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Introduction

The corporate and entrepreneurial world is filled with executives — men and women who have
worked hard for years to reach the upper levels of management. They’re intelligent, skilled, and
even charismatic. But only a handful of them will ever reach the pinnacle — and as executive
coach Marshall Goldsmith shows in this program, subtle nuances make all the difference. These
are small “transactional flaws” performed by one person against another (as simple as not say-
ing thank you enough), which lead to negative perceptions that can hold any executive back.
Dr. Goldsmith pinpoints 21 bad habits that stifle already successful careers, as well as personal
goals like succeeding in marriage or as a parent.

His steps in coaching for success are simple, honest, without artifice: Gather feedback from
appropriate colleagues and cohorts, determine which behaviors to change (and remember,
Dr. Goldsmith specifically focuses on behavior, not skills or knowledge), apologize, advertise,
listen, thank, follow up, and practice Feedforward. Using Goldsmith’s straightforward, jargon-
free advice, it’s amazingly easy behavior to change.

If you are a high achiever whose performance has hit a ceiling, this is the definitive program to
identify what is holding you back from mega-success, and set your course to the top!

How To Use This Workbook

How can you get the most out of this writeable workbook? By using it in conjunction with the
audio program. Research has shown that the more ways you interact with learning material, the
deeper your learning will be. Nightingale-Conant has created a cutting-edge learning system
that involves listening to the audio, reading the ideas in the workbook, and writing your ideas
and thoughts down. In fact, this workbook is designed so that you can fill in your answers right
inside this document. For each session, do the following:

• Preview the section of the workbook that goes with the audio session.
• Listen to the audio session at least once.
• Complete the exercises in this workbook.

By taking the time to preview the exercises before you listen to each session, you are priming
your subconscious to listen and absorb the material. Then, when you are actually listening to
each session you’ll be able to absorb the information faster — and will see faster results.

In addition to the exercises and questions, we’ve created an “ijournal” to make this an even
more interactive experience for you. At the end of this guide, you can write down any additional
thoughts, ideas, or insights to further personalize the material. Remember, the more you apply
this information, the more you’ll get out of it.

Let’s get started!
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CD1: The Trouble with Success

Five Ways Not to Use This Material

Number One: Do not use this material with people who don’t care. This is designed for
people who are willing to care and willing to try. Also, use this material only when you care.
This program can’t make you change what you don’t want to change. It’s designed to help you
change what you do want to change. You can’t make others change what they don’t want to
change. You can help them change what they do choose to change.

Number Two: Don’t use this program or the material in this program to solve technical
problems, functional problems.
This program is focused strictly on helping people achieve positive, lasting change in behavior.

Number Three: This program will not help people who have the wrong strategy or the
wrong direction. If you have the wrong strategy and you’re going in the wrong direction, this
program is just going to help you get there faster. This is not going to help you change your
strategy or direction.

Number Four: Never use this material or never coach someone who has an integrity vio-
lation. Never coach integrity problems. Fire integrity problems. How many integrity violations
does it take to ruin the reputation of any organization? That would be one. Don’t coach integrity
issues; fire integrity issues.

Number Five: Sometimes it’s just the wrong person in the wrong company. Look in the
mirror; is it you in that job? If it is, what I’m going to teach you is going to help you become
more effective. If it’s not, you’re in the wrong job. Leave.

Four Beliefs of Successful People

Successful people share four basic beliefs. Each one of these beliefs has helped us to become a
success. Each one of these beliefs is going to make it difficult for us to change.

The Four Beliefs
1 - I have succeeded.
2 - I can succeed.
3 - I will succeed.
4 - I choose to succeed.
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In the following spaces, write down an experience you’ve had where one of the success beliefs
made it hard to change.

1) I have succeeded/I may not really be as great as I think:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

2) I can succeed/I may be successful because of doing many things right — and in spite of
doing some things that do more harm than good:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

3) I will succeed/I may be so committed to a path — that I cannot see it is the wrong path:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

4) I choose to succeed/I may chronically over-commit:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Personal Performance Assessment

I Have Succeeded

Compared with your professional peers, how would you rate yourself in terms of your
performance?
Top 2%
Top 5%
Top 10%
Top 20%
Top 30%
Top 50%
Other

Why did you give yourself that number? Is this an honest assessment?
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I Can Succeed

In the following spaces, write a description of yourself, both at work and at home. Then,
below it, write one reason that is “because” and one reason that is “in spite of.”

For example, “I am a good secretary”
Because: “Because I have excellent typing skills”
In spite of: “In spite of not going to college.”

1) ____________________________________________________________________________________

Because:______________________________________________________________________________

In spite of:____________________________________________________________________________

2) ____________________________________________________________________________________

Because:______________________________________________________________________________

In spite of:____________________________________________________________________________

3) ___________________________________________________________________________________

Because:______________________________________________________________________________

In spite of:____________________________________________________________________________

I Choose to Succeed

What am I committed to now that I need to let go of?

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Have I ever been so committed to achieving a goal or objective that I blinded myself from
seeing the obvious, that I didn’t want to hear what I needed to hear in terms of facing the
reality of my situation?

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

I Will Succeed

On a scale of 1-10, how overcommitted am I? _____________
What battle have I entered in that is not worth winning?

______________________________________________________________________________________
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The Same Stupid Dream

You know, I’m incredibly busy right now. Given the pressures of work and home and new technolo-
gy that follow me everywhere I go, I feel about as busy as I ever have. Sometimes I feel overcom-
mitted. I don’t tell others this, but every now and again my life feels a little out of control. But you
know, I’m working on some unique and special challenges right now. And I think the worst of this
is going to be over in four or five months. And after that I’m going to take a couple/three weeks
and, and get organized and spend some time with the family, and I’m going to begin my new
healthy life program. And after that everything is going to be different. And it won’t be crazy
anymore.

Have you ever had this dream?

What is going on in your life right now that you are telling yourself, “Once this is over, I’ll
be able to make some changes in my life?”

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

What are you willing to change now, without waiting until that perfect time?

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Do what you can do now;
the rest you can let go.
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The Johari Window

The Johari Window breaks our behavior up into four categories.

In the following spaces, give examples from the Johari Window.

1) Some things that I can see in myself that no one else can see:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

2) Some things that others can see in me, that I can see too:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

3) Some things that I cannot see about myself, but others have seen:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

If you’re having a problem with someone,
look in the mirror. A lot of times that problem
that we’re looking at in others is a problem

we can see staring right back at us.
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(Unknown)
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CD2: The 21 Success Factors That Will Take You
to the Next Level

Bad Habit #1 — Winning too much

Successful people are successful because they like to win. But, sometimes that same trait can
get out of hand. In the following space, remember a time when you wanted to win, at all costs.
It might be a fun game that turned serious, or a competition about “who had the worst day.”

Go ahead, write down your less-than-shining moment. Every successful person has done
this one!

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Next, write down how you could have handled it differently. There are some times when
“winning” is just not worth it!

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Bad Habit #2 — Adding too much value

This one is a variation on “winning.” Very often a highly successful person will insist on “adding
value” to an already great idea. The problem is, while the person might have improved the idea
by 5 percent, he or she probably reduced the other person’s commitment to executing it by 50
percent.

Have you ever done this? Have you found yourself saying, “Great idea, but…?” If you’ve ever
been guilty of this one, write it here:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Now comes the tough part. Did your “value” really add value? What was the result?

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________
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In retrospect, what you could have done differently?

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Bad Habit #3 — Passing judgment

Successful people can’t help it! When someone else is giving an opinion, or sharing a thought,
we invariably pass judgment! We agree, we disagree, but one way or the other, we have a judg-
ment about what the other person is telling us. And, the higher you go in any organization, the
more people will read into your judgment of them.

Has this happened to you? Have you ever been in a position in which, inadvertently, your
agreement or disagreement with others was seen as approving or disapproving? If so,
describe it here:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

To be more effective both at work and at home, use these four words: Help more; judge less.

What are some things you can do to “help more; judge less?”

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Bad Habit #4 — Making destructive comments

This is another one that virtually every one of us has been guilty of at one time or another. Most
often, we make destructive comments without even thinking about it, because we “didn’t mean
it,” were “just kidding,” or “telling the truth.”

Think about the past 24 hours. What destructive comment have you made?

______________________________________________________________________________________

______________________________________________________________________________________
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Next time, ask yourself the following questions:
1) Will this comment help our customers?
2) Will this comment help our company?
3) Will this comment help the person I am talking to?
4) Will this comment help the person I’m talking about?

If the answer is no, no, no, and no, don’t say it.

Bad Habit #5 — Starting with “no,” “but,” or “however”

When you start a sentence with “no,” “but,” or “however,” or any variation of those, you are
basically telling the other person he or she is wrong. The general response from the other per-
son is to dispute your position, and fight back!

Describe a time when you started a sentence with “no,” “but,” or “however.”

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

To stop yourself from doing this, ask the people around you to catch you doing it. Consider
“charging” yourself $10 each time you have one of these responses, instead of “Thank you!”

Bad Habit #6 — Telling the world how smart we are

This is another variation on our need to win — we want to win people’s admiration! We do this
with body language or with subtle ways of letting the other person know that “we already knew
that.”

When have you done this? Was there a time when someone told you something you already
knew? How did you let the person know that you already knew it?

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

How could you have handled it differently?

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________
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Bad Habit #7 — Speaking when angry

This is one of the most egregious habits, and it is one that can overshadow all your other good
traits. “She’s a good leader, but she has a temper!”

Think of a time when you reacted with strong anger to something. It might have been at
home or at work, but this is a time when you reacted angrily. Write that here:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Now, think more deeply. What were you really angry about? How did this reflect on you?

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Most of the time when we get angry, when we get out of control, the biggest problem is not out
there. The biggest problem is inside us, in here.

“If we can’t control ourselves, why should
we be expected to control anything else?

And if we can’t control ourselves, why should
we be expected to control anything else?”

– Frances Hesselbein
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Bad Habit #8 — Negativity, or “let me explain why that won’t work”

We all have people in our lives like this — maybe even in the mirror! This negativity often starts
with phrases like, “The problem with that is …“ or “Let me explain why that won’t work.”

In the following space, describe a time when you, or someone else, did this.

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

If negativity is your impulse, stop and think. Why are you doing this? Why is this your default
response, and also what message are you sending to the world?

Bad Habit #9 — Withholding information

Information is power. Withholding information is the opposite of value — we’re deleting value.
Yet is has the same purpose — to gain power. Do you do this? Be honest with yourself here! Are
there ever times when you:

• Are too busy to get back to someone with valuable information?
• Purposefully forget to include someone in a discussion or meeting?
• Have been too disorganized or distracted to share information?

Describe a time when you didn’t share some critical information.

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

To overcome this, regularly schedule a dialogue with the important people in your life and ask
them the following six questions:

1) Where are we going as an organization?
2) Where are you and your part of the business going?
3) What do you think you’re doing well?
4) How can you improve?
5) How can I help you achieve your goals?
6) Do you have any suggestions for me?
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Bad Habit #10 — Failing to give proper recognition

This is a sibling of failing to give information. Nearly 80 percent of people say they could be
doing better at this! Chances are, you can improve on this too.

Write down the names of the groups of people in your life and who within that group you
want to be recognizing. Think about both work and your personal life. It might look like
this:

Group Name:

People in the group:

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Place this list where you can easily see it. Next, make appointments on your calendar twice a
week (Wednesday and Friday, for example) look at the list and think about whether someone
did something deserving of recognition. Pretty soon, you’ll find that it becomes habit and you’re
recognizing people in the moment!
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CD3: The 21 Success Factors That Will Take You
to the Next Level (Part 2)

Bad Habit #11- Claiming credit that we don’t deserve

Taking credit for things that we didn’t come up with, things we don’t deserve, is the sibling of
“wanting to win.” Sometimes we don’t even know we’re doing it! Sometimes we hear an idea,
and months later build on that idea.

Has this ever happened to you? Have you ever taken credit for something, only to realize
later that it was someone else’s idea? What did you do?

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Here is an exercise that was mentioned in the audio program. On the following page, make a
note of every time you privately congratulate yourself on an achievement, large or small. Then,
take a look at each instance, and see if you should really give someone else the credit for it!
Then, do it!
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Recognition Record

My success:___________________________________________________________________________

I could give credit to: __________________________________________________________________

My success:___________________________________________________________________________

I could give credit to: __________________________________________________________________

My success:___________________________________________________________________________

I could give credit to: __________________________________________________________________

My success:___________________________________________________________________________

I could give credit to: __________________________________________________________________

My success:___________________________________________________________________________

I could give credit to: __________________________________________________________________

My success:___________________________________________________________________________

I could give credit to: __________________________________________________________________

My success:___________________________________________________________________________

I could give credit to: __________________________________________________________________
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Bad Habit #12 — Making excuses

There are two types of excuses, blunt and subtle. Blunt ones are when you blame something
external for your mistake. Subtle are when you blame some inherent character flaw.

Think back to the last 10 times you let someone down. Make a list on a separate piece of paper.
Next to each one, ask yourself, What excuses did I make to justify this behavior? Write down
the excuses. Then next to that, write down the impact that your excuses had on the other
person. How much good do these excuses do? What you’re going to learn is that making excuses
doesn’t help other people, it doesn’t help you, it doesn’t make you come off as a great leader, and
it is a complete waste of time.

Here is how to stop making excuses. When you’re about to make a blunt excuse, it sounds like,
“I’m sorry I ________, but ____________.” Instead, stop after “I’m sorry.”

To stop making a subtle excuse, the next time you hear yourself saying “I’m just no good at
________,” ask yourself, “Why not?”

“Once people reach the age of accountability,
no matter what people do to them, that is not an

excuse for any mistakes they make.”
– Bill Clinton

Bad Habit #13 — Clinging to the past

It’s time to let go of the excuses you’ve used that are holding you back. In the following spaces,
write down three of the behaviors you’d like to change about yourself. Then, write down what
excuse “from your past” you’ve been using to justify not changing.

Quality I’d like to change:

______________________________________________________________________________________

______________________________________________________________________________________

Excuse from “the past” that I have been blaming for my failure to change:

______________________________________________________________________________________

______________________________________________________________________________________
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Quality I’d like to change:

______________________________________________________________________________________

______________________________________________________________________________________

Excuse from “the past” that I have been blaming for my failure to change:

______________________________________________________________________________________

______________________________________________________________________________________

Quality I’d like to change:

______________________________________________________________________________________

______________________________________________________________________________________

Excuse from “the past” that I have been blaming for my failure to change:

______________________________________________________________________________________

______________________________________________________________________________________

Bad Habit #14 — Playing favorites

It’s easy to fall into the trap of playing favorites to the people who “suck up” to you. Here is an
exercise from the audio program that can alert you to whether this is happening to you.

On the left, list the names of all of your direct reports or colleagues.

_______________________________________________ ________ ________ ________ ________

_______________________________________________ ________ ________ ________ ________

_______________________________________________ ________ ________ ________ ________

_______________________________________________ ________ ________ ________ ________

_______________________________________________ ________ ________ ________ ________

_______________________________________________ ________ ________ ________ ________

_______________________________________________ ________ ________ ________ ________

_______________________________________________ ________ ________ ________ ________

_______________________________________________ ________ ________ ________ ________

_______________________________________________ ________ ________ ________ ________

_______________________________________________ ________ ________ ________ ________
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Next to their names, rank order them in the order of how much they like you. One is the person
who likes you the most, two is second. Next to that, rank order the people in terms of how
much “like” you they are. Next to that, rank order the people in terms of their contribution to
the company and the customers. Finally, rank order them in terms of how much personal
recognition you give them. To make it easy, you might want to place a piece of paper covering
the prior rank orders so that you can make each assessment objectively.

Now look at your answers. What is the correlation between how much they like you, how
similar they are to you, and how much you recognize them? Is there anything you need to
change there?

Do this exercise again, but use the names of your family and friends. Are you recognizing the
family dog more than your children?

Bad Habit #15 — Refusing to express regret

Very often, one of the hardest things to do is apologize. Somehow it feels like “losing.” In reality,
an honest apology can open the door to improving the relationship.

Here is an exercise mentioned in the audio program. In the following spaces, write down
the names of people whom, in your heart, you know you should apologize to. Write down
who they are, write down what you want to apologize for, and then say the apology out
loud.

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

If you can, actually call or see the person, and make that apology! You’re not going to win 100
percent for the time, but I think you’re going to be surprised how many times you do win, and
how much more positive your relationship with these people becomes.

20 Take It to The Next Level



Bad Habit #16 — Not listening

Even if you really are listening, sometimes people will think you are not! This means that you
are doing something that’s making them think you are not valuing what they have to say.

In the following spaces, write down the names of the 20 most important people in your life.
Then, on a 1-10 scale, rate how well this person would score you as an effective listener.

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

If there is anyone who is lower than a 6, ask yourself, “Why?” What can you do to help this
person feel you are a more effective listener?

In leadership, it doesn’t matter what we say,
it matters what they hear.
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Bad Habit #17 — Failing to express gratitude

Two of the sweetest words in any language are “thank you.” In the following spaces, write
down the top 20 people (who are still alive) who have helped you most in your life. Then,
THANK THEM! Place a checkmark next to their names once you’ve thanked them.

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

____________________________ ______ | ____________________________ ______

Bad Habit #18 — Punishing the messenger

We’ve all done this! In the following space, write down a time when you “punished the
messenger.”

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Now, close your eyes and imagine yourself handling it differently. Imagine that you’d just said,
“Thank you” instead.

Bad Habit #19 — Passing the buck

Here is an exercise from the audio. In the following space, write down a time when you
were stuck in the middle. Did you blame someone else? What were the consequences of
this?

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________
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Bad Habit #20 — An excessive need to be “me”

What are the adjectives you use to describe yourself. Write some of them down here, and be
sure to list both positive and negative ones!

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

______________________________________________________________________________________

Look at your list and challenge yourself. Ask yourself, Which of these words do I want to keep,
which of these words do I want to lose? If you really want to change the negative descriptions,
you can do it.

Bad Habit #21 — Goal obsession

What are the most important goals you have?

1) ______________________________________________________________________

2) ______________________________________________________________________

3) ______________________________________________________________________

4) ______________________________________________________________________

5) ______________________________________________________________________

Then, ask yourself a question. “Do I ever get so fixated when achieving this goal that I for-
get what really matters in life?”
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CD4: How We Can Change for the Better

Why don’t we ask for feedback?

In the following spaces, write down five reasons why you have avoided asking for feedback
in the past.

1) ____________________________________________________________________________________

2) ____________________________________________________________________________________

3) ____________________________________________________________________________________

4) ____________________________________________________________________________________

5) ____________________________________________________________________________________

The four commitments
1 — Let go of the past.
2 — Tell the truth.
3 — Be supportive and helpful — not cynical or negative.
4 — Pick something to improve yourself — so everyone is more focused on “improving”

rather than “judging.”

The five steps to get feedback through paying closer attention
1 — Make a list of people’s casual remarks about you.
2 — Turn the sound off.
3 — Complete the sentence.
4 — Listen to your self-aggrandizing remarks.
5 — Look Homeward.
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CD5: Coaching for Behavioral Change

Nine Keys to Effective Communication

1) Listen.
2) Don’t interrupt.
3) Don’t finish the other person’s sentences.
4) Don’t say, “I knew that.”
5) Don’t even agree with the other person. (Even if he praises you, just say, “Thank you.”)
6) Don’t use the words “no,” “but,” or “however.”
7) Don’t be distracted.
8) Maintain your end of the dialogue by asking intelligent questions that a) show you’re

paying attention, b) move the conversation forward, and c) require the other person to
talk (while you listen).

9) Eliminate any striving to impress the other person with how smart or funny you are.
Your only aim is to let the other person feel that he or she is accomplishing that.

Marshall’s Personal 12-Point Nightly Routine

How happy are you?

1) How much walking did you do?
2) How many push-ups?
3) How many sit-ups?
4) Did you eat any high-fat foods?
5) How much alcohol did you drink?
6) How many hours of sleep did you get?
7) How much time did you spend watching TV or surfing the Internet?
8) How much time did you spend writing?
9) Did you do or say something nice for Lyda (my wife)?
10) Did you do or say something nice for Kelly and Bryan (my children)?
11) How many times did you try to prove you were right when it wasn’t worth it?
12) How many minutes did you spend on topics that didn’t matter or that you could not

control?
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Your Nightly Routine

Now it’s your turn. Write down 10-15 questions that you would want to ask yourself every
day. You can use Marshall’s as a guideline, or add your own questions that reflect your
values and what’s important to you.

1) ______________________________________________________________________

2) ______________________________________________________________________

3) ______________________________________________________________________

4) ______________________________________________________________________

5) ______________________________________________________________________

6) ______________________________________________________________________

7) ______________________________________________________________________

8) ______________________________________________________________________

9) ______________________________________________________________________

10) _____________________________________________________________________

11) _____________________________________________________________________

12) _____________________________________________________________________

13) _____________________________________________________________________

14) _____________________________________________________________________

15) _____________________________________________________________________

FeedForward

With a partner, each of you pick one area for personal improvement. There are two roles in
FeedForward. The first role is “I am going to learn as much as I can from you.” The second role
is “I am going to help you as much as I can.”

The first person says, “I want to be better at _______. Could you please give me one or two ideas
for how to improve that?”

The second person gives one or two ideas.

The first person then says, “Thank you.” Note that the first person doesn’t argue, comment on
the validity of the idea, give excuses, reasons, or even compliments about the suggestions. He or
she just says, “Thank you.”

And then the process is reversed.
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John Doe Strengths

• Extremely smart, incredibly smart, one of the smartest guys I have ever met, one of the
smartest people in the company, one of the smartest guys in the whole company, very smart,
very smart, a brilliant man, great memory, one of the best memories that I have ever seen, his
memory is awesome, he has great experience and knowledge of the job.

• He is great at identifying the issues that need to be addressed — then develops strategic and
tactical plans to address these issues, excellent at analyzing company and business strategies,
makes great strategic decisions, a great strategist, he is excellent at discussing strategy, strong
desire to utilize communication to drive our strategy, he is “on top of the game,” great busi-
ness acumen, he has created a great sales and business development culture with thousands
of his people — this isn’t easy, really knows the issues that we are facing, great at representing
our group with the overall organization, great job with the outside regulators, good with the
regulators, has a great understanding of what we need to do in today’s changing environment.

• Has the ability to make things happen, knows how to make things happen, great at execution,
can help people understand the simple critical path needed for implementation, follows up to
make sure that things get done, results oriented, very good focus on deliverables, keep things
from “falling through the cracks.” I don’t know anyone else who could have helped us achieve
all that we have. We have a great execution strategy. He is a catalyst for effective delivery, he
can overcome firm “roadblocks” and get things done, he knows how to get the job done, does-
n’t just talk about stuff — he makes sure that it actually happens, he knows the drivers of the
business, knows how to help us increase revenue, understands the critical factors needed for
success, clearly committed to our success, doesn’t let “grass grow under his feet,” very
demanding, drives an ambitious schedule, he cares a “whole hell of a lot,” he is extremely
motivated, passionate about the work, a very hard worker, shows us how the job can be done
— not excuses why it cannot be done.

• Honest, you know where you stand, you know where you stand with him, “tells it like it is,”
no “surprises” with him, not a “game player,” extremely candid, I like him because he is a
“straight shooter,” doesn’t try to be “politically correct,” not worried about being “politically
correct,” decisive, can make decisions quickly, willing to make tough decisions, makes deci-
sions, can “stand tall” when he needs to, stands up for people and processes that he believes in
— will not “take crap,” never afraid of bringing flak on himself if needed, I really respect him
— he won’t back down.

• A strong leader, strong leadership persona, a strong person, a good leader, can be a great
teacher — I have learned a lot from him, he has been a great coach for me, he has helped me
more than anyone else in our company, I have improved as a leader and a professional
because of him, he is a great teacher and proud to be a teacher, I admire him, really cares
about people who work for him, he is incredibly loyal to his people, if you are on his team, he
will really support you, loyal to his team, loyal to our company, he has given me a chance, he
has been very loyal to me, can see the good in people — identify their strengths and show
them how to use their talents, will give people a chance to prove that they can succeed, can be
personable, has good social skills, I see him as a friend, actually a nice guy, fair with people,
tries to “do what is right” in rewards and compensation.
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• Doing a good job of empowering his leadership team, he is very empowering in both “what I
do” and “how I do,” he has gone from “hands on” to “letting go” — this is good, involving the
core leadership team in planning — making sure that everyone is “on board,” includes his key
team in decision making, great at acknowledging the achievements of others, appreciates
creativity in others.

• Making an effort to reach out more, better at reaching out to more of his leaders, he is getting
better on the people side, has vastly improved on the people side, not as harsh as he used to
be, he has improved his language, better at not using foul language, he now apologizes when
he catches himself doing the wrong thing.

• He is a great role model for how to deal with our families, he always takes calls from his
family members — this is very impressive, he is very respectful to his family — this sends a
strong message to all of us, he cares about his family, he cares about work-life balance, he
has an appreciation of work-life balance.

• Understands change, sees change as an opportunity — not a problem.

• An effective public speaker, very articulate.

• It is great that he is doing this — it can help him for the rest of his life,

• Is sincerely committed to achieving diversity, has a real commitment to diversity, he is
genuine in his commitment to diversity — this isn’t just “lip service.”

John Doe Suggestions

• Can be quite intimidating, he intimidates people — without even trying, at times manages
by fear — this can stifle the creativity in his group, when he “gets his dander up” he can put
people off by being over-aggressive, some think that he is a bully, he can be seen as a bully, he
gets angry — he is often in a bad mood, reacts too quickly — this can cut people off — may
not hear the whole story, he can come off as “the angry man” too often, the thing that does the
most damage is his anger, he needs to be aware of his facial expression, his facial expression
shows his anger — even if he doesn’t say anything, his voice inflection may communicate
negative emotion, he “wears his emotions on his sleeve,” sometimes he is in a bad mood and
carries it to work, we never know when he will erupt and do something that we don’t want to
be part of, when he gets mad, people want to “get out before I damage my career,” for the
“faint of heart,” he can be terrifying, quiet people can get “railroaded” by him, he needs to
think about the bigger picture before erupting, his biggest issue is his emotional reactivity, his
biggest issue is that he is too reactive, needs to keep calm, can be very impatient, sometimes
seems to have “terminal ADD” — extreme lack of “tolerance for people he thinks are fools,”
always ready to tell you what he thinks — sometimes without listening, may say things like
“this is the stupidest thing that I have ever
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heard, sometimes says “what a f***ing idiot,” some people see him as disrespectful and not
behaving in a collegial way, can use “rough and tumble” language, says whatever he feels, can
be abrupt, the idea of “process” does not seem natural for him, he has great people skills with
clients — needs to apply them with co-workers.

• When he makes his mind up — he quits listening, his memory is too long — once he makes
his mind up about a person — they don’t have a chance, he is too stubborn, can get obsessive
about his “right answer” when he doesn’t really understand the situation.

• Needs to work on his people skills, he needs to improve the way he delivers the message, his
challenge is his ability to be a cheerleader, we need optimism — this needs to be a critical
focus for him, he needs to thank people more, we need more “inspiration” and less “intimida-
tion,” he needs to change his style in different situations, react differently with different folks,
he needs to be more flexible in understanding people’s needs, he expects people to drop what
they are doing and take care of what he needs, he seems incapable of dealing with certain
personality types, a suggestion — have the meeting before the meeting — work out differences
in a collegial fashion.

• I am impressed with the fact that he has a coach and is trying to get better — he doesn’t have
to do this — this is very positive, I was surprised that he is doing this — I think that it is a
good idea, some of us were surprised that he was getting a coach — at first I thought that this
was stupid — now I think that it is a good idea.

• He needs to spend more time with his leaders, he needs to make time for people, I would like
him to spend more time with me.

• Needs to be clear on his priorities.

• Could get more input from those responsible for executing the strategy — before the decision
is made, can create a “charmed circle” that he will listen to and not get needed broader
analysis.

• Can be seen as deferring to females — men resent this.

• Sometimes goes to sleep in late meetings — this isn’t good.

• He needs to “take a breath” and give himself some credit for all that he has helped people
accomplish in tough times, he needs to “pat himself on the back” a little more.
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John Doe: Summary Mini-Survey Results

Treating People with Respect/Avoiding Destructive Comments
+5, +4, +4, +3.5, +3, +3, +3, +2.5, +2.5, no clear opinion

+ John is doing wonderfully, he is much better at treating people with respect, he has been
much more sensitive to this issue, there is a marked improvement in this area, he is truly
making progress in this area, I think that he is really improving, although John has always
been respectful to me, he is making much more of an effort to choose his words, he has
become more thoughtful, in general he is much better in this area, he has made a real effort
to be respectful — I can see when he remembers to “slow down” and think, he has worked
very hard in this area — and it shows, I can’t think of the last time that John “got down on
people.”

+ He has not lost his temper, he has gotten as close to docile (when he should) as John can —
he has not “raised his voice” when I have been around, he used to use inappropriate language
all of the time — he doesn’t do this any more, this was awkward for him — he has become
much more self-aware, he used to use humor that some people did not see as humorous —
he has gotten much better about not doing that.

+ I suggested that he smile more — he is doing that.

- He can still have a tendency to “correct” too much, this is still hard for him.

- I haven’t seen him too much — it is hard for me to give a fair assessment.

Genuinely Listening/Avoiding Intimidation
+5, +5, +4, +4, +3.5, +3, +2, +2, +1.5, no clear opinion

+ He and I went through a tough situation together — afterward he asked my advice for how it
could have been handled — we had a great talk and things have gone very well — I am not
sure that he would have done this before, he used to have a tendency to “put his views out
early” — this would tend to bias the dialogue — he has worked hard on not doing this, he is
thinking much more about his actions, I have noticed him “check himself” before comment-
ing — he didn’t do this in the past, listens more actively — does not cut off discussions, he
always has a view — he used to just express it too much, he is “sitting back and listening”
more.

+ I think that he has done a great job, in general he is much better in this area, he has made
great progress in listening, he is making the time to listen more and listen better.

+ When he listens more, he makes better decisions.

+ I just had the best meeting that I have ever had with him.

+ This was not a big issue for me in the first place.
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- People still sometimes worry about what he will say, he needs to be more sensitive to
his audience.

General Comments

• He should continue to focus on what he has been working on — this will continue to help him
in the future, all of this work will help him in new job, he has to be very cognizant of these
issues in his new environment — he needs to be sensitive about how he will be perceived,
keep doing what he has been doing, keep showing people that he cares, keep doing what he
has been doing.

• Keep on trying to listen more than you talk.

• Keep smiling.

• He needs to give himself more credit, he should be proud of all that he has accomplished,
John has done so much — he should be proud of all that he has done.

• Still worries too much — needs to “lighten up” and enjoy life more.

• I worry about him — he takes things too seriously — he still needs to “let go” a little more.

• I think that John has a hard time hearing praise — he is going to hear people say a lot of nice
things about him — he needs to handle this graciously.
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Expanding the Value of Coaching:
From the Leader to the Team to the Company
By: Marshall Goldsmith

(Published in: The Art and Practice of Leadership Coaching, edited by Howard Morgan, Phil Harkins and Marshall
Goldsmith, Wiley, 2005) All names of people and companies are fictitious.

Joe Smith is the President and Chief Executive Officer of Clarkson Products. Clarkson Products
is a key division of Clarkson Enterprises and employs over 40,000 people. Clarkson Enterprises
is a “Fortune 100” company that employs over 100,000 people and is a leader in its industry.

I had the opportunity to work with Joe as an executive coach for over a year. Although I am not
sure how much Joe learned from me during this period, I learned a lot from him and from his
team! I hope that the great work done by Joe and his team gives you a few ideas that you can
use, either as a coach or as a person being coached.

This real life case study shows how an executive can expand a simple coaching assignment to
benefit his team and the entire company. I hope the article also reinforces my observation that
the most important factor in executive coaching is not the coach. It is the executive being
coached and his or her co-workers.

Getting Started

My coaching process is somewhat unusual. My mission is to help successful leaders achieve
positive change in behavior: for themselves, their people and their teams. I work with my clients
and their managers to determine: 1) who are my client’s key stakeholders and 2) what are the
key behaviors that my client wants to change. The company pays me only after my client has
achieved a positive change in key behaviors as determined by key stakeholders.

The project began when I met with Bruce Jones, the CEO of Clarkson, and Mary Washington,
the EVP of Human Resources. Bruce was clearly a “fan” of Joe’s. He let me know that Joe was a
fantastic leader who had produced consistent results. He felt that Clarkson would benefit if Joe
played a greater role in reaching out across the company and building relationships with his
colleagues in other divisions. Mary agreed that Joe was a key resource for the company and
that the entire company could benefit from his increased involvement. Clarkson, like many of
my clients, is trying to increase synergy across divisions and build more teamwork across the
company.

When I first met Joe, I was impressed with his enthusiasm and love for his job. He was clearly
in a place where he wanted to be. Joe was very proud of what Clarkson Products produced and
proud of the people who worked with him. I have worked with over 70 major CEOs. I have met
a lot of committed leaders. Joe is one of the most committed leaders I have ever met.

Joe liked the design of our coaching process. He developed a list of key stakeholders and called
Bruce to validate his list. He decided to work with me.
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Collecting Information

I conducted one-on-one confidential interviews with each of Joe’s pre-selected stakeholders.
Both colleagues and direct reports agreed that Joe was brilliant, dedicated, hard working, high
in integrity, great at achieving results, well organized and an amazing leader of people.

Joe’s peers felt that the company could benefit if he did a better job of reaching out and forming
partnerships with them. Some believed that Joe and his team were so focused on achieving
results for the Products division that they hadn’t placed enough emphasis on building synergy
and teamwork across the entire Clarkson business.

Joe’s direct reports agreed that Joe, his team and the company would benefit if the Products
team did a better job of reaching out across the company. They also wanted Joe to focus on
making sure that everyone felt included. Some mentioned that Joe was so focused on achieving
his mission that he could (unintentionally) leave out people or ideas that were not on his “radar
screen.”

All of the interview data was collected by topic, so that no individual could be identified. After
reviewing the summary report of the interviews with Joe, he agreed that he wanted to work on
“reaching out across the company and building partnerships with colleagues” as a personal
goal. He also expanded the goal to include his entire team.

Joe also decided to work on “ensuring involvement and inclusion” with his direct reports. Joe
checked in with Bruce and both agreed that these were worthwhile goals.

Involving Team Members

Our research on behavior change is clear. If leaders get feedback, follow-up and involve their
co-workers in the change process, they get better. If they don’t follow up and involve their
co-workers, they usually are not seen as improving.

As part of the coaching process, Joe had one-on-one discussions with each of his colleagues and
direct reports about what he had learned in his initial feedback. He thanked them for their
input, expressed gratitude for their involvement and positive comments, openly discussed what
he wanted to change and asked them for their ideas on how he could do a great job.

After the initial discussions with his direct reports, Joe made a minor modification in one of
his goals. He decided that his direct reports wanted him to do a great job of “inclusion and
validation.” The Products division was going through very turbulent times. Several of Joe’s team
members wanted to make sure that he was “checking in” with them and validating that they
were headed in the right direction during these changing times.

While I always recommend that my coaching clients follow up with their key stakeholders to get
ongoing ideas for improvement, Joe came up with a much better idea. He got his entire team
involved! Not only did Joe pick key colleagues to connect with on a regular basis, so did every-
one on this team. This expanded the benefit, “reaching out” far beyond anything that Joe could
do by himself. In fact Joe’s team established a matrix with ongoing process checks to ensure
that everyone was “sticking with the plan.” All members of Joe’s team talked about whom they
were contacting and what they were learning on a regular basis. They shared information with
each other to help improve cross-functional teamwork, synergy and cooperation.
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In the area of ensuring inclusion and validation with direct reports, Joe developed an amazing
discipline. He would consistently ask, “Are the any more ideas that we need to include?” and
“Are there any more people that we need to include?” at the end of each major topic change or
meeting. This gave everyone a chance to reflect and made sure that everyone had the
opportunity to make a contribution.

Often in the meetings of high-level executive teams (like Joe’s), there is an “outer ring” of people
who may attend meetings. These are people who may report to team members and may be
providing information on key topics that are going to be discussed. Not only did Joe reach out
to make sure that his team members were included, he also reached out to ensure that everyone
in the room was invited to participate.

Over the course of the year, I had follow-up discussions with Joe’s direct reports. Not only did
Joe pick an area for personal improvement, each one of his direct reports did as well. This way
the process of change not only benefited Joe; it benefited everyone.

A couple of his direct reports showed great maturity by telling Joe, “When we started on this
process, I was critical of you for not being inclusive. In the last few months, you have been
doing everything that you can do to include people. You have asked me for my input on a
regular basis. I have to admit something. You weren’t the problem in the first place. Sometimes
I just wasn’t assertive enough to say what I was thinking. It was easier for me to blame you than
to take responsibility myself.”

A Year Later

At the end of the coaching assignment, I had the opportunity to interview each of Joe’s 15 direct
reports and his 10 colleagues from across the company. They were asked to rate his increased
effectiveness on each item on a “-5” to “+5” scale (with “0” indicating “no change”). Not surpris-
ingly, his improvement scores were outstanding. 40 percent of all numerical responses were a
“+5” and over 85 percent were a “+3” or above. No individual had a negative score on any item.
I have seen hundreds of reports like this. These scores were exceptionally positive.

In “reaching out across the company and building partnerships” both his direct reports and
colleagues were extremely satisfied with his progress. They commented on his ongoing
dedication to being a great team player. They noticed how he had “gone out of his way” in
meetings, phone calls and e-mails to be a good partner.

In “ensuring that his team does a great job of reaching out and building partnerships,” his
scores were equally positive. Both groups commented on the ongoing process that he put in
place with his team. In fact, some of his direct reports commented that their colleagues across
the company had also started becoming better team players. (It is much easier to be helpful and
supportive to someone else, if they are trying to be helpful and supportive to you!)

In “ensuring validation and inclusion” his direct report scores were not just positive; they were
amazing! His 15 direct reports had over 100 positive comments and nothing negative to say.
They almost all talked about the value of his asking for input on an ongoing basis and including
everyone who was involved in the decision.

Like many companies, Clarkson’s business was dramatically impacted by September 11 and its
aftermath. This was an extremely hard year for Joe, his team and his company. Many of his
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team members noted how easy it would have been for Joe to “lose it” and not reach out to
others during this tough time. He had every “excuse” not to put in the time. They were amazed
at his ability to involve, inspire and motivate people when times were so tough. Some of the
written comments were more than positive; they were moving.

Learning Points for Coaching

• The key variable in determining the success of coaching is not the coach; it is the person being
coached and his or her co-workers.

Joe had greater challenges and problems than almost any of the people that I have coached. In
spite of this, he achieved outstanding results in building relationships with his colleagues and
being inclusive with his team. He didn’t get better because I did anything special. In fact, I have
put in much more time with people who have achieved much less. He reinforced an important
lesson for me (as a coach) — only work with people who care!

As a person who is being coached, never put the responsibility for your change on the coach.
It is your life. Like a personal trainer, the coach can help you get in shape. You are the one that
has to do the work.

Not only was Joe a model of ongoing dedication and commitment, so was his team. Every team
member had a positive, “can do” attitude toward improving teamwork across Clarkson. Joe’s
positive results were not just a reflection of his efforts; they were a reflection of his team’s
efforts.

• True long-term change requires discipline over time and process management.

One of the great false assumptions in leadership development is, “If they understand, they will
do.” If this were true, everyone who understood the importance of going on a healthy diet and
exercising would be in shape. Every executive that I meet is smart. In terms of behavior, they
all understand what they should do. Joe did it!

Joe established an ongoing process and discipline and “stuck with it.” He managed a process.
He made sure the follow-up discussions were scheduled. He had the discipline to ask, “Are there
any people or ideas that we need to include?” over and over again. Joe worked with Carrie, a
great executive assistant, who helped keep him and his team on track.

• By involving team members and key stakeholders, the value of the coaching process can be
increased exponentially.

Not only did Joe get better, everyone around Joe got better! Joe’s entire team was involved in
the process. Everyone in his team reached out across the company to build partnerships and
increase synergy. Everyone on Joe’s team picked personal “areas for improvement” and focused
on getting better. Many of the members of Joe’s team began to implement the same process with
their own teams. In some cases, people across the company began reaching out to Joe’s team in
a much more collaborative way.

Joe was given a simple challenge to change his own behavior. Through his effort at personal
improvement, Joe ended up benefiting hundreds of people across Clarkson.
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CD6: Pulling Out All the Stops:
The Steps to All Successful Change

The eight rules to get a grip on the process of change

1 — You might not have a disease that behavioral change can cure.
Sometimes feedback reveals a symptom, not a disease. You might end up trying to fix ____
something that’s not broken.

2 — Pick the right thing to change
Not every challenge needs to be addressed. Just pick the one vital flaw that needs fixing.

3 — Do not delude yourself about what you really must change
Realize that the “quick fix” and the “easy solution” may not provide the “lasting fix” and __
the “meaningful solution.”

4 — Do not hide from the truth you need to hear
You’re better off finding out the truth than being in denial.

5 — There is no ideal behavior
Instead of trying to be the best at everything, pick one thing to improve, and “attack” it ___
until it doesn’t matter anymore (rather than trying to improve until you’re perfect).

6 — If you can measure it, you can achieve it
Everything is measurable if you get creative about how to track it.

7 — Monetize the result; create a solution
You can either create a money punishment (a fine, for example) or a money reward (a ____
bonus, for example).

8 — The best time to change is now
Stop waiting for a “better time” to make a change.
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Leveraging HR:
How to Develop Leaders in ‘Real Time’
by Linda Sharkey

Article published in Human Resources in the 21st Century. Editors Robert Gandossy, Marshall Goldsmith, and Marc
Effron. Reprinted with the permission of the publisher and Linda Sharkey, John Wiley and Sons. (c) 2003. ISBN:
0471434213.

What We Know

We have known for many years (through a variety of research projects, such as those conducted
by James Kouzes and Barry Posner, the Center for Creative Leadership, and Chris Argyris) that
leadership is not primarily learned in the classroom — it is learned on the job. Action learning,
feedback, and coaching have all been used to help leaders develop through practical experience.
Individuals can become better leaders by facing challenges and learning from their experiences.
In fact, most leaders prefer to learn in “real time,” in the business setting, rather than in a class-
room. From reading leadership literature, we also know that when discussing their leadership
journeys, leaders will very often cite a strong mentor or coach as a key component of their
personal development.

Many successful leaders understand that coaching and feedback are important. They know how
meaningful it was to them in their career growth. Though leaders understand the importance
of coaching and feedback, they often don’t do a great job of providing coaching and feedback
themselves. Reviews of 360 degree feedback summaries from major corporations almost always
indicate that “provides effective coaching and feedback” is one of the lower-rated items for most
managers. With the demands of today’s workplace and the global nature of today’s workforce,
many managers do not feel they can find the time to provide effective coaching.

What can organizations do to help managers get and give the coaching they and their teams
need? One answer is to hire external coaches. However, organizations usually hire external
coaches for individuals with uncommonly difficult interpersonal challenges. External coaches
are often reserved for the most challenging cases and not used to help “good talent” get better.
External coaches can be costly, and few organizations can afford to provide this service to “next
generation” leaders. Additionally, it is difficult to document and measure the impact that
external coaches have on the effectiveness of leaders over a sustained period of time. Another
approach is to build coaching into the culture of the organization by developing internal coach-
ing capability. And, who better to be coaches than HR professionals? Who better to get coaching
from than those who see you in your daily work context? This is precisely what GE Financial
Services decided to do!

Developing HR Coaches at GE Financial Services

At GE Financial Services, we tapped into three key competencies: 1. our fierce focus on growing
top-notch leaders, 2. our solid human resource expertise, and 3. our learning culture. With these
ingredients it seemed natural to use the organization’s HR professionals to develop leaders in
“real time” and in their own context. We believed that as our fast-paced business environment
becomes increasingly global, coaching must be provided in the cultural context of the organiza-
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tion and the locality. So, we put together a process that enabled leaders to coach others within
their organization and (because HR professionals are essential players in keeping the corporate
culture) get personal coaching from the HR community. Our process utilized a proven model
for coaching. It also provided a framework for HR professionals to use in coaching others and
in teaching others how to coach.

Developing the Need and Creating the Buy-in

GE Financial Services has long focused on growing its leaders. One of our leadership develop-
ment activities is an experience for executive talent called the Executive Leadership
Development Symposium (ELDS). This is an opportunity for leadership talent to attend a week-
long event that assists them in continuing to develop their leadership skills in preparation for
their next career move. The symposium gives participants time to spend on their leadership
development needs. They receive feedback through a number of survey instruments, and they
are assigned a personal coach who works with them throughout the week. Each coach is
assigned a team of participants. The coach holds one-on-one meetings with each team member,
observes team behaviors and dynamics, and provides team feedback. Originally, we used coach-
es who were external to GE Financial Services, but participant comments about the coaches
were less than positive. Then, we tried an experiment. With the next group, we used internal
senior human resource managers (HRMs) as coaches, and we received great feedback! The
HRMs loved the experience, and the coaching was seen as extremely helpful. When we followed
up with the ELDS participants three months after the program, we asked them what additional
support they would need to contin-
ue on their leadership journey. The
answer was more coaching and a
solid method for them to coach
others. Bingo! The door was open
to take leadership development to
the next level and to continue to
leverage HR in the process.

What We Did

Behavioral change expert Marshall
Goldsmith and I spent time talking
about an approach. Outside coach-
ing was not an option for us. The
experience of using our HR talent
as coaches in ELDS was so power-
ful that we wanted to build on that
success. I contacted the HRMs to
see who was interested in continu-
ing to coach on an ongoing basis.
The response was overwhelming.
The HRMs experience of the
process was as positive as their
coachees.
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We devised an approach that would teach the Behavioral Coaching Model to our senior HR
managers and also prepare them to apply the model with our ELDS grads. (See Figure 1.)
We modified the model to focus on two key issues: 1. getting personal coaching and 2. teaching
others how to coach. Additionally, there is the supposition that to be a good coach you can
benefit from the personal experience of being coached yourself. With that philosophy in mind,
we designed a half-day seminar during which senior HR managers learn the model and also
provide coaching to each other. They loved the approach!

Another powerful component of the model and its approach is that the coachees, rather than a
manager or the coach, have total control over the issue on which they wanted to work. Research
that supports this approach is very clear. Successful people are much more likely to change
when they are involved in the change process and “buy in” to the behaviors that they choose
to change. Lastly, the coachees like the model because it is simple, easy to use, and very time
efficient.

Next, the ELDS grads attended a one-day “Best-Practice Forum” on coaching. With the HRMs
leading the coaching process, coaching triads were built into the forum. The HRMs helped the
triads on two levels: 1. providing and modeling coaching using the process and 2. helping the
triad plan how to use the process to coach others in their business. The response was terrific,
and, by popular demand, we ran the forum again in Europe using the same approach. The
two-pronged model is illustrated in Figure 2.

At this juncture, it was clear that there was a strong desire for coaching and that HR saw this as
a critical competency for serving their clients. The challenge was to spread this process further
in our organization. With Marshall’s permission, we developed a train-the-trainer program for
HR professionals and rolled it out worldwide. We began incorporating the model into our lead-
ership programs and using HR people consistently as coaches. The approach is now widely
used throughout our businesses.

The Results

The key question one might have is:
what were the results? We decided to
use the mini-survey methodology (again
designed by Marshall) to see if we were
documenting consistent improvements.
First, let me explain the mini-survey
process. Three months after a coachee
identifies a behavior to improve and
goes through the steps of the model with
his or her coach, he or she then follows
up with five to seven people who can
provide feedback on his or her behav-
ioral change. The survey is completed
electronically, similar to a full 360 degree
assessment, but applies to only the one
or two specific behaviors selected by the
coachee. We devised a way to administer
this mini-survey internally. First, two
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weeks prior to sending out the survey, we notify the coachee that the survey will be sent out.
Unless we hear otherwise, we then send the survey to those who have been designated by the
coachee. Once the surveys are completed and tabulated, the results are sent to coachees. The
coachees then have specific data on the degree of their improvement. The first round of mini-
surveys showed that we had a 99 percent improvement rate — a great success! Building on this
experience, we incorporated this approach into our leadership development process.

Tables 1 and 2 illustrate that we consistently showed leadership skill improvements in the three
years that we have
been using this
process. (The mini-
surveys use a “-3” to
“+3” scale to measure
improvement, with “0”
indicating “no
change.”)

Our other observation
is that follow-up is key
to improvement. As
part of the behavior
change process,
coachees were
instructed to discuss
what they wanted to
change with their pre-
selected co-workers.
They were asked to
follow-up with coaches
and co-workers to get
ongoing “progress
reports” on how they
were doing (as well as
suggestions for further
improvement). Tables
3, 5, and 6 show the
degree to which the
coachees followed-up
with their coaches and
selected co-workers.
The follow up rate
correlates strongly
with the coachee’s
degree of improvement
— another key element
of success.
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As you can see from Table 3, coachees who did no perceptible follow-up showed little more
improvement than random chance.

Even a little follow-up (see Table 4) produced a clear positive trend. Note that 20 percent of the
coachees were seen as improving at the “+2” to “+3” level.

Participants who were credited with “some follow-up” showed a clear positive trend. Over 38
percent were rated in the “+2” to “+3” categories. This is nearly double the percentage in these
categories when compared to “little follow-up.” (See Table 5.)

Participants who were seen as engaging in “frequent follow-up” were rated as clearly increasing
their effectiveness in selected areas for improvement. Over 74 percent of raters scored them at
the “+2” or “+3” level. (See Table 6.)

Participants who were seen as consistently (or periodically) following up were rated as
dramatically increasing in effectiveness. Over half were seen as improving at the “+3” level.

Next Generation

Realizing the power of internally applied coaching, we decided that an organization-wide 360
degree process would further support our efforts to keep our managers on the top of their lead-
ership game. A consistent 360 degree process was launched for our leaders starting at the top of
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the company and spanning around the world. Here again, we leveraged our HR community to
drive the process and provide coaching. However, a unique twist was added. We provided all
our leaders with a list of HR professionals that they could choose from to be their coach.
Having the leader “select” the coach is another way that we built “ownership” into the process.
Each leader selected a coach and spent time debriefing his or her 360 degree feedback with him
or her and, in many cases, with his or her direct reports who also went through the 360 degree
feedback process. This was a massive effort, but proved to be very useful. We now have solid
data upon which to continue to drive our leadership efforts, and we have our key global players
aligned with an internal coach to work on personal development. This, I believe, will go a long
way to help build open organizations in which people in the organization see helping others
improve and grow through feedback and coaching as part of their job.

This data from the global 360 degree feedback process has provided another platform to
continue to leverage HR at a strategic level within the organization. Because all of our leader-
ship teams participated in the 360 degree survey feedback process, they now work as teams to
help each other improve. When the leadership teams share their development needs with each
other and use the coaching model, they often find three things: 1. they have similar issues, 2.
they get great improvement suggestions from each other, and 3. they get support from each
other to improve. Human resource professionals played a key role in driving this approach. HR
professionals both taught the teams the approach and led them through the coaching process.
Another clear win!

Lessons Learned and Advice

I believe that HR professionals can be critical resources for organizations as they continue to
globalize. While HR has long been important in the GE culture, there is no reason that our
learnings cannot apply to other organizations. In global companies, the need to drive consistent
leadership behaviors and organizational culture will be critical. Who else can raise the tough
issues relative to culture and people but the human resource professional? Leveraging HR to
be the corporate conscience and to help raise personal leadership issues will continue to be
essential in the 21st century. Leadership development can’t be confined to the classroom. It
must also be “real time” in the day-to-day work experience. Who better to be the beacons for
raising leadership development issues than HR professionals?

In our experience there were some critical lessons learned:
1. Use a consistent 360 degree assessment tool across your business that accurately reflects the

leadership behaviors required for success.
2. Link coaching to the 360 degree process to ensure that actions are taken beyond the usual

action plan.
3. Use your internal human resource professionals as coaches.
4. Ensure confidentiality of your HR coaches.
5. Drive an internal follow-up process through the mini-survey approach.
6. Cascade the 360 degree assessment and coaching model through the organization.
7. Make sure each HR professional has coaching responsibility for his or her teams.

Originally published in Human Resources in the 21st Century, edited by Marc Effron, Robert Gandossy and Marshall
Goldsmith, Wiley, 2003.
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Helping People Achieve Their Goals
by Marshall and Kelly Goldsmith,

Leader to Leader Winter 2006, p. 1

In today’s competitive world, top executives increasingly understand that sustaining peak
performance requires a commitment to developing leaders throughout the organization.
Leaders need to develop other leaders. An important part of this development process includes
helping people set — and achieve — meaningful goals for personal change. All too often,
however, goals are not set in a way that helps ensure the follow-through needed to turn great
plans into successful outcomes.

Our research on goal setting and our experience in coaching have helped us better understand
the dynamics of what is required to actually produce positive, long-term change in behavior.
We believe that the lessons executive coaches have learned in helping their clients set goals
apply to leadership development in a wide variety of settings. Whether you are a professional
coach, a leader coaching your direct reports, a mentor advising a younger colleague — or just
working on your own development — a better understanding of the dynamics of goal setting
and the challenges of goal achievement may help you understand why people often set great
goals, yet lose the motivation to achieve them. This understanding can help ensure that the
people you are coaching stick with the plan and ultimately reach their desired targets.

In this article, we focus primarily on behavioral goals, such as becoming a better listener or
more effective at involving team members in decisions. Much of the published research in the
field of goal setting involves health-related goals, such as losing weight. We show how many of
the challenges that occur when changing behavior that is related to great health (such as more
exercise) are similar to challenges that occur in changing behavior that is related to great lead-
ership (such as more listening)!

Why do goal-setters frequently give up in their quest for personal improvement? Most of us
understand that New Year’s resolutions seldom last through January — much less for the entire
year! What goes wrong?

Six primary reasons explain why people give up on goals. Understanding these roadblocks to
goal achievement can help you apply a little preventive medicine as you help others set goals —
so ultimately they will be more likely to achieve their objectives for change.

Ownership

I wasn’t sure this idea for changing behavior would work in the first place. I tried it out —
it didn’t seem to do that much good. As I guessed, this was kind of a waste of time.

One of the most common mistakes in all leadership development is the roll-out of programs
and initiatives that promise, “This will make you better.” A classic example is the performance
appraisal process. Many companies change their performance appraisal forms on a regular
basis with the promise that the “new and improved” form will lead to more effective feedback.
How much good effect do these changes usually have? None! The new appraisal forms usually
just confuse leaders and are seen as annual exercises in futility. What companies don’t want to
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face is the real problem with the appraisal process — it is almost never the form. The real
problem is the managers who lack either the courage or the discipline required to deliver
effective feedback.

The problem with “this will make you better” is that the emphasis is usually on the “this” and
not the “you.” Leaders who want to help their people develop as leaders need to communicate a
clear message — ultimately, only you can make you better.

Successful people tend to have a high need for self-determination. In other words, the more
leaders commit to coaching and behavioral change because they believe in the value of the
process, the more likely the process is to work. The more they feel that the change is being
imposed upon them — or that they are just trying it out — the less likely the coaching process
is to work.

In goal setting, you need to ensure that the change objectives come from inside the person you
are coaching — and are not just externally imposed with no clear internal commitment. As
executive coaches, we have learned that our clients need to understand that they are ultimately
responsible for their own behavior. Leaders, who are also coaches, need to communicate the
same clear message.

Time

I had no idea this process would take so long. I am not sure it is worth it.

We all have a natural tendency to underestimate the time needed to reach targets. Everything
seems to take longer than we think it should! When the time elapsed in achieving our goals
starts exceeding our expectations, we are tempted just to give up on the goal. Busy, impatient
professionals can be even more time-sensitive than the general population.

While the “optimism bias” about time is true of goal-setters in general, it can be even more of a
factor for leaders who are trying to change while the perceptions of coworkers seem to ignore
their new behavior. We all tend to see people in a manner that is consistent with our previous
stereotype — and we look for behavior that proves our stereotype is correct. Coworkers are no
different from anyone else. Research reported in the Fall 2004 issue of Strategy+Business shows
that the long-term follow-up and involvement of coworkers tends to be highly correlated with
positive change in the perceived effectiveness of leaders. This positive change in perception
does not occur overnight. Harried executives want to “check the box” and assume that once
they understand what to do — and communicate this understanding to others — their problems
are solved. If only the real world were that simple!

In helping others set goals, it is important for them to be realistic about the time required to
produce a positive, long-term change in behavior. Habits that have taken 40 years to develop
will not go away in a week. Help them understand that others’ perceptions may seem unfair and
that — as they change their behavior — others may not recognize this change for months. If
you help them establish realistic expectations in the goal-setting process, people will not feel
there is something wrong with them or their coworkers when they face a time challenge. They
will realize that this is a normal part of the change process. Ultimately, as the research shows,
changed leadership behavior will lead to changed perceptions and more effective relationships
with coworkers.
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Difficulty

This is a lot harder than I thought it would be. It sounded so simple when we were
starting out.

The optimism bias of goal-setters applies to difficulty as well as time. Not only do most achieve-
ments take longer than expected — they also require more hard work! Managers often confuse
two terms that appear to be synonymous but are actually quite different: simple and easy. We
want to believe that once we understand a simple concept, it will be easy to execute a plan and
achieve results. If this were true, everyone who understood that they should eat a healthy diet
and exercise regularly would be in shape. Diet and exercise books are almost always at the top
of the best-seller lists. Our challenge for getting in shape — as well as changing leadership
behavior — is not understanding, it is doing!

Long-term change in leadership effectiveness requires real effort. For example, it can be chal-
lenging for busy, opinionated leaders to have the discipline to stop, breathe, and listen patiently
while others say things they do not want to hear. While leaders may understand the need to
change — and even have a great desire to change — it is still hard to have the discipline to
change.

It is critical to help goal-setters understand that real change requires real work. Trying to get
buy-in with statements like “this will be easy” or “this will be no problem for you” can make
goal-setters feel good in the short term, but can backfire in the long term — when they finally
realize that change is not that easy and begin to face trade-offs and challenges in their journey
toward improvement. Helping goal-setters understand the price for success in the beginning of
the change process will help prevent the demoralization that can occur when challenges arise
later in the change process.

Distractions

I would really like to work toward my goal, but my company is facing a unique challenge right
now. It might be better if I just stopped and worked on this goal at a time when things aren’t so
crazy!

Goal-setters have a tendency to underestimate the distractions and competing goals that will
invariably appear throughout the year. One good counsel you can give to the person you are
coaching is, “I am not sure what crisis will emerge in the next year — but I am almost positive
that some crisis will emerge!”

In some cases the distraction or crisis may come from a problem; in other cases it may result
from an opportunity. For example, mad cow disease was a crisis for leaders in the meat-packing
industry. It is hard to focus on long-term leadership development when the company is facing a
short-term financial crisis! On the positive side, when “Cabbage Patch Kids” became a craze,
the company started selling more dolls than anyone could ever imagine. It is hard to focus on
long-term leadership development when your company has a “once in a lifetime” short-term
profit opportunity.

In planning for the future, coaches need to help goal-setters assume that unexpected distrac-
tions and competing goals will occur. Leaders should expect the unexpected and build in time to
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deal with it. By planning for distractions and competing goals in advance, leaders will be far
less likely to give up on the change process when either special problems or special opportuni-
ties appear.

Rewards

Why am I working so hard at becoming a more effective leader? After all my effort — we still
aren’t making any more money!

People tend to become disappointed when the achievement of one goal doesn’t immediately
translate into the achievement of other goals. For example, dieters who lose weight may give up
on their weight loss efforts when prospective dates don’t immediately become more attracted to
them.

Hewitt Associates has done some fascinating research (summarized in Leading the Way by
Robert Gandossy and Marc Effron) that documents the positive long-term relationship between
a company’s investment in leadership development and its long-term financial success. By con-
trast, no research shows that investment in developing leaders produces greater short-term
profits.

Increasing leadership effectiveness is only one factor in determining an organization’s overall
success. For example, a company may have the wrong strategy or be selling the wrong product.
If a company is going down the wrong road, increasing people management skills will only help
it get there faster.

Managers need to personally buy in to the value of a long-term investment in their own develop-
ment. If they mistakenly believe that improving leadership skills will quickly lead to short-term
profits, promotions, or recognition, they may become disappointed and give up when these
benefits don’t immediately occur. If they see personal change as a long-term investment in their
own development — a process that will help them become more effective over the course of
their careers — they will be much more likely to pay the short-term price needed for long-term
gain.

Maintenance

I think I did actually get better when I was being coached, but I have let it slide since then.
What am I supposed to do, work on this stuff for the rest of my life?

Once a goal-setter has put in all the effort needed to achieve a goal, the reality of the work
required to maintain changed behavior can be tough to face. One of the first reactions of many
dieters upon reaching their weight reduction goal is to think, “This is great! Now I can start
eating again. Let’s celebrate with some pizza and beer!” Of course this mind-set leads to future
weight gain and the yo-yo effect that is unfortunately so common in dieters.

Leaders need to understand that leadership is a process — not a state. Leaders can never “get
there.” Leaders are always “getting there.” The only way exercise helps people stay in shape is
when they face reality: “I do have to work on this stuff for the rest of my life!” Leaders need to
accept that their leadership development is an ongoing process that will never stop. Leadership
involves relationships — when people change, relationships change — and maintaining any
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positive relationship requires ongoing effort over a long period of time. Relationships don’t
remain great because someone “got better” and stayed in this state of “betterness” forever —
with no additional work.

Real Change Requires Real Effort

Leaders can help people set goals that increase their probability of lasting change — or they can
help them set goals that may feel good in the short term but lead to disillusionment and giving
up in the long term.

The typical advertisement or “infomercial” designed to help people get in shape provides a great
example of what not to do in goal setting. The message is almost always the same: “For an
incredibly small amount of money, you can buy a revolutionary product that is amazingly easy
and fun to use. This product will produce fantastic results in almost no time and you will have
the body that you always wanted.” Most infomercials imply that you will not have to continue
exercising and dieting for years — that you will continue to look young — and that you will be
a magnet for members of the opposite sex for the rest of your life!

In reality there is no easy answer. Real change requires real effort. The quick fix is seldom the
meaningful fix. Distractions and competing responses are going to happen. The higher the level
of the leader, the more likely it is that they will happen. Improving leadership skills — like get-
ting in shape — won’t solve all of life’s problems. And finally, great leadership is not a game that
can be won in a year — it is a process that requires the commitment of a lifetime!

One of our great teachers, Paul Hersey, always said, “Leadership is not a popularity contest.” An
important component of leadership is coaching. Coaching should never become a popularity
contest either. Coaches, whether inside the company or external, need to have the courage to
tell the truth up front. By challenging people in the goal-setting process and helping goal-setters
face the difficult realities of lasting change, good coaches can go a long way toward ensuring
that behavioral change becomes a reality — and that goals don’t become more “New Year’s
resolutions” that feel good for a few days — but then disappear over time. This message may
sound tough but at least it is real. Successful people are not afraid of challenging goals — they
just need to understand the true commitment that will be required to reach these goals. In fact,
clear and specific goals that produce a lot of challenge — when coupled with a realistic assess-
ment of the roadblocks to overcome in achieving these goals — can produce consistently strong
long-term results.

The benefits of well-thought-out goal setting are clear. Honest, challenging coaches can help
people make a real difference — both in their organizations and in the lives of the people they
help.
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Is It Worth It?

When I get better at: ______________________________________________________________________

List the benefits:

1) ___________________________________________________________________________________

2) ___________________________________________________________________________________

3) ___________________________________________________________________________________

4) ___________________________________________________________________________________

5) ___________________________________________________________________________________

6) ___________________________________________________________________________________

7) ___________________________________________________________________________________

8) ___________________________________________________________________________________

9) ___________________________________________________________________________________

10) __________________________________________________________________________________

One of two things will happen. You either realize, yes, this is really important, and I should
get to work on this. Or two, sometimes you may feel that it’s not that meaningful. You’re
just making up benefits. If that’s what happens, it’s good too, because what you just learned
is you’re probably not going to do it anyway.
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