct dealings; resolve disagreements, clear 

positioning statement 
• Energy and enthusiasm with a bias toward action; do what's right for the 

organization 
• Outgoing, friendly, accessible; informal interpersonal style 
• Build relationships with business partners; reach out, not hierarchical 
• Organized and prepared in discussing issues needing attention 
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Opportunities/Suggestions: 

 
 

New Leader Feedback 

Bob Blue 

SAMPLE 

 

• There is a general concern about you being over-committed at this point. 
Some interviewees felt you were over-reaching what you can handle, saying 
"yes" to too many requests, and setting overly ambitious expectations with 
some internal clients. Some projects/data gathering have begun but have 
gone nowhere or have disappeared from view. 

 
• You sometimes overuse your fast cycle time in reaching conclusions. While 

your bias toward action is appreciated, it is desirable to step back and 
investigate some issues more overtly and thoroughly. This will acknowledge 
your need to learn more about the issues and will avoid implying any 
negative message about these being "simple" problems, which have eluded 
others in the organization. 

 
• You sometimes overuse your informal interpersonal style. While self- 

deprecation can be disarming, it may undermine others' sense of your, or 
your team's, substance, especially given concerns about your lack of certain 
experience. Also, while being informal with others can be engaging, at senior 
organizational levels it may make others uncomfortable, or even offended. 
Frankness and directness is desirable, balanced by diplomacy. 

 
• You need to establish a regular schedule of contacts with key business 

partners, about projects, plans, breaking news, etc. Some of these need to 
be weekly, depending upon project timelines; others could be less frequent, 
but still need to be regular. Special attention needs to be paid to the field 
organization where relationships have been distant. Closing that gap may 
require even more attention to show you are building an understanding of 
their world and you are going to partner with them. 
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SAMPLE 
 

New Leader Feedback 

Bob Blue 

 

Summary 
 

• Your fresh perspective on issues and engaging interpersonal style have been 
embraced and appreciated by others. 

 
• You have addressed difficult organization issues promptly and shown a bias 

toward action in making needed improvements. 
 

• Your informal, direct style may be in keeping with the emerging direction 
of your business unit, but the organization as a whole isn't there yet, so 
diplomacy is still in order. 

 
• Your lack of certain experience is counterbalanced by the other skills but 

there is not universal comfort with your lack of more generally shared 
expertise. 

 
• In the short term, it is more important for you to learn and build relationships 

with key business partners rather than spreading yourself too thin across 
many issues and projects. 

 

Overall, Bob, you bring essential ideas and openness to change but attention is 
needed in the areas described above to facilitate your assimilation and enhance 
your future contributions. 
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SAMPLE 
 

Personal and Confidential 
 

Feedback Summary 

Thomas Jones 
Large Company Inc. 

September 2003 
 

This summary is based on 14 confidential interviews conducted by Michael Frisch, Ph.D: five 
were with outside Board members, plus the Chairman of the Board, and eight were with 
members of the Executive Committee. On average, interviews lasted 45 minutes. A 
consistent interview format was utilized that focused on strengths to continue leveraging, 
gaps or areas to improve, as well as targeted questions about fostering greater teamwork 
and key short term priorities. Interpretations are derived as closely as possible from 
interview content, consistent with capturing insights and protecting individual interviewee 
identities. 

 
Unless noted, themes were highly consistent across all interviewees. 

 
 

Strengths to Continue Leveraging 

§ Embrace COMPANY history and committed to maintaining the COMPANY culture. 
§ Deep operational experience and project management expertise. 
§ Tough minded re project plans and budgets. 
§ Analytical; considers issues logically and thoroughly. 
§ Willing to face tough organizational decisions fairly and in a timely manner. 
§ Honest, credible, trustworthy; puts the well being of COMPANY as a whole first. 
§ Steady, stable and dependable; stays the course and reduces risk. 
§ Open to learning and addressing areas for professional growth. 
§ Command attention; executive bearing. 

 
There were many unsolicited comments about trust and respect for you. While 

this has been a difficult period of time, there was unequivocal support for your 

leadership. 
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Tom Jones: 
 
 
Gaps or Areas to Improve for Enhanced Effectiveness 

Nonetheless, interviewees were very forthcoming with suggestions about how to fulfill 
your role. Not surprisingly, under this topic outside Board members had a somewhat 
different focus than the Executive Committee members, which can be summarized as 
external/big picture vs. internal leadership style issues. The Board emphasized the first 
four bullets while the Executive Committee emphasized second four bullets, but 
feedback overall was highly consistent. 

§ Shape the vision of the future COMPANY and the resulting medium to 
long range plans. 

§ Shift focus from US operations to Global COMPANY ventures; must fully 
delegate leadership of the areas you know best. 

§ Represent COMPANY in industry, customer, and professional 
associations and meetings. 

§ Increase market and marketing focus in extending COMPANY’s 
reach to customers. 

§ Decision process could be more collaborative by having more give- 
and-take during discussions and more iteration as your views are 
being formed. 

§ More often choose relationship building rather than progress on your 
own tasks; take advantage of opportunities to interact with others even 
if unscheduled or informal. 

§ Channel your frustration and disappointment into words about the gaps 
between what you expected and what you got; angry emails, voice 
mails, or public dressing downs drive others away; may be unaware of 
your negative impact on others; be a better coach. 

§ Reach out and seek help on areas that would benefit from input and/or 
are not strengths: e.g., changing out staff, overseas ventures, and 
other thorny issues; such input can come from many sources including 
internal staff, outside Board members, outside advisors. 
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SAMPLE 
 

FEEDBACK SAMPLE: JULIDE MOUNT 
 

NOTE: In reviewing the notes taken in the informational interviews with stakeholders the 
coach was struck with the frequency and consistency of strong positive comments across all 
13 stakeholders. Because self-confidence was an underlining theme already identified by 
the client, the coach chose to provide the comments as recorded. The client took the 
feedback and determined that her primary objectives were to use her strengths more and in 
more targeted areas, which then became the basis of her development plan. 

 
 
 

PERSONAL & CONFIDENTIAL STAKEHOLDER FEEDBACK 
 

What are Julide’s Strengths? 
 

What are the activities or areas where Julide’s functions most effectively? What would you like to 
see continue? 

In what areas might Julide become more effective? What are areas for development/improvement? 
 

Suggestions/Professional Development In what new areas would you like Julide to get involved? 
 
 

GROUP #1 COLLEAGUES/INTERNAL CLIENTS 
 

Strengths/Effective 
 

§ Go to person for problems having created comfortable and direct relationships, walks 
through the process, provides emotional support 

§ Relates well to employees & managers; makes herself easy to relate to; makes others 
feel comfortable around her 

§ Listens without appearing rushed 
§ Gets herself out there; makes a point of knowing the employees and their abilities 
§ Open and easily accessible for any questions or concerns 
§ Holds things confidential 
§ Reacts quickly to concerns and needs; very responsive in person & emails 
§ As a presenter, gets her point across; asks questions 
§ Her feedback/responses are seen as concerned and interested 
§ Has a strong focus on the organization and what’s important 
§ No signs of stress; even use of skills; explains well; good sounding board 
§ Easy to reach out to, to talk to and trust even if have differences 
§ Checks out buzz; asks about what might be less visible to her 
§ Follows up; explores, plans coaches managers & acts with good results 
§ Responsive; checks back and gets back; conducts thorough due diligence 
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§ Probes other’s thinking 
§ Shares training opportunities for staff and follows through 

59 
JULIDE MOUNT 

§ Gives feedback that is useful and without judgment having difficult conversations; can 
deliver tough information sensitively and in the least hurtful way 

§ Provides solicited and unsolicited feedback 
§ Shows patience with frequent conversations; encourages opinions and stretch 
§ Friendly and open to casual conversation which can lead to additional 

guidance/suggestions 
§ Acknowledges strengths in others; helps them feel important and encourages 

contributions 
§ Inspiring and model for tough yet compassionate work 
§ Aggressive in dealing with natty issues 
§ Invites openness by being available; always makes time even under non-urgent 

circumstances 
§ Non judgmental, open and interested in manager learning about and handling issues 
§ Assesses tough situations; explores alternatives and involves the manager and 

employee in seeking solutions 
§ Listens well, diplomatic and takes the middle ground balancing the company’s interest 

and mine 
§ Factors out issues; separates the emotional, helps clarification of goals; guide and 

advisor in reaching a solution 
§ Follows through on HR initiatives and on issues brought to her 
§ Subtlety checks up after issues are addressed 
§ Counsels managers to be more effective in handling individuals (who are new to the 

organization and those around a long time) 
§ Asks probing questions that encourages new thinking 
§ Conducts herself objectively; doesn’t seem to allow friendships get in her way 
§ Gives support to managers in termination process by getting to key points and 

assistance in conducting meetings 
§ Creates trust and confidence and respects confidentiality 
§ Explains and works closely on skill assessments and execution of employee’s goals and 

plans 
§ Creates an atmosphere of warmth, comfort and uses humor; interacts on professional 

level that is also casual, fun and welcoming 
§ Provides valuable guidance on preparing and mid year and annual review and objective 

setting to groups and individuals 
§ Recruiting: makes wise choices of recruiters; managers them 
§ Filters candidates; sends appropriate candidates 
§ Well organized recruiting process; keeps things moving; closes the loop 
§ Helps foster collaboration in the hiring process 
§ Helps manager gain confidence in handling difficult situations by listening, probing and 

by bringing a level headed perspective 
§ Enlists manager on what she is hearing within the department 
§ Checks in with managers to see what may be cropping up 
§ Helps manager distinguish HR matters and guides on manager’s role 
§ Sensitively helps manager work through challenging situations and conversations 
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JULIDE MOUNT 
 

 
To Become More Effective (COLLEAGUES/INTERNAL CLIENTS) 

 
§ Could further understand technical recruiting requirements 
§ Could be more proactive/frequent in checking out if there are unaddressed wants and 

needs 
§ Meet more frequently with managers to get the pulse; provide more unsolicited, but 

helpful feedback to manager 
§ Can do more with developed skills of reading people, anticipating problems and responding 

to early signs of difficulties 
§ Help more managers in defining more junior people’s skill sets 
§ Because of her talent making sense of issues, it would be nice if she could spend more 

time learning and checking on subtle staff needs and issues and raising them with 
managers 

§ Informally get to know the staff more to create more access and further enhance services 
 

Suggestions/Professional Development (COLLEAGUES/INTERNAL CLIENTS) 
 

§ Continue being out there and knowing what’s going on within the organization 
§ Use her capacity for TLC in even more areas 
§ If interested expand areas she supports to broaden her knowledge and base 
§ More knowledge of the business [may know, but it’s not readily apparent] 
§ Create more opportunities to work with managers to uncover areas in which she can be 

additionally helpful 
§ Might be more deliberate and frequent checking in with managers (less subtle) 
§ Manage expectations on big projects-clarify status; give more frequent updates 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

JULIDE MOUNT 
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Strengths/ Effective 
 

§ Strong people person: shows she cares by attentive listening; engaging without judgment 
§ Makes herself readily available and open to discuss range of personal & professional 

matters; can go to her for guidance and brainstorming and rely on her efforts to help get 
clear on issues and potential actions; an enabler 

§ Gives of herself to gain trust; draws you in 
§ Keeps a steady comforting tone; creates an atmosphere where you don’t feel vulnerable 
§ Gives feedback and points out behaviors that get in the way 
§ Understands the demanding work environment and uses it in helping people work on 

issues including internal conflicts, stress reactions, and help sort through options 
§ Uses knowledge of the organization by providing insights without betraying confidences 
§ Demonstrates clear boundaries about disclosures and where confidential lines must be 

drawn 
§ Checks out scenarios and different perspectives when exploring difficult situations 
§ Helps manager walk through phases of group needs, individual contributions and 

termination process 
§ Does careful screening of the type of people the organization is looking for 
§ Is a good model for how to explore issues, stays balanced and works towards resolutions 
§ Easy to talk to and strong for managers needing to make termination decisions 
§ Direct, down to earth, non-intimidating style 
§ Quick at dealing with situations 
§ Voluntarily raises issues she learns about to figure out what might be going on; develops a 

course of action 
§ Can express displeasure in professional way 

 
To Become More Effective (SENIOR MANAGERS/LEADERS) 

 
§ Would like to see more people at different levels have access to her (1:1 or groups) 
§ Create ways to know even more people in the organization particularly with her focus on 

development 
§ Warms up in group even though get the sense she doesn’t prefer it; could get more 

comfortable 
§ Contribute more of her ideas 
§ Become more of a partner to the department; regular meetings; take the pulse; assess 

and follow up on training needs; proactive exploration; push back 
§ Could challenge my thinking even more 
§ Can be a bit more stern and authoritative 
§ More assertive in obtaining things for herself 

 
Suggestions/Professional Development (SENIOR MANAGERS/LEADERS) 

 
§ Clone her! 
§ Create ways for her to be the first person to go to 
§ Would like to see her be the lead and run more things 
§ Continue to check up with manager and new hires at periodic intervals 

 
 

JULIDE MOUNT 

GROUP # 2 SENIOR MANAGERS/LEADERS 
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§ Look for additional opportunities to provide guidance to managers and staff 

§ Take more charge and ownership on projects/presentations 
§ Doesn’t like public speaking, but is good at it; 

§ Don’t be afraid to voice opinions and take ownership; has good instincts and 
judgments 

MANAGER 
 

Strengths/ Effective 
 

§ Not afraid to take on new projects 
§ Highly regarded for her sensitivity, responsiveness, guidance and resolutions 
§ Excellent judgment about people and situations as well as strategies to tackle issues 
§ Listens to client needs and moves in a consultative way 
§ Tests ideas to sort out implications and impact 
§ Sees issue and its ramifications very quickly 

§ Wonderful use of humor to lighten up situations 
§ Makes herself available and approachable 
§ Looks out for people; follows up; fields concerns 
§ Good natural coaching skills 
§ Not afraid of complicated and difficult situations; takes hold and guides 
§ Has courage and backbone; will tackle things in the face of discomfort 

§ Listens incredibly well 
§ Analytical; figures out what has to be done and works hard to get the right things 

done 

 
More Effective (MANAGER) 

 
§ More use of her natural consultative skills; increase appreciation that many of her skills can be 

applied to other audiences 
§ More deliberate use of consultative processes in engaging with clients 

§ Could use more of her own thinking to push back; become more of her own 
advocate 

 
Suggestions/Professional Development (MANAGER) 

 
§ Expand understanding of consultative roles 
§ Be less hard on herself 
§ Clarification of how she thinks of herself as a leader 
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 Behavioral Coaching (CBC) 

Man is not disturbed by events, but by the view he takes of them. Epictetus 

The greatest discovery of our generation is that human beings can alter their 
lives by altering the attitudes of mind. As you think, so shall you be. William 
James 

 
This is an approach based on adjustments to the client’s “mental models” which 
determine the meanings he/she gives to events. By identifying and re-evaluating 
limiting or self-defeating thinking, a client can open up new ways to behave. Albert Ellis 
(Rational Emotive Therapy, RET) and Aaron Beck (Cognitive Behavioral Therapy, 
CBT) described the foundations of this approach in the 1960’s. Applications to 
coaching happened in the 1990’s. (CBT has become the most popular approach 
for psychotherapy with much research supporting its efficacy.) 

 
Principles 

¬ Events themselves are neutral; we make them positive or negative by 
application of our own mental models to them. 

 
¬ We cannot control what events pop into our world, but we can control 

how we perceive them. 
 

¬ Your perspective on a particular situation or challenge largely determines 
the way you feel and therefore, behave. 

 
¬  Some chosen thoughts/beliefs have the effect of limiting behavior options. 

 
¬ People can learn to notice ineffective or over-generalized thoughts and 

change them. 
 

¬ Change of thoughts/mental models leads to significant effects on emotion 
and performance/behavior. 
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Coaching Implications 

¬  Bringing beliefs that drive specific actions to consciousness is helpful to clients. 
 

¬  Open discussions with the client help generate insights about faulty thinking. 
 

¬ The focus is on the client consciously noticing and identifying thoughts and 
beliefs that are self-limiting assumptions, which form roadblocks to goal 
achievement. These include thoughts clients may have been telling themselves 
repeatedly, thereby having the effect of maintaining status quo. 

 
¬  The focus is not on ‘psychological’ or personal analysis. 

 
¬  The focus is on current activities, not long-ago historical data. 

 
¬  The goal isn’t “Positive” thinking – but accurate, helpful thinking. 

 
¬  The goal is to change thinking, not to manipulate the rewards. 

 
Coach’s Line of Inquiry 

1. Is the client aware that his/her behavior isn’t achieving desired goals? 

2. Explore the evidence (or lack of it) for the client’s current perspective or mental 
model. Ask a series of questions aimed at increasing the client’s awareness of 
how the behavior is connected to the thinking about the event. Is the client’s 
thinking logical and helpful? Or, is it instead tied to past experience that has 
been over-generalized and applied to current situations? 

 
• Where’s the evidence for your belief? 
• What impact is this way of thinking having on you? 
• What are the pros and cons of thinking this way? 
• Are you predicting the outcome, vs. experimenting? 
• What’s your reaction to …. ? 
• What do you think about when you have a short deadline? 
• Are you using a different standard for yourself and others? 
• What’s the difficult part about giving your boss what she wants? 
• Is there any evidence to disprove your belief? 
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3. Teach the client to observe his/her own thoughts and feelings, and how they 
connect. Take note of superstitions, old habits of thinking, and/or negative 
predictions. 

 
4. When you and the client have identified the thinking that produces problematic 

behavior, then work together to actively challenge and dispute that thinking. 
Replace the old thinking with new thoughts. 

• Carefully: no one likes to be told that his/her thinking is faulty or limited. 
• Help the client spot when the old thinking appears. 
• Identify alternatives; pick one. 
• Agree on an action plan; encourage experimenting. 
• Evaluate the results. 
• Practice, practice, practice. 

 
 
 
 
 

References: Bruce Peltier, The Psychology of Executive Coaching, 2nd 
Edition, New 

York: Routledge/Taylor and Francis, 2010 
Daniel White, Coaching Leaders. San Francisco: Jossey-Bass, 2006 
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Sample Forms of Distorted Thinking 

1. Arbitrary Influence - coming to a firm conclusion despite lack of evidence E.g. 
”Where did you get that from?” 

 
2. Selective Abstraction – a conclusion drawing from filtered, highly selective data 

E.g. “It’s all my fault, even though I’m a member of a team.” 
 

3. Overgeneralization – one fact or event overshadows all E.g. “the car is ruined 
because of one ding” E.g. “I’m no good after one lost sale.” 

 
4. Mind reading – you know what others are thinking or saying about you, without 

checking E.g. “she assumes I’m not creative.” 
 

5. Catastrophizing – expecting disaster just because something didn’t go well. E.g. 
“My boss will demote me for this.” 

 
6. Personalizing – everything that happens is taken personally E.g. “It’s all about 

me!” 
 

7. Too Big Control – grand statements E.g. “I’m responsible for everything, I’m to 
blame for everything.” 

 
8. Too Tiny Control – statements of little influence E.g. “I’m powerless – not 

responsible – nothing is my fault; They” are responsible for my happiness.” 
 

9. Fairness Fantasy – statements of wishful thinking E.g “Life should be fair, and I 
know what fair is.” 

 
10. Being Right – Being right is more important than anything else Eg. “I have to 

be right about everything - can’t make mistakes. 
 

11. Being Lovable – Making a belief central to everything E.g. “Everyone should 
love me, all the time” 

 
12. Being Omnipotent – imperative to be competent at everything E.g. “I have to 

know all the work details of my team.” 
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Sample Felt Need Sample Negotiated Goal Sample Designed Objectives 
Executive Presence Foster relationships with senior executives Present a more balanced and reflective style 

when interacting with senior executives 
 

Stop dominating conversations Self-manage to allow others more air time Improve my listening skills to better balance 
speaking with drawing others out 

Become a better manager Delegate and provide feedback on 
performance 

 
Improve team work skills Build relationships with peers and reach across 

silos 

Consistently contract for performance using a 
delegation model and follow-up to provide 
timely feedback 

Seek out collaborative opportunities across the 
organization and demonstrate support for 
peers 

Transition to new position/level Gain clarity on expectations at my new level Fully absorb accountabilities of my new job 
through interactions with new managers, peers 
and my team 

Evolution of Coaching Goals 

Felt 

Needs 

 

 
 
 

 

Negotiate 
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Goals 
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