“Executive coaches are not
for the meek. They’re for
people who value unambig-
uous feedback. All coaches
have one thing in common,
it’s that they are ruthlessly
results-oriented.”

FAST COMPANY Magazine

“Coaching is a collaborative

partnership that focuses on
the client’s success. A coach
works with clients to increase
their self awareness, identify
and deepen their values,
discover what compels them
to make changes in their
lives, look at life/work
balance, develop clarity and
focus, create structures for
accountability and achieve
desired outcomes.”

Betty Till
LifeWork Solutions
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Executive Coaching:
Optimizing the Potential of Healthcare Leaders

aveyou ever wondered why
Htop athleteslike Tiger Woods
and Michelle Kwan still use
coaches, and why they would even
need them?Why do they spend good
money on coacheswhentherearevery
few peopleintheworld who canmatch
their ability and skill? Therelikey isn't
a coach who could golf as well as
Woodsor even comecloseto skating
aswdl asKwan, but theseathletesrely
oncoachesdally. Theansverissmple,
according to coaching advocates:
coachesarethereto observe, tofind
theblind spotsthat escapetheir clients,
and to help these great athleteswork
from their strengths to overcome
barriers that could keep them from
attaining thelevel of excellencethey
seek.
Thesameisbeing said of executive
coaching, which is taking hold in
corporate America. A recent survey by
the Hay Group found that from 25
percent to 40 percent of Fortune 500
companiesuseexecutivecoaches. Ina
study published last year by the
consulting firm Manchester USA,
executives from Fortune 1,000
companies who had experienced

executive coaching for periodsof six
months to one year were asked to
edimatethefinancid payback fromthe
experience. Theaverageresponsewas
that executive coaching had resultedin
$100,000 in savings. This average
savingswas Sx timesthe average cost
of the coaching. Another study
conducted in late 2001 by
MetrixGlobal found a 788 percent
returnoninvestment from executive,
withamgjority of repondentsreporting
gainsin productivity and employee
satigfaction.

Healthcare Leadership &
Management Report talked with Betty
Till, anexecutivecoachwhoworkswith
arangeof clientsinand out of health
care. Shehasworked with physicians,
hospitalsandlargehigh+tech companies.
Throughout her own career, which
includes positions as executive vice
president and president of
communication, healthcare and
educational organizations, she has
coached and counseled executives,
managers and employeeson creating
impact, communicating effectively,
creating alliances, balancing lifeand
work, and personal choices. She has
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takenthat experienceandturneditinto
aprivate telephone-based coaching
practiceout of Belmont, Calif.

People often ask what the
differenceis between coaching and
therapy, and coaching and consulting.
Till saysthat therapy is
about healing and
recovery, and looking
retrospectively at why
something happened.
Coaching on the other
hand, looksat wherethe
peoplearepresently and
wherethey want to go and what they
want to do inthefuture. She saysthat
coaching is also different from
conaulting. Till saidaconsultantisusudly
cdledintoded withaproblem, anda
consultantisusually expertin dealing
with a particular niche wherein the
problem lies. The consultant usually
studiesthesituation, presentsareport
with recommendationsand then either
getsstarted on animplementation plan
or recommendsthat the organi zation
hire someone el se to implement the
recommendations. Till said thecoach,
on the other hand, “ provides guidance
tounlock theclient’ spotentia to solve
the problem.”

Why do Organizations Hire
Coaches?

Inhedth care, consultantsareoften
cdledinwhenthereareinefficiencies
or serious management problems, and
heads sometimesroll asaresult. For
that reason, people may have the
impressionthat executivecoachingis
employed only with problematic
individuas. However, Till saysthat in
her experience, executive coachesare
usually called into an organization to
assist executives and managers for
whom senior management has respect
for their leadership potential, but are

awarethat they need guidancein certain
aresstoredlizethat potential.

“Thisisnot away of getting rid of
people,” Till said. “Coaching is
absolutely not for that.”

“Companies want to maximize the investment
they make in their people, especially if someone
shows leadership potential. Hiring a coach increases
the probability of success for the new leader.”

Till has published the following
description of executivecoachingto her
Web ste, www.lifeworksol utions.com:

“Coaching is a collaborative
partnershipthat focusesonthedient’s
success. A coachworkswith clients
to increase their self awareness,
identify and deepen their values,
discover what compelsthemtomake
changesinthar lives, look at lifelwork
balance, develop clarity and focus,
create structuresfor accountability
and achieve desired outcomes. A
coachworkswith clientstorecognize
perspectives and make informed
choices.

“Ineachmesting, thedlient chooses
thefocusof conversation, whilethe
coach listens and contributes
observations and questions. This
interaction createsclarity and moves
the client into action. Coaching
acceleratestheclient’ sprogressby
providing greater focus and
awareness of choice. Coaching
concentrates on where clients are
today and what they arewillingtodo
to get where they want to be
tomorrow.”

Till saysthat sometimesindividuds
request coaching, becausethey redlize
thevaueit can havefor them, especidly

intrangtions. “| want to emphasizethat
coachingisnot only for performanceor
for whenthereisaproblem,” Till said.
“Itisoften used for when people are
moving tothat next level, andthey are
alittleunsureof themselves”

Till says she is
usualy called into an
organization by the
CEO or the human
resources department.
“Most of thetimeitis
because they have
someone who is
intelligent and a high-performer and
they want thisperson to succeed,” Till
sad. “Inonecase, aclient called mein
becausethey had anew physician that
they redly liked andwantedto hire. But
they wondered if hewasgoingto have
thewill topush back againg their current
medical staff, whichwasvery strong
and aggressive.” Till worked for more
than ayear withthe physician tohelp
thistrangtiongo smoathly.

“Companieswant to maximizethe
investment they makeintheir people,
especidly if someoneshowsleadership
potential,” Till says. “Hiringacoach
increasesthe probability of successfor
thenew leader.”

* Studiescontinually find thet once
apersonfedstheir pay isfair, thenext
most important variable people giveas
areasonfor sayingisthequality of their
manager,” Till said. “It really doesn’t
meatter how many benefitsyou provide,
fortheemployee, it redly comesdown
to, ‘What istherdationshipthat | have
withtheleadershipinthisorganization.””

Till said that in her work shededls
with helping clients improve the
perceptionsthat people have of them,
someof whicharefdseimpressonsthat
arecreated by the style of the person.
With one physician client, who isa
medical director, there was the
perception among the staff that the
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phys cianwasnot following through on
projectsand wasnot taking charge. Till
discovered that this was more a
perceptionthanaredity. “Hewasdoing
the right things, but he just wasn’t
communicatingthet fact effectively tothe
peoplearound him,” Till said.“Soone
of thethingsl’mworkingonwithhimis
improving theperception
of following through.
We're working on

happen in the organization. The 360
degree survey assesses the client's
behavior on the job against a set of
competencies required for success.
The surveys are distributed and
completed by peoplefrom all around
the client—supervisors, peers, and
direct reports. Till said theresulting

arevery logicd andintuitive, and most
of the time they do have the right
answers,” Till said. “However, it' sthe
way they communicate that totaly shuts
downeverything.. It' sdl about coming
back and being ableto communicate
within your style, eventhough it may
be different from others”
Working with an
executivecoachisnot

cresting action plansand “As leaders and executives move up in the orga- for the fainthearted.
ways %f Conit)i nually nization, there is less opportunity for honest, direct ??baéknetl mesg;i:ee_?ﬁ
communicatingtohospital ~ feedback from their colleagues and co-workers. So COMEShECKWI

administration and his
own people about what
he has accomplished.”

Till ssidshehasfound
that therearethree universal areasthat
all leaders are always challenged to
work on: their communication skills,
their ligening skillsandtheir ability to
manage through change. Executive
coaching involvesworking intensely
withtheclientinvolved, inpart through
gathering feedback from the people
around them. As a result,
communicating, listening, and adapting
to changebecomemoreeffective.

“ Asleadersand executivesmove
up in the organization, there is less
opportunity for honest, direct feedback
fromther colleaguesand co-workers”
Till said. “ So having acoach to solicit
feedback isextremely important.”

This is why she believes the
coaching process should beginwitha
basdline personal assessment of where
the executive stands. Thisassessment
is derived from the 360-degree
feedback method, and from a self-
assessment conducted by the client.
Part of theassessmentincludeshow the
client defines success, what are some
of thechallengesthey faceintheir job
over thenext Sx to 12 months, and whet
aresome of their blind spots—things
that they do not typically see that

having a coach to solicit feedback is extremely im-
portant.”

multiple responses, including the self-
assessment, providevauableingght and
feedback on how others view the
client'sactual performanceonthejob.

Till said that when the feedback
from these assessmentsispresented to
theclient by their coach, aneutrd party,
theresultisusualy eye-openinginnot
only what themajor concernsare, but
inwhat peopleperceiveastheclient’s
drengths. Oneof thegoa sin coaching,
Till says, istowork from the strengths
of the personto find solutions.

Oftenthereisaclash of perceptions
that causesconcerns, Till said. Thisis
often the result of various personal
styles and how those styles are
communicated. In one case, the
perception of the peoplearound one
executive was that he was far too
demanding. His perception, however,
wasthat hewasdecisve. Theclient,
after taking thewidely-used Myers-
Briggs Type Indicator (MBTI)
assessment turnsout tobean ENTJ—
acommon typeamong organi zational
leaders.

“Y ouhavetohdpthemredizethat
an ENTJpersondity stylecan oftenbe
perceived asdemanding, and yet they

thegingingimplication
that the person in
guestion is the
problem. Y ouhaveto
just tell themthat this
iswhat people are saying about you:
don’t follow through, you're
demanding, you miss meetings, you
don’t seethe seriousness of thejob, the
staff feelslikeyou’ re micromanaging
them and that there is no career
development herefor them,” Till said.
“The blunt honesty of that kind of
feedback presented in confidenceis
what creates the foundation of my
relationshipwiththem. | canrefer back
to that feedback throughout our
coaching raionship.”

Shesaid that shealso workswith
physiciansand otherswho aremaking
that often rocky transition from the
clinical or frontlineenvironment to an
executiverole. “Thechalengehereis
how you movefromthetactical, get-
the-job-done, immediate problem-
solving mode into more strategic
thinkingmode.” Sherecaledtheaxiom
that asonemovesupinan organization,
it is no longer what one does that
meatters, but what onegetsdonethrough
others. Till saysthisleapisakey step
that benefitsmost leedership clientsin
executive coaching.

Then there is the question of
whether the person isready to move
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upintheorganization or truly wantsto
do 0. Till hasworked with peoplewho
have madethat step and then found out
that it was not where they wanted to
be. She hasalso worked with clients
who are getting ready to take on a
promotion. Shesaid Situationssuch as
these point out the
difference between
coaching and conaulting.
“It’s different from
consulting,” she said,
“becauseinthecoaching
process I’'m asking
thought-provoking
guestions of people
about whether they
really want this, what
will ther lifebelike, and what will they
get out of moving up. | want themto
think about what their underlying reason
isfor moving up and havethem bevery
clear onthat beforethey doit, so that
they canhaveamorefulfillingrole And
if they havedready madeachoicethat
they now regret, wework onwhat they
doabout that.”

Part of this process includes
satiSfaction assessments, someof which
attempt to determine the balance of
persond and professiond satisfactionin
aperson’'slife incudingissuessuch as
money, professiond development, fun
and recreation, health and personal
relationships. “ Often we focus on a
particular areaof our livesfor awhile,
but ultimately, unlesswe attend to all
areas, the progresswe have madein
that one areacreatesimbalance,” Till
said. “Once one thing gets out of
baance, everything d setendsto get out
of baance”

Till bdievessuch bdanceiscritica
to hedlthcare organizations, especidly
because of the current stressful
environment of worker shortages,
increased emphasis on patient
satisfaction, financial lossesand other

issues. “Whenyou' reunder sressfrom
thingslikethat, youtendto react and
maybelash out a Saff, then patientssee
theeffectsof that, you get poor scores,
andit createsacirclethat makesyou
moreand morefrustrated,” Till said.

“I want them to think about what their underlying
reason is for moving up and have them be very clear
on that before they do it, so that they can have a
more fulfilling role. And if they have already made
a choice that they now regret, we work on what they
do about that.”

“Healthcare leaders need to be
constantly thinking strategically and
having abigger picture, andthat’ shard
todowhenyouarelockedinyour office
al day long and dedling with problems
right and left. It svery difficult to be
creative when you're in that
environment. For many, their cregtive
and grategic thinking doesnot occur in
their office. It occurswhenthey’reon
thegolf courseor out onamorning run.
Soit’ simportant for meto work with
them to carve out time that they
condder ther Srategicthinkingtime.”
Till said that there are particular
challengesfor women executivesand
managers. “ Oneof thetop complaints
about women moving up in
organizationsisthat they’ renot Srategic
enough,” Till said. “Womentendtorall
uptheir deevesand getinthereand do
the work. The thing that got them
promoted so far was because of
everythingthey did, and got done, and
now that they’ retrying to move upto
thenext level, that’sahardthingtolet
go of. They often need to learn to
delegate more effectively.” Shesaid
much the sameistruefor physicians—
male or female-who move into
leadership and need to come to the

redizationthat “their clinical prowess
will nolonger movethem forward.”

As a coach, Till also values
feedback onher own effectiveness. A
recent assessment from a physician
leader of her work tdllsthestory of what
thegod of coachingis:
“When | was named
medical director in a
new hospital | didn’'t
know anyone there.
Suddenly | had to start
over, eventhough | had
20 yearsof experience
asamedicd director. |
was struggling and
having little success
convincingtheadminigtrationtolisten
to my advice. My coach focused me
ononetask after another, and suddenly
| began to succeed in every direction.
Shehel ped meapply my strengthsand
pointed out my weaknesses. | would
rateour interaction asthemod effective
caays for professond developmentin
my entirecareer.”

Till explaned thestuationwiththis
medical director: “ Thisisaseasoned
physcianwho cameinto ahospita that
had alot of problems,” shesaid. “He
cameinwiththis*how I’'mgoingtofix
it" attitude, and the truth is he was
probably right about alot of things, but
heforgot tobuildtherdationshipfirs.”
Her job was then to guide him into
stepping back, improving his
communicationandligening, and doing
smplethings, such asworking oneye
contact and asking questionsto solicit
feedback. All of thishelped him gain
acceptancefor thethingshewastrying
toaccomplish, accordingto Till.

Through her work, Till hasfound
that perception problemsoften result
fromanindividud’sskillsintheart of
communicating what they do, whothey
are, and what they accomplish for the
organization. “ Sometimesmy dientswill
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have ahigh performer that they feel
needsto get morevishbility,” shesaid.
“They'regreat, they'rebrilliant, they're
smart, but nobody knowswhet they do.
So how do webring that personto the
nextleve of vighility intheorganization”?
Again, it comesback tocommunicating,
listening, and sometimeseven creeting
a presentation and

delivering it. Some

attention when they appear to be
micromanaging, for example, or letting
them know when they’re no longer
doingit.

It has been said that the goal of
coaching is about discovering and
creating, and theroleof thecoachisto
helpdientsuncover their ownanswers.

want andwhat they want todo, they’ re
likealaser, and thingsstart happening.”
Till says that people often ask
whether executive coaches need to
haveaparticular expertiseinanindustry
in order to coach inthem. Her answer
isno. “Thedient hasthe content,” Till
says. “Inconsulting you may haveto
beanexpertinacertain

fidd, butincoaching,it's

peoplebelievethereis
such a negative
connotation about
promoting themselves,
that they don't even

“For many, their creative and strategic thinking does
not occur in their office. It occurs when they’re on
the golf course or out on a morning run. So it’s
important for me to work with them to carve out
time that they consider their strategic thinking time.”

redlly about thecoaching
process—the artful
questions, thelistening,
being curious, and
managing the per-

want to go there. So
you have to convince
themthat promoting not
only themselves, but
their team, isaway to get themselves
morevisibility sothey can havemore
impact and create better outcomeslater
on.”

Shesaid that clientsalso need to
make the peoplearound them aware
of thefact thet they areworkingthrough
theprocess. Sheencouragesher clients
tocommunicateeffectively that they are
currently working with an executive
coachtoresolvesomeof theissuesthat
cameupintheprocessof collectingthe
confidential feedback, and to ask them
for their assstancein calingittotheir

Becauseof this theability totruly ligten
isakey skill for an executive coach,
accordingto Till. Shesadthedifference
inhaving afriend, afamily member ora
coworker lisgening tothe personisthat
theexecutive coachisfocused entirely
onthefuturesuccessof theperson, and
isevauating did oguebased onamyriad
of questionsthat need to beanswered
inorder togainclarity inachieving that
futuresuccess. “My ligeningiscoupled
withahost of questionsabout helping
my client to develop clarity,” Till said.
“Oncethey get clear onwhat itisthey

Betty Till isthepresident of LifeNork Solutions Her dientsindude
physician executives, managers, entrepreneurs, and other
professionals. Sheisa Certified Professional Co-Active Coach
(CPCC) Sheadlso holdsabachelor of sciencein nursing from the
University of Texasat Augtin. Sheisamember of thenternational

Coach Federation (ICF), an organization which establishesindustry
sandardsto ensurethehighest leve of professonalismin coaching.
Sheisaso amember of the Professional Coachesand Mentoring
Associ ation and the Ingtitute of Management Consultants.

ceptions of people is
what helpstheclient.”

Till went back tothe
analogy of why astar athlete needsa
coach. “ They haveall of that innate
ability,” Till said, “ but what the coach
providesissomeonetolook aongside
themand say,  Doyou naticethat every
time you do that, you drop your
shoulder? And the coach asks, ‘ Did
youwanttodothat? And maybethey
didwant todrop their shoulder, but did
they noticethat they were doing that,
and didthey think about theimpact that
action might have on their future
success?’

“My jobistohelpmy clientshelp
themsdves” Till sad.

14 September 2002

Healthcare Leadership & Management Report



