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On Setting Goals
Jules Goddard

In coaching, or in being coached, the notion of a goal is typically a critical part of the dialogue. |
shall recount the source of my own discomfort with this idea.

Do Journeys Need Destinations?

The construction of personal goals that are worth pursuing features strongly

in many coaching sessions. Indeed, the art of coaching is sometimes construed as the skill of
helping others to achieve their most important objectives. The GROW model, for exampile,
implicitly presupposes that the choice of a goal comes first. It is the choice of goal that shapes
the ensuing dialogue and gives it direction, purpose and momentum. The selection of a goal is
assumed to precede the method of its attainment. In business terms, we would say that the
corporate purpose logically precedes the strategy of its realisation. There is the famous saying
that, without a destination, any road will take you there. By “rationality”, we normally mean that
actions are designed explicitly to serve a clearly prescribed objective.

An arch proponent of the primacy of goal setting is Steven Covey, author of The Seven Habits of
Highly Effective People. He defines one of his seven habits as “beginning with the end in mind”.
In other words, first frame a clear statement of what you want to achieve and only then work
back to options and methods for attaining it. There is assumed to be a gap between desire and
reality. The effective person, so the theory goes, is one who knows his own desires and then
focuses his energy on closing the gap.

I’'m not so sure. | prefer the sentiment lying behind Edith Wharton’s observation that, “If only
we'd stop trying to be happy; we’'d have a pretty good time.” All too often, desire is the cause of,
not the cure for, a sense of anomie and meaninglessness. Reducing one’s future to a set of
carefully crafted ambitions, training one’s gaze exclusively on these goals and then cultivating the
skill to focus relentlessly and effectively on their achievement is, from my experience, a self-
deluding and self-defeating practice. For me, a crucial part of the power of coaching is the skill
of weaning people off the need for “life goals” or “career targets” or “personal objectives”.

In the Preface to the 1992 Edition of Man’s Search for Meaning, Victor Frankl frames the
following maxim:

“Don’t aim at success — the more you aim at it and make it a target, the more you are going to
miss it. For success, like happiness, cannot be pursued: it must ensue, and it only does so as the
unintended side-effect of one’s dedication to a cause greater than oneself or as the by-product of
one’s surrender to a person other than oneself. Happiness must happen, and the same holds
for success: you have to let it happen by not caring about itd €

| find myself strongly in agreement with Frankl. And | believe that what is true of the pursuit of
success is true also of the pursuit of any goal, whether it be happiness, power, fame, friendship,
wealth, or the love of others. Too direct an approach to any of our aspirations is likely to be self-
defeating. Too much ambition is invariably counter-productive. And too much thought and care
given to one’s own goals jeopardises their achievement. Truly successful people would seem to
cultivate the habit of not caring about their own success. One of the fundamental precepts of
Buddhism is that desire is its own enemy.
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If Frankl’s theory is valid, then many everyday, seemingly sensible, business practices are
rendered not only impotent, but perhaps toxic as well: practices such as long-range planning,
managing by objectives, focusing on outcomes, setting milestones, establishing key performance
indicators, measuring progress, controlling for variances, and so on. And it certainly challenges
any method of coaching that prioritises the setting and direct pursuit of explicit goals.

Frankl sees happiness and fulfilment as by-products of service to a cause outside oneself.
Perhaps the notion of a cause should replace that of a goal in coaching discussions? But this too
has its dangers. “A human being is not one in pursuit of happiness,” suggests Frankl, “but
rather in search of a reason to become happy, last but not least, through actualizing the potential
meaning inherent and dormant in a given situation.” Too often, discussions of goals, causes,
purposes and the meaning of life take us away from the “simple” appreciation of the here and
now. When Christ admonishes those who fret about the future — contrasting them with the lilies
of the field — | believe he is expressing the same concern. Perhaps coaching should bring
people back to the present.

Is Selfhood Discovered or Invented?

One of the goals to which the theory of coaching has been traditionally attached is what might be
called “truth to self”. This is the idea that personal fulfilment has its source in self-knowledge
and self-expression. An apt motto for this belief might be, “Know thyself” or “Be thyself”. In
other words, we are most likely to experience authentic happiness when we are most fully
ourselves. The assumption, of course, is that there is such a thing as a self to be known and
expressed. A second assumption is that coaching can help with the discovery of this self. A
powerful version of this theory holds that fulfilment is at its strongest when our talents are most
fully in play. Mihaly Csikszentmihalyi has given the name, “Flow”, to this particular state of
being.

Personally, | feel uneasy with the advice to “know myself”. | don't see the process of living as a
continuous effort to discover — or “uncover” — my true self. From my perspective, my “self” is
the outcome of a design process for which | take full responsibility. In other words, the self is not
something to be discovered and brought forth from within, but something to be invented and
designed from without. | believe that we “import” who we are through judiciously putting
ourselves in the way of diverse experiences, making conscious choices of how we interact with
these unfamiliar circumstances, and then appropriating the meaning we give to these
experiences as material for the construction of our personal identity.

Matthew Parris, the journalist and author of Chance Witness, tells a story from his childhood that
illustrates this point very well. At boarding school, aged only 10 or so, he found himself
confronted with an opportunity to be exceedingly brave in front of other boys much bigger and
seemingly less cowardly than him. And he recounts how he came to the decision to take his life
in his hands and demonstrate courage. Essentially, it took the form of committing himself, in
words that were heard by his mates, to this dangerous course of action. Once the words were
spoken, he couldn’t back down. Having made this calculation, he had no choice but to act upon
it. In the event, his bravery was spontaneously rewarded by the admiration of the other boys,
particularly Bill, the boy whom he most wanted to impress. This is how Parris came to interpret
this childhood incident:

“Many, many years later | saw on a professor’s desk at Yale a translation of Aristotle from the
ancient Greek: ‘It is by acting bravely that we become brave.” This put into words an idea whose
core had appeared to me [at the time of the incident] with Bill: if a desired human quality does
not seem to be coming naturally then the answer may be to stop fretting about how we might get
it and instead ask what things we would do if we already had it; and then do them® ¢

MC20



Qualities that come naturally to us are likely to emanate either from our genes or from our
upbringing. It is the qualities that do not come naturally but that we purposefully set out to make
our own that best define us. The truly individuated person is, in my view, the one whose
character and identity are mainly the result of choice and self-design. Parris became a brave
person purposively — through a conscious act of free will.

What | want to convey is the importance of recognising that, within certain self-evident
constraints, we can be the person whom we want to be — provided that we have the strength of
will to follow it through. Bravery comes from pretending to be brave. Leadership skills are
acquired by enacting the behaviour of leaders. We act our way into the person we become. And
the effective person is likely to be someone for whom this process of continuous and playful self-
design is natural. As persons, we are the outcome of joyful experimentation rather than the
expression of a genotype. s coaching perhaps the activity of inspiring in others the
acknowledgment that they can be who they want to be?

Are We Defined by the Causes We Serve?

Fretting about objectives and their achievement — sometimes called “target mania” — assumes
that one of the most interesting and differentiating aspects of individuals are the goals they set
themselves, or more grandly, the purposes they have chosen to serve. We are fascinated by the
trajectory of each person’s life. We are curious about their desires and wants and dreams. In
business, we habitually use surveys to classify one another by what motivates us. As coaches we
try to distinguish between authentic and inauthentic goals. “Where do you want to be in b years’
time?” is taken to be an interesting and meaningful question.

Contrast this line of thinking with an observation made by Antoine de St Exupéry, the aviator and
author of Le Petit Prince:

“What separates us is not our aims — they all come to the same thing — but our methods, which
are the fruit of our varied reasoning.”

This has echoes of Aristotle’s maxim that, “When we deliberate, it is about means, not ends.”
For St Exupéry and Aristotle, the aims and ends of life are generic and self-evident. The vast
majority of people prefer success to failure, happiness to sadness, wealth to poverty, friendship
to loneliness, and so on. But not everyone achieves what he or she wants. And this is the
important and interesting question. How do we account for failure and disillusionment?

In being coached, | have found it more productive to talk about the assumptions that underpin
my current choices than the destination to which these choices are supposed to be taking me.

Jules Goddard
September 2005
julesorlandogoddard@icloud.com

[Editor’s Note: For more, see Jules’ book, Uncommon Sense, Common Nonsense: Why some
organisations consistently outperform others, https://www.amazon.co.uk/Uncommon-Sense-
Common-Nonsense-Organisations/dp/1846686024]
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‘A Family Affair’

Will Browne-Swinburne
‘...the dark, uneasy world of family life — where the greatest can fail and the humblest succeed.’

Coaching for Family & Family Business

A basic truth is that families are complicated. One’s that aren't are rare and one’s that aren’t and
enjoy ownership of a successful family enterprise are even rarer. The process of succession in
family concerns often brings out the very worst in people. Why is this? Why does this often
powerful and incredibly fortunate segment of society so often fall into ridiculous self-defeating,
selfish and ultimately pointless conflict?

To answer that question with a single hypothesis and then cure it with a single remedy would be
a challenge as no two families have the same issues. That said there are some commonalities
where families and their family businesses are concerned and so the focus of this piece is to
identify those and demonstrate how with the right ‘non directive approach’, coaching can start to
build bridges over waters apparently far too troubled to breach.

Observation 1. The poison that is ‘Assumption’.

Because families are of the same blood and have invariably lived close to one another the natural
view would be that they understand each other well. Experience with family business often shows
the exact opposite: whilst members of families feel qualified to make assumptions along these
lines they are often the wrong ones. One case demonstrated this admirably where, a parent
assumed the daughter was doing so well in her banking job in London that she wouldn’t dream
of taking over the family firm. The daughter assumed that her mother and father thought she was
a wild little gadabout who wasn't responsible enough for such a role. Nothing was said.
Resentment grew into anger and the business was very nearly sold. Luckily a row over something
completely different bought everything to the surface and the daughter is now responsible for a
family business that goes from strength to strength.

Observation 2. The Head of the family

Less is done and more is lost by the reverence that the ‘incumbent’ often instils in the people he
or she most loves. There is an aura around the head of a family business that prevents the
potential successors from really getting ‘stuck in” and having a point of view let alone actually
suggesting they take over. Nothing is said. The Incumbent thinks that no cne cares, the
successors think that their involvement isn’t required. Resentment grows and the business and
the family suffers.

Observation 3. The Baggage of Legacy
In successful family concerns there is the inevitable reverence and homage paid to that family
legacy. Invariably, to the future managers of that legacy it is a daunting prospect. Basically they

don’t want to be the ones to screw it up. Nothing is said. The burden grows, assumptions creep
in and the rot sets in.
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These are three observations. There a few more but limited words allow only these for the
moment. The commonality between the three is simple. It is that ‘nothing was said’.
Communication within family groups, particularly families with successful business, is often
dreadful. Staggeringly the stakeholders, when asked about their own families, rarely identify
internal communication as an issue.

The Small Things Matter

A ‘non directional” approach to helping families work towards smoothly moving a concern to the
next generation is one way to achieve any success without embroiling the outsider with politics
and relationship issues that he or she cannot possibly sclve. The moment a consultant or coach
starts to package up the issues and try and deliver a solution is the moment they are rumbled!

Working with the family as a group or individuals is only feasible if the contract clearly points out
that it is the family that will solve these issues and the ‘outsider’ is only there to facilitate that.
The amazing fact is that the single most important step in finding a solution is the signing of that
contract. It is a decision that all the stakeholders have made on their own terms (the outsider
must have sold the concept of his/her involvement to all stakeholders individually) and in some
cases it is the first thing they have agreed on in years! It is a catalyst to communication. Even if
they don't sign the contract they have had a discussion and that discussion may have been a
small but vital first step.

The Historic Houses Association, which realized that the point of succession was the point at
which many great houses were lost from private ownership, used to arrange cocktail parties for
young successors. They would be asked to come and listen to venerable speakers. The
invitations were always addressed to both the successor and the incumbent of the houses
concerned. After a number of these events over the course of a few years that invitation was
identified as being the single most powerful element of the event. It simply gave both parties an
excuse 1o talk about the subject of succession which both of them had been too embarrassed to
mention. Aren't we Brits amazing?

Cards on the table

Although this sounds easy enough the coach can help enormously simply by making sure that
all the stakeholders are involved. In some cases people (often the wife or husband of the
incumbent) don't see themselves as stakeholders as such but as background players. These
people must be included.

One family planned and executed a highly professional and tax efficient succession plan for the
family estate. On the sad death of the responsible and communicative father the heir discovered
that his step mother had the right to live in the house and enjoy an income from the estate for
the rest of her life. She lived to 102 which left the heir’s family living in a small farmhouse down
the road for 15 years. Furthermore she spent the money that would have covered the inheritance
tax on her death and sadly the whole place was sold. No one included her in the plan and she
knew her rights.

Setting the Goal

Facilitating a goal setting exercise is an obvious next step. In this case, particularly in family
group discussions the goal should be about the family and not the business. The beauty of being
involved with families and their business concerns at this level is that one is concerned with
delivering a solution that sustains the family and not just the business. In reality solving the
family issues will inevitably lead to a better business. No lawyer, accountant or even
management consultant would be able or wish to be involved in this area.
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If approached in this way the group can generally have a constructive discussion about the
family without shareholdings, cash or dividends coming into it. Armed with the knowledge from
the research stage the outsider can keep a careful eye on the discussions and slowly start to
dash assumptions as they appear.

Breaking Eggs

Eggs have to be broken and the well informed non directional approach can help make this part
more comfortable and constructive than it might otherwise be. The fact is that there will be
winners and losers but if the whole exercise can be couched in the goal of sustaining a great
family then the losers can voice their woes and possibly get to a better place emotionally and
financially without a shouting match or a family rift. With any luck the eggs will be broken in
stage one and two, everything will be aired and the dust will settle. It doesn't always work like
that and people do get hurt but in the non directive environment families wound and families
heal.

Hard Tacks

There is a solid return on investment rationale to all this. Family lawyers and accountants state
that succession planning is generally a simple affair if the ‘real family issues’ have been clearly
defined and hopefully sorted out. They can prepare a strategy and tax plan that is absolutely
watertight but the project will not work if the right stakeholders are not in agreement. Money
wasted in the offices of lawyers and accountants is money that could have been spent on sorting
out fundamentals within the family and the relationships therein. These relationships deliver the
values that make family business such a huge part of global commerce. Focus on them and you
focus on the crucial element that provides sustainability in these enterprises. Successfully
handing a business over to the next generation is an achievement but doing so and sustaining
the family is a triumph.

Will Browne-Swinburne
WBS@ruralsolutions.co.uk
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Business Coaching and The Value of The Firm

Stephen Mayson

1. Introduction

The title of this essay is not a misprint. There is widespread acceptance that business coaching
will be of value fo the firm, and that it can improve both personal and organisational
performance. My contention is that it can also improve the value of the firm.

| have a longstanding interest in the valuation of businesses (and of law firms in particular'). The
methods for computing the value of a business are now well established. Although there are
several different approaches that can be used (such as discounted cash flow, capitalised income
or excess earnings, or a multiple of revenue or profit), if they are each applied correctly, they will
all result in the same valuation. This is because, despite the different approaches, they all use
the same fundamental elements. On analysis, therefore, they can all be shown to revolve around
two principal issues:

(a) the amount of the firm’s ‘economic income’ (usually revenues or cash flow); and
(b) the perceived sustainability or persistence of that income.

The first is largely about effort and performance, and creating a flow of income. The second
concerns managing the investor’'s perception of the risk relating to that flow of income over time
and how long it will take to secure a sufficient return to justify the investment. My belief is that
business coaching can contribute to both of these in ways that | shall elaborate later.

2. Valuation and capital

Without going into the detail here, my proposition is that, far from valuation being driven by just
the two forms of capital found in a firm’s accounting documents — financial capital and physical
capital (usually in the form of fixed assets such as premises and equipment) — there is in fact a
richer mix of capital at play.

The additional forms of capital that | identify are human capital, social capital and organisational
capital. Human capital is becoming a recognised resource, comprising the ‘package’ of
knowledge, skills, experience, aptitude, attitude, motivation, and so on, that each individual
brings to the workplace. Social capital is the network of relationships that people have within and
beyond the firm, combined with the values and beliefs, norms and reciprocal obligations that
arise from those relationships. In many senses, social capital ‘oils the wheels’ of social and
organisational life.

Organisational capital is often under-recognised and under-developed in organisations —
particularly in professional partnerships. It relates to either or both of the method of delivering
the firm’s products or services (such as teams, knowledge management, and routines or
processes) or the context for that delivery (such as reputation and brand, culture, contracts,

1 See Mayson, S.W. (2007) Law Firm Strategy: Competitive Advantage and Valuation (Oxford, Oxford
University Press), where the valuation concepts and methods necessarily summarised in this essay are
explored in depth.
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structure and strategy)’. Organisational capital encapsulates the resources and artefacts that,
apart from the firm’s other visible manifestations (staff, premises, and equipment), are its
essence.

The performance and valuation of a firm are affected by all five forms of capital. The stronger
the capital, and the stronger the interrelationships among them, the better the firm’s
performance and valuation will be. Indeed, one or more may be needed to create or acquire
another (such as financial capital to acquire equipment, or to hire talent; and human and social
capital to create an organisational culture and play a significant role in developing the firm’s
reputation).

But here’s the ultimate challenge: although the firm’s financial and physical capital undoubtedly
belong to it, its off-balance-sheet capital is different. Of this other capital, only organisational
capital belongs to the firm: human capital belongs to the individuals concerned, and social
capital (being bound in at least two-way relationships) belongs to no-one. Human and social
capital are absolutely vital to an organisation’s performance and value, and yet cannot be owned
by it. The firm must secure access to them, it must encourage their development and
deployment, and it will benefit from them, but it cannot acquire them.

Without human beings, their talent and their relationships, there is no organisation. But when we
talk about ‘valuing the business’, we assume that there is an entity (the firm) that is capable of
being valued. Without an crganisation, there is nothing to which we can attach a valuation. This
circularity is intriguing. When we value a business, we are attaching a number to a social
construct. We have invested this construct with an independent existence, and yet its being —
and sustainability — is dependent on two necessary and fundamental forms of capital (human
and social) without which it cannot exist, but which it cannot own.

For me, organisational capital becomes a key factor in valuation. More than the other forms of
capital, it is the one which most defines the firm as an entity in its own right. Its strategy, culture
and reputation give it independent purpose and identity; its structure, systems and routines
provide substance and offer continuity. Where it is effective, organisational capital provides the
binding force which attracts, retains and mobilises human and social capital for the good of the
firm. It strikes me that, when people talk about ‘goodwill’ (usually as the difference between the
price paid for a business and its balance-sheet value), they could in fact be referring to the value
attached to the firm’s organisational capital (albeit supported by and dependent on human and
social capital). If so, we now have a better understanding of the elements of a business that
could drive the value attached to goodwill.

3. Valuation, capital and coaching

Better performance by individuals is clearly capable of raising the revenues, profit and then cash
flow of the firm. Business coaches understand the connection between coaching and
performance. | therefore don’t dispute that raising the performance of individuals will almost
inevitably contribute to the value of the business overall, whether we think about valuation or not.
This is because raising the firm’s economic performance contributes to the first principal issue of
valuation (the amount of economic income). However, | seek to make two further points here,
which are related to the second principal issue (the perceived sustainability or persistence of that
income).

Sustainability requires that the firm’s income is maintained. This will usually arise from a flow of
orders and work, which in turn is dependent on contacts and relationships (social capital) and on
the firm’s reputation (organisational capital). It also suggests some stability in those earnings,

2 The forms of capital are explored in detail in Mayson (2007): see footnote 1.
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which might be dependent on such things as diversification of the business’s activities to smooth
out variations in the economic cycle, product or service life-cycles, or locations. These result
from strategic decisions contributing to organisational capital. Stability is also dependent on
business development (based on relationships and reputation — as above — plus the human
capital skills and experience of marketing). Finally, stability of income will be improved by the
stability of the workforce. This can be encouraged by ‘embedding’ and connecting staff to the
organisation by managing the appropriate mix of organisational capital {such as structures, roles
and teams, knowledge management, employment contracts, and culture), as well as the physical
capital that creates an attractive and effective working environment supported by reliable
equipment.

The sustainability of the firm’s income might also be thought to depend to some degree on the
sustainability of the firm itself, as manifested by its own longevity. This will be apparent from a
sense of the organisation as a separate entity in its own right®. This can arise from an
organisational identity (a common understanding about who ‘we’ are as an organisation), and is
carried by the firm’s culture, its organisational knowledge and memory, its routines (that
encourage consistent and persistent behaviour), and its structures (roles and departmental
arrangements). These are all elements of organisational capital, contributing to the perception of
sustainability that is so vital to a positive valuation.

As | observed above, without these facets of organisation, there can be no ‘separate’ entity
capable of valuation. Without conscious and collective effort — founded on individual behaviour —
there can be no organisation. Individual contribution and performance therefore need to be
directed not just to the development of the individual's human capital, but also to the
development and maintenance of the other forms of capital that are critical to the overall health
and wealth of the organisations within which they work.

The two further points that | wish to make are therefore as follows. First, with an understanding
of the implications for valuation, coaches can work explicitly to connect an individual’s
performance and contribution to capital-building that will enhance the long-term value of the
firm. For example, in developing a manager’s confidence in dealing with employees, a coach
can potentially improve the performance of that manager in raising the performance of the
employees (human capital) and their relationships with colleagues (social capital). More than
this, the coach also contributes to enhancing the effectiveness of the teams within which the
manager and employees work, the success of their working routines, and the culture of the
organisation overall (organisational capital). These developments will have a positive influence
on the firm’s bottom line and its sustainability.

As coaches, we are used to focusing a client's attention on a range of broader issues and
implications. So, we might invite a client to explore the effect of a decision on colleagues and
other stakeholders. A valuation perspective takes that view a step further to include the capital
interests of owners, partners or shareholders. By considering the long-term best interests of the
organisation (and balancing short-term and longer-term consequences), we can now make
explicit choices between short-term revenues (profit and loss) and longer-term capital (balance
sheet), and between profit extraction and investment for sustainability. When we explore with
clients the extent to which potential decisions are consistent with personal and organisational
values, we can also invite clients to assess the impact of those values on ‘organisational culture’
and of culture (as an element of organisational capital) on the firm's valuation.

3 Professional services firms are often weak on this element, preferring to see the firm as a manifestation of
themselves as individuals — and dependent on them for clients and work — rather than as a distinct
entity that is independent of the people who at any given moment are engaged by it.
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Second, as part of the sales process for business coaching, a case can now be made to the
firm’s owners and senior managers that coaching will not only improve personal and
organisational performance, but will also contribute directly to the capital value of the business
overall. This moves the perception of coaching beyond the idea that it is ‘a good thing to do’, or
in line with contemporary HR practice and the principles of learning and development, to a
business case that will enhance both short-term profit and longer-term capital returns.

Finally, | would wish to observe that, although this essay (in its focus on valuation) has
necessarily emphasised a commercial firm, | believe that the principles, and their application to
coaching, are also relevant to public, charitable and third sector organisations. The idea of the
‘off-balance-sheet capital’ of human, social and organisational capital — and the appropriate mix
and function of it — can be just as readily be applied elsewhere. Not having a market to realise
capital value does not negate the wisdom of building these forms of capital through coaching in
order to create an inherently stronger, better performing, and ‘more valuable’ organisation.

4, Conclusion

The valuation of a business is dependent on income and a perception of the sustainability of that
income. These, in turn, are supported by five forms of capital: financial, physical, human, social,
and organisational. By knowingly extending the context of business coaching beyond individual
performance towards creating or improving one or more of these forms of capital, the business
coach can make a direct contribution not just to the effectiveness of an organisation but also to
its underlying valuation and realisable worth.

Stephen Mayson
Stephen@stephenmayson.com
www.stephenmayson.com
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Chamber Music and Coaching - A Congruence

Dena Merson

In April, | returned to the scene of my musical childhood to play the cello in a memorial reunion
chamber orchestra concert for our late conductor, John Fisher. John had been a wonderful bear
of a man who inspired a love of chamber music in all of us and a sense of harmony that
extended well beyond the music we performed. | had been struggling to find a theme to my
“reflective essay” that was congruent with the person | was before Meyler Campbell and the
coach | had become as a result of the programme. On that sunny, poighant day, a number of
things fell into place. Foremost amongst these was the knowledge that much of what | had
learned as a child musician, now informed the adult coach | have become. There was a
congruence between chamber music and coaching which helped explain why coaching
someone had felt natural and instinctive from the outset. It is the nature of this relationship that |
decided to explore in more depth.

In the midst of Britten’s “Simple Symphony”, | smiled to myself and took a peep at my friends in
the orchestra. | was in flow, | thought, and safe in the sublime knowledge of it, as | heard
someone play a wrong note. To my horror, | realised it was mine and flow had been rudely
interrupted. Worse still, | had not got a clue where | was in the music. What conditions of
coaching did this remind me of? As | struggled with these notions, my fingers and bow attempted
to reach some semblance of understanding and | bit my lip and pulled a contorted face. It was
the same face | found myself pulling when | had stopped listening to a client and was working
out where we were going next, wondering how many coaching hours | would need to perfect my
level 2 listening. A viola string snapped and the ensuing coffee break gave me the time to reflect
on what was happening.

Let's start with “Flow” as defined by Mihaly Csikszentmihalyi. How many of the nine conditions
had | satisfied? “ The balance between challenge and skill“ was satisfied by the music we were
playing: the Simple Symphony belies its title. The music defined the goals and the conductor and
our musical sections, the boundaries. We received immediate feedback, the sound we made.
Our concentration was “so intense” that there was “no attention left over to think about anything
irrelevant”, “or to worry”. Once | had received the feedback of a wrong note, my concentration
had lapsed. | started to worry and became deeply self-conscious. How many other wrong notes
had | played? | was thrust back into the present and the timeless feeling of being in a flow state
had disappeared. The “autotelic component of playing” had been replaced by an unnatural,
conscious approach. Optimal performance was no longer possible.

As a musician, | move in and out of flow. As a child, the more challenging the conditions, the
better | would perform. A concert performance would promote challenge to its highest state and
my concentration would be at its most intense. | became lost in the experience of playing. As a
teenager, this changed. | would find my mind wandering and | had a more defined
consciousness of self in my playing. | became aware of where | was. This is analogous to my
coaching. When | am at one with clients, time is suspended. | am immersed in their voice, their
body language, the “vibes” in the room. | listen and | understand. Response is not always
necessary because rapport obviates the need for it.

In Whitworth, “level 3 “global listening” is like a “radio field”. “ The radio waves are entirely

invisible, yet we trust that they exist because we hear music coming from a radio”. She talks
about musicians and actors having the ability to read a room instantly and monitor how it

MC20



changes in response to what they do. "These people have the ability to read their impact and
adjust their behaviour accordingly...performers develop a strong sense of level 3 listening” .
Chamber music is, in Goethe’s words, “four natural people conversing”. Davis Waterman of the
Endellion Quartet talks of how a chamber musician “needs to balance assertiveness and
flexibility. Good rapport is essential. In mid-performance players often do things spontaneously
requiring other players to respond in real time”. He could equally be talking about coaching.
Coaching felt a familiar process to me, because that is exactly what it was. My first chamber
music concert came at the age of five. The innate skills and techniques of musicians are honed
every time they play chamber music. They watch, they feel and they listen in the moment.

In The Inner Game, Timothy Gallwey quotes from Zen in the Art of Archery: " Childlikeness has to
be restored with long years of training in self-forgetfulness”. He goes on to say, ‘great music and
art are said to arise from the quiet depths of the unconscious”. His notion of Self 1 and Self 2 are
integral to achieving a “quiet mind...where one begins to trust the natural processes which occur
when the mind is less and less active.” As we returned after our coffee break a need to fall back
on that “trust” of “natural processes” became apparent. | looked at the music and having not
seen it for twenty seven years, realised | could not read it. To be more precise, | could not
describe the notes in front of me, | could not work out what key we were supposed to be in and
the Italian musical commands might as well have been hieroglyphics. | froze. The more | looked
at the music, the less | could make sense of it. What was the value of a crotchet or a quaver? The
fall of the conductor’s baton broke my thought and triggered my fingers and bowing arm into
action. | wasn’t watching the ball, | was watching the baton. | was playing instinctively and by
heart. The cello was playing, in rapport with the musicians around it and so, by definition, was |.
All | could hear was the sound of the orchestra and it was truly exhilarating, a moment of “peak
experience”. | had moved from the stress of conscious incompetence to a serene unconscious
competence in one childlike leap.

As a child, talking came much easier to me than listening. Many would say it still does! My desk
partner Stephen was the opposite. “Listen to the birds, Dena”, he once told me as we walked
down a dusty lane on tour in Malta. | stopped to listen and the experience made a profound
impression on me. | have noticed and cherished the sound of birdsong ever since. As a young
cellist, | listened all the time. However, | was tuned into my own performance. As a chamber
musician, | learned to tune in with other instruments; in effect, to achieve rapport. | stopped
consciously listening, it became intuitive. John Fisher used to talk of listening with our “inner
ear”. We learned to listen in an open, non-judgemental way, to be in harmony with one another.
The harder we listened, the more in harmony we became. Nancy Kline might have said we were
paying attention to one another: listening “fo each other... requires discipline and the most
profound attention for each other”. Before, | read Time to Think, | actually thought that if |
finished somebody’s sentence | was doing them a favour. In music, this would have been
anathema. When playing chamber music, coming in early, or interrupting, is a discourtesy to
your fellow musicians. By interrupting, you limit the potential of the music; you do not allow it to
express itself. In coaching, you limit the potential of your client. | had learned the value of
listening, of pauses, of silence through music at an early age. To gain efficacy as a coach, | only
had to allow myself to remember those early lessons.

That evening in April, we concluded our performance with Elgar’'s “Serenade for Strings”, a
moving testament to a bygone era. As we played the final chord there was a silence that seemed
to last an eternity, as we individually and collectively reflected on times past and a man who had
shared the gift of chamber music with us. We exulted in the sheer joy of making music together
again. Time was suspended. | asked myself one final question: why had it taken a reunion
concert for me to play the cello again after all these years? It was at that moment that the final
piece of my jigsaw fell into place. For me playing music alone was not enough. | needed to be
part of a chamber music ensembile to experience the joy of performance. This was not merely an
expression of type, it was more fundamental to who | was. Chamber music had bestowed an
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early gift on me and unknowingly prepared me for a coaching journey. Coaching had helped me
articulate the value and purpose of the gift and was the medium for sharing it with others in the
future. The congruence between chamber music and coaching was indeed real.

Dena Merson
dena.arstall@adlibitum.uk.com
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Need a coach? - get a dog

Celia Gaffney

Two things happened last summer — my enrolment on the Mastered programme and the arrival
of a new puppy in our home. Both had been long thought about, both | knew were top notch. It
was hard to decide which had the better pedigree: the Meyler Campbell programme with its
stellar faculty, its links with Harvard, its good humoured and vibrant network, and its
comprehensive well sighposted map through coaching’s broad landscape. Oh and formal
accreditation for those who graduate. Or the Brogenslade Bandit (aka Corby) our handsome
working cocker thoroughbred pup, son of Meadowsage Crusader and Glyn Du, descendant of
Field Trial Champions galore, his eye sweet and bright, his nature willing, his coat sleek and
black as a crow’s wing.

And the parallels did not end there. Both came with reading lists. For someone like me this was
heaven, speaking directly to my belief that the written word puts the truth within reach.
Whitmore !, Rogers ?, Ibarra 3, and Knight 4, sat shoulder to shoulder on my bookshelves with
‘How to be your Dog’s Best Friend”® and ‘The Perfect Puppy’ . | had the handbooks. And there
were tools. The GROW model’ et al., the collars and leads of the coaching world. Simple
structures that set the framework for good practice. | had everything at my fingertips. How hard
could it be?

Qur first syndicate meeting is the first time | leave the puppy 'home alone’ for an extended
period, and | spend a good part of the session wondering how much he is missing me. (I am
already used to friends saying ‘You worry too much. He’s just a dog'.) | am hardly aware on that
first day how my fellow syndicate students will evolve into trusted and steadfast companions over
the weeks and months (and | hope now years) ahead as we make our way together through the
Programme. How much | will value their perspectives, their counsel, their ideas.

| go home. The puppy is pleased to see me, but not excessively so.

The next few months are about applying what | am learning on the Programme. Practice clients
are recruited, both parties (me and them) grateful for the contracting of space and time to learn
and develop. The GROW model looks simple enough, a fact | find in truth a little disappointing. |
was hoping for something more complex, more mysterious somehow. So | resist it. My tutor
illuminates: part of the point is that the model is simple, and that its simplicity does not deplete
but reinforces its power. | persevere. | copy out good GROW questions and have them ready at
the start of each practice coaching session. | divide a page into sections before dutifully setting
out the G, R, O and W, prefaced by a T, to bring structure to my coaching. | notice around this
time | have become increasingly bossy with the dog. The puppy training books advise a few short
(5-10 minutes) fun training sessions a day. | assume double quantities will speed his learning.
There's no question, on both fronts | am putting in the effort.

| complete a session with a practice client with a sense of triumph. | have managed to stick to
the GROW model throughout, even remembering, when the time came, what the W stands for,
something that in the early days eluded me frequently. | lean back in my chair and confidently
ask my client for feedback. They report the session was useful, (they have politeness in their
DNA) but that it appeared to lack structure, and that we seemed to jump to action planning
prematurely towards the end of the session.

| go home. In supervision, amongst other accurate insights, my tutor suggests that | stop trying

so hard. | nod down the phone at him. Later, | do some training with the dog. It is becoming
clear that he thinks his name is ‘Sit".
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Time moves on. In our syndicate we do practice coaching. Today it is my turn. | coach one of my
fellow syndicate members. They talk. | listen. Actively. Which in my case means nodding a lot. |
listen and | interpret and push my colleague to a place they have not asked to go. The air rings
around us. My colleague is composed. | am unnerved. Afterwards my tutor gives thought-
provoking and honest feedback, including the recurring suggestion | could stop trying so hard. |
nod in agreement but | still don‘t really know what that means.

| go home. The house is quiet. | break the rules and allow the dog up onto my lap. He is
surprisingly heavy. He leans into me and is still. We sit looking out of the kitchen window
together. We do not speak. | do not have a name for this moment. | bend down and kiss the top
of his head. He looks up and washes my left ear. The following day my syndicate colleague
sends a warm, strong and generous email. It has healing properties.

The Programme rolls on. A breakthrough occurs. False dawn or green shoots? | am gathering up
my papers at the end of a practice coaching session. | cannot see the path the session has
travelled. Apropos of nothing my client says unprompted that the process has value to him
because it is like having a three dimensional conversation with himself. He can walk round the
topic and look at it from several angles. Without looking up | say ‘that’s good’ and think what a
lovely image he has conjured up.

**k%k

| am in the garden. | am calling the dog. He has not come to me. | know from the puppy
manuals that ‘a good recall’ is essential for one's relationship with one’s dog. Fear rises within
me. There are several places in the fence where he could squeeze through, and out of the
garden and into danger, roads, cars, people who don't like dogs. | call him again. | hear my
voice; it has gone up a notch. Feeling a slight pressure against my foot | call him again. | am
shrill now. | hear my own panic. The pressure against my foot increases. | look down. My puppy,
who has evidently been there for some time, is sitting tucked close against me, looking up at me,
his head cocked to one side, clearly wondering what it is | am asking him to do that he has not
already done. Sometimes, | reflect as | give him a surprisingly (for both of us) large hug, what you
are looking for is right at your feet.

*k%k

We had our last syndicate meeting a few weeks ago, the day after the dog's first birthday. The
distance travelled over the last year has been one both of time and of learning, but for me | hope
also of understanding. And now this, what should one include in a reflective essay? The task is
typical of the Meyler Campbell approach. Makes you think, gives you the best and then makes
you work at it. Gives you rigour and expects it back. Won’t make it easy for you. Trusts you to
work it out.

And what are my reflections about coaching | ask myself? Well, these are the things | write to
myself: My private desiderata of coaching:

The value of coaching is the process, not you;

Listen to your client;

Listen to the small things they say;

Follow where they lead;

Be present with them, not ahead of them anticipating them, or behind them, judging them;
Consider: How can you possibly have the answers they need? You can't. They will;

Respect them. Allow them the space to think and breathe;

Trust them;

Trust yourself;
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And then,

Wait,

Wait.

Be still.

What they need will come.

In life, events coincide and parallels can be drawn: embarking on a new programme of learning;
life with a new puppy. That's where this essay began, with the neatness of those things. It ends
less certainly around coaching for me. Is this the start of a coaching career? Can | really do it
justice? | realise now that throughout my participation in Mastered the question | have been
asking of it all the way through has been, ‘Is coaching for me?’. | reflect now that a better
guestion might have been, ‘Am | right for coaching? Because it can’'t be done by halves. Do it
properly or don’t bother. For the clients who come before you. It must be taken seriously for the
work that it is, not for the options it presents.

It's early in the morning when | write this. Soon the dog will be up. We don’t do much formal
training nowadays. We've both prospered by relaxing the regime a little. We have the basics.
Rather, now we live side by side, and work to understand what's needed in the moment. Him for
me, me for him. It works somehow.

In a minute he'll trot briskly out into the garden, the spring in his step shaped by seeing creation
each day as if for the first time. From the back door I'll watch him stop at the corner where the
path curves and opens up, where the lavender spills over the low wall, and he’ll look back
brightly at me over his shoulder, and I'll hear him say, ‘Come on. Come and see the new day’.
Ridiculous, of course. He's just a dog, right?

Celia Gaffney
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The Private Equity Industry — a coaching opportunity

Paul Fletcher

From a small boutique segment of the financial community the ‘Private Equity” industry has
grown in the last 20 years to be a truly significant, important and influential part of the
economic fabric in many parts of the world. It is estimated that over 40% of the British retail
industry are companies owned by private equity firms; globally the industry invests
approximately $25bin per annum. It is reasonable to expect that the leadership of these
firms operates to the same standard that we expect to see in more traditional and more
visible publicly quoted businesses. There are several reasons why coaching has made limited
inroads into this industry and yet the need for intervention is high.

In the UK alone there are more than 500 private equity firms. Nearly all of these firms are
partnerships. Partnerships by their nature create a set of dynamics in terms of economics, length
of service, entrance and exit terms, and personal obligations that set them apart from normal
company structures.

The key essence of the industry that these partnerships operate within is that it manages capital
for a fee (revenue) and a share in the potential upside return (carry) in the investments when
sold. The capital (from institutional investors, family offices, endowments, sovereign wealth
funds) is most typically committed to the PE firm for a period of ten years. At the heart of the
decision that an investor will make when making a commitment is a belief that the PE firm will
produce investment returns consistent with the past. They spend a huge amount of time and
effort establishing comfort or otherwise with the individuals and the whole team at the PE firm.
They endeavour to isolate who exactly are the ‘star’ investors and to ensure that there are
sufficient legal (keyman) and economic provision to provide continuity for the life of the fund.
There is a clear and unambiguous alignment of interest between investors and PE Fund
Managers that star performers should be the centre of management focus in terms of
motivation and retention.

The long term nature of PE funds and the need to provide continuity and stability creates an
environment where sharp, cliff like changes in the membership of the partnership give rise to
concern and uncertainty. The ideal picture of any change in team should be one of gentle
curves where the shape of the team changes imperceptibly over time.

An important characteristic of the industry is its relative youth, where most firms are still run by
the first generation of Partners and indeed dominated by the original founding partners. These
are ‘proprietorships’ as opposed to the relatively few ‘institutional’ like partnerships. The success
of the first generation of leaders masks the challenge of succession. There is little evidence that
there has been the attention and focus on developing leadership and management talent in the
next generation. Indeed the relationship between founders and the next generation is
characterised by dependency. Dependency to make the major strategic decisions, to manage
key relationships, to be the final investment decision maker, to manage organisation design etc.
There is a challenge to pass on leadership to individuals who have had no other experience
than operating in such an environment.

The structure of the industry creates its own challenges in terms of developing high quality

management and leadership skills in addition to providing stand out investment professionals.
It is rare for management skills to be found in a star investment professional. The ‘star’ will
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have spent his entire professional life being encouraged to be an ‘individual contributor’. He
will, of course, always work with a deal team but yet the value system of all firms will be to
maximise the special individual skills within a small team. There will be little personal
growth in terms of increasing management complexity over time, exposure to broader
strategic issues and leadership generally. However, the success of these firms lies in having a
senior group that indeed does have these skills. The irony is that the investment professionals
who have made a career out of backing management teams in their investee companies very
often do not recognise that they have glaring gaps in their own capabilities.

This is a significant area of opportunity for coaching. The step change for a partner in a PE firm
to be a business head in a multiZsset firm or regional head or indeed the CEQO is an unusually
big step given the industry’s structure.

Specifically, the industry faces wholesale generational change in the next 520 years. This is
disruptive in the best of firms but is likely to be more so in partnerships where firm succession is
not well practiced and has the potential to upset the delicate balance of the eco&ystem that has
worked out a status quo to accommodate the often fragile egos of the stars and sets store by
team stability. It is likely that the most successful outcomes of leadership change will come
with thoughtful long range planning, engagement with the top team, culminating in a robust and
trusted process. Coaching the incumbent CEO, and indeed potentially his senior team, can be
a positive impetus to this transition process.

The extension of this is of course coaching the potential candidate(s). As | described earlier there
is unlikely to have been an effective ‘apprenticeship’ for the top job so outside help may be of
considerable impact both before and after such a transition.

Given the high stakes in terms of ensuring stability, continuity and yet achieving leadership
change itis, | believe, inevitable that the leadership of PE firms will reach out for any tools
that can assist them.

The closer to the industry with a working understanding of its specific characteristics the more
likely it is that a coach will be selected and succeed. Understanding the dynamics at work in a
partnership and understanding the star culture are keys to personal credibility. Once engaged,
coaches will no doubt be surprised to see, for a group whose core competence it is to
monitor and evaluate other management teams, how lacking in selfZzwareness senior PE
professionals may be. The introduction of a coach may well engender the opportunity for a
genuinely insightful 360° review. Partners openly and honestly giving each other feedback is a
rare occurrence. Keeping each other happy dominates their thinking. For a group quite used
to being ‘aggressive’ in pursuit of professional success they are very often conflict averse.
Indeed aggression can be seen as a way of avoiding conflict or more specifically a means by
which the core underlying issues within the partnership can be avoided.

The coach may well seek to use a psychometric tool. A preferred one is Birkman
(https://www.birkman.com/services/thezbirkmanZnethod/) which gives feedback as a
comprehensive narrative. Taken together the establishment of the ‘reality’ is critical to moving
forward.

Given the real interdependence between partners for their collective success | believe ‘adzhoc’
coaching assignments within PE firms where the contract will be with one individual, will be subZ
optimal. Far better to be tasked with providing coaching to the ‘CEQ and his top team’; whilst
this maybe a mix of team intervention and direct one:one coaching the opportunity exists for a
holistic intervention that could yield significant results.
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If the door is not open to such a broad based relationship then there still remains significant
opportunity. Competitive pressures are increasing as the industry matures. Beyond the early
phase where first mover advantage conferred a strong strategic position the leadership of all PE
firms must grapple with the uncomfortable reality that there will be winners and losers and the
underpinning to that outcome will lie in the managerial and strategic leadership competence
of the most senior Partners.

To summarise: Coaching is not widespread within the PE industry. The need however is
significant and there is a major opportunity for coaches to have a material impact working with
individuals and teams who are faced with the very different challenges of team and firm
leadership in addition to their competence of being skilled investors.

Paul Fletcher
paul@dpfletcher.co.uk
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Time to move on from Myers Briggs

Tim Johns

My relationship with Myers Briggs has undergone a transformation. Since my first exposure to it
over 15 years ago, | have gone from being a true believer to sceptic, and from sceptic to seeing it
as irrelevant. Jung himself said that every individual is an exception to the rule and that sticking
labels on people was “...nothing but a childish parlour game.” However, I've stopped seeing it as
irrelevant and now think of it as dangerous. It is often seriously misused and is, in my view,
potentially harming the coaching profession.

| had taken similar tests before Myers Briggs, but they had only given me a name. Myers Briggs
was a revelation. It gave me a whole new understanding of who | was and how | thought. It
seemed to confirm my status as a rare and special maverick, fundamentally different from the
run-of-the-mill mortals who tended to work in businesses. It took on a sort of self-fulfilling
prophecy: | needn’t be concerned with my inability to concentrate, or to be bored with detail. My
personality (brain wiring?) didn’t need to worry with the minutiae of life; my destiny was to bigger
and better things. | now understood, and perhaps had an excuse for, my inability to ever open a
bank statement. | exaggerate, of course, but nevertheless | wore my four letters with pride.

Scepticism came later. The first chink in the armour appeared when | started to work globally.
As | travelled and spent more time working with groups in different countries | found that | was
less able to recognise distinct M-B types behaviours in other people. More importantly, | realised
that these types were of little use in understanding either behaviours or attitudes. This was
especially the case in the Middle East and Asia. Culture and custom seemed to be the key
drivers. Inclinations, temperament, perspectives, and mind sets all seemed to be hugely
influenced by the context in which people were operating.

The second revelation came when | re-took the test a decade or so after my first attempt. My
results were similar but different. They were similar enough in that my four letters hadn’t
changed but they were significantly different in the weightings. Most strikingly, | seemed to have
gone from being an out-and-out extrovert to a closet introvert. At this point, | merely filed the
information away, stopped evangelising about Myers Briggs, and became a sceptic. And then |

started coaching. It quickly became apparent that for nearly all coaches in nearly all
cicurnstances, Wyers N
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