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Foreword

An overview of coaching and mentoring in the Asia Pacific region

Anthony M. Grant

Coaching is now pretty much a globally used methodology for enhancing performance, well- being, productivity and for facilitating positive change in corporations, government institutions, businesses and education settings. Indeed, it is hard to think of a sector of society that does not use some type of coaching methodology. For those of us who have been involved with the development and practice of coaching for some years, we have seen coaching throw aside notions of faddishness and hyperbole, and over the past 25 years we have witnessed the emergence of an evidence- based approach to coaching. We have seen the development of a solid empirical evidence base, as well as the development of conceptually coherent theories that can ethically inform our coaching practice. From both the empirical evidence and our own practical experience as coaches, we know that coaching and mentoring can be a powerful methodology for creating positive change. We have seen and experienced the positive impact of working with others in a supportive goal- orientated coaching or mentoring relationship. Although it may sound trite, we know that good coaching or mentoring can be a life- changing experience – and the empirical evidence is resoundingly supportive in this respect. This is wonderful. We have come a long way. But there is more to be achieved.

The fact is that most approaches to coaching have been developed from a Western perspective. For example, the origins of life coaching sit firmly within the American self- help genre. Similarly, the notions of executive and business coaching have mainly arisen in American and European business contexts, and the cultural and theoretical influences on contemporary organisational mentoring follow similar lines, as David Clutterbuck and Tammy Turner’s chapter so concisely outlines.

Although many contemporary approaches to coaching and mentoring incorporate aspects of Eastern philosophy, for example, acceptance and mindfulness practice, my impression is that the coaching and mentoring industry per se has tended to merely appropriate and adapt such notions to make them fit within a Western paradigm. I should emphasise at this point that I do not want to position cultural perspectives in a dichotomous fashion; ‘us’ compared to ‘them’; ‘East’ compared to ‘West’; or ‘individualist’ versus ‘collective’. Such crude dichotomies can polarise, subjugate and dehumanise, producing the very antithesis of the coaching and mentoring mission.

However, different countries and different cultures do have different values, expectations and working practices. The kind of coaching or mentoring that might work well in a New York stockbroker’s office may be of little value in coaching or mentoring under- resourced, bureaucracy- burdened social workers working with acute at- risk cases in impoverished areas of Europe. The same caveats about generalisations hold true for using Westernised corporate coaching and mentoring methodologies in the Asia Pacific region. It is both foolish and patronising for coaches schooled in Westernised approaches to coaching to assume that they can go in and ‘fix’ organisations globally. Of course, few coaches really hold such fixed or authoritarian mind- sets, but to date there have been few attempts to document the key issues to pay attention to when coaching in the Asia Pacific region, and there are few books that present a comprehensively curated anthology that can act as a practical guide for the ethically grounded and evidence- based coach or mentor. In a sense, such an endeavour has little chance of completely succeeding – not least – as Derrick Kon and Anna Blackman discuss – because of the vast differences in this massive region. Nevertheless, this book provides some important pointers towards enhancing the effectiveness of coaching and mentoring in the Asia Pacific region.

Padraig O’Sullivan’s chapter provides an illuminative example of how to best coach expatriate executives who are seeking to work in new cultural environments in the Asia Pacific region. His work reminds of us the value of bringing mindful reflective practice to such challenges. The skill set required to help expatriate executives acclimatise and adapt their existing leadership styles to unfamiliar cultural context is perhaps one of the more common applications of coaching and mentoring as Ram Ramanathan and others discuss.

A significant challenge for those of us who work in this region occurs when trying to develop the coaching and mentoring skills of the indigenous workforce. A key point that resonates for me throughout much of the book relates to fully utilising and, where necessary, working with aspects of the client’s indigenous culture, rather than simply imposing pre- existing (typically ‘Western’) coaching values and mores onto the client’s culture. Christopher Nunn adroitly discusses his experiences with working in the Pacific region and highlights how much importance is placed there on a nurturing, personalised leadership approach, compared to the transactional style we so frequently see in the Westernised commercial world.

Along similar lines, Akram Sabbagh and Vanessa Fudge provide us with a useful example from New Zealand, and focusing on how aspects of Maori culture which already echo coaching and mentoring methodologies can provide an effective foundation and framework for contemporary New Zealand coaching and mentoring practice. Similarly, Chérie Carter- Scott’s chapter provides intriguing insights into the experience of coaching in Thailand, and Chérie’s example of using the Thai concept ‘sanuk’ (meaning that everyday life should be fun) is a beautiful example of using specific cultural constructs to help the coachee reframe and rearticulate their goals. It seems to me that we all can benefit and learn from each other’s cultures in many respects!

Charlie Lang’s chapter neatly outlines the very real challenges of cross- cultural coaching, and highlights a number of issues that many professional coaches will have faced. First, and this is an issue that has not as yet been discussed much in the coaching literature, are the opportunity costs that often flow from a poorly implemented coaching programme. Poorly implemented coaching and mentoring programmes can have the unintended consequence of increasing cynicism and resistance to subsequent change programmes. As far as I know there has not been any research into financial costs of poorly implemented coaching and mentoring programmes, but one can safely assume that they could be substantial on both financial and human capital levels. In Charlie Lang’s chapter this issue was addressed by presenting the new programme as a ‘Mentoring for Sales Leaders programme’. Second, as Charlie Lang concisely and forthrightly articulates, there are significant language barriers to be overcome. Indeed, it strikes me that it is not enough to merely translate the words of a leadership development programme or coaching technique from (say) English to (say) Korean or Japanese, we need to be able to capture the subtleties of the meanings embed in the language and convey those meanings. In a sense such cross- cultural programmes go well beyond the transmission of technical methodologies. Rather, they involve a genuine recreating of coaching principles and the ability to rearticulate those from within a different cultural reality. This is not an easy task and this book will provide useful insights for those of us engaged in such endeavours.

As Doug MacKie neatly reminds us, we seek to help our clients identify and utilise their personal, cultural and collective strengths. Regardless of geo- graphic location, good coaching and mentoring helps individuals, groups and organisations construct and move towards better futures and positive out- comes. In this way good coaching and mentoring truly can be a universal methodology for creating purposeful positive change; let’s use it well.


Part I

Setting the scene



1 A brief history of coaching and mentoring


David Clutterbuck and Tammy Turner

Overview

In this chapter, we provide a brief history of how coaching and mentoring have developed internationally and how this has influenced the Asia Pacific. We highlight the foundations of the models and schools of coaching and mentoring, along with well- established and emerging applications. We also review some current themes and trends relating to the continued evolution of coaching and mentoring.

Where do coaching and mentoring come from?

The ‘untrained’ person uses the terms coaching and mentoring interchangeably, although both scholars and practitioners tend to insist that there are fundamental differences. Our investigation shows that there is little agreement on what the differences are, though amongst the ‘trained professional’ the nuances of both creates passionate debate!

There is agreement, however, that the terms coaching and mentoring are of European origin, that the word mentor originated almost 3,000 years ago in Ancient Greece, and the word coach in England in the 19th century (a relative neologism!) adapted in both form and meaning from the Eastern Europe word koc, meaning a high- class horse- drawn carriage (Garvey, 2011) – yes, it was a joke that stuck! Many of the core concepts, which underlie coaching and mentoring, also emerged independently in many cultures of the Ancient World, most notably in China and India. The earliest account with echoes of coaching and mentoring is the Mesopotamian Epic of Gil- gamesh dating from about 2100 bc, in which Gilgamesh, King of Uruk embarks on a learning journey, accompanied by Enkidu, sent by the gods to help him become wiser.

A short history of mentoring

In Homer’s The Odyssey, the goddess Athena guides King Odysseus on his 20-year journey of self- discovery. His son, Telemachus, who sets out to find his father, takes with him an old courtier, Mentor, who is actually an incompetent old fool. Fortunately, Athena impersonates Mentor and also appears as a traveller Mentes. She engages both father and son in dialogues that make them reflect on their actions and choices, learning from experience. She also, on occasion, intervenes on their behalf – for example by hiding Odysseus under her aegis or cloak of invisibility. Some 2,500 years later, the French cleric Fenelon (1699) carried on the story with a book of further dialogues between Athena and Telemachus.

The Odyssey was a product of its time – violent, superstitious and in a world where slavery and cruelty were the norm. It’s therefore not appropriate to adopt all of the precepts presented in the dialogues and actions. And, indeed, different Western cultures have taken different aspects of the story, on which to base their understanding of what mentoring is. In the US, the emphasis has been on Athena’s role as the goddess of martial arts, as the sponsor of Odysseus and Telemachus and as their protector – hence the term protégé (literally, one who is protected) for the learner. A pedagogic model of mentoring emerged, which emphasises doing things for a younger person, one- way learning and the power of the mentor to exert influence on the part of the protégé. This appears to be compatible with what might be expected from a highly individualistic culture (Hofstede, 2001). For example, the teacher who has knowledge to impart to the student has followed suit and is the model that has traditionally been used in primary education.

In Europe, with its stronger roots in philosophy, psychology and with cultures that place more emphasis on collectivism (though not necessarily to the extent that many Asia Pacific cultures do) it was Athena’s role as the goddess of wisdom that influenced the concept of mentoring. The idea of the mentor intervening directly on the mentee’s behalf is seen as inappropriate within an egalitarian society as, generally, mentoring is between boss and direct report where the power dynamics can distort the learning process. Mentoring relationships in Europe tend to be based on two- way learning.

Of course, when we talk of ‘European’ and ‘US’ mentoring models, the terms encompass a wide variety of localised perceptions and expectations – just as in the Asia Pacific region. However, it can be a helpful short- hand to think of the US model as sponsorship focused and the European model as developmentally focused, accepting that examples of both can be observed on each side of the Atlantic and indeed within the Asia Pacific region. Examples of both models can be seen across Asia Pacific and, particularly, in Australia.

Kochan and Pascarelli (2003), in a review of mentoring programmes funded by state or national governments and aimed mainly at disadvantaged or excluded groups, found that culture appeared to have an impact on “how the projects were funded, their purposes, and the level of control exerted over them by the funding source” (p. 418). This issue of control seemed directly related to the societal ideas about the role of the government in people’s lives. Governmental programmes were most often initiated in countries that tended to have formalised social services for their citizens – meaning they had a notion of the collective – thus viewing mentoring as a way to provide support within the social structure of the 20th century, where the target audience was disadvantaged youth in inner cities. Towards the end of the 1970s, Ted Levinson (1978) described mentoring as a significant phase in the developmental life of adults. He describes the generative effect, in which men in their later middle age feel the need to pass on their experience to younger people and gain self- fulfilment through the achievements of these younger persons, as much as or more than through their own accomplishments. Kathy Kram, a researcher in Boston, built on these insights at the beginning of the 1980s to capture the essence of a sample of informal mentoring relationships. She identified a number of psychosocial and career functions that these mentors played for their mentees and a series of phases that these relationships typically went through. At roughly the same time, some US corporations began to experiment with formal mentoring as a means of supporting young professionals entering the workplace.

David Clutterbuck began to research and write about mentoring as a result of reporting on Kram’s initial findings. Focusing on formal mentoring within European and wider international programmes, he quickly found that both the functions of a mentor and the phases of the relationships were different in a number of respects that replicate the sponsorship- developmental model split. Clutterbuck and Kram published their seminal books almost simultaneously in 1985. Other academics in North America (notably Belle Rose Ragins, Lillian Eby and others) and in Europe (notably David Megginson and Bob Garvey) contributed to the development of theory, concept and practice, increasingly underlining the cultural difference between the sponsorship and developmental models.

A key factor in the rapid explosion of interest and practice in mentoring was the development from informal ad hoc relationships to formal or supported programmes. This appears to have happened in three simultaneous and largely unconnected spheres (business, education and community) at the beginning of the 1980s, first in the US and Europe, then across the rest of the world. In business, the primary motivator was attraction, development and retention of talent. In education, programmes addressed issues such as supporting new faculty (and particularly female faculty) and doctoral students, or the needs of disadvantaged schoolchildren. Community programmes addressed issues of deprivation or the rehabilitation of ex- offenders.

Early initiatives in Asia Pacific included Tata Consultancy Services’ introduction of career mentoring in 1990, as an element of employee engagement and strengthening communications between leaders and talent at other levels. Mentoring has been relatively commonplace in the Indian IT sector since the turn of the century, although it appears that the term is applied to a wide range of developmental and supervisory activities, which are more about instruction and tutoring than mentoring. Manju George, reporting a case study of IBS Software Services, describes a shift from a heavily bureaucratic approach to much more informal learning partnerships.

International organisations have contributed a great deal to introducing supported mentoring to the countries in which they operate. For example, in the 1990s, Shell demonstrated the effectiveness of mentoring as a means of supporting indigenisation (replacing expatriate with local talent) in Brunei and Malaysian oil company Petronas, which created an extensive in- house mentoring capability to support the development of high potential staff. The Petronas programme was highly innovative in that it offered mentees two mentors – one in their own company or function (but not in the reporting line) and one in another company within the group. More recently, Youth Business International’s mentoring programmes have reached tens of thousands of young entrepreneurs, from China to Sri Lanka.

Unlike coaching, which we shall explore next, mentoring did not develop a truly global and influential body to promote good practice. Even today, the International Mentoring Association remains a largely US- based organisation, with very little presence overseas at all; and the European Mentoring and Coaching Council has only recently started to have an influence in the region.

A short history of coaching

The modern origins of coaching lie in philosophy, psychology, sports, self- improvement and academia. In the 19th-century novel Pendennis (by William Makepeace Thackeray), a comparison is made between the horse- drawn coach, in which the characters are travelling, and the role of a tutor at Oxford University. Other references to coaching in England during the 19th century (Garvey, 2011) describe:

• tutoring for academic attainment;

• improvement in performance in boating and rowing;

• teaching the defence of the wicket in cricket;

• developing subject matter expertise, particularly in science;

• teaching parenting skills.

Some academics have linked coaching to the stone age under the premise that early humans must have helped each other to thrive by sharing knowledge of fire and/or making axes (McDermott & Jago, 2005; Zeus & Skiffington, 2000) and the skill of coaching to classical times and, especially, Socratic dialogue (de Haan, 2008; Hughes, 2003; Neenan, 2009). As previously mentioned, the link to the performance nature of coaching has historical references from cricket and rowing in the 19th century (Starr, 2002; Wilson, 2007) though more contemporary coaching concepts did not arise until the mid- 1970s, when Timothy Gallwey’s (1974) Inner Game of Tennis incorporated elements of psychology and self- insight into the development of tennis skills.

These modern coaching concepts were quickly adapted to a wider audience, lending themselves to more universal appeal. In business, as a tool for managers, Megginson and Boydell (1979) describe coaching as “a process in which a manager, through direct discussion and guided activity, helps a colleague to solve a problem, or to do a task better than would otherwise have been the case” (p. 5). In 1988, Sir John Whitmore published the seminal book Coaching for Performance (Whitmore, 2002) with its omnipresent GROW model (Goal, Reality, Options, Will), although at least two other people claim that they were its original source. In recent years, Whitmore has openly recognised the limitations of the GROW model, which has utility primarily in the context of short- term performance, relatively simple, explicit and non- transformational objectives. These concepts spawned trainee and apprentice programmes, still in practice today.

There are also many, many definitions of modern coaching, which we won’t go into here. As a result, the coaching industry has yet to agree on a single universal definition and many coach training institutions and associations maintain that their definition is the most comprehensive. Regardless of the definitions, the authors of this book agree that adult learning principles are at the heart of coaching and underpin what makes coaching work:

• andragogy, the theory of adult learning introduced by Malcolm Knowles in the 1970s;

• experiential learning as propounded by David Kolb (1984);

• the transformative learning theory of Jack Mezirow (1990).

As it has matured, coaching has borrowed concepts from psychology, adult learning, philosophy and mentoring, which have evolved into a range of coaching approaches … just to name a few! Each of these presents a different methodology and approach. The ones we have listed here can be considered ‘mainstream’ in the sense that they are established and tend to have both a body of literature and an evidence base. In addition, coaches may draw upon a wide range of other philosophies or disciplines to inform their practice, from counselling and psychotherapy (which, in turn, have their own multi- tude of schools and schisms).

Despite all of these specialities, most coaches (and mentors!) use an eclectic approach in their work. The result often presents the buyer of coaching and mentoring services with bewildering and often contradictory choices about what kind of service will best suit their needs; this continues to challenge the industry.

Table 1.1 Key influences on the evolution of modern coaching


	Cognitive development
	Organisation and relationship systems
	Psychodynamic

	Evidence-based
	Performance
	Solution-focused

	Narrative
	Person-centred
	Team

	Ontological
	Positive psychology
	Transpersonal



Global professionalisation of coaching and mentoring

How does this impact on consistency across the global? For the foreseeable future, there will probably be debate amongst the associations and their members as well as clients to better define what ‘good’ looks like. We hope there will be further research and continued professional development as the industry grapples to define itself and the service.

Defining an andragogic learning environment. Regardless of the label of coaching or mentoring we believe the outcome is growth created through an adult learning process. Although there may not be agreement on the approach that facilitates growth, we believe the basic core concepts must include:

• opportunities for the learner to make profound change as an active participant in their journey of self- discovery and, then, apply their current knowledge to new understanding;

• involvement of a wise person to enhance the learner’s wisdom and understanding;

• the learner partaking in self- assessment, defining their change and taking accountability for progressing their learning;

• emphasis on a learning dialogue to access different perspectives and ways of thinking, which include:

• conversations that stimulate reflection;

• powerful, challenging questions;

• underscoring important concepts or, perhaps, introducing new ones;

• using story, including the learner’s language palette and metaphor.

• the nature of the relationship between the learner and the coach or mentor is characterised by:

• high levels of trust;

• established boundaries agreed by both parties;

• belief by the coach or mentor in the other person’s ability;

• mutual honesty.

In our experience, these elements help to ensure an andragogic learning environment which exemplifies best practices, promotes equality between the learner and coach or mentor and creates the conditions necessary for growth.

Global industry standards. In moving toward greater industry consistency and standards, the industry is attempting to better clarify and understand the nuances between coaching and mentoring as well as provide quality assurance. This is a bit more complex than it sounds. Currently, each association has its own definition of coaching, mentoring and measuring ‘what good looks like’. However, a challenge these professional bodies face is that, to increase their membership numbers and/or to expand into emerging markets, creates pressure to minimise standards to accommodate coaches and mentors who are at various levels of development. There may be a potential conflict of interest as associations are also guardians of identifying and measuring minimum standards, which their members must be able to meet to have an industry- recognised qualification. To add to the complexity, each association has their own continuous professional development standards. Additionally as the industry is self- regulating, there are individual coaches and mentors who do not participate in supervision, are not members of a professional body and/or do not want to be upheld against professional standards. It is definitely a buyer- beware market!

Asia Pacific. Many Asia Pacific coaches have been trained using United States and European coaching and mentoring standards and continue to belong to GCMA member associations (see below), with ICF currently being the dominant player. Of those who have been educated at a postgraduate level, most of the training began in the early 2000s using methodologies borrowed from the helping professions or from programmes designed in collaboration with their USA and European academic counterparts. Since then, many coach training providers, who also have developed their materials from the USA and European counterparts, have evolved.

Asia is a large region and depending on the country, the culture and the desire on the part of the client to work in an adult learning (andragogic) fashion, there is wide variation. In countries such as Australia, New Zealand and Singapore, for example, coaching is considered mainstream and there would be many of the ‘core concepts’, discussed previously, evidenced in mainstream learning environments. Countries such as China, Malaysia and Papua New Guinea would be considered as emerging markets and more of a pedagogic approach to learning is expected by the client, which has hampered the flourishing of some of the ‘core concepts’. We anticipate as training and/or more exposure to an andragogic way of learning is experienced, this will create more consistency in the region.

Industry consistency. To create more industry certainty, there is a desire amongst the associations and their members to better define and ensure a consistent practice so clients have more assurance in their decision- making and overall results. To this end, an alliance of global, professional coaching and mentoring bodies, currently made up of the Association for Coaching (AC), the European Mentoring and Coaching Council (EMCC) and the International Coach Federation (ICF ), created the Global Coaching Mentoring Alliance (GCMA) in 2012. Their stated purpose is to “professionalise the industry in the field of coaching and mentoring and express a shared view of the practice of professional coaching”. After a few years of member surveys and conversations, the GCMA released a press announcement on 16 December 2015, stating “the GCMA found there was considerable alignment in the commonalities across each body’s coaching and mentoring competencies”. The GCMA hopes this provides “confidence to coaches and the wider coaching market that there is cohesion in what constitutes effective coaching and mentoring practice” (GCMA, 2015). As a result, the EMCC and AC have released a join Global Code of Ethics for Coaches and Mentors and the ICF has released a new Code of Ethics and Standards for its members. Consequently, the GCMA will no longer work on this. Despite all of the differences between coaching and mentoring histories, there may be more similarities than what many are prepared to admit.

This spirit of co-operation and collaboration is a welcome sign and all of the bodies involved can be congratulated for their persistence (especially in the face of their own internal politics and external pressures!). In the pipeline also, is greater collaboration on recognition of each other’s credentials and accreditations. Worldwide consistencies in professional qualifications, methodologies and standards gradually move the industry toward a more uniform global standard, equal measurement and a more consistent client experience. However, given the complexity of the range of coaches and mentors, as well as markets at various levels of maturity, this may take a number of years to achieve.

Maturity factors to support consistency


Critical trends and themes in modern coaching and mentoring

Establishing strong regional identities for coaching and mentoring within Asia Pacific will be an essential element in this process. In order for this global transfer to fully emerge, these critical maturity factors must be considered:

• quality measurement of both internal and external coaching and mentoring, based on an international standard;

• established coaching cultures;

• coach/mentor tenure or maturity – defined by a large percentage of coaches working full time for a minimum of 5–10 years;

• existence of local supervision, peer review and learning from reflective practice;

• expectation that coaches and mentors are credentialed/accredited;

• locally generated research based on current coaching/mentoring deployment;

• the shift of focus from one- to-one to group and team coaching;

• university/postgraduate levels of education and continuous professional development.

As coaching and mentoring continue to mature, we hope that an even more constant transfer of innovations dynamic will emerge as a result.



As we’ve mentioned, coach/mentor as well as market maturity plays a considerable role in the moment and overall consistency of delivery. Various studies and ways to more accurately measure what ‘good looks like’ have been undertaken. Factors such as Continual Professional Development (CPD) including coaching supervision and reflective practice seem to be a thread that maintains increasing quality. In this section we explore some of the detail behind this and the work that needs to be further undertaken.

Coach/mentor tenure and maturity. Experience might make people wiser, but it does not necessarily make them wise. Wisdom comes from reflecting on experience in ways that stimulate new and deeper understanding of oneself and the world around us. Some of this comes from experience; some comes from reflective practice. Observation from coach assessment centres has provided insights into the mind- frames of coaches at different levels of maturity (Clutterbuck & Megginson, 2011) and these insights are captured in the Coaching Maturity Model (see Table 1.2).

At the earliest stages of learning to be a coach, people typically can cope with one, simple, conversational model or approach. The models- based phase of coach maturity can be described as doing coaching to a client – making the client and their issue conform to the model. It is characterised by high focus on the initial, presented goal, rather than allowing the goal to emerge and evolve; by overuse of stock questions and a very limited toolkit, such as scaling; and driven too much by the coach’s need to feel useful and achieve some result.

In the next phase another significant mindshift occurs; this time from doing coaching to being a coach. The philosophy- based coach has a great deal of experience, has acquired a diverse range of tools and techniques, has explored multiple schools and perspectives of coaching and has integrated this with their wider experience of life and their professional and personal identities.

For a smaller percentage of coaches still, there is a further, substantial mind shift. Systemic eclectic coaches have continued this integration of self and role to the point where they are able simply to “hold the client, while the client has the conversation that they need to have with themselves”

Table 1.2 Four levels of coach maturity


	Coaching approach
	Style
	Critical questions

	Models-based
	Control
	How do I take the client where I think s/he needs to go?

How do I adapt my technique or model to this circumstance?


	Process-based
	Contain
	How do I give enough control to the client and still retain a purposeful conversation?

What’s the best way to apply my process in this instance?


	Philosophy- based
	Facilitate
	What can I do to help the client do this for her/himself?

How do I contextualise the client’s issue within the perspective of my philosophy or discipline?


	Systemic eclectic
	Enable
	Are we both relaxed enough to allow the issue and the solution to emerge in whatever way they will?

Do I need to apply any techniques or processes at all? If I do, what does the client context tell me about how to select from the wide choice available to me?




(Clutterbuck, Whitaker & Lucas, 2016, p. 172). They are able to see the client and their issues from multiple, interconnected perspectives. They simultaneously exude both calm and creative energy. They speak less than a fifth of the time that models- based coaches do, but the impact of what they say is many times greater. (Almost all of the original, powerful questions asked by coaches in coach assessment centres come from philosophy- based or systemic eclectic coaches.)

With practice and experience comes confidence to be more flexible and to view coaching as something to do with the client. It becomes a shared endeavour, in which the coach brings a wider toolkit and offers the client choices of whether and how to use them. The coach is relaxed enough to let go of the need to control the conversation and its outcome. For the vast majority of coaches, this is the final stage on their journey of maturation.

Some of the implications of different maturity levels have been explored by Otto Laske (2008), who observes coaches from a perspective of general socio- emotional maturity (Kegan, 1982) and cognitive maturity. Among critical questions raised from his analyses are:

• To what extent can a coach be effective coaching someone, who is at a substantially higher level of maturity than themselves?

• What are the implications for team coaching, when members of the team are at different levels of maturity (especially if the team leader is at a lower level than some team members)?

Internal versus external coaching. Until recent years, the general consensus in the coaching literature was that executive coaching was an externally resourced activity delivered by paid and accredited professionals, while coaching by managers within an organisation was delivered by relative amateurs. Indeed, some commentators still maintain that line managers cannot really coach, as they lack the required training and there is an inherent conflict of role that makes truly open developmental conversations difficult to achieve. This neat distinction, if it was ever true, has largely unravelled.

First, many organisations have invested in developing their own internal pools of accredited executive coaches who bring to their coaching the additional resource of deep knowledge of the business and its culture. We have not been able to find any credible evidence that external coaches are generally or automatically more capable or competent than their internal counter- parts, who have undergone similar training.

Second, experiments in a number of UK organisations in retail, utilities and education suggest that line managers can be effective coaches if they create a coaching culture within their teams, i.e. one where everyone, including the manager, takes responsibility for their own learning and that of their colleagues. What is gradually emerging is a more complex picture, in which the most senior leaders are typically coached (or mentored) from outside the organisation, while a more flexible range of different options is on offer for the rest of the organisation.
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