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Praise for Co-Active Coaching, Fourth Edition

“Co-Active Coaching remains the bible of coaching guides. Written with a powerful, distinctive approach, no other book gives you the tools, the skills, and the fundamentals needed to succeed in these delicate relationships.”

—Stephen R. Covey, Author, The 7 Habits of Highly Effective People and The Leader in Me

“In Co-Active Coaching, the dynamic Kimsey-House duo, along with Phillip Sandahl, have elevated coaching from an instructional tool to an art form! Seldom have I seen such a clear road map for how to ‘overcome actions that sabotage desires, plans and dreams.’ Collaboration, cooperation, coalition—all necessary components of a successful working relationship. As a gym coach leads his trainee to a higher state of physical health and wellbeing, Co-Active Coaching provides business coaches with a toolkit for helping their clients achieve professional and personal success. Co-Active Coaching should be required reading for every manager or employee who wants to succeed in the workplace.”

—Marshall Goldsmith, Two Million-Selling Author, New York Times Bestsellers Triggers, MOJO and What Got You Here Won’t Get You There

“Co-Active Coaching exudes the catalytic power to transform your organization and your life. Read it, savor it, and practice it to become a purpose-filled leader of life! ”

—Kevin Cashman, Best-Selling Author, Leadership from the Inside Out and The Pause Principle

“I applaud the new edition of this definitive text on transformational coaching. The authors and the visionary network they lead provide an effective methodology to work with change at personal and organizational levels. This is a must-read for professionals who value the process of discovery, awareness, and choice that empowers people to find their own inner wisdom and to act in service to make a better world for all.”

—Lynne Twist, Author, The Soul of Money, Founder, Soul of Money Institute, and Co-Founder, The Pachamama Alliance

“Co-Active Coaching insightfully reveals how to unlock a person’s potential and enlighten their past, present, and future. It’s a must-read for all self-empowered senior executives.”

—Michael Cheah, Former President, Xian-Janssen Pharmaceutical, China (A Johnson & Johnson Group of Companies)

“Transformational change—in ourselves or in the teams, organizations, and companies we lead—is ultimately all about relationships. The fourth edition of Co-Active Coaching, by the eloquent and compassionate founders of the Co-Active Training Institute, will give you the tools, skills, strategies, and ethical frameworks to achieve the powerful goals of this work: changing lives and changing the world.”

—Celeste Schenck, President, The American University of Paris

“Coaching basics are an essential skill set for any manager or leader who is interested in developing other people, so I use this material in most of the MBA courses I teach. Without fail, it engages the hearts and minds of people who care about acquiring meaningful and effective skills they can immediately put to use.”

—Heidi Brooks, PhD, Director, Yale School of Management Mentoring Program, Lecturer, Yale School of Management, and Clinical Assistant Professor, Yale School of Medicine, Department of Psychiatry

“Co-Active Coaching, Fourth Edition is a must read for any leader who wants to personally perform higher and take their team to a higher level of performance, regardless of culture. Having lived and worked in the Middle East for the past two decades, this book transcends culture, religion and ethnicity and connects to who we are as human beings.”

—Kevin Craig - Founder of Craig Consultants and Co-Founder of Grip Arabia. Co-Author of Polar Bears and Penguins. High Performance, Executive and Leadership Co-Active Coach, Kingdom of Bahrain

"The principles offered in Co-Active Coaching have fostered a journey that has genuinely shifted our organizational culture. Nowhere is this clearer than with job satisfaction and retention. My people love coming to work every day and they drive each other to be an even better version of themselves on behalf of our organizational mission. Together, we work to infuse Co-Active methodologies throughout Colorado’s Child Welfare System with great success!"

—Kasey Matz, Director, Colorado Child Welfare Training System

"Our company, AFCC Automotive Fuel Cell Cooperation, embarked upon our CTI Co-Active inspired coaching journey, creating an extraordinary coaching culture. Using the models and tools outlined in this book, we utilize coaching discussions in many aspects of our business and employ Co-Active CTI-based principles across our company. Our journey culminated when AFCC was awarded the British Columbia Prism award, followed by the ICF Global Prism award in 2017!”

—Jim Boerger, Director of Operations

"Co-Active Coaching has already touched thousands of Japanese hearts with its first three editions. I am utterly convinced that the content of this book transcends the cultural boundaries because it speaks to something that we universally share as human beings. Now that its fourth edition is out, I can only feel excited when I imagine how many more hearts will be touched around the globe!"

—Hide Enemoto, Founder, CTI Japan

"Schouten & Nelissen is a proud partner of CTI, and we feel privileged to spread this wonderful and important work throughout the world. Co-Active Coaching has not only changed the lives of many, it has also touched the hearts of all coaches in our communities in the Netherlands, Belgium, Luxembourg, Germany, Switzerland and China."

—Marcel van Bronswijk, Board President, Schouten Global

"As an R&D manager in today’s high-tech companies, I was facing an everincreasing demand for emotional intelligence and support for employee’s development. Co-Active Coaching has unlocked the gifts of true listening and empathy, turning me into a better person and a better manager. This book an excellent companion for any manager who wishes to follow the path of co-active coaching for personal and professional growth."

—Adi Sapir, VP of Research and Development, Israeli high tech company
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Preface to the Fourth Edition

On one hand, the title of the book says everything you need to know in terms of what this book is about: co-active coaching. After 20 years and three editions we still emphasize coaching, which is our heritage, our expertise, and our learning laboratory, but now we also highlight what it means to be co-active, and it is that expanded emphasis that is the fundamental reason for the fourth edition. We will look especially at how being co-active applies to—and empowers—conversations that don’t fit a traditional coaching form. It’s a shift in focus based on an awareness of how fundamentally conversations are changing and why an understanding of what it means to be in a “co-active” conversation is so important and so fitting in the world of work today.

In simple terms, coaching describes what we do. This book presents a robust model for coaching; principles, methodologies, and contexts for coaching; and practical skills for coaching. In other words, it’s about how to do coaching effectively. We have been pioneers in the field of coaching and have trained tens of thousands of co-active coaches around the world.

Co-active is about the nature of the coaching relationship. It involves how the coach and the coachee work together—the alliance—for the sake of the coachee’s agenda. That underlying co-active relationship has been featured in previous editions and is essential to an understanding of what makes this coaching approach unique and transformative. The key word there is underlying.

As we considered revisions for this edition, we realized that the nature of the environment in which coaching takes place—or where informal coach-like conversations take place—needs to have more visibility. What co-active contributes is the container for effective conversation, and that container is as important as the coaching conversation itself. Given the changing nature of the world we live and work in, it is clear there is an urgent need to highlight this fundamental aspect of the work. The ground conditions necessary for sustainable and transformative change in all coaching relationships, whether formal or informal, come from the act of consciously creating co-active relationships: relationships that are collaborative, cooperative, co-created, active, and engaged and that yield action steps and learning. Consequently, this book focuses on the context for effective coaching: creating the container.

The fact that a coaching approach has been adapted to conversations beyond the scope of the professional coach and coachee isn’t new. We made that observation years ago in the second edition, where we noted how the basic skills and mind-set of co-active coaching have been applied to conversations that aren’t in a structured coaching format: the private, one-on-one conversation between a trained coach and a coachee. For example, we considered the skills of coaching applied by teachers working with students; healthcare staff working with patients; and managers, supervisors, and team leaders learning how to adapt the fundamentals of coaching to empower and support others who were not “coachees” but who participated in relationships that provided a fitting opportunity for a coach-like conversation.

What has shifted subtly over time is that the very nature of conversation has changed. Step outside the world of coaching and you will see the evidence. Take a glance at your phone—something that didn’t exist when this book was first published. (The first iPhone and the second edition of Co-Active Coaching both appeared in 2007.) A great deal of what’s possible in communication today would have qualified as science fiction when the first edition of this book was published. On a cultural and relationship level, what’s possible would have been dismissed as “not in our lifetime,” and yet here we are.

Today it is easy to communicate with colleagues, family, and friends instantly across the globe. Technology has had an enormous impact on how we can communicate and with whom. And yet the lightning speed and range of connections available to us all pose their own issues. We can function more quickly, but can we connect as deeply as we need to? More than ever, the co-active skills of deep listening, shared commitment, and empowered learning are critical.

As you look for changes in conversations, also listen to the content. The norms for what we talk about and who is included in the conversation have evolved, opened up. This shift reflects a world more visibly diverse and distributed and yet more closely connected. It’s also a world moving and shifting at an accelerated rate. We don’t really notice because we’re in it, just as we do not notice we are on a globe spinning at 900 miles an hour. Topics of conversation that would have seemed impossible or taboo a decade ago are now commonplace.

Given those conditions, it makes sense that coaching—with its inherent strengths for effective conversation—grew in a parallel way. Since the first edition, we have witnessed the dramatic spread of coaching globally: both the formal training and impact of professional coaches and the informal growth of the fundamentals of effective coaching conversations. Today the co-active part of our title is more important and more valuable than ever before.

Organizations have come to understand that effective performance depends on effective relationships. That awareness is changing how business gets done and how conversations move business forward. For leaders and managers, the ability to interact with employees by using a “coach approach” is now widely regarded as a core competency, an essential skill set. More and more, businesses see coaching as an invaluable tool in the development of talent, both in the formal coaching relationships and in the informal coaching roles that leaders and managers play with the people they lead.

Since the publication of the first edition, we have observed, learned, and adapted our work to needs in the profession of coaching and the environments where coaching takes place. At the time of the third edition, we saw a key role for coaching in a world going through fundamental realignment. The structure of organizations was changing from vertical and hierarchical (top down) to horizontal, dispersed, matrixed. We saw Co-Active Coaching as the means to have more effective change conversations, an approach that led to the book’s subtitle.

As it turns out, what we observed happening in organizations was a reflection of what was happening in global culture. This fourth edition weaves that awareness into the discussion of what it means to create a co-active environment that supports open and transformative conversation, whether the situation involves a formal coaching relationship or important, informal conversations in leadership roles or between colleagues.

Over the years we have seen the evolution of our work and how it has influenced and been adapted as a leadership skill set and, perhaps more important, a leadership mind-set. The relationship infrastructure for effective organizational performance requires the skills and mind-set for a world that is increasingly reverberating with change.

Our goal is not for everyone to become coaches but to understand and be able to apply the fundamentals of an empowering coaching container. This fourth edition of Co-Active Coaching provides a new way to be in relationship while being in conversation—a way to understand and apply basic understanding of how these skills can support more effective results, transformative change, and healthier relationships both locally and globally.

This book is absolutely a continuation of our work with our roots in the fundamentals of one-on-one coaching. It also reflects our understanding that there is more to that impact than the coaching form itself. It explores the compelling way that being in relationship shows up in conversation and how conversation is more than words.

We believe this fourth edition of Co-Active Coaching meets the evolving needs of professional coaches, leaders in organizations, and all those who value effective relationship conversations. There is a way to create that container—a conscious framework in which empowered conversations can take place. Let’s begin.
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Introduction

Welcome to our co-active world—a world devoted to creating transformative conversations. We have our roots in professional coaching, so this is a book about a model, principles, contexts, and skills of coaching. The book represents more than 25 years of experience training people in how to be effective coaches through the Co-Active Training Institute (CTI), using the model and approach of co-active coaching. Today, CTI is the largest in-person coach training organization in the world, delivering courses in North America, Europe, the Middle East, and Asia.

This book describes the model in detail, defines the skills and techniques of co-active coaching, and offers sample coaching conversations and practical exercises all designed to help you understand and practice coaching—or have conversations that are based on co-active coaching fundamentals.

It’s the second, broader application of co-active coaching that is behind this fourth edition. We were pioneers in the early development of coaching as a profession and have contributed to the vision, practice, and credibility of coaching as a professional competency. At the same time, more and more as the years progressed we have witnessed the essence of this work expand beyond the private dialogue between one professionally trained coach and one coachee. This book shines a brighter light on those important but informal coaching-influenced conversations.

Co-active coaching as a form is a particular way to be in conversation. It offers a unique way to listen, explore, raise awareness, make choices—in fact, take risks—and, always, to build on what was learned along the way to inform the next choice, the next step, and the next learning opportunity. What we teach professional coaches is being adapted for conversations initiated by teachers, healthcare workers, and parents; more than anywhere else, what we teach is becoming an essential leadership competency for executives, managers, and supervisors.

We are not abandoning our roots. This book continues to be the most required or recommended book on the subject of coaching for business schools, college and university classes, and training programs worldwide. What has been added are more examples of coach-like conversations—examples of the power inherent in a dedication to the underlying principles of being in a co-active conversation.

Getting to the Core of Co-Active

This book is about the nature of a coaching relationship—specifically, a co-active relationship. We look at the nature of a co-active conversation and at what makes this so different from other conversations—whether the conversation is between a professional coach and coachee, or between a senior manager and that person’s direct report. The heart of that conversation is the same when we look through the lens of the co-active way.

Here’s the difference. In our view, coaching is not about solving problems, although problems will be solved. It is not primarily about improving performance, attaining goals, or achieving results, although all of that will certainly happen over time in an effective co-active coaching relationship. We believe that coaching is chiefly about discovery, awareness, and choice. It is a way of effectively empowering people to find their own answers, encouraging and supporting them on the path as they continue to make important choices.

Now imagine you’re a team leader in a conversation with one of the team about the status of a mission-critical project. There are many ways to have that conversation. One way—a traditional way for a team leader—would be to ask for a report, analyze the situation, and then provide work direction. That might still be the way the conversation could go.

Here’s a different way—a way that is more co-active, collaborative. For the team leader it involves empowering the team member (who may be much closer to the actual issues on a day-to-day basis), possibly brainstorming alternative action steps, and agreeing on a course of action. In this way the nature of the relationship shifts; the context for the conversation is more inclusive and more empowering. This is not meant to imply that one way is inherently better than the other. It is an invitation to see there is a choice and each has a different impact. There is, in fact, a broader palette, a wider range of leadership responses available.

In this fast-paced world of work, the pressure is on to create more engaged, more proactive, and more empowered employees. Waiting for a higher authority or escalating decision making impedes teams and organizations that need the agility to respond to often chaotic and complex choices. Creating and supporting a co-active way of working together delivers on the imperative and creates a culture of resilience and resourcefulness.

A co-active conversation has inherent ground rules regarding certain qualities that must be present: respect, openness, compassion, empathy, and a rigorous commitment to speaking the truth. There are certain assumptions underlying the conversation as well. We assume strength and capability, not weakness, helplessness, or dependence. We assume a deep desire to give the best and achieve potential. A co-active conversation has certain beliefs built into it: that every situation has possibilities and that people really do have the power of choice.

This is a way of being in relationship and being in conversation that shifts the focal point of the conversation from who has rank to what is possible. It shifts the conversation from simply analyzing and problem solving to working together more effectively and learning to be more resourceful so that future issues are actually easier to address because the relationship is resilient and creative.

This way of communicating is finding root not only in formal coaching relationships but in the workplace as a leadership style, and in teams and families as well. It works because it taps into a human need for collaborative, co-active conversation, which is so different from the usual authoritarian, superior/inferior experience based on roles and entrenched positions. In this growing awareness of “We are in this together,” the conversation shifts to a place of common purpose searching for possibilities.

We see this every day in the work we do. Co-active coaching has taken root around the world, transcending historical cultural barriers because it connects at a deeply human level—at a place of longing for meaningful connection. From a global perspective we see this as part of an evolving human consciousness. We believe co-active conversations are both an example of this shift in human consciousness and an instrument to create it.

This unique style of co-active communication is visible in a variety of ways. You can see it in how a coach (or a person in a coaching role) listens: not only to the words but also to what is behind the words and even to the spaces between the words. You can see it in leaders who put as much value on openly listening as they do taking a stand for a point of view. Leaders who truly listen as coaches tune in to the nuances of voice, emotion, and energy; they listen for what is being said and what is not being said. They listen to the very best in others, even when the others can’t hear it in themselves.

It’s no coincidence that active is built into the name and the title for this book. Whether we’re describing a co-active coaching relationship or a less formal conversation between colleagues at work, we focus attention on accountability. We value it not as a test or from a nagging, policing perspective but as an opportunity to harvest all the learning from what happened or didn’t happen. That shift from judgment to learning is at the heart of a co-active conversation.

This emphasis on the combination of relationship and action is elegantly captured in the words for this form: it is co-active. It combines both being and doing: being collaborative, cooperating, working together on a mutual mission—and actively moving forward to a vision or goal.

With this book, you will learn new ways to work with others: how to discover and promote their mission, purpose, and specific agenda. You’ll find effective ways to rigorously hold others to account in the spirit and commitment of learning. From a one-on-one coaching perspective, you’ll discover a co-active approach to values, goal setting, life balance, and selfmanagement, and you’ll learn how it can apply in leadership roles as well.

You’ll also learn strategies for addressing the self-limiting behavior that often shows up most strongly just when people need the courage to take risks for the sake of change or when it feels like there is a great deal at stake professionally for team members or leaders. These proven strategies help people stay on track and overcome actions that sabotage desires, plans, and dreams.

This book emphasizes information and exercises for professional coaches, yet the skills and insights it offers can be applied in almost any relationship—at work, with family and friends, on teams, in volunteer and community settings—because coaching skills and the nature of the relationship are not limited to professional coaching sessions. We recognize that the essence of coaching is now an adapted communication style growing beyond the skill set of professional coaches.

How the Book Is Structured

Part 1 presents an overview of the co-active coaching model. The first chapter starts with the four cornerstones that form the foundation on which the model is built. Together they form an interrelated net in which powerful conversations can occur. We go on to build the model with the introduction of the five contexts of co-active coaching: listening, intuition, curiosity, forwarding action and deepening learning, and self-management. We look at how these five show up in informal conversations as well.

The chapter also describes the three principles—fulfillment, balance, and process—that together form the coachee’s focus at the heart of the model. Part 1 also explains how to design an effective working relationship between coach and coachee (what we call the “designed alliance”) and how that practice can build trust in any working relationship.

Part 2 describes each of the five contexts in detail and presents descriptions and examples of the coaching skills in action. Here we provide sample coaching conversations as well as exercises that bring the skills to life. You’ll find sample conversations from both perspectives: the professional coach and workplace examples.

Part 3 covers the three core principles: fulfillment, balance, and process. Each of the three principles provides a gateway for meaningful change for coaches, including employees who are working in informal coaching relationships with managers and leaders. Examples of coaching conversations in each chapter illustrate how the principle unfolds in actual practice. We also explore how the three principles are always in the background of any important leadership conversation.

Part 4 integrates the content that precedes it and provides a vision for coaching—especially co-active conversation—for the future. In a way, this final section resembles the completion of any coaching session: pulling the pieces together, then moving into action and the next steps on the journey.

In a way there is also a “part 5” if you include the Co-Active Online Toolkit (coactive.com/toolkit). With each edition of Co-Active Coaching we have included extensive coaching tools you can use and adapt for work with your coachees. Starting with the third edition, those tools were made available online where it was easy to add and update materials. Since the third edition that online toolkit has grown extensively and now includes audio and video elements as well. In the book you will find references to the online toolkit with suggestions for accessing specific tools.

In summary, this fourth edition offers a deeper understanding of the nature of an effective co-active relationship and provides the skills necessary to create and support one. The book provides a systematic structure reinforced with real-life examples and practical exercises for developing your coaching abilities. It is a book for those who want to expand their knowledge and develop their capacities as professional coaches and for those who wish simply to add a “co-active way” to important conversations using this unique, inclusive, and proven method we call co-active coaching.
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