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Engage, collaborate, explore:  
Navigating the future of coaching and mentoring 
together 
 
Pauline Willis 

One of the attractors in editing these special two issues on Coaching and Mentoring was to extend the 

process of dialogue that we engage in day-to-day with Coaching and Mentoring Network subscribers and 

other stakeholders in the wider business community. This includes people wanting to become a coach or 

mentor, journalists and various providers of coach and mentor training and development as well as client 

organisations. Over the past year, we have seen various indicators of trend shift that has impacted on 

coaching and mentoring service providers. The articles presented here highlight the impact of these trends 

which have brought fragmentation and renewal, as well as deeper connections with theory and practice from 

organisational psychology as well as with the domain of counselling and psychotherapy. 

This collection of articles focuses on the wider trends in business as well as on the way practice is being 

framed by practitioners offering services in the names of coaching and mentoring.  It highlights a number of 

linguistic shifts, which demonstrate the malleability of coaching and mentoring as a core óidentityô for 

providers of business and personal development services. At the same time, sectors within the community 

are strengthening their professional identities as coaches or mentors of various types. Are we heading 

towards transformational change that will finally blend coaches and mentors into a cohesive global 

community? Or, will the continued stormy waters of fragmentation and dispute create conditions for 

something new, and potentially more exciting (or disturbing) to emerge?    

In putting together these two special issues of e-Organisations and People (e-O&P), we have included 

contributions spanning a range of perspectives. Part 1 introduced some of the wider trends associated with 

the economic climate that are driving changes at the level of practice development, and predicted some of 

 

Welcome to Part 2 of our two-part special issue of AMEDôs quarterly 

online pdf journal on the future of coaching and mentoring. In Part 1, we 

invited you to reflect on and consider your own future as a coach, a 

mentor, or whatever role connects you with this exciting and dynamic 

global community. In this Spring 2015 issue (Part 2) we are offering you 

the opportunity to join us in exploring the implications of change on the 

future of your own practice, and to share your insights, ideas and models 

with the wider community.    

Keywords 

Coaching, mentoring, wisdom, future, uncertainty, leadership, 
management, change, individual, organisational, business, supervision, 
psychology, psychotherapy, critical friendship 
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the changes to come. This issue ï Part 2 - dives a little deeper into the issues surrounding supervision for 

coach-mentoring. We are also delighted to highlight two newly developed approaches to practice. One 

represents the adaptation of supervisory practice with origins in Transactional Analysis (TA) and the second 

on personal construct psychology and the often neglected role of diagnosis in coaching. These articles 

cover new applications of practice and have not been published previously in the context of coach-

mentoring. 

The importance of critical friendships in editing and writing for e-O&P 

A key goal of the collaboration between C&MN, OBCAMS and AMED in the production of these two special 

issues and the post-publication gatherings has been to bring established authors together with first time 

authors through the supportive process of critical friendships, which are a hallmark of e-O&Pôs publication 

process.  The role of critical friendships, which is central to the way guest editors collaborate with the 

editorial board of e-O&P, is a unique feature of this publication (MacKenzie 2015). Critical friendships are 

also extended to and by contributing authors who wish to engage with this process. 

Many of the authors in Parts 1 and 2 are experienced writers, with a robust publication history as well as 

prominence in the wider coaching community. Others are new to writing, and we are delighted that these 

new authors have engaged with what can be a daunting process of submitting an article for publication. 

Most authors - especially those who were preparing new ideas to share - have welcomed their involvement 

in critical friendships, and have expressed their gratitude for the value that critical friends have contributed to 

the process of writing.  This process has resulted in ideas being shared much earlier than would have been 

the case had authors presented their ideas through the standard channels of publication in the coaching and 

mentoring community. 

In addition to the authors whose articles appear in Part 2, we have a widening pool of contributors working 

on articles associated with this dialogue. These will either find a home in the articles section of the CMN 

website, or in the International Journal of Evidence Based Coaching and Mentoring over the coming 

months, or on the AMED website. Critical friendship and a collegiate approach is fundamental to our 

framework of inquiry, exploration and dialogue going forwards, and established as well as new authors 

seeking professional development through writing, are welcome to join us in this continuing journey, and will 

find a welcoming home in the AMED Writersô Group.  

Laying down the gauntlet and responses to óNeofeudalismô in the coach-mentoring 
industry  

The gauntlet laid down by Bob Garvey (2014) in Part 1 highlighted changes in the professionalisation 

landscape associated with the practice of supervision in coach-mentoring. Responses to this, both 

published and privately shared, have suggested that the community of practice is deeply divided with regard 

to beliefs about the relevance, value and forms of coaching supervision that are most appropriate for coach-

mentors. There is also some ambivalence to the role played by various professional bodies seeking both to 

serve and control the market space. What does this mean for the role of professional bodies in this market 

space as we move forwards? 
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Coach-mentoring practice and the role of supervision 

In Gold rush coaching supervision - professional coaching and the dangers of coaching supervision, Vikki 

Brock presents a response to the Garvey (2014) article from Part 1. She highlights emerging trends in the 

United States of America (USA) and raises concerns about a growing trend for professional development 

and practice which originated in the traditional helping professions to dominate the supervision landscape. 

Recent discussions within the International Coaching Federation (ICF), suggests that a shift from the 

ómentor-coachô role, is to be replaced by ócoaching supervisionô. Vikki warns that ówhere the ICF goes others 

will followô, and that some coaching supervision practices more appropriate to clinical psychology, 

psychotherapy and counselling have no place in the coaching profession. Vikki shares important 

developments and dialogue held over the past few months within the ICF, and provides some historical 

context for those who are new to the conversation.  

In Supervision or super-vision Julie Hay presents a different perspective, asserting that people form the 

heart of the coaching relationship, and that methods and models from psychotherapeutic and counselling 

domains do have value in coaching practice. Julie has shared with us a model of supervision with roots in 

Transactional Analysis which she has adapted for coach-mentoring practitioners.  

Ideas & methods from established domains of practice relevant to coach-mentoring 

Kieran Duignanôs Coaching cycles with cognitive ergonomic interfaces for the long cultural revolution takes 

us forward with a deep dive into an approach that has its foundations in the personal construct psychology 

of George Kelly and the diagnostic approach championed by Edgar Schein, which Kieran argues is critical 

to ensuring that a coaching solution meets individual as well as organisational needs and objectives.  

In the penultimate article in this special issue Coaching and mentoring as detoxification: Developing the 

Deming/Scholtes approach, Kelly Allan, Chairman of the Advisory Board of The W. Edwards Deming 

Institute
®
, offers insight into the work of W. Edwards Deming. Kelly has noticed that as coaches and mentors 

are seeking new ways of understanding the organisation as a system, they are turning towards the 

established wisdom of Deming for answers and methods. Kelly offers some historical perspective and 

fundamentals of the ówhite bead experimentô for those who have not yet discovered this work, or who have 

not yet considered the relevance of Deming - famous for initiating the transformation of the Japanese 

economy, sparking the quality revolution, and developing an enlightened approach to management.   

Last and by no means least, we present Bob MacKenzieôs article Critical friendships for coaching and 

mentoring in writing. Focusing on the role of critical friendship in writing, this article serves to clarify both the 

role and value of critical friendship for those of you who have not yet embarked on your writing journey. It 

also explains a core tenet of e-O&Pôs approach to supporting writers through an informal, emergent and 

reflexive form of coaching or mentoring at various stages of writing for publication, and which has been 

fundamental to the production of these two special issues on the future of coaching and mentoring. 

Concluding remarks 

The models and approaches outlined in the articles we have published in Part 2 tap into and develop some 

of the challenging and contentious ideas explored in Part 1. Themes of connection and separation, 

introduced by or from traditional helping professions, from which many coaching techniques and methods 

http://www.amed.org.uk/
http://www.amed.org.uk/
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have been sourced either explicitly or implicitly, continue to be at the heart of dissent between those who 

Bob Garvey calls the barons of ófiefdomsô and óneo-feudalô states operating in the coaching and mentoring 

market space.  

In Part 1, we highlighted questions raised by the contributions we have received. In Part 2, we have 

included some responses and models of practice that have evolved through this continuing conversation. As 

we move forwards, questions continue to emerge, and for our post-publication event held on June 10
th
, you 

are invited you to bring more questions as well as perspectives, models and approaches to the table. We 

look forward to welcoming you a lively and collegiate event, where this circle of critical friendship is made 

possible through this collaboration, between the CMN, AMED and OBCAMS networks. 

Join the conversation - get involved! 

This is an open conversation to stimulate new thinking and to provide opportunities for new, as well as 

established authors in the coaching and mentoring field to consolidate and share current thinking and 

practice. Articles have also been posted on the CMN and website, and over the coming months, we will 

continue to publish short articles that highlight key ideas and trends associated with this dialogue. The 

editors of the IJECBM also look forward to receiving articles as they are completed.  

This exciting process of collaborative enquiry, leading to publication of ideas in various formats, will continue 

through to the main post-publication event in Oxford on June 10
th
. This one day networking event will then 

bring together the Oxford Brookes Coaching and Mentoring Society (OBCAMS), the Coaching and 

Mentoring Network CMN and The Association for Management Education and Development (AMED) for 

collegiate, collaborative enquiry. This will be the first large scale event to embrace collaboration through 

these established networks.  

On March 20
th
, we held the first of our post publication events, offered as a preview for the regular OBCAMS 

audience, providing participants with an update on key developments to the CMN website and to highlight 

what is important for them in exploring the future of coaching and mentoring. These ideas and thoughts 

were mapped onto the articles we have already produced. These were summarised and will be shared so 

you can let us know what you would like to add for the conversation being held at the post-publication 

gathering on June 10.   

In the meantime, you can contribute by commenting on the discussion forums, or writing an article or book 

review. Tweets are also welcome at #futureofcoachmentoring  
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Gold Rush Coaching Supervision 
Professional coaching and the dangers of 
coaching supervision 
 
Vikki Brock 

Developments in the  International Coach Federation (ICF) towards mandatory imposition of practice 

supervision framed on models applied in psychotherapy, counselling and clinical psychology are used to 

highlight key developments in America, which could herald a significant culture shift within the profession if 

they are to be accepted by the wider, global ICF community of practice.  With the ICF being a leading 

coaching professional body, where the ICF goes other organizations may follow. 

Keywords 

Coaching, mentoring, supervision, neofeudalism, surveillance, control, professionalism, business, ethics, 
future, change. 

Introduction 

Letôs face it, I am an American coach writing from the perspective of coach mentoring and supervision in the 

United States of America (USA) and as prescribed by the International Coach Federation (ICF).  This 

perspective can be in sharp contrast to the European and UK perspectives where the major professional 

body appears to be the European Mentoring and Coaching Council (EMCC) followed by the Association of 

Coaches (AC).  

How do coach mentoring and coaching supervision relate? 

To look more closely at the distinctions and similarities between mentoring for coaches and coaching 

supervision, I will use the International Coach Federation (ICF) as an example. Since the mid-1990s, 

coaching has used ñmentorsò to assist coaches in growing their skills, building their businesses, developing 

 

Professional coaching burst onto the world stage in the early 1990s, 

though a form of coaching had been practiced since the 1930s. Much has 

been written about coaching in research, articles, books and papers 

since, and coaching supervision has been touted as the next extremely 

lucrative revenue stream for coaches. There is a paradox between 

coaching and mentoring which has roots in person centred humanism 

and the control by professional coaching bodies as highlighted by Bob 

Garvey in Part 1 of this special issue of e-O&P focusing on the future of 

coaching and mentoring. 

This article explores the potential for detrimental consequences and 

inappropriateness of imposing mandatory 'supervision' on coaching 

practitioners, versus the established mentor coach approach.  

http://www.amed.org.uk/
http://www.amed.org.uk/
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their foundations, preparing for certification, and reflecting on experiences.  On March 25, 2010, ICF (2010) 

defined a form of mentor coaching, for credentialing purposes only, specifically: 

ñFor purposes of Credentialing, mentor coaching means an applicant being coached on their 

coaching skills rather than coaching on practice building, life balance, or other topics unrelated 

to the development of an applicantôs coaching skill.ò 

This ICF definition applies primarily to credential applicants who have not been trained by an accredited 

coach training program, where the provision of observation and feedback to the coach in training would 

already been assessed.  This specific form of mentoring is also required for renewal of the introductory 

Associate Credential Coach (ACC) credentials where a minimum of 60 hours of coach specific training is 

required.  

Throughout the coaching profession, when credentials such as these are attained, coaches continue to 

mentor students and experienced coaches in the areas of credential preparation, professional and personal 

development, business development, and other areas (including reflective practice).  In fact, until recently, in 

the USA the term ñcoaching supervisionò had evolved into ñmentoring for credential purposes onlyò as a way 

to distinguish it from more traditional forms of mentoring. 

ICF (2012) further delineates mentor coaching from coaching supervision as:   

One area of confusion around the concept of coaching supervision is about the differences in 

terminology, between supervision and mentoring. (Currently, ICF defines Mentor Coaching as 

coaching for the development of one's coaching, rather than reflective practice, coaching for 

personal development or coaching for business development, although those aspects may 

happen very incidentally in the coaching for development of one's coaching.) Having a clear 

definition of coaching supervision is important to help differentiate coach supervision from 

Mentor Coaching as defined by the ICF.  

As this is the case, the ICF definition defines a specific type of mentor coaching and is not inclusive of all 

ómentor coachingô that is used for coach development. The proponents of coaching supervision argue on the 

other hand that this is the only form of mentor coaching and thus there is a need for ñcoaching supervisionò 

to meet the other needs. The current policy outlined on the ICF website states  

ñCoaching Supervision is distinct from Mentor Coaching for Credentialingò. 

There is no disagreement on this statement.  However coaching supervision is NOT distinct from mentor 

coaching as defined within the profession. As early as 2005, Bachkirova, Stevens and Willis stated 

ñCoaching Supervision is a formal process of professional SUPPORT, which ensures continuing 

development of the coach and effectiveness of his/her coaching practice through interactive REFLECTION, 

INTERPRETATIVE EVALUATION and the sharing of expertise.ò(Bachkirova et. al., 2005) Hawkins (2009) 

describes the three elements of coaching supervision as: 

1. Coaching the coach on their coaching 

2. Mentoring the coach on their development in the profession 

3. Providing an external perspective to ensure quality of practice. 

http://www.amed.org.uk/
http://www.amed.org.uk/
https://web.archive.org/web/20120914011846/http:/www.coachfederation.org/icfcredentials/supervision/


 

____________________________________________________________________________________________________________ 
e-ORGANISATIONS & PEOPLE, SPRING 2015, VOL. 22, NO. 1   PAGE 11 www.amed.org.uk 

The above definitions and elements describe some, but not all of what mentor coaching encompasses.  

Same for the ICF (2012) description of coaching supervision, which is only a portion of how mentor 

coaching is described - ñCoaching Supervision is the interaction that occurs when a coach periodically 

brings his or her coaching work experiences to a coaching supervisor in order to engage in reflective 

dialogue and collaborative learning for the development and benefit of the coach and his or her clients."  

Mentor coaching includes credential preparation, professional and personal development, business 

development, and other areas (including reflective practice).   

In 2012 ICF posted a position statement on Coaching Supervision (ICF, 2012)
 
which constituted a significant 

change in the purpose of their credentialing programs. In 2014 (ICF, 2014) they then changed the long-

standing policy on the way Continuing Coach Education (CCE) units could be used to allow serving as a 

coach mentor and/or supervisor to qualify for credential renewal.  This new policy on CCEs appears to put 

the mentor/supervisor above the need for continuing education requirements, which is anomalous. ICF 

Assistant Executive Director George Rogers (G Rogers email September 26, 2014) confirmed that, at the 

July 2014 ICF Global Board meeting, the Board reviewed and ñapproved phase 1 of a proposal that had 

been developed by the ICF Australasia Supervision Task Forceò (led by Tammy Turner, a certified coaching 

supervisor and graduate of the Coaching Supervision Academy).  

Further, in a July 14, 2014 video-recorded presentation (Goldvarg, 2014) at Royal Roads University in 

Victoria, British Columbia, ICF Global President Damian Goldvarg (a newly-certified Coaching Supervisor at 

the time) clearly stated an intention to make Coaching Supervision mandatory for ICF credential renewal 

within three years. He later said he misspoke, and supports ICF website (ICF, 2014) which states:  

ñIn the interest of providing some access to Coaching Supervision in a world which is not yet 

globally ready to offer sufficient numbers of specifically trained coaching supervisors for the 

demand that is anticipated, éò 

There appears to be a conflict of interest given that the former ICF Global Board President and the leader of 

the task force upon which the board based their recent coaching supervision changes are both certified 

coaching supervisors advocating a specific approach related their own qualifications. Additionally, it appears 

that the form of supervision used as the inspiration for this approach is derived from clinical 

psychology/therapy, which involves supervision all the time for all coaches. It does not make sense that 

coaches should be facing the same or more stringent, longer-term supervision requirements that are 

required of registered clinical psychologists (Lisa Mallett, 2014).  

Supervision is the ónewô term for what mentoring has always been. Requiring mentoring (or supervision) for 

students and coaches going for certification is beneficial for their growth and development.  However, surely 

it is not something to be controlled or mandated by professional associations. 

Chronology of coaching supervision 

Coaching supervision has its roots in the model of supervision used in the therapeutic disciplines of 

psychology and social work. It operates from this borrowed therapeutic model, and is a technique 

unsupported by evidence-based research within the coaching field. The ñCoaching Supervisionò agenda 

appears to be predominantly driven by certain (some) coaching psychologists/psychotherapists, coaching  
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supervision training providers, coaching supervisors, and coaching supervision associations publicly 

dedicated to making Coaching Supervision a mandatory standard of practice in the coaching. In fact, the 

EMCC requires coaching supervision to become a member.   

Coaching supervision first appeared in early 2000 (Appendix) in the UK during the same period the coaching 

psychology sub-discipline of psychology was formed. Evidence of a ñcoaching supervisionò agenda abounds.  

The ICF, for example, is being advised on the subject of coaching supervision by individuals who are 

certified coaching supervisors, who have graduated from the Coaching Supervision Academy, and have an 

interest in seeing coaching supervision become a mandatory requirement.  

A Dublin university offering a coaching supervision training program (UCD, 2014) claims that:  

ñSupervision of coaching is increasing in demand as professional bodies such as the EMCC, AC 

and ICF are making it a requirement for ethical practice and necessary for individual 

accreditation. Organisations are also insisting that coaches they take on have in place proper 

supervision arrangementsò.  

These claims are not yet true for the ICF and it is not clear what evidence has been used as the bases of 

these marketing messages. This kind of misinformation muddies the waters.  

Implications (unintended consequences) for coachingôs future 

What is happening here is ñProfessional bodies claim that supervision, as one of their rules, reassures 

potential clients or sponsors and ensures quality control. (Garvey, 2014). 

The coaching supervision movement is spreading globally through a concentrated marketing effort. These 

coaching supervision proponents are lobbying coaching professional associations, coaches, and prospective 

employers of coaches to embrace coaching supervision (or ñnon-clinical supervisionò that stems from a 

therapeutic model).   

This agenda has far-reaching and negative implications on a multitude of fronts. This trend now threatens to: 

Á Blur the carefully drawn lines/distinctions the ICF has drawn between the type of coaching practice 

covered by ICF credentials and related, but different forms of practice such as psychotherapy; 

Á Places the coaching industry at risk of broad government intervention via increased regulation and 

possible licensure; 

Á Create onerous and expensive burdens for all coaches, especially for those coaches who are self-

employed, independent business people who would have to pay for the cost of their own 

supervision; and 

Á Ultimately control the coaching industry through effecting changes that could eventually limit the 

supply of coaching professionals, thereby creating higher incomes for those who influence and 

control both how many, and who, would be allowed to enter the profession. 

A key risk associated with the Coaching Supervision agenda is the blurring of carefully drawn distinctions the 

ICF has made between the coaching that is credentialed by the ICF and forms of practice applied in other 

parts of the world where there are differences in the regulatory frameworks for mental health services where 

the blurring of these boundaries is less of an issue.  As this is the case, the psychology, or therapy based 

http://www.amed.org.uk/
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models of ñsupervisionò activity are highly inappropriate for widespread application or adoption across the 

coaching industry. It is important to bear in mind that the framing of the service being supplied is not 

therapeutic in nature and where providers do not supply services to vulnerable client populations.  I believe 

that coaching services focused on clients who are ñcreative, resourceful and wholeò (ICF, 2000) according to 

the mandate of the ICF, do not require the same type of supervision that is applied within a clinical context.   

Considerations that need to be made before clinical models are imported 

It is also the case that the application of clinical models of supervision should not be conducted without 

careful consideration of the type of practice and context. As Jeff Auerbach PhD Psychology, MCC, President 

of College of Executive Coaching and Past ICF Vice-President, states (email dated February 18, 2015): 

With over 500,000 mental health professionals in the US (versus approximately 20,000 coaches) 

I think ñsupervisionò in a helping type of field equals the type of supervision where the supervisor 

assumes legal responsibility.  I think it is rather naïve for coaches to think that they can redefine 

ñsupervisionò to mean something other than how it is commonly used in the other helping 

fields.  Having two licenses in helping professions myself and having had over 6,000 hours of 

ñsupervisionò pre-licensure, I find that the type of supervision that most mental health 

professionals go through is actually very similar, if not identical, to what one of the major 

coaching supervisor authors, Erik de Haan, describes in Supervision In Action: A Relational 

Approach To Coaching And Consulting. 

The Wiley International Handbook of Clinical Supervision
 

(Watkins and Milne, 2014) cites research 

conclusions from the past 15 years (3 studies) showing that not all state clinical supervision can clearly 

demonstrate quantitative, empirical benefits ï not to the supervisor from their supervision training, not to the 

coaching supervisee, and not to the superviseeôs clients.  Further, supervision is being questioned for the 

therapy field in Canada: On the one hand, supervision is central to a clinician or counselorsô learning and 

practice. On the other, the contribution it makes to a clientôs wellbeing is assumed and is not always tested. 

Matching the practice with evidence within the specific context of application is clearly important. So, if there 

were to be appropriate application, then there would need to be a compelling raft of evidence based practice 

and research to assess the efficacy of the models applied to the type of coaching championed by the ICF.  

Recent coaching research by de Haan et. al. (2013) finds that the relationship, rather than technique, most 

affects the success of the client engagement.  Page continues (email dated February 28, 2015) by asking for 

ódue diligenceô and relying on valid data to ñknow about the different elements of supervision [and mentoring], 

how they are experienced by coaches, and what the outcome is of those experiences.ò 

The trend within coaching to require supervision for all coaches is, therefore, misguided and fraught with 

dangers for the entire profession.  From the earliest days, coaching has been a self-regulated profession, 

successfully fighting off attempts to regulate it by government and outside professional entities.  Mentor 

coaching, in its broad definition, has provided and continues to provide the reflective opportunities that are 

purported to be provided by coaching supervision.  
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Is it wise to open up a regulatory Pandoraôs box? 

Finally, adopting clinical forms of supervision, using the language that applies to regulated areas of clinical 

practice in the USA holds significant risks for the coaching profession, as represented by the ICF.  Whether 

or not coaching is the de-facto practice of psychotherapy becomes less clear if practices applied to the legal 

control of therapeutic practice become mandated for all coaches. From the creation of the first credentialing 

program in the mid-1990s efforts have been made to keep the distinctions between these types of practice 

clear and to ñreinforce professional coaching as a distinct and self-regulating profession.ò (ICF, 2005) 

Auerbach (email dated February 18, 2015) consulted with Eric Harris, JD who: 

ófelt that a US court would see coaching supervision, because of the similarities in the methods of 

the supervision process in the mental health fields, and in the similarities between coaching and 

counselling, as a form of consultation that would align with what is commonly known as the type 

of supervision that licensed mental health professionals experience, which is defined by the 

American Psychological Association as the supervisor having authority and legal liability.  In the 

mental health fields this legal liability of the supervisor leads to many people not wanting to take 

on the responsibility of supervising others, hence causing a serious difficulty for aspiring 

professionals to get their required supervision.ò 

Linda Page, PhD Psychology, MCC, Founder and president of Adler International, identifies a type of 

psychological supervision that she calls ñdevelopmental supervisionò, which is very relevant to coaches.  

However, in an email dated February 28, 2015, she states ñI believe this is the type of supervision that is 

captured by the "mentor coach" designation.ò 

Coaching supervisors stand to make a great deal of money from providing coaching supervision. In a 

profession that has seen many trained and certified coaches unable to make a living, since the global 

financial crises, this added requirement may cause even more coaches to leave the field. Some argue that 

supervision (and mentoring) is actually exploitive of coaches and coaching, representing a form of ópyramid 

modelô and reinforcing the unfortunate perception that the industryôs growth is in part coaches making money 

from coaching other coaches who may be required to hire/pay these coaching mentors and supervisors.  I 

say, let the market be the deciding factor--the reputation and work of effective coaches will speak for 

themselves, and clients will continue to be well served.  

What can be done? 

We need to be sensitive to the notion that professional regulation is changing ï that it is not the same in all 

countries.  Here I have presented a North American-based perspective of coaching supervision, where 

government regulation is unlikely provided that the scope and practice of coaching as defined by the ICF is 

not compromised.  This culture shift in the coach profession to more control by professional associations 

through mandated supervisory practices, may lead to coaches voting with their feet. 

The future of coaching as defined by the ICF can be best supported by fewer rules and requirements from 

professional associations and more humanism (or as Bob Garvey says, less neofeudalistic surveillance and 

more ethical and democratic way of being).  Bottom line, mandatory coaching supervision doesnôt make any 

sense for coaches who are professionally credentialed by the ICF (and more specifically in North America). 
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How about using a critical friendship approach rather than supervision?  Or, as the Association of Corporate 

Executive Coaches (ACEC) calls it ñRapid Cycle Peer-to-Peer Coachingò (CB Bowman email February 28, 

2015). What this means is a collaborative approach where coaches call on peers and/or friends when facing 

a challenge or want support (like writing an article, reflecting on a client situation, or exploring an issue). 

Mature and experienced coaches have a strong support network that provides critical friendship.  For those 

who are training to be coaches, the existing mentoring model (which provides all of what coaching 

supervision purports to provide) is a solid model that is accepted and achieves the desired results. Perhaps 

we would be wise to adopt an evaluation based approach associated with our current forms of support 

before adopting clinically focused models that may have no relevance to the coaching we practice.  

There is a growing awareness in North America that the special interest group composed of Coaching 

Supervision training providers, Coaching Supervisor practitioners, and two professional coach associations - 

all based in psychological and psychotherapy models which require ñsupervisionò for trainees - is now 

dangerously confusing the distinctions between the practice of coaching and therapeutic disciplines.  

Senior experienced coaches and others are concerned about the dangers of this trend toward coaching 

supervision.  We want to keep the defined boundaries between coaching and therapeutic disciplines by: 

Á Maintaining the traditional inclusive definition of coach mentoring 

Á Recognize the value of critical friendship also known as peer-to-peer coaching or coach consultation 

Á Eliminate or restrict coaching supervision to training and credential purposes only 

This will ensure that coaching, as it is has been defined within the ICF, remains a self-regulating profession 

with strong professional associations that accredit coach specific training programs and credential coaches 

that meet stringent educational and practice standards.  Then, as with most professions, let the marketplace 

decide who is effective and who is not. 

If you are concerned about this disturbing trend, 1) take the time to determine valid facts through due 

diligence and 2) make your voice heard with your professional associations. The International Coach 

Federation (ICF), European Mentoring and Coaching Council (EMCC), and Association for Coaches (AC) 

are international bodies operating in markets with different regulatory approaches.  All have blanket policies 

in place regarding coaching supervision. If they do not fit the way your practice is framed, as is the case for 

the ICF in the USA, then make your voice heard, before it is too late.   

Appendix:  Chronology of coaching  supervision activities:  

2001 Coaching Supervision Academy (CSA) founded by Edna Murdoch and Miriam Orniss. 

2002 CSA delivers training with internal and external coaches; gives presentations to coaching 
groups and organizations.  

2004 Association for Professional Executive Coaching and Supervision (APECS) formed in the UK, 
by co-founders John OôBrien and Patti Stevens. 

2005 Definition of Coaching Supervision was presented by Tatiana Bachkirova, Patti Stevens and 
Pauline Willis at a meeting of the Oxford Brookes Coaching and Mentoring Society 
(OBCAMS). The definition was created during the development phase of the Post Graduate 
Diploma in Coaching Supervision offered by Oxford Brookes University.  
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2006 CSA 1st supervision training program for executive coaches plus diploma course launched.   

Coaching Supervision Maximising the Potential of Coaching written by Dr. Peter Hawkins and 
Gil Schwenk of Bath Consultancy Group.  

Bath Consultancy Group wrote CIPD Report on Coaching Supervision and partnered with 
Centre for Supervision and Team Development.  

Michael Carroll publishes ñSupervising Executive Coachesò in therapy today, June 2006, vol 
17, no 5, p47  

2007 Reflective Practice and Supervision for Coaches (Coaching in Practice) published by Julie 
Hay (psychotherapist and coach).  

Coaching Psychology supervision guidelines published by British Psychology Special Group 
in Coaching.   

The Australian Psychologist GRAY, D. E. (2007), Towards a systemic model of coaching 
supervision: Some lessons from psychotherapeutic and counselling models. Australian 

Psychologist, 42: 300ï309.  

2009 CSA diploma course and a sister-course in Sweden approved for ICF CCEUs.  

CIPD Report released ñCoaching Supervision Maximising the Potential of Coachingò.  

ñWhy Coaching Supervision is Importantò by Gladeana McMahon (counsellor and 
psychotherapist) is published.  

ñLiterature Review on Coaching Supervisionò published by Barbara Moyes.  

Peter Hawkins published a chapter on Coaching Supervision in The Handbook of Coaching. 

2010 David E. Gray published integrated model of supervision and mentoring.  

EMCC issues guidelines on supervision.   

Oxford Brookes University held 1st International Conference on Coaching Supervision.  

CSA diploma courses in France, USA, Ireland and Singapore with advanced courses offered. 

2011 Association of Coaching Supervisors (AOCS) formed, possibly by graduates of CSA.  

Coaching And Mentoring Supervision: Theory And Practice: The complete guide published by 
Tatiana Bachkorova (coaching psychologist), Peter Jackson and David Clutterbuck, 
http://www.amazon.com/Coaching-Mentoring-Supervision-complete-practice/dp/0335242987. 

Supervision in Coaching: Supervision, Ethics and Continuous Professional Development by 
Jonathan Passmore editor. 

2012 Association For Coaching (AC) published Coaching Supervision Guide.  

Supervision In Action: A Relational Approach to Coaching and Consulting Supervision 
published by De Haan.  

ICF published a position on coaching supervision.  

CSA accredited community reaches 130+ and their program is EMCC accredited.  

2013 CSA 1
st
 cohorts in USA, Singapore, Sydney.  

Oct/Nov ICF Australasia Chapter article by Tammy Turner on coaching supervision (CSA 
Graduate, MCC, ICF Australasia Director of the Professional Standardsô Committee and 
Leader of the ICF Coaching Supervision Task Force). 

2014 July ICF Global Board made decision on coaching supervision for credential renewal (paid or 
unpaid) based on ICF Australasian Task Force (led by Tammy Turner) recommendation.  
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Supervision or Super-Vision? 

 
Julie Hay 

Keywords 

Coaching, mentoring, supervision, transactional analysis, psychotherapy, clinical, future, autonomy, self-
directed, discounting, transference, countertransference 

The invitation to contribute to the special themed editions of the e-O&P journal on the future of coaching and 

mentoring contained some questions for authors to consider.  The question ñWhat role will non-clinical 

supervision have?ò prompted me to muse about the meaning of non-clinical supervision ï is this supervision 

done non-clinically or supervision of work that is done non-clinically?  Either way, it seems to me that the 

same psychological processes will still apply, because the coaching, mentoring and supervision are all still 

being done by human beings, so  whatever has been learned about supervision within the clinical 

professions will remain relevant for coach/mentoring.  This paper therefore contains some concepts, drawn 

from transactional analysis (TA) and other clinical approaches, which I consider valid and useful. 

Why supervision? 

I will comment first on why we have supervision, to distinguish rationale from functions. As one of the five 

original co-founders of the European Mentoring and Coaching Council (EMCC) in 2002, I was involved in the 

early discussions about whether we should be requiring all members to have regular supervision.  At that 

time, we agreed that supervision should be included as a requirement, and I produced an Interim Document 

(Hay 2004) that is still on the website (although with the copyright date removed).  Unlike Garveyôs (2014) 

characterisation of this as being neofeudalistic, it included comments such as ñit is likely that the form of this 

[supervision] (and duration, frequency, etc.) may vary depending on the nature of coach/mentoring being 

undertaken éò  These interim guidelines therefore contain a brief explanation of the nature of supervision 

[italics added].  Proctorôs(1986) normative, formative and restorative functions were suggested as ways of 

defining the nature of supervision, with the latter renamed by me as supportive, to reflect that the kind of 

 

 

In this article, I offer an alternative focus on the ówhyô of supervision, 

suggesting greater emphasis on the formative, developmental functions 

of supervision, rather than risking it becoming largely a normative, 

assessing function.  I focus on the aim of facilitating a super-vision (with a 

hyphen), or a meta-perspective, for the supervisee, rather than 

construing supervision as in industry as a watching-over and checking 

process.  I present a model to show how supervisees can be helped to 

become aware of what they may be overlooking. I include a framework 

for recognising the impact of transference and countertransference on 

the process of supervision. And I express the hope that we continue to 

develop links between the supervision processes of coach/mentoring and 

those of psychotherapy. 

http://www.amed.org.uk/
http://www.amed.org.uk/
http://www.emccouncil.org/src/ultimo/models/Download/7.pdf


 

____________________________________________________________________________________________________________ 
e-ORGANISATIONS & PEOPLE, SPRING 2015, VOL. 22, NO. 1   PAGE 19 www.amed.org.uk 

client issues experienced by therapists that required such a high level of support (e.g. vicarious trauma) 

should not arise during coach/mentoring. 

The more recent EMCC (2008) Code of Ethics contains a definition of terminology that indicates more 

emphasis on the normative, assessing role of the supervisor, and hence comes closer to Garveyôs 

neofeudalist characterisation. It also emphasises the possible differences in process, with references to ñé 

the process by which the work of the coach/mentor is overseen and advice/guidance sought.  The 

terminology is the same but the process may differ in significant ways from that undertaken in other 

professions, such as psychotherapy and counselling.ò and the ñé supervisor, who will regularly assess their 

competence and support their development.ñ  Reviewing these EMCC documents highlights for me how my 

view of supervision has been influenced by my experiences of TA-based supervision, with its emphasis on 

encouraging the autonomy of others, and I share Garveyôs concern about how far EMCC has moved towards 

the ósurveillanceô functions that he highlights as being contradictory to the ethos of coach/mentoring. 

A particular theme of the TA approach is about facilitating others to think for themselves and to ómake their 

own meaningó- in other words, to construct their own map of the world.  Hence, I see it as important to 

separate the ówhyô from the ówhatô of supervision. Too much focus on the functions of the supervisor may 

create an impression that a supervisorôs role is similar to that implied within industry, when supervisor refers 

to the first line of management and is tasked with making sure the worker is doing the job properly.  I offer an 

alternative interpretation of ówhyô that links with my preference for referring to super-vision. The reason why 

we need a supervisor is because we need another person who can notice what we are unaware of, and we 

need them to do that in a way that means we become more self-aware, so that the supervision process is 

developing our own super-vision, or meta-perspective.  To achieve this, the super-vision of the supervisor 

may of course be needed but this is an enabling rather than an outcome objective.  

Drawing attention to discounting 

The reason we need another person to help us develop our super-vision is due to a process which is labelled 

within TA theory as discounting.  Defined as minimising or ignoring some aspect of the self, others or the 

situation, discounting is a normal, healthy process that becomes overdone.  If we are to remain sane, we all 

need to discount some of the stimuli that will typically be bombarding us.  For instance, until you read this 

sentence, you will have been discounting the fact that you need to breathe in and out at regular intervals.  At 

a party, you are likely to discount the background conversations so that you can pay attention to the person 

you are in conversation with, yet, somehow, part of you is still registering what else is happening, because 

you will instantly react if your name is said somewhere else in the room.   

The problem with discounting is that we tend to do it unconsciously in order to maintain a frame of reference, 

and our frame of reference inevitably contains limiting beliefs.  When those limiting beliefs are somehow 

relevant to our work with the client, they will limit our effectiveness.  I can use another TA concept, the drama 

triangle (Karpman 1968) by way of illustration. If we have Rescuer tendencies, we will tend to view clients as 

Victims and want to take care of them instead of challenging them to recognise their own part in any 

problematic relationships they report.  

It is easy for us to see when someone else is discounting.  When a colleague describes what is happening 

for them, we will often have the experience of wondering why they cannot see that there is an obvious 

solution.  Indeed, we may even offer them this obvious solution, only to have them óyes, butô it as they tell us 
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why it would not work, even though we know that it could work.  We suggest to the colleague who is 

complaining of overwork that they prioritise, or ask others for help, or alert their manager to the problem. Yet 

they have an apparently logical reason why each of those solutions will not work, whilst at the same time not 

doing anything to solve the overwork problem. 

Helping a practitioner to recognise their own discounting is, therefore, one of the major benefits of 

supervision.  As described below, the practitionerôs discounting may occur at various levels.  It is usually 

unproductive to provide information or advice, rather like the Oxfam motto about giving people fish to feed 

them for the day or teaching them to fish so they can feed themselves into the future. 

For me, therefore, the ówhyô of having a supervisor is to enable the supervisee to become increasingly 

competent at identifying and eliminating their own discounting processes. In other words, it is to enable them 

to develop their own super-vision of their practice in a way that increasingly leads to recognition of their own 

discounting.  To assist with this process, I 

have (Hay 2009) converted a TA-based 

psychotherapeutic model of discounting, 

including suggested treatment levels (Mellor 

& Schiff 1975).   As shown here, in Figure 1, 

I use this as a metaphor to show how the 

supervisor needs to work with the 

supervisee at or below the level of the 

superviseeôs discounting.  Failure to do that 

means that the supervisee will have no 

comprehension of the meaning of the 

supervisorôs input, and may reject it or hear 

it only as an instruction. 

Level 1:  Situation  

 

Figure 1: Discounting Steps (Hay (2007 p. 35 reproduced with permission) 

This is the most serious level of discounting, in which the practitioner is unaware of the existence of some 

stimulus within the situation.  The practitioner may fail to notice that the client has smiled or is fidgeting, or 

may appear to ignore something the client says.  Discounting at this level means that no change will occur 

until the practitioner is able to bring the situational factors into awareness.  Unless the supervisor is 

extremely intuitive, or good at guessing, this level will only become apparent if the supervision is based 

around audio or video recordings.    

Level 2:  Significance  

At this level, the practitioner notices what is occurring in the situation but discounts its significance.  So the 

practitioner notices the smile but fails to realise it was inappropriate to the content under discussion, or spots 

the fidgeting but assumes it was just an uncomfortable chair, or the practitioner realises they have spoken 

over the client but donôt connect this to the clientôs wider experiences of being ignored (or the practitionerôs 

own issues).This is the level at which a supervisor or colleague can see easily that someone else has a 

problem. Hopefully the practitioner recognises the discount once the significance of it is pointed out.  
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Level 3:  Solutions   

Once the supervisee knows that there are significant elements of the situation, and accepts that there is a 

problem, they may have enough awareness to move onto problem solving by themselves.  However, they 

may instead now discount possible solutions.  They may claim that clients often smile inappropriately and 

there is no way to stop them, or that the fidgeting is a necessary release of tension that must be expected, or 

that practitioners are bound to talk over clients sometimes.  There is now the added issue around realising 

that if solutions do exist, the supervisee could have solved the problem already. So the supervisee may well 

be struggling to come to terms with feelings of stupidity or shame for not solving the issue sooner.  A 

supervisor may need to suggest some possible solutions, watching out for any óYes butô reactions. It may 

also be that the lack of solutions is not due to discounting but to a straightforward lack of knowledge or 

experience.  

Level 4:  Skills  

It becomes easier to counter discounting as supervisees move up the levels.  However, they may still seek to 

maintain a frame of reference that includes the ongoing problem, this time by discounting that they or others 

have the requisite skills.  Someone else might be able to pick up on an inappropriate smile, but not them, or 

their client lacks the skills needed to stop fidgeting anyway, or they doubt they could ever learn to stay silent 

long enough not to interrupt such a talkative client.  The challenge now for the supervisor is to prompt 

consideration of what skills are needed and how these can be acquired.  The potential trap is of joining a 

supervisee within a frame of reference that has some people being incapable of learning and changing.  

Level 5:  Strategies  

At this level, supervisees have become aware of what is happening and how to resolve it, of what skills will 

be needed and how to acquire them.  If their frame of reference still calls for them to maintain the status quo, 

they will be discounting around strategies for implementing solutions.  Their comments now might be along 

the lines of being too busy to take on new learning tasks at this time, or perhaps they have so many new 

clients at present that they canôt find time to plan the necessary behaviour change.  Confrontation may be 

needed for them to recognise these discounts.  

Level 6:  Success  

This final stage is where everything seems to be sorted out but something is still preventing movement.  A 

supervisee may comment vaguely about doing it later.  Another may seem highly motivated and enthused, 

but still put off the final implementation.  By now, the supervisor may judge that some overt exploration of the 

superviseeôs map of the world is called for, with particular attention paid to beliefs about success and failure.  

What are the hidden benefits of taking no action and what are the hidden disadvantages of changing?  

Transference and Countertransference 

Lest you think that discounting will only occur for relatively unimportant aspects of the practitioner/client and 

supervisor/supervisee dynamic, another useful concept from the clinical world is transference. Again, I have 

simplified the clinical theory and this time my examples relate to supervision.  The same model may be 

applied to practice, and often there may be a parallel process (Searles 1955, Hay 2007) operating that can 

then be explored within supervision. 
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Everyday use of English tells us that ótransferô means something gets shifted across ï as in footballers 

joining new teams.  From a TA perspective, transference is the term for what is happening when we shift 

across the characteristics of one person (ourself or someone else) onto another.  We may project our own 

good or bad points onto somebody else, or it may be the characteristics of someone else that we transfer, as 

when we relate to authority figures as if they are parents. 

Countertransference is the term used for the ways in which a practitioner responds to the transference of 

their client. However, this will sometimes instead be the practitionerôs own transference.  Feelings of wanting 

to take care of the supervisee may be a realistic, here-and-now reaction, the result of the supervisorôs own 

issues (transference) or a reaction to helplessness being exhibited by the supervisee (countertransference).   

For coach/mentoring supervision purposes, I suggest that we can categorise on two dimensions that 

generate a simple four-mode model as shown in Figure 2 below: 

Á projecting elements of ourself or of someone else (a third party) onto the person we are interacting 

with; 

Á projecting so that we appear to get on well with the other person or so that we have a problem 

relating to each other. 

Figure 2: 
Transference Formats (Hay 2007 p. 16, reproduced with permission) 

Concordant transference ï there is a risk that those of us engaged within the coach/mentoring community 

may assume that we are all very similar because we have a shared set of principles.  A supervisee may 

choose a supervisor because of perceived similarities, and hence lose the opportunity of the learning that 

might come from interacting with someone different. 
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Competitive transference - a very experienced practitioner may unconsciously compete with the supervisor, 

particularly if they feel they are being told what to do with the client rather than being helped to reflect and 

analyse.  Alternatively, they may feel competitive about proving that the kinds of clients they are working with 

are more challenging than the clients the supervisor has. 

Conflictual transference ï within a professional context, the supervisor is in a position of authority because 

they have a responsibility to ensure that supervisees are complying with professional norms.  This may lead 

to supervisee órebellionô.  An experienced practitioner from a different approach (e.g. a management 

consultant with a psychotherapist supervisor) may instead attempt to occupy the authority position, 

especially if they think the supervisor has less experience, or less relevant experience. 

Co-dependent transference ï this is probably the most common transference to occur within supervision.  

The supervisor may well be more experienced than the supervisee, will already have obtained professional 

qualifications, may be older than the supervisee, and probably know more people within the professional  

community.  The supervisee may project on to the supervisor the face of a teacher or any other authority 

figure, and then expect to be taken care of.  The opposite may also occur with a very experienced 

practitioner and a beginning supervisor, or a supervisor who is learning how to give supervision in a field of 

practice in which they have not worked themselves. 

Therapeutic Coaching/Mentoring 

In conclusion, I want to add that I am currently a member of two associations that are focused on therapeutic 

coaching.  Originally initiated (as far as I can see) by therapists who were adding coaching to their repertoire, 

it makes sense to me that coach/mentors need an awareness of therapeutic dynamics.  Currently the 

emphasis has been on this as necessary so coach/mentors avoid doing therapy, but I think that needs to be 

revised.  There are many therapeutic, or clinical, concepts and approaches that can add considerably to the 

competence of coach/mentors, and to the positive impact of their supervision. My hope is that the perceived 

barriers between the professional approaches to the development of people will continue to dissolve in ways 

that lead to better outcomes for clients. 

For me, the theories of coach/mentoring add considerably to my psychotherapeutic competence and vice 

versa.  My expectation with coach/mentoring clients, and with supervisees, is that they will remain in the 

here-and-now during our work together, and I will use my skills to invite them back to that when the inevitable 

regressions occur.  It is only if the regression persists that I would consider referral for therapy, which I see 

as using different methods rather than different theories.  I see coach/mentoring, and supervision, as 

therapeutic in a different way ï each time we successfully change behaviour, cognitive dissonance 

(Festinger 1957) ensures that our beliefs (or in TA terms our script) will also change. 
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Coaching cycles with cognitive 
ergonomic interfaces for the long 
cultural revolution 
 

Kieran Duignan 

I propose a buoyant perspective on the long cultural revolution in which coaching can be a valuable 

component while I also argue that any prevailing banal avoidance of diagnosis and attention to vital client 

tasks on the part of coaches must be arrested.  

Keywords 

Edgar Schein, coaching for constructive alternatives, focus of convenience, vital tasks. ergonomically-
informed, pragmatics, psychology of personal constructs (PPC), practical initiative 

Reviving Scheinôs emphasis on diagnosis 

Coaching, in my experience, is a significant conversation with a person, at any level of an organisation, 

about a dilemma owned by him/her.  It is designed to catalyse a client to exercise discretionary effort in re-

evaluating personal costs of vital task activities in relation to their benefits and constraints and in carrying out 

sustained personal initiatives to realise these tasks, with as much stamina as necessary.   

In presenting this characterisation of coaching, I share concerns of  Davidson (2014), Garvey, (2014) and 

Hawkins (2014) about what the latter calls óthe ócoaching industryô - concerns which suggest reservations 

about the likely match between many coaching interventions and actual expectations of coaching clients or 

other customers investing in coaching.  In doing so, their observations echo those of psychologists who were 

speaking on leadership and executive coaching at an international congress to which I contributed recently 

(Duignan 2014), Perhaps I am also more buoyant and optimistic about the benefits of coaching interventions  

provided, and to the extent, that coaches in work settings make a fresh start at this juncture, informed by a 

combination of client-friendliness and task-centredness  

Perhaps this is because I view coaching as falling within the tradition of evolving cultural democracy in 

society and of what the cultural critic and professor of drama Raymond Williams (2011) called óthe long 

revolutionô in behaviour, institutions and social norms.  So, viewing coaching as a strand in this dimension of 

 

Drawing on Edgar Scheinôs emphasis on humble inquiry and diagnosis in 

coaching, I sketch a five-phase model of a coaching intervention cycle.  I 

explain how I view the work of coaching as catalysing a client to re-

evaluate personal costs of task activities vital to their own work, and to 

take practical initiatives to engage with these activities. I draw attention to 

how the psychology of personal constructs (PPC) pinpoints a clientôs 

ófocus of convenienceô and champions his or her own choice of words. It 

also privileges using tools which support this motivating style, as 

illustrated by a former coach to an England boxing team at Olympic level.  
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social industrial history, the current lacklustre flat-lining of coaching practice can also be regarded as a phase 

of that revolution, rather than merely as fragmenting into a banal game - in both emotional and social senses 

of pathetic and creepy - which transactional analyst Eric Berne (2010) might label óCruising for a Bruisingô..  

To move to this sanguine view of coaching, I draw on Jeffrey Pfefferôs study of the profitability of high-

performance organisations and note his constructive dry observation (1998: viii):   

óThe incorrect implication frequently drawn is that if something isnôt being done, it must not be as 

useful or worthwhile as is thought....: sometimes people in organisations simply donôt practice 

common sense, donôt behave strategically and arenôt always thoughtful or logical about the 

policies they implementô.    

Accordingly, I construct an approach to coaching based on the unequivocal advocacy of diagnosis by the 

doyen of organisational psychology, Edgar Schein (2000), as an integral component, along with process 

consultation and content expertise.  Figure 1 below illustrates this as a five-phase intervention cycle.  

Five phases of a coaching intervention cycle 

When it is conducted well, this cycle includes and 

goes well beyond satisfying the criterion of óvertical 

learningô proposed by Davidson.  However, its 

underlying model of the psychology of personal 

constructs, óPPCô (Kelly, 1955/91) uses a very 

different model of learning than the one which 

Davidson used to anchor his analysis.  Arguably, 

Kellyôs model can be much more readily adapted to 

the enormous range of contexts in which useful 

coaching takes place with people at all levels of an 

organisation.   

 

Figure 1 A coaching intervention cycle 

Phase 1.  A clientôs dilemma 

This cycle begins with a clientôs dilemma, couched in his or her own words, which unavoidably express some 

of his or her personal constructs about his or her Self - even if the language they choose is silence!.   As 

Kelly (op. cit.) argued, the premise of PPC is that an intervention can be designed to catalyse a client to 

create constructive alternative perspectives on their Selves and indeed on any question, any time before 

their death (!).   

As Schein (2013) emphasises, effective helping intervention begins with óhumble inquiryô about the clientôs 

dilemma, in his or her own words.   The coach may then negotiate with the client about how they are 

formulating their dilemma, but the starting blocks for the coaching venture remain the original words of 

clients.  Where clients donôt start with explicit awareness of their dilemma and appear locked in a formulaic 

desire for an ill-informed objective, some may abruptly shy away from the prospect of some uncertainty that 

a dilemma entails.  A savvy coach respects this but may invite a serious, though not too solemn, 

conversation about their assumptions.   

  

http://www.amed.org.uk/
http://www.amed.org.uk/


 

____________________________________________________________________________________________________________ 
e-ORGANISATIONS & PEOPLE, SPRING 2015, VOL. 22, NO. 1   PAGE 27 www.amed.org.uk 

Phase 2.  A coachôs diagnosis 

Figure 2 below outlines the diagnostic model used in coaching for constructive alternatives (Duignan and 

others, 2015).  It is a model of óreversing perceived inequalityô because the intention of a coach is to catalyse 

a client to re-evaluate how he or she perceives personal costs of óvital task activitiesô associated with an area 

of the óreal worldô as they see it, in relation to a set of five other elements of their world-view.   This style 

fundamentally shifts what Kelly (op. cit.) writes about as their ófocus of convenienceô, where the clientôs 

.expression of their set of perceptions and beliefs represents a pathway to dialogue with the coach.  From 

the outset, the coach remains alert not merely to the semantics used by a client but also to the syntax and 

pragmatics of their behaviour with a coach, as the PPC educational psychologist Ravenette, (1967, 1999) 

explained.  

 

Figure 2.   The focus of convenience in the diagnosis phase of coaching for constructive alternatives 

Table 1 below sets out definitions of the elements of this model.   

Table 1.  Six elements of the model of diagnosis within coaching for constructive alternatives.  

Á Vital Task Activities.  óReal worldô work to be done in response to a dilemma of a client;  they are 

discussed below 

Á Dissatisfaction.  Without dissatisfaction, clients are apt to quite reasonably experience no move to 

change behaviour, whatever others may say or do, although part of the work of a coach at times may 

well be to offer cues to dissatisfaction, especially where clients are numbed by habitual self-

aggrandisement, fear, anxiety, an identity crisis, or are distracted by anger or threat 

Á Vision.  Without clear vision of a line of sight between well-specified óvitalô task activities and 

dissatisfaction and practical initiatives, a clientôs actions are apt to be random, so that an important 

part of the work of a coach is collaboratively to generate a framework within which clients hold such 

a vision and then adapt it as they see fit. 

Á Commitment.  Unless an espoused vision and acknowledged dissatisfactions are harnessed 

through disciplined application of cognitive, emotional and motor energies, coaching is at risk of 

degrading from amiable chats into mutually irritating exchanges and withdrawal by client or coach. 

Commitment is two-sided:  unless clients stretch to realise agreed vision in practical initiatives, and 

avoid blaming others for not doing so, coaching is effectively voided, regardless of rhetoric. 
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Á Constraints. As competent furniture makers have long recognised, all good designs embrace óreal 

worldô constraints.  It is the joint responsibility of clients and coach to identify relevant constraints on 

the vision and practical initiatives of clients.  Both parties must also agree that facets of such 

constraints should become focal points of practical initiatives, or that they should be accepted as 

practical boundaries in any particular coaching cycle. 

Á Practical initiatives.  A major skill of catalytic action on the part of a coach is to evaluate potential 

practical initiatives with clients.  The coach should warn clearly where any appear to be beyond their 

scope or in some instances dangerous and/or unlawful, unless redesigned.  It then becomes 

primarily the responsibility of the client to undertake practical initiatives and to share data on 

outcomes and feedback with the coach. 

Two facets of this model of diagnosis call for brief explanation.  

Buoyancy  

Firstly, while this model acknowledges that a degree of imbalance is a normal facet of healthy living, it 

proposes that coaching may enable a client to reverse their perception of the personal costs of óvital  

task activitiesô, which may not have been well-specified at the outset.  In effect, the model involves stress 

management stamina and resilience from the very outset. An accent on buoyancy is the observable outcome 

condition of such coaching.   The óbuoyancyô condition may in turn find expression in a range of experiences, 

from tolerating pain and adversity through to developing skills previously shirked, to sustained enterprise, 

creativity or smart, clear-cut resolution of wasteful conflict,  

Multiplicative  and additive elements  

Secondly, the relationship between the five elements of buoyancy combines both multiplicative elements and 

an additive element.  Where the relationship is multiplicative, a value of zero for any component means that 

the switch does not happen so that, counter-intuitively, the presence of some dissatisfaction is actually as 

necessary for change as vision and commitment.  Where the relationship is additive, as in the Constraints 

condition, this is not the case.  For example, levels of economic clear mobility and of physical health set 

constraints, but their levels do not necessarily affect the functioning of each of the other elements.  

Phase 3. Vital task activities  

Working out well-specified óvitalô tasks may appear superficially to be a routine phase, of the kind you might 

find on a downloadable óappô or the plastic container of óAdd water and mixô ingredients in a supermarket for 

making pancakes.  If it were so straightforward, the clientôs root dilemma is not one of substance that calls for 

coaching, but rather of instruction.  

Actually, the profound significance of this emphasis on vital task activities lies in how much the formal 

structures and processes of organisational behaviour can actually prevent a client from realising 

performance indicators and role objectives, when they are embedded in computer-controlled routines that 

are not open to revision.  Where leaders have themselves adapted to such rigidity, the services of a 

diplomatic, ergonomically-informed coach can literally open their eyes to the social and technological realities 

around them and to avoidable business costs of rigidity. 
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Despite over seventy-five years of manufacturing and military investment in ófit-for-human-use ergonomicsô, 

the term  óergonomicsô is still too often misunderstood as limited to physical ease associated with a well-

designed chair.  I emphasise how its distinctive features are twofold: a user-friendliness, in this instance 

focused on needs of a client, and ï equally important ï a task-centredness that enables and stimulates a 

person to perform tasks effectively, whether the tasks are physical or cognitive or emotional or a blend of any 

of them.   

óThe coaching industryô, in Hawkinsô phrase, commonly appears to display a collective blind eye towards the 

need for attention to the vital tasks that are the focal points of practical initiatives that mark the threshold 

which differentiates a coaching intervention cycle as either, on balance, a success or failure.  In making this 

category error, the industry shares contemporary habits of the HR profession which appears to be content to 

substitute HR-speak, óperformance outcomesô and órole objectivesô, for appropriate attention to vital tasks 

goals and activities and the practical initiatives which a responsible person takes to realise them.   

This myopic approach to coaching persists despite the host of techniques, standards and guidelines for 

analysing of tasks which has mushroomed according as the internet and social media have expanded, and 

which Karwowski (2006) has codified in readable form.  Tried and trusted methods fruitful in coaching were 

explained by Kirwan and Ainsworth (1992) and many of them are straightforward enough for a coach to use 

with a pencil and paper, or a flipchart and pen, within coaching meetings.   

 The profiler developed by Richard 

Butler and his colleagues (1993, 

1995) is an example of a diagnostic 

tool which incisively surfaces óvital 

task activitiesô.  They did so using 

repertory grids, which ï unlike 

psychometric tools - use the very 

words of clients themselves to 

represent how they make sense of 

their worlds and their work as 

athletes. What can be more 

motivating in addressing dilemmas 

of coaching clients, than using their 

 

Figure 31.  A Client's self  in relation to vital tasks 

own words collaboratively to diagnose their paths to vital task activities through practical initiatives? This 

method and framework for crafting feedback to clients in the very language they personally choose is fitting 

in almost any coaching domain as a reading of Butler (1996) indicates.  

Use of PPC in workplaces and with the 1992 England Olympic boxing tea m  

Coaching psychologists Thomas and Harri-Augstein (1991) reported on how they systemically used task-

centred coaching with PPC in diverse organisations at all levels. 

A clinical psychologist who coached the England boxing team at the 1992 Olympic Games, Butler (1996) 

explains how he applied the psychology of personal constructs (PPC) in a book that is also highly relevant to 

coaches in business, training and education.   
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For, uniquely amongst coaching methodologies, PPC was designed by a clinical psychologist, George Kelly, 

who had worked as a human factors psychologist - also known as an óergonomistô - with the USA Navy from 

1940 to 1945. As Figure 3 illustrates, attention to vital task activities is absolutely core to the multidisciplinary 

science of human factors, which was created to design cognitive as well as physical interfaces compatible 

with needs and tastes of clients and users.  Today, they increasingly underpin the design of smart-phones, 

tablets, phones and personal computers, as well as hospital and mass transport systems of every kind.   As 

a feisty war veteran, Kelly (op. cit.) incorporated this task focus in the design of psychotherapy, very explicitly 

in most of the principles of PPC, as well as implicitly in his formulation of emotional arousal in terms of 

óconstructs of transitionô.   As an artful mathematician, he advocated uses of matrices in the forms of 

innovative kinds of grids (repertory and dependency) as well as use of very carefully selected psychometric 

tools.    

Phase 4.   Feedforward with óspaciousô language 

Chinese-American novelist and professor of cultural criticism, Ha Jin, is quoted as observing that English is a 

óspaciousô language with room for different elements, tones and energies; óit means English.... is really open 

to all kinds of people, all kinds of users (Sebag-Montefiore, 2015).  

Appreciation of the structure of the English language enriches application of PPC in coaching.  This is based 

on empirical data, and the kind of bilingual shuttling between the language of a clientôs dilemma and 

associated vital task activities on the one hand, and choices about feedback compatible with the clientôs 

individual cognitive structure and his or her processes of Self-management on the other.  In this work, it is 

often useful in coaching to draw on investigations of language researchers and teachers, as well as of 

business information analysts, into how words and other media can be optimally applied. They use the term 

to differentiate between nuances of intentions that guide well-crafted communications on the part of the 

person generating them, in this instance a coach, and between the semantics and syntax of words and 

images and media, used to encode the intentions.   

Phase 5.  Practical initiatives by a client  

This phase calls for a mix of deft analysis, ethical transparency and stamina on the part of a coach, as it is 

the one ówhere the rubber hits the roadô - or not.  At this juncture, a client stretches in re-evaluating the 

personal costs of the vital task activities focussed on in coaching. Coaching in a context in which a client is 

enmeshed in a wearisome drawn-out conflict at work presents options for deploying an imaginative 

appreciation of pragmatics - the study of influencing intentions of other people. Evolutionary psychology has 

established how much it represents an óultimateô area of human experience, common to all societies; English 

ethnologist Richard Dawkinsôs (1976) work on the use of memes (a unit of cultural inheritance, physical or 

cultural, replicating through imitation or learning) can be useful in thinking through ways of proposing 

practical initiatives unambiguously as constructive alternative ways of addressing issues perceived as 

unpalatable. 

The following story illustrates this point. 

The story of Louise, actuary, entering a newly-branded large insurance company  

Louise, 27, had qualified as an actuary, with degrees in Economics and Actuarial Science from a university 

with an international reputation in these disciplines, when she presented herself for coaching.  Her dilemma 
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concerned entering a newly branded insurance company where she very much wanted to have a much 

greater sense of professional inclusion than she had in her previous one.  In this light, the vital task activities 

focused on communicating effectively with her line manager and other direct stakeholders in services of an 

actuary, especially during meetings. 

Louise reported that she had felt profoundly demoralised about the sense of fumbling with which she 

responded to being put down by her previous line manager in another company, although he himself was not 

an actuary.  She felt anxious, even at a loss, about how to establish herself as both technically competent 

and was quite willing to learn the ropes in her new role.   

She reported with some enthusiasm and a sense of inspiration how Warren Buffet had shaped the vision of 

enterprise and analytical excellence.  Her degree of commitment was evident not only from her success in 

academic and professional exams, but also from a fair measure of success in 400 metre flat running and as 

a viola player. The main constraint she experienced she attributed to her perplexity in establishing a sense of 

social presence at work that matched her analytical savoir fair.  The coach observed how in his meetings 

with her, evidence of such feelings had been hard to detect.  

To provide the link between the degree of improvement in performance in her role and her working 

relationships with a new manager and other stakeholders, her coach invited her both to complete the 

HEXACO personality inventory and to work through a repertory grid with him.  He chose as reference points 

in the grid managers and teachers with whom she had worked, as well as her view of herself ónowô, óideallyô 

and when she was sixteen.  From this, they did two things.  They developed together a Self-Profiler with 

three levels (unsatisfactory, satisfactory, how I really want to be) and eight areas of verifiable behaviour    

They also spent some time as their meetings unfolded in role-playing situations which she reported on as 

sources of ambivalence for her.  

Practical initiatives Louise took ï completing her Self-Profiler between coaching consultations over two 

months ï enabled her to record progress in five of the eight areas.  It also enabled her to map out a 

programme of further development, with peer monitoring by a colleague she trusted, in all areas during the 

following nine months.   

In retrospect, Louise reflected on how she felt she had managed to generate a óconstructive alternativeô 

approach to her professional presence with a sense of ease and humour as well as concentration.  She 

attributed this to the combination of the reassuring feedback from the particular personality inventory, the role 

playing and the inclusion on her Self Profiler, in her own words, of both social skills and cues to cognitive 

recall.  She reported that these stimulated her to focus acutely before and during the meetings which had 

been such a source of dread for her.    

Anticipating next steps  

In outlining this particular cycle of coaching intervention, rooted in my own reading of the PPC in the context 

of the long cultural revolution throughout society and in occupational ergonomics, I have sketched a pro-

active stance in coaching.  While this model may perhaps avow a more diagnostic and prescriptive 

component than is fashionable in coaching, it is premised on conditions that clients mirror the commitment to 

the process of a coach.   
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This implies that clients avoid sabotage through omissions or actions, and specifically that they do not shirk 

their contractual or statutory obligations.  Regrettably, such conditions are regrettably lessons from harsh 

experiences of attempted collaboration with pseudo leaders, and from recognising how they were content to 

pocket salaries many times that of their employees, but not to listen to the latter or safeguard them from 

foreseeable stresses and injuries.   For this to happen, current banal avoidance of diagnosis and attention to 

vital tasks of clients, on the part of too many coaches, must be firmly arrested.  

I remain sanguine about the end-game of ergonomically-rooted coaching as erecting markers in the long 

cultural revolution, and as practical appreciation of human capital as a competitive organisational resource, 

through cultivating a clientôs initiative and accountability, and valuing them. 
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Why do coach-mentors want to know more about óQualityô? 

This article is written primarily for people who have not yet been exposed to the core principles taught by 

Deming and others in the so-called Quality Movement.  

Beyond the world of professionals who work in the quality department or consulting firms, these concepts of 

how things really work are not applied as actively as you might expect.  This is a shame, because these 

concepts apply to virtually every organisation and have true universal application.  There are, however, 

some organisations where the leaders do understand the real meaning of Quality ï and how it relates to 

managing an organisation. And, before you ask, no itôs not about inspection, assurance and control so that 

you can update the óquality manualô and get a big tick in the International Standards Organisation or British 

Standards Institute óboxesô to keep the auditors happy! 

  

 

With the focus on individual coach-mentoring over the past couple of 

decades and the runaway interest in coaching and mentoring 

interventions to address an individual agenda, many coach-mentors are 

now developing an appreciation of the wider organisation as a system. 

For those who have followed the progress of the Quality Movement, there 

are ideas now being rediscovered by coach-mentoring practitioners and 

we are noticing there is a new following for these ideas as coach-mentors 

reach out for systems-based solutions. Organisations have always been 

complex and the issues that have challenged organisations have not 

changed as radically as some authors have suggested in Part One of this 

special issue of e-O&P. What I am offering to this dialogue, is a personal 

perspective influenced by  my  experiences of the Quality approach and 

by what I have seen of coach-mentors discovering the value of learning 

how to overcome Demingôs ódeadly diseasesô. 
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I do a lot of public speaking throughout the 

world and an increasing number of 

coaches/facilitators/mentors express their 

frustration both publicly and privately to me 

about trying to help people succeed within a 

dysfunctional organisational context. Some of 

the questions and points they make include, ñIs 

my advice to my client supposed to be to 

encourage dysfunctional behaviours so my 

client can get ahead!?ò By dysfunctional they 

usually mean: ñPlay more politics ð but be nice 

outwardly but cunning and selfish inwardly, 

learn to be more passive-aggressive.ò  This not 

the idealised, rose tinted glow of coach-

mentoring practice that most coach-mentors 

signed up for. I would also suggest there is 

more óadviceô giving than might be modelled in 

the coach-mentoring textbooks.  Coach-mentors 

are eager to embrace lessons that address the  

 

Photo courtesy of The W. Edwards Deming Institute® 

need to work effectively in Volatile, Uncertain, Complex and Ambiguous (VUCA) conditions. In fact, 

organisations create much of their own VUCA, without realising it. The Deming/Scholtes approach helps to 

reduce VUCA and offers a way of connecting and learning from the world of Quality and organisational 

consultancy, whose leaders have been the inspiration for my companyôs practice.  

Most coaching, mentoring and facilitation is waste of time. 

A key concern expressed by coach-mentors who have been approaching me for guidance is that much of 

what they do is a waste of time. Why a waste of time? Because they are trying to help their clients be better, 

emotionally healthier people ï AND to get ahead in their jobs ð while constantly being thwarted by the toxic 

elements of prevailing management styles/beliefs within the organisation. One coach summed it up by 

saying, ñMost organisations in which people work are broken and cause people to engage in toxic, self-

defeating, self-destructive and anti-social behaviours.ò 

Indeed, I agree that much facilitation, coaching, and mentoring in most organisations is a waste of 

everyoneôs time. Well-meaning and highly expert coaches are thrust into a role of trying to fix the symptoms 

of the problem. The symptoms of this emerge through behaviours, for example the supervisor who isnôt 

ñtoughò enough, or a fast-track ñhigh potentialò who doesnôt care about hurting others on his/her way up the 

corporate ladder of power.   

The real, deep root problem comes from the management belief system in place at most organisations. 

Management beliefs that use the tools of internal competition, annual performance appraisals, budget 

scarcity, rating and ranking of people, pay for performance/results, fear, command and control management, 

and the like. Those elements counteract and defeat so much of the good that coaches try to do because 

those elements cause dysfunctional behaviours. By the way, all those elements are ones that Deming [1982 
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and 1993] and Scholtes [1998] pointed out to be toxic, destructive, and/or ódeadly diseasesô, several 

decades ago! 

There are still those who misconstrue the core messages underpinning the Quality Movement and who 

erroneously believe that ówe have done Qualityô.  It is the wider context of the organisation that needs 

attention and if you want to drive change, it is important to realise that this is actually what Quality has 

always been about. 

How does one go about making an entire organisation better? 

Unfortunately, the prevailing belief and answer to that essential question is that you improve the organisation 

by improving the people.  Certainly, all of us can improve ï and forever, but unless we are aware of the 

systems based constraints inherent within the structure of the organisations we work in, we are all caught in 

an invisible web that holds us back, stuck in the same place even when we think we have moved forward.  

I have observed over the years, that consultancy has been a ódirty wordô in the coach-mentoring lexicon. Yet 

the jury is no longer out on the topic of how to make an entire organisation better. For many decades, 

consultants in various guises from across disciplines have been tapping into the core elements that work. 

The pendulum is now swinging and attention is moving back to what can be learned from the consulting 

arena, where the knowledge base about systems and change in organisations is well established.  And the 

Deming/Scholtes approach has its roots in the arena of Quality consultancy.  

Surely focusing on individual change will ultimately change the organisation? 

Within most organisations an individual has perhaps 4%-6% discretion over her/his own success. And, yes, 

Iôm talking about I.T., sales, marketing, design, engineering, service work, call centres, and the like, as well 

as manufacturing and assembly organisations. Keep in mind that as a general rule 85% of people engaged 

in a manufacturing operation never touch the product. Thus, it is a mistake to perceive that manufacturing is  

hugely different from other endeavours.   

That may seem to some like an outrageous statement. Yet, I 

assure you that óthought leadersô in the Quality Movement, have 

been presenting this and related ideas since 1924. To my 

knowledge, Walter A. Shewhart [1939; 1986], was the first to 

present this ónew thinkingô about how to understand variation in 

people, processes, and things in organisations.  This inspired 

his protégé, Dr W. Edwards Deming to build on them [1982; 

1986; 1993]. Sixty years of subsequent research and practice, 

from across many disciplines, has shown time and again that 

the highest leverage actions and interventions for organisation 

improvement come from improving the processes and systems 

in which people work ï NOT from trying to take actions to 

improve the people first. 
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Let me put the main theme in this way, having insight into how things really work in an organisation comes 

from knowing what is really going on with processes, systems, and understanding the aim of the entire 

organisation. In other words we cannot know what to improve first, second, and third unless we have insight 

into the tools, processes, and ways of work that individuals, teams, and departments use to accomplish this 

aim.  If we donôt take that approach [processes and systems first] to gaining insight, then coaching/mentoring 

efforts come up against a strong, toxic, status quo belief system of how to make things better.  This, of 

course, only makes things better on the surface and for a short time, because the prevailing focus is that 

people are the problem. They are not.  However, they are a key part of the solution if the systemic issues are 

addressed in the first instance.  

There has been a convergence of thinking from across a diverse range of disciplines that has demonstrated 

many of the mechanisms and reasons that account for how and why these ideas work. There are far too 

many ideas to cover in a short article like this. So, I encourage you to explore them further, and look across 

the spectrum of management and organisational research as well as Industrial/Organisational psychology. 

Key names you might look for are Peter Senge [1990], Peter Scholtes [1998, 2003], Brian Joiner [1994], Kurt 

Lewin [1948, 1976, 1997], Russell Ackoff [1991], Edgar Schein [1987], Peter Drucker [2010], and Mary 

Parker Follett [Graham 1994]. There is a wealth of research and methods already available, if you care to 

look.  

Demingôs White Bead Experiment and the future of coaching and mentoring 

The coaches who approach me at conferences and speaking engagements with their frustrations seem to 

know from their intuition and/or observations that it is the system in which people work which is the biggest 

determinant of outcomes. What they don't know is how to go up against the established, prevailing, and toxic 

beliefs and practices, about "performance management" for example, that are practised in most 

organisations.  

That is what I want to cover next, and to share with you some of the basic principles.  For those who already 

apply these, I hope this helps to put them into a coaching context. For those of you who have not yet been 

exposed, I hope you feel inspired to find out more.  

Peter Scholtes and I had many 

conversations over a decade about how 

to put these core principles into 

practice. After a great many trials and 

errors, we came to the conclusion that 

the transformation of thinking that can 

rid organisations of the toxicity resulting 

from the prevailing performance 

management beliefs and habits is best 

achieved by starting with the lessons of 

Deming's White Bead Experiment.        
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In fact, I believe so strongly in this as the best introduction to this way of thinking, that I have asked The W. 

Edwards Deming Institute® to make the videos available to you online at no charge.  The Deming Institute 

has happily agreed. Thus, you can watch Dr Deming conducting the transformative White Bead Experiment 

via this link. http://vimeopro.com/deminginstitute/2014-fall-conference/video/107920658 and, there is an 

additional link of the debriefing of the White Bead Experiment: http://vimeopro.com/deminginstitute/2014-fall-

conference/video/107923584 

This way of thinking is a natural fit for coaches and mentors and it has been available to organisations for 

decades. The present volatile economic climate has inspired a resurgence of interest in systemic 

approaches to both individual and organisational change, so before you reach out for the new texts look 

back at some of the basic principles.  

There are four key areas of insight that come from the White Bead Experiment. Deming identified these in 

his book óThe New Economicsô [1993].  Deming encouraged Peter Scholtes to write about them in óThe 

Leaderôs Handbookô [1998]. These are summarised below: 

One: Understanding varia tion  

This includes, but is not limited to, statistical variation. Spreadsheets of results, for example, can cause 

problems because they mask variation.  In fact if you look at reports on performance and if you donôt 

understand Common Cause Variation vs. Special Cause Variation, you are very likely to want to put in 

incentives, rewards, punishments, and pay-for-performance programs, instead of working on improving the 

systems and processes in which people work.  It is very dangerous not to know about Variation.  Deming 

said that not understanding Variation leads to ñtamperingò, and tampering makes things worse over time.  

Two: Having an appreciation for organisations as systems  

What is a ñsystem?ò People usually struggle with explaining the systems they work in, and a system is never 

accurately represented by an organisation chart.  So, people capture aspects of the system using language 

like ñit is the way we do things around here.ò Our beliefs, our bureaucracy, the Cover Your Arse (CYA) 

techniques, and work-around practices are all indicators of the órealô system at work.  From time to time, my 

company takes on client companies that are at risk of going out of business. One of the first things we look 

at [with a view to changing] is the amount of time that senior leadership wastes by trying to optimise their 

own performance or their departmentôs performance by applying simplistic performance based approaches 

that masquerade as systemic solutions.  The main question we ask is: ñAre you all one team?ò We ask this 

because typically the team is the most accessible system that any individual works within.  The real answer 

is usually: no.   

Three: Theory of knowledge.  

One aspect of the definition of Theory of Knowledge is this question: How do we know what we think we 

know is really so? In so many organisations there is no discussion of theories, no testing, no investigation. 

There is only implementation based on the opinion of the most powerful person. Deming taught the use of 

the Plan-Do-Study-Act Cycle as a way to reduce costly failures and to capture opportunities. Test your 

assumptions and beliefs in small, fast, inexpensive experiments using PDSAs.  
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Four: Psychology  

In my experience most of ñPeople Management / Human Resourcesò as it is typically practised is about 

manipulating people to do what leaders want them to do. Incentives, bonuses, and various rewards are just 

a club to wield that has implicit threats of lost bonuses, being tagged as a loser, getting bad performance 

reviews, and being ñcounselledò or ñcoachedò into better performance. Such practices are typically referred 

to as extrinsic motivators. Yet they are really about ñactivationò not motivation because they become de-

motivators over time. To bring out the natural, intrinsic motivation that people have, we need to remove such 

practices which are really barriers to success. One simple and easy way to get started in bringing out 

intrinsic motivation is to engage people in continually improving the processes of how the work gets done, 

keeping in mind that we want to engage them in improving processes by listening to their ideas, providing 

them with expert support in improvement methods, and NOT via threats related to performance ratings, 

incentives, goals, targets, quotas or rewards. 

Start with understanding variation and getting the ófundamentalsô right 

If you are new to Demingôs way of thinking, there is simply no better starting place than understanding the 

concept of variation. You donôt need more than about two hours of simple math training to see the concept 

at work. You donôt have to become a statistician!  If you understand the basic concept of Special Cause 

Variation vs. Common Cause Variation, and use some inexpensive software to plot data on a simple control 

chart, you have an extraordinarily powerful tool for influencing decision makers. Plotting data is one of the 

most important activities you can do. Doing so lets you see both results that are unique to an individual and 

results that come from the sum total of the system in which people work. And, when you know that, you 

know what to do first, second, and third. 
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