Road Show Workshop – Brisbane, 19th June 2010
with Michael Cavanagh, David Lane, Siegfried Greif, Sunny Stout-Rostron

Part I: Michael Cavanagh/David Lane

Purpose - It’s important to understand your purpose in order to work with complex situations and to be able to work in different contexts.

Perspectives – Situations are complex, so how can we think about and work with that complexity.

Deep reflection is needed to work in complex situations in order to continually learn from that process. Each of us coaches in a different way. Your experience, your life is present in the coaching situation. Even if working with similar models – think hard about how you are using your model to determine your unique style and working presence. 

Summary – In order to coach effectively you need to ask 3 things: what is my purpose as coach, what am I here for; that includes what’s my purpose in my engagement with this particular client. Asking that question all the time? 2) What perspectives inform my work as a coach. What ideas am I bringing? 3) What’s the process of working with my client like; what do I actually do when with my client. Refining your model of coaching; we’ll look at compelling stories; what will make what you do compelling to your clients?

Ice Breaker:

Pitch your idea of a restaurant to us – we’ll call it master coach. What do we need to consider:

Kitchen, dollars, food, the market we appeal to, customers, venue, life style, theme, staff, name, furniture and decor, chef, operating hours, license. What we’d like is for you to design a restaurant: 1) no costs; 2) no food; 3) no venue; 4) no staff; 5) no customers. Here’s the rule, it must be commercial. You must be able to make a living out of it. You’ve got ten minutes for this task; there are prizes. Don’t forget to name your restaurant. 
Individual reflections from doing the exercise – and please name your transformational learning pods. 
What did you notice as you were working in your groups, and please name your transformational learning pods. That was a hugely rich experience: initially it was to label it; exciting, fast; collaborative, built on ideas, unstructured group experience; we’re all summarising the group experience; if being a bit more fine grained, what was your experience over time. What else happened when I said no staff, no customers, etc: this will be a challenge; decision to play;
· The Tartars: No food, Source your own, you buy we fry
· The Cher Chef – La Crema (no customers)

· The Transformers: Chef to Impress

· The Dynamos: no staff: My Food Rules

· Reciprocity – no costs (Native Australian Food)

Notice today what is going on inside of you; this is the reflective practitioner. We are going to reflect on all your experiences as we go through the day – this speaks of the coaching process. Purpose/Perspectives/Process: how did that experience start to make you think about what was your experience. And we pulled out one of the basic assumptions, and said now do it. Einstein: a problem cannot be solved at the same level as the problem that created it; you had to change your understanding about what a restaurant was; how did that change your perspective on what a restaurant was; and how did that change your purpose? Who would have created that restaurant without the assumption that took something away; who could have created that restaurant themselves? What does it mean for me to be coaching? 
What is my purpose, my perspective, my process; what is our purpose, our perspectives and our process? Also notice the role of tension in what just happened – it was good fun, but was it always good fun. When we face those moments of tension – what we do as coaches is to support people to turn towards the tensions. We do so at many different levels – have you ever experienced the niggles during a coaching session? What do we do – did we try to smooth over that tension. How can we really face the idea of no food, and still being commercial – what might have emerged? So we help people to turn towards tension; to do so we need to be really clear about what our purpose is. And that’s what today is about. We need to create a bigger level of thinking. The making of the tension is that we think it is an either/or decision. To resolve that tension we need a bigger perspective; it’s not a compromise but something that transcends that idea. When we learn from others, we see a bigger level of complexity than what we’re doing. 
Purpose

What sort of questions are you going to be looking at? What are the questions you seek with clients to answer? What’s contained within your purpose? What sort of expectations do you bring, and what sort of expectations do your clients bring? Are you aware of the range of expectations when you coach? Why have you been asked to coach this person: for example: changes in behaviour. But sitting behind that might be another expectations, e.g. to sell more. In other words there are unstated expectations. So, what have you done to understand those expectations? What are you doing to incorporate the entire range of expectations in your purpose? What role do you play when you coach? 
What process will you have to help people think through a purpose that is compatible with coaching? If the two are so disparate how do you resolve that? Finally, what is the context for coaching that makes it meaningful for that person in the context of their life. What gives it meaning? What expectations do I bring to the role of coach; what roles do I play as a coach? How do I come to understand and give meaning to being a coach; what are the values that make it meaningful for me to be a coach? All of this creates system boundaries that are unique to you as a coach. We have to manage referral within those boundaries. 
Exercise in Pairs – 10 minutes each way
Reflect on what is my purpose as coach – one person talks about themselves and the job of hte coach is to help them clarify that definition. Once they have a good definition – explore the assumptions that sit underneath that definition. What do you really like about your purpose; what’s good and what needs to change. The job of the coach is to help you to explore each of these questions.
Debrief:
What are you starting to notice now having done that reflection – what new things are starting to come up for you? What questions are arising for you? What are you noticing?
Different views of what coaching means, a lot of diversity at the table, where do you go to help people become more cognitively adept; a boundary issue; how many boundaries there are; at what level of thinking do you apply your purpose?
Goal hierarchy and goal neglect

You can have a whole hierarchy of goals before you get to action steps; where do we focus our attention when we are coaching. There is a thing you can call goal neglect. When you ignore your higher level goals, the lower level goals become the top of the tree. The higher level goals organise and make sense of the goals at the lower level. When you start to lose your sense of purpose, the lower level goals become bigger. And that is the level we are working towards. For example with bankers: build an outstanding private bank; with goals beneath that. The lower levels of goals make sense as they relate to the higher order goal. The only way to sort out the tension we need a higher level of thinking. Goals do get to be in conflict; how do sort the conflict, we put it into a bigger context. Think about what level am I focusing my purpose on now. 
Part II: Sunny Stout Rostron: Attention, Assumptions and Diversity Exercises
We are going to work on perspectives through the lens of the Thinking Environment. We will look at attention, one of the ten core behaviours we work with in coaching using the Thinking Environment (originally developed by Nancy Kline, Time to Think (1999). We will also look at assumptions and transforming limiting assumptions into more liberating alternatives; we will do this through an exercise that looks at a situation that is challenging your right now. And finally we will look at understanding diversity and power – and have you look at your own group identities and the assumptions underlying those. 
The definition of a Thinking Environment means:

“Getting the best from people mans getting their best thinking. This means knowing how to treat people, how to ask incisive questions, how to recognise people’s strengths and achievements, how to entice beyond an addiction, to certainty, and into a preference for responsible risk. This is the creation of a Thinking Environment”. The thinking environment is highly participative and respectful and is based on the ten core components or behaviours listed below. 
In the thinking environment that is created in the space between coach and client, there is a particular view of human nature and inherent life – it asserts that the client is inherently intelligent, free to make real choices about their life and their feelings, able to think about anything, loving, aware of others, eager for solutions good for everyone, creative and worthy of good outcomes. This positive philosophical choice (Time to Think, 1999) guides the coach’s behaviour, responses and interventions in each client/coach session.

Attention
Attention means listening with ease and without interruption. It is not a technique, but a way of being with another. That attitude is driven by a number of assumptions: that the thinker is inherently intelligent; that they can think well for themselves; the thinker is inherently able to come up with ideas better than someone else can for them; the thinker is inherently worth giving your time and attention to; is inherently good and compassionate and able to figure things out, and is able to cope. 
The second feature of attention is based on the interest of the ‘thinking’ of the other person. It’s this phenomenon of another person’s thinking, and being fascinated by the other person’s thinking. If the thinker know thy won’t be interrupted.... it’s great if you get luck, but to know you won’t be interrupted is different. It lets the mind go the edge of ideas, and it can emerge with quiet. The quiet thinker is busy thinking. The physical indicator of attention – what the thinking partner does with their eyes, face and body is important. Keep your eyes on the thinker. Attention is catalytic, and your being drivingly interested in their thinking – the way we give attention helps people to think for themselves. When high quality attention isn’t enough, to take the listener past the blocks that attention can’t dislodge, we use incisive questions – blocks are almost always assumptions that seem like truth. 
Story of Ray Wallinda – Flying Wallindas/tightrope – Barnum and Bailey, no net/family/ journalist interview after the incident, ‘will you ever go back on the wire’?. His answer, “all of ife is on the wire the rest is just waiting”. What did he mean? Working with attention can you work in pairs coaching each other – but only asking this one question:
Coaching exercise: Where have you lived, fully and skilfully, with confidence, to navigate moment by moment – in what way have you lived at that level? The only other question you can ask is ‘what more, what more do you think or feel or want to say?” Your attention has three streams of attention – with the content and words of the thinker; creating the environment for the thinker to think; and in knowing your response – but keeping that in the background. 
Assumptions

Your own ongoing narrative in your head is organised by three general levels of thought. Your automatic thoughts are on the surface, like short tapes that flash through your mind. They are a form of self talk which you use throughout the day. Your assumptions are positioned mid-way between automatic thoughts and your core beliefs. They act as the translator between the two. Assumptions aren’t as fundamental as core beliefs; yet they aren’t as superficial as automatic thoughts. Assumptions are one of the prime targets of CBT which aims to restructure a person’s thoughts, to reflect adaptable and constructive thinking. Assumptions are where we work in coaching. Limiting assumptions and their sub-sets make it impossible for the thinker’s ideas to flow further. 
With all thinking that takes place in the coaching environment, the key obstacles to fluid or clear thinking, and the setting and achievement of goals, are usually limiting assumptions (true, possibly true or even untrue).  In fact, the obstacles that emerge in life are often from the obstacles in an individual’s thinking. When appropriate, working within this speaker’s coaching model – we identify, remove and replace disempowering assumptions with more empowering and liberating ones. 

There are two kinds of bedrock assumptions: subjective perceptions of self and subjective perceptions of how life works (Kline 1999). In the thinking environment, accurate incisive questions can remove limiting assumptions and create a resurgence of creativity, clarity and courage. And in the Kline diversity process, thinking partners explore the roots of discriminatory attitudes and behaviours by examining the untrue limiting assumptions society and organisations make about people on the basis of their group identities and place in the hierarchy. Participants learn how to remove those limiting assumptions and replace them with true liberating assumptions that free people and groups to reclaim their self esteem and influence (Kline 1999). We share a lot of experiences as human beings, but ultimately each individual’s experience of the world is unique. 
Ten Components or Behaviours

These are essential behaviours which help people to think for themselves; they are 10 ways of being together and 10 ways of treating each other. If we set up the right conditions people will ‘think’ for themselves, and until we’re free to think for ourselves our dreams cannot be realised. 

1. Attention (listening with interest and without interruption)

2. Equality (treating the other as a thinking peer; keeping agreements & boundaries)

3. Ease (offering freedom from internal rush or urgency)

4. Appreciation (a 5:1 ratio of appreciation to criticism)

5. Encouragement (moving beyond internal competition)

6. Feelings (allowing sufficient emotional release to restore thinking)

7. Information (supplying facts; managing organisational denial)

8. Diversity (welcoming divergent thinking and diverse group identities)

9. Incisive Questions (removing assumptions that limit ideas)

10. Place (creating a physical environment that says to the other, ‘You matter’).

Working with diversity and group identities

Leading in a multi cultural environment:

Leading in a multicultural and diverse environment is like playing several instruments. It partly calls for different attitudes and skills: restraint in passing judgement and the ability to recognize that familiar tunes might have to be played differently. Our natural tendency is to watch the world from behind the windows of a cultural home and to act as if people from other countries, ethnicities, or categories have something special about them (a culture) but home is normal. Awareness means the discovery that there is no normal position in cultural matters (Hofstede, 2005).

There are two kinds of thinking environments: one provided externally by the coach or person giving attention to the thinker; the other is provided internally, residing in the mind of the thinker, provided by positive assumptions about the self as a thinker. Both kinds of environments are affected by society’s limiting assumptions about people’s group identities. Kline talks about group identities as they link to worldviews. She reaffirms that prejudice against people is driven by untrue limiting assumptions about their group identities. The core limiting assumption is that you, inherently, cannot think as well as the people outside your group. When this assumption (and the assumption that the dominant group will have to think for you) becomes internalised by members of the group, the group agrees to stay disempowered (Kline 1999). 
Three exercises: working with attention; a challenging situation and the underlying assumptions; diverse group identity exercise.
David Lane - perspectives
What perspectives are you bringing to explain your purpose?

Within the coaching frame, there are a number of perspectives that are informing you – the beliefs you bring about yourself; the beliefs you bring about others; beliefs about the nature of change; what is it that actually helps people to change. Implicitly or explicitly those beliefs are rolling around – think about that. What beliefs am I actually bringing to bear – about self, about others and about change? You are also probably using some models – the models we tend to bring to coaching (this is a metaphor); probably sit in one of three spaces: 1) personal: change as something that is personal; it’s within the individual, cognitive models, humanistic models: 2) interpersonal: models in interpersonal space, that are co constructive that emerge out of the relationship, 3) systemic models: Gestalt/constructionist models. 
What makes coaching valuable – and meaningful for you as a coach and for the client? The value base underneath your work, name it. Finally the notion of evidence: what’s the role of evidence in coaching; the use of reflection, deconstructing our beliefs. Example: MC now sees change as something that is co-created and in the moment, and I have to think about others and myself differently. Now I have a new approach to evidence which is more inclusive. These things shape our practice. All this matters because the perspectives we use have implications for the way we work with our clients. We know the important questions! We direct their attention to what we think are the important questions and negate their stories that do not fit our model. Every story enables some things and disables other things. But until we notice it and step back from it, it has us, we don’t have it. 
Part III Siegfried Greif – Change Explorer
Siegfried to lead you through thinking about a single coaching case – and to have you think through that. 
We will start with a short introduction and then the task to interview someone about a real coaching case, and to analyse this coaching case with a magnifier. Perhaps it will help you to have a bit of a different perspective. After you will talk about your experiences and I will collect some impressions, and the other thing is, what is your purpose about the coaching in this single case (on three charts: experiences, purpose, perspectives). Let’s start with the first question – why is there a need for shared evaluations? What are the bad things your clients could do to you at the end of the coaching/what might they say about your competences informally in their informal evaluation communication?
An individual could discredit a coach, have an impression to action something, they haven’t made any changes, they take actions they justify by the coaching practice. Often you don’t get the negative evaluations. The informal evaluations are much more important than the formal evaluations and communications. Often they are unfair, and there is a lot of unfairness when talking about coaching and coaches. Why is that so? Why do they go to gossip? It becomes their own reason not to do anything; you are guilty and that’s why it didn’t work; And what if it did work? Coaching is sometimes similar to clinical therapy – they want to say I did I all alone. Self help has turned against us. How can I be influential on the gossip? Why is there a need for shared evaluations – this tool will help you. We assume there is a need for evaluation, to compare facts and data, as Thessiger says: in a permanently changing complex world it is necessary that people share their evaluations and validate it with other people. There’s a need for social comparison. Also the background to this and the theory – coaches always want to be successful. The success of coaching is a social construction. How can you as a coach influence this social definition of success? This Change Explorer began as a research instrument, but it has become so popular we use it at a practitioner level. It is a tool to help you to be open to multi-perspectives on the concrete case. You can use this for the entire coaching intervention, and you can look at the process of coaching if it isn’t going well, and you can use it for just one single coaching session.
There will be triads of groups of three or four, one will be the coach reflecting on a case; one will be the interviewer and one or two observers observing the process, giving feedback and answering these questions. 
1) Briefly describe the coaching case and don’t take too long.

2) How do you personally rate the success of the coaching? Real success in terms of what people say is success starts with +3. In the negative, usually you find values of -1 or -2. Even if ‘failure’ isn’t the right word to use in Australia, it’s useful to have the whole scale, -5 to +5. Of course you have to know these cultural differences. These technique has been tested to look at subjective understandings in any change project, and in this case we are looking at coaching, and why coaching was successful. 
3) What specific questions or results that led you to that rating – write your notes on green cards. Start and write on individual cards all of the positive results. And what was not so successful about the coaching – write your notes on red cards. If the result is negative you can start with the red cards and then look at the green cards. 
4) We don’t only look at the results – we look at the client’s personal attributions for those successes and failures. Take the first success card, and answer the question what led to this success. Write down on yellow what led to the success. Write on yellow cards the personal attributions for both the successes and the failures. 
5) Goals – to go further which goals has the client attained? If coaching was responsible, what is the percentage of its contribution? How can you increase the effectiveness of the coaching? Write these notes on blue cards. Use the evaluation sheet.  

Your experiences

Not easy; not linear in a positive way, some jumping around, as it flowed; interesting to reflect on your own process vs. what it was like for the coachee/client, and how they are related; sometimes so focused on the client that you lose the meta knowledge about you; blurred boundaries; seeing the reasoning of the coach; learning from the process;
What did you learn about your purpose?

Through this process you are giving structure to something where the structure isn’t clear when you are doing it; you’re not always going back to reflect on that; you’re creating structure where something isn’t always structured; creating structure and moving into a future direction; it takes clients to a higher level; seeing a deeper purpose in what I am doing. 
What did you learn about your perspective?

Independent from ecology; I was reminded about a coaching perspective and that I have limitations; need to contract better and clearly to manage those expectations; I may not say it clearly enough; maybe review the written contract with people to safeguard them and to safeguard myself.
Closing

Rate the satisfaction of the client... Step 6 – guidelines for closing the coaching intervention.
Part IV – Michael and David
You can use this tool in many ways – in supervision, in your own coaching, and to reflect on your coaching interventions. And in particular in looking at your purpose in coaching, and gradually over time you shape what you are actually offering. And it gives you the opportunity to expand your perspectives. What sort of reasons did you give for success or failure? What sort of reasons didn’t you give? Were you open to challenging yourself?
What sits within the framework? Let’s look at process. 
This is how the work shows up in the individual client. Your purpose which you can define; your purpose that is co-evolving between you and the client; the purpose is always co-evolved. This is the sort of coaching I do, and the purpose in my coaching. Given that’s my purpose, what sort of perspectives do I need to bring? These three circles are a METAPHOR – it’s not real; it’s a metaphor and is useful. A model of change that sits in the personal; change sits in the interpersonal; and change sits in the systemic. If my work is about personal change I can draw from various psychological theories; if more and more of the work is concerned with interpersonal processes, then I need to expand the perspectives I am bringing and look elsewhere. Cognitive theory isn’t much good at looking at the interpersonal, it’s in the individual. We need to constantly go back to your purpose and your perspectives. 
Process
Now we move to process – what am I actually going to do? And again, we use metaphor. There are three groupings of approaches. Sometimes we work in linear space (empirical), or emergent or structured. We are going to give you a task to have you work in one of those spaces; but not in the chaotic space.... we are going to work in the emergent difficult space. An example, working with difficult children: that’s the purpose, fix their brains; the perspective was that you could fix problems at the individual level; the problem lay within them. The model was to fix kids with a small level of success. I worked coaching with a number of head teachers: part of the difficulty was that, for a number of these kids, they made teachers feel incompetent. So, we need to get rid of the source of what was making us feel incompetent. WE eventually got them to the point of looking at more systemic ways of thinking about schools as systems; how come this kid is completely impossible in one context but is ok 80% of the time. Through coaching the head teachers we began to take broader and broader perspectives.
Stacey Agreement/Certainty Matrix
How do I deal with the clients that make me feel incompetent? But the Stacey Agreement Certainty Matrix explains why we are going to work with different types of stories and different types of spaces. This is a way of understanding different spaces we can be in in the coaching relationship. Agreement about what should we do, and predictability of outcome – both high is a predictable space. The task in coaching: get on and do it. Let’s go to the other corner: there’s millions of things to do, and there’s no agreement about it, and no matter what we have no idea of what will happen; that’s the chaotic space. Clients often come to us in the chaotic space (low agreement and low predictability of outcome. Middle ground: good luck. What we do in each of these zones is really quite important. But where do the challenges come from with most of our clients? Either in the chaotic space or something in between... it comes from low predictability and fairly low agreement, middling. You’ve heard the term, the edge of chaos. It’s the zone between ‘we know what to do and we have no idea’. Where most of life gets lived... And what sort of coaching process is useful in that zone? The randomised controlled trial, takes a group of people and defines them around a tight condition, and if you do this and in this way, you’ll get these results. It seems rational and provides a level of certainty to it; but clients aren’t like that. People don’t fit into the boxes; parts of what people do fit into the box. 
Stories

So how do we work in the ‘self-organising’ space? What we’re going to do is look at different types of stories that are useful? In a chaotic space... a structured story. For example, looking at the roles that are being played here... That’s a way of structuring an otherwise chaotic experience. An emergent story is useful in the self-organising story. And the empirical/linear story is useful in a rational space. The trouble is that leadership is about anxiety management; and so is coaching. Because most of coaching happens in the zone of innovation and creativity – it’s the zone of ambivalence and ambiguity. The number one derailer of coaching is the rush to close on the goal. A little dialogue model can help to bring this into perspective. 
Dialogue
When I am suspending my perspective, I can ask, what will be useful? That allows my perspectives to inform the coaching. Do we suspend or do we pursue? If we pursue we can discuss or debate. That always ends up in a right/wrong, win/lose. Discussion comes from the Latin to shake apart; debate comes from ... we’re listening for faults in their perspective, and to add our solutions. In discussion we’re listening better and listening for tensions. Another choice, are we informed by our tensions, or do we move to generating dialogue. Read Bohm/Kahane on  Reflective Dialogue. Listen by getting into their thinking... as Sunny was talking about. Put on the attitude of curiosity and facilitation, where you don’t come with your answers; hold all that great stuff you know in the back of your head somewhere as a resource that may or may not be drawn upon. Notice what happens to your energy when you merge your thinking. Once you allow those tensions ... then you move into generative dialogue which is really deciding together. That’s the role play.
Coaching in the emergent space – coaching exercise in triads

Use that attitude of attention.... coach, coachee, and an observer. What questions are emerging. If you notice there is a tension that people are stepping around, ask about it. When you do the debrief, speak from your perspective (coach, coachee or observer). Coach knows their experience and their intentions; coachee knows their experience; observer sees the dynamic between them. When were you supported and challenged as the coachee? And what did you notice about your purpose, perspective and process? And most importantly, what did you notice over time?
Debrief
What did you learn through that process? We try to deal with the tensions by coming up with a goal; I put it out there; how difficult is it to acknowledge you’re stuck; sometimes it’s the parallel process – you’re stuck cause they are stuck; there is such a pull to resolving the tension.
Stories

What makes for a good story as coach. There’s quite a lot of research out there on story telling... Critical narratory, narrative therapy and the universality of narrative... All cultures use narrative to understand the world; all cultures have a creation story; in the aboriginal culture, the world was sung into existence by naming things... I name you river, I name you crocodile. There are differences culturally in the way narrative is used. Narrative makes sense in the relationship to spirituality. What are the things from research on narrative – good stories appeal to us and are compelling have certain features. In my model of coaching, how are these features present? Or how can I use them to think about a particular coaching case. How does my model show up and how do I show up. You can use it to think about your client’s story?
1) They have an appeal to / or resonate, are thought provoking and generate curiosity; so how do you provoke thought and curiosity in your clients; to what extent does your model resonate with the client; does the client’s story provoke curiosity in you?
2) Good stories are richer in the connections they make between the individuals and the contexts? Or is it an impoverished story.
3) Good stories challenge stereotypes and self perpetuating labels. What stereotypes might your stories/models be promoting? What view of the world are you perpetuating? How are you disabling the client and how are you enabling the client? How are you helping and hindering? 

4) Good stories assume evolution and change is possible. What are they telling others about the possibility of change? De Bono doesn’t tell people what to think, he tells them how to think.
5) They conceptualise individuals connected to the story as active, competent, responsible and reflexive.
6) The key character in the story has a positive moral or ethical code and their actions are consistent with this (even if you don’t like their values).

What are our assumptions about the word ‘tensions’? How are you defining the term? What if tensions weren’t problems?
Exercise: choose one of those six and think about how it shows up in your coaching story. Talk two minutes each, how does that show up in your coaching: generate thought, curiosity, or what does my coaching model do to enable richer connections, etc. 
In Summary

Does it matter if the story is true? There’s something about the integrity of the teller; it can be compelling. What about that element – that’s purely about the question what makes a good story? We need to look at the nature of evidence...some take the view that there is no ‘reality’. That’s a constructionist view of reality. You have to balance both. You have to balance the various perspectives on the nature of evidence. 
We’ve presented a set of ideas to help you to think about how you coach, to reflect and critique how you coach, and some useful tools and techniques to do so. As professionals we are constantly navigating between demands. Our stories have to be acceptable and functional. How are you telling a story that is authentic and meaningful for you, rather than coaching in someone else’s model? How are you engaging in stories that are reflective and generative – where you can learn and explore and go out and work with? The coach sells into corporate: I can do that and that and that...building a credible story that is authentic is a key part of it. 
