
1Why Coaching?
Why Now?

Every moment of one’s existence, one is growing into more or retreat-
ing into less. One is always living a little more or dying a little bit.

—Norman Mailer

IN THIS CHAPTER

Rationale for leadership coaching

The growing coaching profession

The link between coaching and emotional intelligence

How coaching enhances results in business and nonprofit organizations

Achieving peak performance through coaching

C oaches are everywhere these days. It’s “cool” to have a coach, yet it
is often a misinterpreted and misunderstood role. Look around your

community and you are likely to see a growing number of professional
coaches. There are parent coaches, life coaches, executive coaches, abun-
dance coaches, business coaches, and school-based instructional coaches.
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The term coach isn’t new and is known by just about everyone. Surely anyone
who’s participated in a sport has had a coach and an inkling of what 

a coach may do. However, the coaching
role in a professional setting is different
and needs to be defined, understood, and
distinguished from other helpful roles.

Executive and leadership coaching is
finally beginning to emerge in schools,
providing confidential, individualized
professional growth in a convenient,
ongoing format that is focused on the
leader’s specific challenges. It is a com-
mon strategy available to leaders of busi-

ness to enhance their performance and strengthen their organizations.
School leaders need the same service and benefits to successfully lead their
schools and districts to high levels of achievement.

The role of instructional coach is becoming common in schools. The
function of instructional coaches is broad and multifaceted and includes
many roles merged into one. Instructional coaches are described by
Killion and Harrison (2005) as

• Catalysts for change
• Classroom supporters
• Curriculum specialists
• Data coaches
• Instructional specialists
• Learning facilitators
• Mentors
• Resource providers
• School leaders

School-based coaches have a challenging and complex role offering
individualized support to the classroom teacher. They are usually expert
in specific content areas, typically literacy or mathematics—necessary
specialties. However, when they are faced with challenges and staff
members that don’t want to change, they often hit a wall. School-based
coaches need more preparation in dealing with the people aspect of
change. How do they handle the teachers who don’t think they need 
to change? Or resists change? Or resists the presence of a coach? What do
school-based coaches do when teachers don’t trust them or the process or
when personal issues may impact their professional performance? What
strategies do school-based coaches have when coachees believe they are
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Executives and HR managers know
coaching is the most potent tool for
inducing positive personal change,
ensuring better-than-average odds of
success and making the change stick for
the long term.

—John H. Eggers and
Doug Clark (2000)
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already doing their absolute best or don’t
believe in the new methods? My experience
working with school-based coaches tells
me they are frequently stuck, stumped and
frustrated when confronted with these very
common situations. Although the focus
and intent of this book is to develop quality
school leadership coaching programs, the
information, models, tools, and techniques
can be used successfully by school-based
coaches.

School systems need to provide
programs to prepare coaches that have
sufficient coaching skills, techniques, and
appropriate practice to be highly effective in
their roles to help teachers create change.
Chapters 3 through 5 provide a core of common learning that both
instructional and executive coaches need to support others through the
change process. With more coaching skills and techniques, school-based
coaches will be equipped to deal more effectively with changing behavior
by working with coachees to change perceptions and limiting thought
and belief systems. School-based coaches need a vast repertoire of tech-
niques that go beyond mentoring and facilitation skills, looking at data, or
any external strategies. School-based coaches need strategies for working
with the inner life of coachees.

It is time for coaching to expand beyond the classroom and become 
the school improvement strategy to boost performance of everyone who
touches the lives of children. As school systems across the country and
around the world struggle to create higher-achieving organizations and
improve student learning results, effective coaching can boost effective-
ness for all educators—leaders, teachers and students—and help districts
achieve the high levels of performance they seek. I imagine a future sys-
tem where school leaders incorporate a coaching approach when com-
municating with their staff, where principals coach teachers and teachers
use coaching techniques with students. I anticipate that the culture of
such a system will change dramatically, and results will skyrocket.

WHAT’S THE PAYOFF?

How likely is it that your district would be willing to invest precious staff
development resources in something that only has a 5% to 15% chance of
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Trying to implant a goal that is
incongruent with the self-image is like
trying to plant grain by dropping seeds
on rock-hard, bone-dry ground. No one
can consistently outperform his or her
self-image. No one can overcome it
with willpower. No one can sneak past
it and perform in an incongruent
manner. The bottom line is that you
cannot “do” things without “being” the
kind of person who does those things.
You must “be” to “do.”

—Dr. Maxwell Maltz
(as quoted in Agno, 2003)
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success? Not likely, yet many are doing just that. As demands on districts to
improve student achievement continue, districts are wise to consider how
they spend their school improvement and staff development resources.

The research on effective staff development has shown little impact
of traditional training programs on creating change in the classroom
(Collins, 1997; Joyce & Showers, 1995). It recommends models that
provide ongoing support and are job embedded, and it specifically recom-
mends coaching. This is not news to experienced staff developers. Looking
at Figure 1.1, you can see that without coaching built into the improve-
ment process, only between 5% and 15% of learning is transferred.

Implementing new learning doesn’t occur by learning new skills or
information but by providing support through coaching to embed them.
Put another way, if your staff development budget is $100,000 and is
focused on a workshop model, although learning is taking place, you are
getting a benefit of only $5,000–$15,000 worth of learning that trans-
fers to the classroom. With coaching, your investment would yield a
whopping $80,000–$90,000.

Another survey supports these same findings: “In a 1988 study of
3,300 managers and human resource professionals, it was concluded
that, of $48 billion spent on training and change programs, only
12%–15% was considered money well spent” (Lebow, 1990).

Let’s take a closer look. Figure 1.2 shows what should happen when 
a new skill is learned. It’s usual to go through an awkward stage where 
the skill isn’t natural or bringing results (Rackham, 1979). With coaching
and persistence, learners eventually succeed in seeing results from the
new behavior. Figure 1.3 demonstrates actual results without coaching.
Notice the dip and flat profile.
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Impact of Training Components
on Teacher Learning and Application

Training Concept Skill Attainment
Components Understanding (mechanical use) Application

Presentation of theory 85% 15% 5%–10%

Modeling by trainer 85% 18% 5%–10%

Practices and low-risk 85% 80% 10%–15%
feedback in training setting

Coaching 90% 90% 80%–90%

Figure 1.1 Impact of Training Components on Teacher Learning and Application

Source: Adapted from Joyce and Showers (1995) and Collins (1997).
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Suppose you want to learn to be a better public speaker. You’ve just got-
ten your first job as a principal and find that although you have dreaded
public speaking, you now have to do it and do it well. You’ve set a new goal
to improve, and off you go. You read a few books and observe people making
good speeches. But—you can read all you like about techniques of making
and delivering a good speech. You can know how to write one. You can know
a lot. However, it is only when the new learning is implemented over time
that change and growth happen. It’s likely you’ll feel tense, nervous, and
anxious in the beginning; it’s a normal response. You’re likely to slip back
into your old ways or avoid it altogether.
When practicing the new skills, it won’t feel
good, or comfortable. You’re in a new zone,
what I call the discomfort zone, and it most
likely does not feel good.

It is in that discomfort zone that it’s
tempting to retreat. It is in that discomfort
zone where a person benefits from coaching.
Little by little, practice session by practice
session, with feedback, it begins to feel better.
In time, it will feel normal. The new skills will be embedded, and the feelings
of discomfort will lessen. Feeling skilled and confident will be the new norm.
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Figure 1.2 What Should Happen With a New Skill, With Coaching

Asked for a conservative estimate of
the monetary payoff from the coaching
they got, these managers described an
average return of more than $100,000,
or about six times what the coaching
had cost their companies.

—“Executive Coaching” (2001, p. 19)

Source: Copyright © November 1979 from Training and Development Journal by Neil
Rackham. Reprinted with permission of American Society for Training & Development.
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Additional evidence of the benefits of executive coaching for busi-
ness leaders was identified in a 2001 study of the impact of coaching
(Manchester, 2001). One hundred executives from Fortune 100 compa-
nies received executive coaching that was both change oriented—aimed
at changing certain behaviors or skills—and growth oriented—aimed at
sharpening performance. Organizational benefits included

• Increased organizational strength
• Increased executive retention
• Increased productivity
• Increased quality
• Reduced complaints
• Improved working relationships with staff
• Improved teamwork
• Improved job satisfaction
• Conflict reduction
• Increased organizational commitment

The results of the executive coaching program delivered an overall, esti-
mated return of 5.7 times the initial investment. The figure is even higher
(788%) when employee retention was considered (Manchester, 2001).
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Figure 1.3 What Actually Happens to a New Skill, Without Coaching

Source: Copyright © November 1979 from Training and Development Journal by Neil
Rackham. Reprinted with permission of American Society for Training & Development.
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Given the evidence that coaching is effective and cost-effective,
schools should be considering how to begin, extend and expand their
current coaching programs from the classroom to the boardroom. Clearly,
extending coaching beyond the classroom to include executive and
leadership coaching would be beneficial for the entire system.

COACHING DEFINED

The term coach comes from a French word meaning, “to transport impor-
tant people from one place to another.” The Cambridge Dictionary (2006)
defines it as “used to take groups of people on journeys.” A coach was
known as a vehicle, a thing. Now the term is used to describe a person, a
process, a role, and a profession. A modern interpretation would refer to
a person being moved to a higher level of competence, confidence,
performance, or insight. It is imperative that, in establishing a successful
coaching program in schools, district leaders have a common under-
standing of the definition, role, skills and process of coaching. Coaching is
all about change. It’s about supporting people and organizations through
change, helping them get from one place to another in their professional
and personal lives.

The coaching profession has emerged from a number of fields and
combines elements of what has been learned about human performance
and achievement. It has roots in psychotherapy, particularly solution-
focused and cognitive behavioral therapy. “Carl Jung, Alfred Adler, 
Carl Rogers and Abraham Maslow are antecedents to today’s therapy
practice—and modern day coaching. Coaching was born as a result of
great advances in psychotherapy and counseling, and then blended with
consulting practices and organizational and personal development train-
ing trends. Coaching takes the best each of these areas has to offer and
provides a now standardized and proven method for partnering with
people for success” (Williams, 2004). In Chapter 3, coaching is further
defined and distinguished from mentoring
and other helping roles.

Today, individuals work with coaches
to achieve challenging goals, to create the
life of their dreams, to achieve high levels of
performance or enable their businesses or
organizations to prosper. Executives collab-
orate with coaches to think through chal-
lenges, develop strategies and be more
effective with greater confidence.
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Professional coaching is an ongoing
partnership that helps coachees produce
fulfilling results in their personal and
professional lives. coachees deepen their
learning, improve their performance and
enhance the quality of their life.

—International Coach
Federation (n.d.)
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The International Coach Federation (ICF) is one of the leading profes-
sional organizations that support the rapidly growing coaching profession.
It has developed competencies for coaches (see Chapters 3–5) and creden-
tials for coach training organizations. It defines coaching as follows:

Coaching is an ongoing relationship which focuses on coachees
taking action toward the realization of their visions, goals or
desires. Coaching uses a process of inquiry and personal discovery
to build the coachee’s level of awareness and responsibility and
provides the coachee with structure, support and feedback. The
coaching process helps coachees both define and achieve profes-
sional and personal goals faster and with more ease than would be
possible otherwise. (ICF, n.d.)

A skilled coach helps individuals create change—in what they think,
in what they believe, and ultimately, in what they do. A coach is a highly
skilled professional who works with people to unlock their hidden poten-
tial to bring about extraordinary results. Coaches inspire people to get out
of their comfort zones to reach their full promise. Coaches provide ongo-
ing support through challenging change efforts to help individuals and
organizations create lasting change.

Coaching is about aligning one’s inner values, gifts, passions, personal
mission, and strengths with the coachee’s outer world. It’s about making
desired change to achieve an external or internal goal. Coaching is a
process, a powerful, confidential relationship, a strategy and dozens 
of skills and techniques that support an individual or an organization
through a change process. Coaches are change agents. They are experts in
creating change in people and organizations.

Coaches help people think beyond their daily issues and see a bigger
picture. They help daydreams become reality by helping coachees focus 
on their most important priorities and take action toward them. They help
find time, manage challenges, and deeply connect with one’s most pre-
cious dreams and desires. Coaching is an action-oriented, results-focused,
and positive process. It helps busy people feel they’re in action toward their
highest priorities versus being in constant motion and feeling unaccom-
plished. Coaching focuses on the inner self, on gaining clarity about what
excites us and how we may need to grow and change, to achieve the outer
results wanted in professional or personal lives.

Coaching is an alliance between two people: the coachee, who wants
or can benefit from coaching, and the coach who is skilled and experi-
enced in listening deeply to what the coachee wants and what’s in the way
of achieving it. Together, they create a pathway to change. The coach
offers support throughout the change process.

12 •• Making a Case for Leadership Coaching
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I like to compare what  a coach does with a chiropractor. A chiroprac-
tor helps you feel better by putting your body back into alignment. When
one part of your body is out of whack, other parts of you feel the affects.
Your physical health suffers. When your spine is properly aligned, you feel
great. Your systems are aligned; you feel good and healthy again. Life
works!

Think of a coach as performing the same function—however, they’re
aligning your thoughts, beliefs, goals and actions to achieve desired, extra-
ordinary results. Coachees feel more alive. They are energized, empow-
ered, focused and optimistic.

The coaching profession is built around certain philosophies about
people and insights into why they behave as they do. Coaches are taught
to “see” the highest potential in everyone
they work with. Coaches believe each
person is an expert in their own life,
and each is creative, resourceful and whole
and therefore capable of creating their own
solutions. Coaches are your allies, your
cheerleaders and inspiration. They hold the
coachee accountable for accomplishing
agreed-on tasks.

It is not necessary for a coach to have
content knowledge or expertise in the field
of the person he or she is coaching. This
comment may be surprising and controver-
sial. When you are trained and skilled in
coaching techniques, you have the ability
and skill to coach anyone, in any field.
Many educator-coaches are functioning in
a blended model of coaching, combining coaching and mentoring. When
I’m training new coaches, they find that this is a difficult concept to grasp
initially. It can be challenging to stay in a coaching role, particularly when
you want to share your personal experiences. Coaching and mentoring
are different roles and different processes, each requiring different skills
and experiences. Coaching is an inquiry, a discovery and learning process,
whereas mentoring is about sharing experiences and what’s worked for
another. In Chapter 3, the difference between coaching and mentoring is
further clarified.

Coaches can either be 100% in a coaching role when working with
individuals or they can incorporate coaching behaviors into their
daily interactions with staff or any others, depending on their levels of
training. Leaders, instructional coaches, and teachers can consider using
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Having specific knowledge of a coachee’s
situation may actually be a hindrance to
the coaching process, as it is only natural
for the coach to compare the coachee’s
situation to what he or she knows. In
nearly every case, more helpful is a fresh
and objective perspective that allows
the possibility for new solutions to old
challenges, which is exactly what the
coachee wants.

—Bruce Schneider, President,
Institute for Professional

Empowerment Coaching (personal
communication, October, 2005)
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a coaching approach as a communication style and create a results-
focused, goal-oriented, and action-oriented class, building, or district.

Coaching is about the future—intentionally creating a desired future.
It’s a confidential, collaborative partnership in which the coach is totally
focused on the success of the coachee, the organization and the results
that person desires.

COACHING: A BOOMING PROFESSION

Once upon a time, the only type of coaching most of us were familiar 
with was sports coaching. Now, coaching is “in.” There are thousands of
coaches with as many specialties. As of this writing, anyone can call
himself or herself a coach. You can simply wear the title, with little or no

formal training. However, calling oneself a
coach may not assure anyone that there’s
consistency of training or sufficient know-
how to help people and organizations cre-
ate lasting change. There are credentials for
becoming a professional coach.

Thomas Leonard is considered to be the founder of the modern coach-
ing profession. He founded the International Coach Federation in 

1995, as well as several coach training
schools, including  CoachU, CoachVille,
and the Graduate School of Coaching.

He died suddenly in 2003, leaving
behind a rapidly growing new profession.

In 2005, the ICF reported over 8,500
coach-members and 132 chapters in 34
countries—double the number of members
two years before that and an exponential

increase since the Federation’s formation. Coaching is flourishing as
results are becoming known. For organizations, it has become an effective,
beneficial strategy for managing change, developing and retaining
leaders, and changing the culture of organizations. For individuals, it has
awakened or rekindled purpose, mission and passion, enabling people to
connect what matters most to them in their daily lives.

THE NEED FOR LEADERSHIP COACHING

Susan was a second-year leader of a professional development organiza-
tion. She had been a teacher for many years but was not yet comfortable
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Executive coaching is growing by about
40% a year.

—“Executive Couching” (2002, p.51)

Business coaching is a major growth
industry. At least 10,000 coaches work
for businesses today, up from 2,000 in
1996. And that figure is expected to
exceed 50,000 in the next five years.

— Steven Berglas (2002, p. 86)
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with being so visible in her new role. She was quiet by nature and struggling
to feel more confident. She was frequently nervous and unsure of her-
self when we began coaching, excited about her position but filled with
self-doubt.

Her external goal was to implement a new program in a number of
schools. She voiced some limiting beliefs and fear that others would view
her as not knowing enough. Her inner voice held her back. Her external
goal was inhibited by her inner mind. Although our goal for coaching was
an externally focused one, the strategies and steps to accomplish them
were internal. Without coaching, Susan had no one and no process for
dealing with the root cause of her anxiety. Two years later, Susan was an
accomplished, confident leader in her district.

Hand in hand with the enormous demands placed on school systems
to raise standards for students has come increased pressure on school
leaders at every level. The decline in the number of applicants and
increase in retirement of current leaders has caused great concern for
communities across the country. A number of studies and reports have
provided recent data that confirm these issues:

• School Leadership for the 21st Century: A Statement of New York
State’s Blue Ribbon Panel on School Leadership (New York State,
2000) reported that retention rates for urban superintendents
average between two and a half and three years.

• Leadership for Learning: Reinventing the Principalship, a national
report issued by the Task Force on the Principalship (2000), stated
that 50% of superintendents report a shortage of qualified candi-
dates nationally to fill principal positions.

• The View From Inside: A Candid Look at Today’s School Superintendent,
a study conducted by Colorado Association of School Executives
([CASE], 2003), looked at four areas of the superintendency: super-
intendent effectiveness, recruitment and retention, school board
relations, and professional development. Former Executive Director
Bob Tschirki said the 2003 study reveals increasing concerns about
the demands on school district leaders:

– A shortage of fiscal resources

– Conflicting state and federal school reform mandates

– Strained relationships with school boards impacting their
effectiveness

These concerns contribute to high turnover and a perceived shortage
of qualified candidates seeking the position. Superintendents reported
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01-Reiss-45037 (V-5).qxd  8/23/2006  5:53 PM  Page 15



that graduate programs didn’t prepare them for the day-to-day work of
being a superintendent. When asked what training would be useful now,
superintendents called for one-on-one mentoring and coaching.

• The New York State Council of School Superintendents
([NYSOCSS], 2004) conducted its fifth study of the superinten-
dency in New York State; Snapshot V. NYSCOSS predicted that 
by 2008, nearly two-thirds of their members will be in the first five
years of their first superintendency. “The superintendency has
become less attractive as a career in recent years, both due to the
increasing demands of the position and the perception of a deterio-
rating working climate” (p. 7).

This alarming data confirms that something else is needed. Busy
school leaders need a different system. They need just-in-time opportuni-

ties for ongoing, confidential dialogue with
a thinking partner to dialogue, brainstorm
and develop strategies that benefit the
system.

There has been growth in the number
of focused professional development
programs for new and aspiring principals
and superintendents. More is needed.
Executive coaching for principals and

superintendents and leaders using a coaching approach with others will
enable them to manage the numerous challenges today’s leaders are fac-
ing with improved confidence and competence. Because of the action-
oriented nature of the coaching process, leaders will walk away from
every coaching session with a set of actions to take that are directly
related to their current issues or challenges. Leader and coach consider
obstacles and strategize together to overcome them. Because coaching
has a built-in accountability system, there is constant movement toward
the organization and coachee’s goals.

School board members need knowledge
of executive coaching and its potential
impact. They need to know that most people
who benefit from coaching are already suc-
cessful professionals who strive to make a
greater impact and become ever better at
what they do in order to strengthen their
schools or districts. Coaching is not solely
for people who are perceived as needing

help; it is highly effective for ensuring that all leaders are achieving at their
peak potential. Coaching is a perk, not a punishment.
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Superintendents need mentoring and
coaching to be more effective in their
jobs, especially with regard to school
reform initiatives and building
relationships with stakeholders.

—Bob Tschirki (CASE, 2003)

The leader of the past knew how to
tell. The leader of the future will know
how to ask.

—Peter Drucker
(as quoted in Hesselbein,

Goldsmith, & Beckhard, 1997)
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Traditional approaches to professional development are local,
regional, state or national workshops and conferences, which are often
insufficient for those in leadership positions. Snapshot (NYSCOSS, 2004)
reported that “72.7% thought they did not have enough time to spend on
personal professional development” (p. 14). Busy school leaders have little
ability to drop what they’re doing to attend training programs, although
they would like to. A well-structured coaching program enables ongoing,
customized professional growth by the coach coming to the district or
being available via telephone. Coaching provides convenience and is
100% focused on the leader’s issues and concerns for achieving specific,
measurable results.

EXECUTIVE COACHING
FOR SCHOOL LEADERS EMERGES

In 2000, Dennis Sparks (2002), Executive Director of the National 
Staff Development Council, launched a life coaching pilot initiative. Fifty
principals and superintendents received
weekly life coaching for one year. It was the
first known project that brought life coach-
ing to school leadership. The results were
positive, and participants reported feeling
more focused, purposeful and confident. “I
would like to see school leaders (who are
already great just as they are) become more
purposeful, more clear, more confident,
more balanced, and happier in their profes-
sional and personal lives. It follows that
schools led by such leaders will become
better places for students and staff ” (p. 22),
Sparks said.

In 2002, I launched two leadership executive coaching pilot programs
in New York, one for aspiring leaders and another for leaders of pro-
fessional development centers. The Long Island (NY) School Leadership
Center offered their enthusiastic interest and assistance in helping me to
launch a four-month leadership coaching pilot program. Both veteran
and aspiring leaders were invited to participate, and they received a com-
bination of group and individual coaching sessions. After four months, 
a first-year principal felt far more competent in her role, one participant
landed the job of her dreams, and other participants reported increased
comfort dealing with interpersonal communication and greater confi-
dence to pursue their first administrative positions.
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[Coaching] helped me to see situations
with a different pair of eyes. The coach
“nudged” me to create possible
solutions I might not have seriously
considered on my own. The coach
provided the gentle support that kept
me focused on attaining personal and
professional goals.

—KC, School Leader, NY (personal
communication, July 2002)
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In another project, I worked with experienced leaders of professional
development agencies over a six-month period. Their goals ranged from
interpersonal relationships, managing and making time for organiza-
tional priorities, and boosting their confidence and effectiveness in their
roles. In this project, I used a leadership assessment that pinpointed their
strengths and confirmed the leadership areas where they needed further
development. Goals emerged from the assessment that became the targets
of our coaching sessions. Among the reported gains were improved inter-
personal relationships with staff, increased confidence, courage to step
out of their comfort zones and try new strategies and skills and take
on new leadership roles. One participant produced a product to bring to
market; another made great strides in completing her doctoral disserta-
tion and achieving long-desired, increased fitness levels.

Both projects convinced me that school leaders need, appreciate, and
benefit from coaching, that the coaching partnership works, and that
results are often beyond those that the coachee begins with. In my experi-
ences coaching school leaders, I’ve found that leaders seek coaching for a
variety of reasons. Typically, they are

• Transitioning and integrating into new, higher-level positions
• Deciding whether to stay in their current positions or move on to

others
• Strengthening their leadership competencies and confidence
• Strategizing to prepare for and obtain their next positions
• Struggling with staff
• Having conflicts with school board members
• Seeking their first superintendency
• Seeking feedback
• Interested in learning about their strengths and areas for personal

development
• Interested in managing and balancing their personal and profes-

sional lives

Other leaders sought coaching when they had lost a position or were
about to. Often they were unaware of the cause and sought support and
assistance in determining their next positions or strengthening their skills
and confidence to move on. For the most part, they had received little
specific honest feedback and came to coaching to seek insights about
themselves.

The future success and strength of our school systems lie in the
leadership ability of its administrators. Executive, or leadership, coaching
can have a strategic impact on the performance of an organization’s
leaders. Most districts need to greatly improve student achievement

18 •• Making a Case for Leadership Coaching
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results. Results don’t happen when people are only focused on test scores
or accountability issues. School systems must support leaders to help their
staff with the intangible elements of human interaction—the soft people
skills. To achieve extraordinary, external results, we must focus on devel-
oping and sustaining individual, team and organizational behaviors through
improving personal relationships. Executive and leadership coaching builds
the organizational capability to achieve those results by strengthening
those skills, one leader at a time.

THE COST OF NOT COACHING

In a recent conversation, a leader of a medium-sized suburban district
claimed that the prior six leaders the district had hired didn’t work out.
Each one, he claimed, shone during the interview phase. However, when
they started their new job, they didn’t have what it took. Six in a row! It
seemed evident to me was there was a systemic problem: a lack of support
for these newly hired leaders. There was no support system, and each of
the six was let go in a short time. Think of the time spent and cost of adver-
tising that then had to be repeated.

I’ve heard it said that the skills that helped you succeed in one job will
not be the same ones that help you succeed in a higher position. As leaders
move up into higher levels, the skills needed to be successful change from
technical to managerial to personal (see Figure 1.4). The softer skills—
emotional intelligence and people skills—become far more important and
crucial to success. In my coaching practice, I find that the majority of
coachees are dealing with interpersonal conflict, time management, and
self-control issues.

A derailed executive is described as “having reached the general
manager level; is fired, demoted or reaches a career plateau. The derailed
leader had been originally seen as having high potential, an impressive track
record and holding a solidly established leadership position—until derailed”
(Chappelow & Leslie, 2000, p. 7). Five key characteristics describe these
executives:

1. Problems with interpersonal relationships

2. Failure to hire, build, and lead a team

3. Failure to meet the organizations objectives

4. Inability or unwillingness to change or adapt

5. A lack of a broad functional orientation
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I cannot help but wonder how often school leaders are dismissed
instead of supported. Let’s look at an example of a derailed school leader.
Robert was a 30-year veteran teacher and content area administrator in a
small district. He came to me for coaching after he’d moved to a larger dis-
trict and was soon without a job. He didn’t know what had happened.
He’d had no feedback. Although he was successful and confident in one
district, as soon as he moved on to a much larger one, he began to sense 
it wasn’t a good match. He’d hoped to work until retirement but found
himself out of work one year later. It was too late to save his position, and
it was too bad for everyone involved. Coaching helped Robert prepare for
his next move with renewed self-esteem and confidence. Had coaching
been available to him, perhaps the situation would have been remedied.
The district would have saved the time and dollars invested in hiring him,
and Robert would have been supported rather than dismissed.

The costs are great to a school system when there is frequent
turnover among leadership. Imagine if there was a process for improving
relationships rather than continuing frustration with interpersonal con-
flicts. Imagine the dollars that would be saved by dealing directly with
conflict and improving the day-to-day struggles and stresses that leaders
and school board members face. Imagine increased stability and
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Professional Management Executive

Importance Personal Skills
 

Managerial Skills

Figure 1.4 Changing Requirements for Success

Source: Reprinted from Preventing Derailment: What to Do Before it’s Too Late by Michael
M. Lombardo and Robert Eichinger, Copyright © 18989 Center for Creative Leadership.
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longevity, highly possible when leaders receive the benefits of a coaching
relationship.

Given that the cost of superintendent searches ranges from $5,000 to
$100,000, it makes smart sense for districts to protect their investments
by providing strategies that lead to leader retention and that will support
them in transitioning to a new position or a new district. It would be a mis-
take to view coaching as only for leaders who “need it.” It’s not a weakness
to rely on another for support. It’s smart practice. Ongoing professional
growth and continuous learning is everyone’s role. Considering that in
the area of professional development, only 29% of superintendents felt
they were “somewhat prepared” for the role (CASE, 2003), there is clearly
a need for providing leaders with appropriate support to do their very best.

COACHING IN THE BUSINESS WORLD

Leading an effective, high-performing school system is surely as challenging
as leading a Fortune 500 Company, a large hospital, or any complex orga-
nization. There are many parallels to the business world. In corporations,
managers have multiple departments to
lead, budget and personnel issues and per-
sonalities to deal with, boards to respond to,
and lofty goals to accomplish. In the busi-
ness world, the goals may be product brand-
ing, profits, and market share. Technological
advances and a more global society have
created enormous pressure for companies to
outperform the competition, creating high-
stress workplaces and low morale. In the
educators’ world, the goals are student
achievement and helping all students reach their full potentials. Although
the goals are vastly different, the daily challenges of leading a complex orga-
nization are strikingly similar. In many ways, districts around the country
are looking to, and learning from, their business counterparts.

Executives of major corporations have used executive coaches for
years to deal with the complexities of running large companies. Many
companies have internal, professionally trained coaches on their staff
whose purpose is to improve the performance of individuals and teams
and boost results for the business. Coaching has become the strategy for
management and leadership development programs versus traditional
kinds of training. Department managers and upper management leaders
are often left to deal with complex people issues, and many of them 
are unskilled and untrained in this arena. Many business owners and
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To create a high performance team, we
must replace typical management
activities like supervising, monitoring,
checking, and controlling with new
behaviors like coaching and
communicating.

—Ray Smith, CEO, Bell Atlantic
(as quoted in Edge First, 2000)
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managers are uncomfortable dealing with difficult people or difficult
situations. Leaders may be wonderful visionaries and poor at people skills,
or terrific at people skills and poor at managing change, decision making 

or solving problems. Coaching has become
increasingly utilized and popular because
the relationship between coach and coahee
deals with those uncomfortable situations
in a private, confidential manner. It pro-
vides support, feedback, a place to vent
frustrations, and a safe space to brainstorm
possible solutions.

Approximately 59% of organizations
offered coaching or other developmental counseling to their managers
and executives in 1999, according to a nationwide survey of more than
300 companies by Manchester, Inc. (2001), a human capital consulting
firm. Another 20% said they planned to offer such coaching within the
next year. In the survey, the primary reasons corporations hired coaches
were as follows:

• To sharpen leadership skills of high-potential individuals
• To correct management behavior problems: poor communication,

failure to develop subordinates, indecisiveness
• To ensure success—or decrease the failure rate—of newly pro-

moted managers
• To correct employee relations problems: poor interpersonal skills,

disorganization, demeaning or arrogant behavior
• To provide management and leadership skills to technically ori-

ented employees

In 1999, the International Coach Federation and Linkage, Inc. (2000)
conducted a survey on the use of corporate coaching in over 4,000 com-
panies. A summary of the findings showed the following results:

• Companies that use external coaches use them for executive ranks.
• There was improved performance for individuals.
• The use of coaching was seen as an ongoing tool for leadership

development and managing organizational change.
• A need for standardization was felt—a clear definition of coaching,

a list of competencies for coaches, a way to measure the effective-
ness of corporate coaches, and a formal process to certify coaches.

• A desire was expressed for objective, documented evidence of
coaching success.
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The scarcest resource in the world
today is leadership talent capable of
continuously transforming
organizations to win in tomorrow’s
world.

—Noel Tichy (Tichy & Cohen, 1997)
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• The primary benefits of coaching were seen (in this order) as
(1) improved individual performance; (2) increased bottom-line
results, including profit, coachee service and competitiveness; and
(3) and development of people for the next level: raising confidence,
skills and self empowerment, goal achievement, relationship
improvements, and retention.

Scores of corporations use executive coaching as their primary
improvement process for leaders, individuals and entire teams, including
Time, Inc., Colgate Palmolive, Goldman Sachs, and Intel. In 2005, NASA
implemented an agencywide, three-stage program providing coaching for
middle and upper level leaders.

Coaching is used in business in a multitude of formats. CEOs use 
one-on-one executive coaching. Frequently, coaching is also available for
middle managers. Some companies have full-time, in-house coaches who
work with anyone who wants or needs support. These people may coach
individuals, executives or teams. They may shadow, observe team meet-
ings and provide feedback. They often administer assessments to deter-
mine specific areas for coaching. Middle to upper level managers often
apply a coaching approach versus a top-down management style.
Although they may not be credentialed coaches, they have learned to use
coaching skills as an effective communication style. School systems have
much to learn about the benefits of coaching from business.

COACHING IN THE NONPROFIT WORLD

Nonprofit organizations are exploring the coaching movement, too. Like
school districts, each nonprofit organization has a clear, purposeful mis-
sion, a board of directors, and a leader—an executive director. They oper-
ate much like school districts, sharing fiscal concerns, attempting to make
positive change in the world and make a difference for people. They share
similar political issues with school districts: finding sufficient funding
sources to fulfill their missions, board politics and media concerns.

A study of the effects of executive coaching on executive directors of
nonprofits (CompassPoint, 2003) reported numerous positive findings.
The Executive Coaching Project studied the impact of executive coaching
to develop and sustain effective leadership. Twenty-four executive direc-
tors received a year of weekly coaching. Like superintendents, executive
directors are called on to be strong managers, strategic thinkers, reflective
philosophers, successful fundraisers, public speakers and inspirational
leaders. Participants received 40 hours of one-of-one coaching. Overall,
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executive directors agreed that their coaching outcomes met and often
exceeded their expectations. They reported a high degree of satisfaction,
with a mean rating of 4.6 on a scale of 1 to 5. Key findings from the study
include

• Increased confidence in exercising leadership
• Improved ability to connect with the organization’s vision
• Increased confidence in leading toward fulfilling the vision
• Increased task completion and productivity
• Improved personnel management skills
• Better relationships with staffs and boards of directors
• Improved decision making
• Improved communication and teamwork
• Increase in balancing personal and professional lives
• Increased confidence, which resulted in increased happiness at

their jobs and better developed interpersonal skills
• Reduced stress and burnout
• Overall increased job satisfaction
• Increased financial stability
• Improved internal communication
• Improved ability to fulfill the mission and vision of the organization

The report concluded that, overall, coaching had a profound impact
on executive directors and the organizations they led. Coaching, accord-
ing to the study, is a relatively inexpensive, high impact way to develop 
the leadership of executive directors. As one participant stated, “Coaching
more than exceeded my expectations because I really doubt I’d still be here
without coaching. In the face of really difficult changes, I got regular, reli-
able feedback of how I was doing during this period of change. It made me
feel that I was on the right track. I doubted myself and was hard on myself.
Now I feel successful” (CompassPoint, 2003, p. 11).

COACHING: A STRATEGY
FOR ACHIEVING PEAK PERFORMANCE

No serious athlete would consider training for an Olympic event, or other
challenging sports competition, without the assistance of an inspiring,
skilled coach. Most people are familiar with athletic coaches—they work
with athletes to move them from one place of competence to another.
These focused, dedicated, goal-oriented people seek out coaches to help
them gain and strengthen their physical skills and, more important, help
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them find the mental focus and thinking
needed to be successful at a high level. It
makes good sense for educators to learn
from professional athletic coaches the tech-
niques they use to help ordinary people
achieve extraordinary results.

Although sports coaching and “profes-
sional” coaching differ in some aspects, there
are similarities. In both, coachees strive to reach a challenging goal and rely
on a skilled, supportive coach with whom they are accountable. Results are
achieved by following a thoughtful plan that includes specific, daily action
toward the targeted goal. Both supply objective, encouraging feedback to help
the coachees continue toward their goals. A sports coach, as well as an exec-
utive or personal coach, deals directly with achieving peak performance
through a close collaborative relationship that focuses on the mind to achieve
greater results. According to Olympic running coach Bobby McGee (2001),
80% of training for a challenging race or competition is mental versus phys-
ical. He uses a five-point strategy with his athletes: affirmations, focus, rou-
tine for dealing with anxiety, visualization, and dealing with discomfort. I
have applied this strategy to coaching school leaders to reach their maximum
potential (see Chapter 6). In fact, all the “professional” coaches I know use
these techniques when coaching executives, leaders, individuals and
teams to create and achieve change and overcome personal and professional
challenges.

Achieving peak performance in the boardroom or the classroom can
be no less challenging than on a race course or high diving board. Sports
coaches help athletes visualize success by focusing on what they want to
achieve rather than on what they don’t want. These are common tech-
niques to achieving superhuman performance. They help athletes elimi-
nate negative thoughts that might interfere with achieving their goals. They
help manage their lives to make appropriate time for training, nutrition and
rest. They help athletes create conditions for success. Professional and
executive coaches perform similar functions.

Improving thinking skills, improving imagery skills, and taking
purposeful action are key ingredients to achieving challenging goals. It
takes discipline, just as athletes work toward their goals on a daily basis,
for coachees working on any personal or organizational goals to practice
positive thinking and helpful mental habits.

Our thoughts create our reality. When negative thoughts are more
prevalent than positive thoughts, negative results will occur. We can
choose thoughts that will move us toward a goal, or away from one. How
would it be to think . . . ?
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activate, and inspire them to great
performances.

—Bobby McGee (2001),
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By practicing affirming thoughts on a daily basis, a new mindset
evolves, and new actions are the result. Everything is energy; our thoughts
are energy, too. An abundance of positive thoughts sends positive energy
flowing through the coachees into their environments. Aligning vision
with thoughts and beliefs allows people to experience success mentally
before experiencing it physically. This is the essence of sports coaching and
the essence of professional coaching. With executive and leadership
coaching available to all school leaders, they will have the opportunity to
reach their peak levels of performance and lead their staffs, students and
systems to success.

COACHING: IT’S ALL ABOUT CHANGE

Change is so challenging that 90% of people who underwent bypass
surgery did not change their lifestyles, even when faced with possible
death (Deutschman, 2005). At a Global Medical Forum summit, health
care leaders convened to discuss the concern that 80% of the health care
budget was consumed by five health care issues: smoking, drinking,
eating, stress, and insufficient exercise. Dr. Edward Miller (2005), dean of
Johns Hopkins Medical School, noted that 600,000 patients a year with
severe heart disease undergo bypass surgery, a traumatic and expensive
procedure that can cost more than $100,000—a total cost of $30 billion 
(p. 54). He noted that many patients who could avoid repeat surgery rarely
do. Health care issues are caused by the choice of lifestyle versus disease.
“The central issue is never strategy, structure, culture, or systems. The
core of the matter is always about changing the behavior of people”
(p. 55), said John Kotter in the same article (p. 55). “Behavior change hap-
pens mostly by speaking to people’s feelings. In highly successful change
efforts, people find ways to help others see the problems or solutions in
ways that influence emotions, not just thought” (p. 55). A study of bypass
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New Thoughts versus Old Thoughts

I won’t give up. I’m a quitter.

I can do that. I’m not good at that.

I have what it takes to succeed. I don’t have what it takes.

Anything is possible. That will never work.

I make time for what’s important. There’s not enough time.

01-Reiss-45037 (V-5).qxd  8/23/2006  5:53 PM  Page 26



surgery patients showed that those who were told what to do (regarding
living a healthier life) did not make lasting changes. Only when they were
provided with support (a team of professionals) to implement lifestyle
changes did they succeed.

A few years ago, I heard a radio reporter comment that nearly 80% of
people who got a new hairstyle reverted back to their original style within
a few months. I don’t know if it’s true, but it’s no secret that people resist
change, and there’s probably no greater frustration among leaders of
organizational change efforts.

So how do we obtain lasting change? How do we start? How do we
overcome resistance? How do we get change right? In my workshops, I
find that school leaders can easily and rapidly rattle off dozens of projects
and programs that have come and gone. Their level of frustration is high,
and often leaders and their staffs are reluctant to implement one more
new thing. School system resources are precious dollars that no district
can waste on another failed change effort. Supporting change efforts with
a coaching approach that addresses the soft, people issues and deals with
coachees’ feelings can help sustain those efforts and add lasting value to
school improvement investments.

EMOTIONAL INTELLIGENCE AND COACHING

Emotional intelligence is known to be a greater predictor of success 
in a leadership role than technical or cognitive skills. The higher the posi-
tion, the more important it is. “Emotional competence made the crucial
difference between mediocre leaders and the best. On average, close to
90% of success in leadership was attributed to emotional intelligence”
(Goleman, 1998, p. 33). And Cherniss (2000) says,

There now is a considerable body of research suggesting that a
person’s ability to perceive, identify, and manage emotion provides
the basis for the kinds of social and emotional competencies that
are important for success in almost any job. Furthermore, as the
pace of change increases and the world of work makes ever
greater demands on a person’s cognitive, emotional, and physical
resources, this particular set of abilities will become increasingly
important. (p. 10)

Typically, managers and supervisors don’t deal effectively with their
staff to assess or manage emotional competencies. They are either
uncomfortable doing so or unskilled. Who then can address those delicate
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personal issues? Skilled, trained coaches and organizational psychologists
are two professional groups equipped to deal directly with emotional intel-
ligence to improve leadership effectiveness, productivity and overall well-
being. School systems must embrace executive and leadership coaching as
a common practice, as it directly deals with the hearts and souls of the
coachees. In the confidential space of the coach-coachee relationship,
coachees are safe to reveal themselves and their inner, personal issues.
They reflect on, and work on, the areas of emotional competency that are
holding them back from high levels of success.

Let’s look more closely at suggested guidelines for dealing with
emotional intelligence, developed for the Consortium for Research on
Emotional Intelligence in Organizations in light of the coaching process
(Goleman & Cherniss, 1998). The guidelines represent current knowledge
about how to promote emotional intelligence in the workplace. They apply
to most management and executive development efforts as well as train-
ing in supervisory skills, diversity, teamwork, leadership, conflict manage-
ment, stress management, and so on. The guidelines are based on an
extensive review of the research literature in training and development,
counseling and psychotherapy, and behavior change. Each item describes
precisely what coaches do on a regular basis.

Best Practices to Enhance
Emotional Intelligence in the Workplace

1. Assess the organization’s needs.

2. Assess the individual.

3. Deliver assessments with care.

4. Maximize learner choice.

5. Encourage people to participate.

6. Link learning goals to personal values.

7. Adjust expectations.

8. Gauge readiness.

9. Foster a positive relationship between trainers and learners.

10. Make change self-directed.

11. Set clear goals.

12. Break goals into manageable steps.
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13. Provide opportunities to practice and give performance feedback.

14. Rely on experiential methods.

15. Build in support.

16. Use models to demonstrate competency.

17. Enhance insight.

18. Prevent relapse.

19. Encourage use of skills on the job.

20. Develop an organizational culture that supports learning.

There’s a high correlation between these interventions and support
that executive and leadership coaches offer and the development of emo-
tional competencies necessary to success on the job. Most often, even
when coachees begin a coaching relationship with specific, external orga-
nizational goals, the coaching conversation quickly shifts to their internal,
personal resources and capacity for carrying them out. In that respect,
executive coaching is personal coaching, just as leadership development
can be equated with personal development. It is common for professional
coaches to incorporate the use of assessments to identify areas of
strengths and developmental opportunities with coachees (see Chapter 7,
Using Assessments).

SUMMARY

Creating systemic change has been a challenge for school leaders for
decades. Increased pressure on school systems has caused an alarming
decline in the number of qualified candidates interested in leading our
schools. Clearly, additional models of supporting school leaders on the job
can attract them into these challenging positions and provide the confi-
dential support to retain them while improving performance.

Numerous studies have long supported coaching as a beneficial process
for creating collaboration and professional growth among teachers. The
role of school-based coaching continues to grow and expand, and it is
important that classroom coaches increase their coaching skills and
knowledge.

We are making great progress. Yet we have a very long way to go
before we realize the full potential and value of coaching in school sys-
tems. Coaching techniques and strategies are useful throughout the
school system. Why limit coaching to some classrooms? Why not make
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coaching available to every educator who faces the enormous challenge of
successfully educating every child? I believe that when coaching is avail-
able to principals, department chairpersons, and central office adminis-
trators, we will see enormous shifts in culture, communication, attitude,
and outlook—factors crucial to making lasting change.

Let us borrow the knowledge from classroom coaching models, the suc-
cess of business and leadership coaching, and the rapidly growing coaching
profession to create a new level of support for leaders and school systems.
School system leaders can deal more effectively with their daily challenges
and achieve a level of peak performance just as CEOs of businesses and top
athletic competitors have. We can incorporate the same peak performance
strategies for our leaders and ensure that school-based coaches have ade-
quate preparation as coaches. We can support and encourage them by
acknowledging the challenge of the job and providing what is needed:
ongoing support and opportunity for professional growth, confidence and
increased competence available with professional coaching.

Reflective Questions

• How does your current perception of coaching differ from ICF’s
definition?

• How can your school’s leader or leadership team benefit from
working with a coach?

• What steps can you take to create increased awareness of the
benefits of coaching?
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