







Advance Praise for Coaching Across Cultures

“Coaching Across Cultures is an outstanding book that explains how to develop the new breed of leadership necessary to achieve sustainable high performance in today’s global and multicultural environment. This visionary piece of work is both profound and practical. It will show you how to leverage human potential and its rich cultural diversity to the benefit of employees, customers, shareholders and society at large.”
Dean O’Hare
Chairman and Chief Executive Officer, Chubb Corporation

“Philippe Rosinski is a leader in the coaching field. Coaching Across Cultures reveals his pioneering multicultural approach and innovative global perspective. His book is a treasure for anyone eager to learn how to effectively facilitate human fulfillment and responsible growth.”
Laura Berman Fortgang, Master Certified Coach
Author of Take Yourself to the Top and Living Your Best Life

“By integrating effective coaching practices with intercultural know-how and sensibilities, Philippe Rosinski’s Coaching Across Cultures will serve personal and executive coaching practitioners from around the world for many years to come. Articulate, insightful, eminently practical, and fueled by his rich experience and deep humanity, Rosinski convincingly makes the case for linking our personal and organizational goals with those of our communities and our planet as a whole. He makes, thereby, a much needed contribution to helping us think and act systemically—globally and locally.”
Michael H. Hoppe
Senior Research and Program Associate, Center for Creative Leadership

“Coaching Across Cultures is a rich read for anyone who wants to coach, whether professionally or inside a multinational corporation. Philippe Rosinski has woven a tapestry of contexts to sensitize the reader to the cultural impact in the coaching dynamic. I enjoyed the practical exercises, tools, and worksheets, which I plan to use with my international clients. The idea of leveraging a sense of power and responsibility for harmony is new. This book is a synthesis of models and wisdom, very much the same as the makeup of its author, a brilliant engineer and engaging coach!”
DJ Mitsch, Master Certified Coach
President, The Pyramid Resource Group, Inc.
Past President, International Coach Federation

“Coaching Across Cultures brings new light to managing performance in business by integrating two important domains of leadership: coaching and diversity. Through integrating these two leadership subjects, business [leaders] will generate new energy to boost high performance. This book offers a set of new insights, tools and ideas. With most businesses moving global, this new book is a valuable resource for all business leaders and professionals in the domain of leadership and management development.”
Mia Vanstraelen
Director of Learning, IBM

“...I was surprised at the high level of application these groundbreaking concepts have in my area of work—namely diversity—as well as for...coaching and human resources disciplines.”
Jenifer L. Rinehart
Chief Diversity Officer, Chubb Corporation

“For those [of you] who are managing across countries and regions and who are willing to get the best out of that rich melting pot of cultures across all operating companies, just read Coaching Across Cultures! You will find Philippe Rosinski’s book highly stimulating.”
Olivier Desforges
Senior Vice President, Unilever
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Preface

Coaching and interculturalism1 have existed as separate disciplines, missing cross-fertilization opportunities. Having worked as a professional coach for the last ten years and having lived across cultures all my life, I have been eager to systematically integrate these two domains. In this endeavor I have greatly benefited from the innovative experiences and insights of my client-partners. I have also learned from participants at international conferences.2 Their input has helped me refine the models and ideas you will find in this book. My goal is to build bridges between coaching and interculturalism to the benefit of both professions.

I have written Coaching Across Cultures for all of you: coaches, executives, managers, and professionals from all kinds of organizations aspiring to become coaches, and interculturalists who want to add coaching skills to your consultation or training sessions. What I imagine you have in common is a desire to help people, including yourselves, to make the most of human potential. You want people to honor their true desires and live happier and more productive lives. You seek to foster genuine commitment, which is essential for sustainable peak performance. You participate in building thriving teams and organizations. You want to achieve success in your work while helping to make the world a better place.

This book will show you how to integrate the cultural dimension into coaching and coaching skills into intercultural work. You will learn how coaching can then allow you to deal most productively with cultural differences. You will find out how coaching can deploy more human potential and enable greater success by making the most of alternative cultural perspectives. If you are an interculturalist, you will learn some coaching theory and practices in chapter 1 and will be able to integrate these processes into your work.



Many carmakers dream about producing cars that, year after year, have the special aesthetic and technical qualities of a BMW. Moreover, fewer perhaps have matched BMW’s ability to remain profitable. In the Harvard Business Review, Chris Bangle, BMW’s global chief of design, explains how coaching designers, and mediating between these artists and the engineers and business managers, has enabled BMW to “turn art into profit.”3

While other companies succumb to the business pressure of shifting from design to engineering too soon, Chris Bangle repeatedly explains to nondesigners that a “BMW, like a fine wine, cannot be hurried.” Everyone at BMW understands that without its classic quality, a BMW would not be a BMW and customers would not pay a premium price for the car. The artistic culture therefore has to be honored and nurtured. “For designers to do their best work, they must be guided by their strong sense of artistic quality.... They need support and empathy—they don’t respond well to dictatorial management.”

Chris Bangle refers to his leadership style as coaching. And as a coach, he tries to draw the best design out of each artist. “When their work isn’t going well, I can’t prod them the way a manager in another department might. Artists don’t respond to traditional dictums or push tactics. I can’t say, ‘Your last design lost, so do it my way.’ I have to let the art manage the artist. This means making the artist come to terms with his design. I tell the designer to listen to his creation and to talk back to it; the brilliant car hiding inside his head will somehow speak loudly enough to get itself built and sold.”

It may seem paradoxical that business success is achieved when artists are allowed to be fully themselves. However, this is only part of the story. BMW is also known for superior engineering and for being profitable. The success has come from valuing those technical and business perspectives as well, by leveraging these different mindsets. Using a mechanical metaphor (after all, this is the automobile industry), Chris Bangle says,

The design group, the engineers, and the business managers are like three meshed gears. If the gears are separated and spinning solo, nothing happens. If the gears turn the same way, they freeze up. They have to be interconnected and turning in opposite directions. But as we rotate, we transfer power to one another.



I invite you to hold this metaphor of meshed gears in mind as you read Coaching Across Cultures. The designers, engineers, and business managers are three separate professional cultures within BMW and constitute a “set of meshed gears.” Now consider an international dimension, say BMW’s operation in Germany and in the United States, and another set of gears, country cultures, are added. If BMW engages in an alliance or merger with another corporation, then its respective corporate cultures become a third set. And that is not all. Socio-political cultures are an important four set of gears, bearing in mind the necessity to serve society overall, notably by reconciling business and ecological cultures (achieving profitability while, in our example, reducing cars’ toxic gas emissions). In each set, all the gears should ideally interconnect, each transferring power to the other.

Coaches (including managers and interculturalists acting as coaches) help their coachees leverage cultural differences (professional, national, etc.). They seek to provide valuable tools for discovering creative solutions to problems, increasing the human potential of all involved, and achieving greater success in a journey toward high performance and high fulfillment.
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Introduction

Coaching as a profession is a relatively new phenomenon in organizations. It started just over a decade ago in the United States and has since emerged as an important leadership practice and a distinct profession, and many leaders are recognizing the benefits of adding coaching to their repertoire.

Rather than telling people what to do, coaches1 act as facilitators. They assume people have more potential than they are currently able to use. Coaches help clients unleash this potential, just like good sports coaches enable athletes to access the champions within.

Facing increased competition and changing conditions, corporations and other organizations have to achieve more output with fewer resources. They need creativity and flexibility to deal with unexpected challenges and to seize new opportunities. They can no longer afford to waste their human talent. Instead, they must nurture, develop, and deploy their human capabilities, while making themselves attractive to the best talent.

Until recently, coaches have relied on common sense, communication techniques, and psychological perspectives (such as behavioral psychology and emotional intelligence). Given the amazing challenges in a global and turbulent environment at home and abroad, this is no longer sufficient. Traditional coaching has assumed a worldview (i.e., American and, to some extent, Western European) that doesn’t hold true universally. Culture must now become part of the equation.

Let me clarify something upfront. Although the concept of culture sometimes evokes nations (e.g., British culture, French culture), this book considers cultural groups of various kinds, the most common ones (apart from nations) being corporations (e.g., Unilever and Bestfoods) and professions (e.g., artists, teachers or professors, engineers, and business managers). In other words, Coaching Across Cultures is not solely written for those of you who work across cultures in an international sense but also for everyone who works with people from different organizations and backgrounds.

This said, Coaching Across Cultures is in fact more concerned with cultural perspectives (e.g., alternative ways to communicate) and what can be learned from them than, say, describing the cultural characteristics of particular nations, corporations, or professions.

By integrating the cultural dimension, coaches will unleash more human potential to achieve meaningful objectives. Likewise, enriched with coaching, intercultural professionals will be better equipped to fulfill their commitment to extend people’s worldviews, bridge cultural gaps, and enable successful work across cultures.

The Intercultural Approach

Culture, which is defined in depth in chapter 2, is a group phenomenon. A group’s culture represents its unique characteristics and these include observable behaviors as well as underlying norms, values and beliefs. For example, the Germans2 tend to be direct in their communication. To avoid misunderstanding, they believe it is preferable to say what you mean and mean what you say. This can sometimes be perceived as aggressiveness. In contrast, the Japanese have devised indirect forms of communication, notably relying on hints and on mediators. Their belief is that preserving harmonious relationships and “saving face” are key. This could equally be misinterpreted as a lack of self-confidence and assertiveness.

Whether you are a manager using coaching or a professional coach, whether you are coaching other people or just yourself, you cannot ignore these cultural components in communication. Moreover and beyond communication, culture has an impact on every human activity: how we view time, think, organize ourselves, define our purpose, relate to power, and so on.

This book is written to help you become more aware of your cultural orientations as you engage in your activities. You will learn to appreciate how your cultural inclinations affect the way you coach. You will acquire a vocabulary to pinpoint specific cultural differences between you and people you interact with, or between your coachees (or clients) and their stakeholders. If you are an interculturalist, you will learn some alternative ways to interpret familiar cultural orientations. Beyond raising your awareness, this book suggests how to use those differences constructively. This ability is of utmost importance in our interconnected and increasingly global society.

Coaching across Cultures: A Creative Approach

However, Coaching Across Cultures is not only about techniques to deal productively with cultural differences. Coaching across cultures is in essence a more creative form of coaching. Whereas traditional coaching tends to operate within the confines of your own cultural norms, values, and assumptions, coaching across cultures challenges your cultural assumptions and propels you beyond your previous limitations to discover creative solutions that lie “outside the box.”

Because coaching is about helping people to unleash their potential, coaching across cultures makes it possible to deploy even more potential by tapping into various possible worldviews and also by expanding your repertoire of options. Coaching across cultures should not be viewed as a new coaching specialty. It is, rather, a “paradigm shift,” an enlargement of coaching as most people have practiced it to date.

I have done my best to provide you with numerous ideas, frameworks, tools, and examples to help you systematically leverage alternative cultural orientations for the crucial human activities.

Coaching Across Cultures will help you to adopt a broader view (using the “Cultural Orientations Framework”), articulate success in a global fashion (using a new model, the “Global Scorecard”), and apply the lessons from various cultural perspectives from the Framework to make it happen.

In our international and intercultural society, coaching across cultures represents a positive and inevitable evolution of coaching. Consequently, it is destined to become mainstream.

By the time you finish reading this book, you will have

• become acquainted with coaching and cross-cultural concepts,

• gained a systematic framework (the “Cultural Orientations Framework”) that will allow you to integrate cultural perspectives into your coaching, and will have learned—or reviewed—some basics about coaching,

• learned numerous cultural orientations that can be considered within companies or organizations and across national cultures,

• internalized a cross-cultural development model that will help you work effectively across cultures,

• developed familiarity with a three-step process (“Global Coaching Process”) to facilitate a high-performance and high-fulfillment journey with individuals and teams,

• learned to set objectives that promote business success while encouraging you to take care of yourself, nurture relationships, and serve society at large (the “Global Scorecard”), and

• learned to apply the last step of the cross-cultural model to leverage cultural differences to achieve the best possible coaching results.

This concept of leveraging differences, which will be explained in more detail in chapter 2, means making the most of the richness that lies in diverse cultural views. You proactively embrace cultural differences, and this is where coaching and interculturalism can unite.

As you learn how to leverage cultural differences, you will read about best practices from respected organizations such as Unilever, Chubb Insurance, Baxter Healthcare, and IBM. Because most of my experience is with international corporations, most of my examples come from organizations that cross national boundaries (country culture), but many of the cultural orientations presented in this book will be equally effective within organizations or companies.

Road Map for the Book

In this section, I have outlined the structure of Coaching Across Cultures, together with a summary of what you will find in each part.

Part I, “Coaching and Culture,” lays a foundation for the book. Coaching concepts and practices are introduced in chapter 1. Culture is presented in chapter 2, with an emphasis on linking the two domains.

Part II, “Leveraging Cultural Differences,” features universal challenges and the corresponding responses in the form of cultural orientations. Chapter 3, “The Cultural Orientations Framework,” is devoted to introducing a model comprising seven categories and seventeen cultural dimensions that are of practical importance for coaches. The model will help you assess your cultural orientations profile and pinpoint specific differences between the individuals, teams, and organizations you interact with.

The next seven chapters each focus on one category:

• Sense of power and responsibility,

• Time management approaches,

• Definitions of identity and purpose,

• Organizational arrangements,

• Notions of territory and boundaries,

• Communication patterns, and

• Modes of thinking.

You will be introduced to various cultural orientations, and will find specific ways of leveraging these to effectively address your challenges (and help your coachees address theirs). Moreover, a range of coaching techniques and models will be laid out so that you can make the most of cultural differences in concrete situations.

In Part III, “Facilitating the High-Performance and High-Fulfillment Journey,” I will show you how to systematically put these ideas into practice. You will learn about a three-step process, namely the “Global Coaching Process,” to facilitate your journey. You can employ this methodology with your coachees—individuals and teams. However, I suggest you also use it to embark on a personal journey if you want to credibly and competently coach other people.

The three chapters in Part III provide frameworks, tools, and examples for each of three “Global Coaching Process” steps: starting with an in-depth assessment, articulating target objectives, and then progressing toward them. Part III will help your coachee gain clarity about his* desires and honor them, and it will demonstrate how to achieve business objectives while doing something useful for humanity.

The “Global Scorecard” is one of the new tools you will discover. It encompasses classic indicators of business success while going beyond the traditional corporate culture bias and scope to achieve global success.

What You Should Not Expect from This Book

In this book, I hope you will find valuable insights, perspectives, and frameworks. However, a book can never replace a coach. As an author I can write about coaching, but I cannot claim to coach you via this book. When I work as a coach, I deal with a person or a team, and I have the opportunity to help that person move on his unique journey. I can use my intuition and my experience to provide only what seems most relevant in a particular situation (see “coaching defined as an art” in chapter 1) and to do that on a just-in-time basis (see chapter 13). My ambition therefore is not so much to coach you as it is to share what I believe can help you coach yourself and others more effectively.

Second, some of the words I use, such as global, may give you the impression that I am aiming at unrealistic goals. That is not my intention. By global coach (i.e., a coach able to function successfully across cultures), I do not mean to suggest perfection. Who could leverage all cultural differences? Who could have worldwide capability? Global coaching, in an absolute sense, does not exist. It would be very presumptuous for me to suggest this book could help bring about a utopian world! My ambition is more modest. By suggesting a destination where cultural differences are leveraged, full human potential unleashed, and a better world fostered, I am stating that I believe in progress and am inviting you to advance on a journey to make it happen. Every step forward is significant. Your commitment is what makes you a global coach.

Third, I have yet to find a truly intercultural society or company where members have embraced cultural differences and made the most of them. To my knowledge, such an entity is yet to be built. The book does, however, relate encouraging experiences and best practices that can inspire us, and from which we can learn.

Fourth, coaching across cultures is a source of richness, but it does come with a price. It is much more comforting and reassuring to stay in your community and to live in a “ghetto.” By exploring alternative worldviews and mixing with people from different cultures, you will often feel challenged and may experience higher stress. You are venturing into new territories. Who said expanding our horizons was easy? The benevolent presence of a coach and a support network can help you on that journey. The promise of a richer future and the excitement of learning should also help you accept and surmount the obstacles along the way.

Finally, some issues will inevitably not be addressed. I intend to lay a foundation for cross-fertilizing coaching and interculturalism. This implies stepping back from our current paradigms. The discipline I describe is merely emerging at this stage. Your creativity will help bring it to life. However, being a coach myself, I recognize that coaches are action oriented and cannot be satisfied with a mere intellectual exposure to concepts. You will find many ideas, models, and tools that you will be able to apply. Some of you may find there is more information than you can use. Others may wish there were more. I have had to make some choices, and there is still a lot that I have to learn! I have tried my best to find the right balance, sharing what I know and think would be most beneficial to you.

I hope Coaching Across Cultures will inspire you to deploy more human potential, leverage cultural differences, and promote global success.
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