
laughed and sang and danced and 

hugged one another in celebration. 

Such is the magic of lofty goals 

backed by the conviction that they 

must be achieved and the energy 

and commitment to do whatever it 

takes to achieve them. Such, also, is 

the magic of great leadership where 

people become able to achieve more 

than they think they are capable of ð 

where they are inspired to reach 

higher than they dare believe 

possible. The film takes its name 

from a poem of the same name 

written by William Ernest Henley, a 

young man suffering from 

tuberculosis of the bone. It is worth 

sharing as it is really inspiring: 

(Continued on page 2) 

 

 

 

By Belinda Davies, 

National President of 

COMENSA 

 

Greetings to you and welcome to 

2010! I hope that each of you had a 

rejuvenating break and that you are 

poised for an exciting year. We have 

been anticipating 2010 for so long 

and now it is here. There is a 

beautiful fragrance of anticipation in 

the air (unlike the stench of 

pessimism that hung in the air at the 

beginning of 2009). It is the year in 

which South Africa hosts the long-

awaited Football World Cup and this 

is our opportunity to pull off a really 

great event. I have no doubt we will 

do exactly that. Danny Jordaan and 

his team have spent several years 

working towards some pretty lofty 

goals and Iõm certain that we will be 

very proud nation. 

One of the highlights of my holiday 

was seeing Clint Eastwoodõs 

òInvictusó ð a movie based on John 

Carlinõs book òPlaying the Enemyó. In 

fact, it was such a highlight that I 

saw it twice. It was wonderful to 

have the opportunity to recapture 

the emotions of that very special 

time in South Africaõs history 

between 1992 and our spectacular 

(and impossible) 1995 victory in the 

Rugby World Cup. A really poignant 

moment in the film was after 

Francois Pienaar had met President 

Mandela for tea and told his wife òI 

think he wants us to win the World 

Cup.ó 

What an outrageously big hairy 

audacious goal that was, given the 

abysmal performance of our national 

rugby team during 1994. This was 

not the only outrageous BIHAG 

though ð President Mandela also 

wanted the entire nation to unite 

behind the Springboks. This was 

unthinkable in a country where the 

majority of the population had long 

supported anyone who played 

against them, and Springboks and 

their supporters had long been the 

enemy. But as Richard Branson said, 

when Mandela persuaded him to 

rescue Health and Racquet (now 

Virgin Active), òPresident Mandela is 

not the kind of man you can say ônoõ 

toó. And we did not say ônoõ. The 

Springboks achieved an audacious 

win and 42 million South Africans 

From Cups of Tea to World Cups 
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Out of the night that covers me, 

Black as the pit from pole to pole, 

I thank whatever gods may be 

For my unconquerable soul. 

 

In the fell clutch of circumstance 

I have not winced nor cried aloud. 

Under the bludgeonings of chance 

My head is bloody, but unbowed. 

 

Beyond this place of wrath and tears 

Looms but the Horror of the shade, 

And yet the menace of the years 

Finds and shall find me unafraid. 

 

It matters not how strait the gate, 

How charged with punishments the 

scroll, 

I am the master of my fate: 

I am the captain of my soul. 

 

What have you not dared to dream 

or set your sights on? How have you 

allowed yourself to be bowed by 

circumstance? Be reminded that 

South Africans have a history of 

achieving the impossible. Every one 

of us has pure potential coursing 

through our veins. 

So as we begin 2010 I dare you to 

set lofty goals and reach higher 

than you ever have. Dare your 

clients and colleagues to dream big. 

Allow yourself to be inspired (if you 

havenõt seen òInvictusó, see it and 

tell everyone you know to see it). Be 

an inspiration to others. Suspend 

your disbelief and banish cynicism. 

Expose yourself only to good news 

and inspiring stories (try 

www.sagoodnews.co.za), sign up for 

an economic boom and may 2010 

be a most outstanding year for you. 

 

I leave you with little poem by C.W. 

Longenecker that has always 

inspired me: 

 

If you think you are beaten, you are, 

If you think you dare not, you don't. 

If you like to win, but you think you 

can't, 

It is almost certain you won't. 

 

If you think you'll lose, you're lost, 

For out in the world we find, 

Success begins with a fellow's will. 

It's all in the state of mind. 

 

If you think you are outclassed, you 

are, 

You've got to think high to rise, 

You've got to be sure of yourself 

before 

You can ever win a prize. 

 

Life's battles don't always go 

To the stronger or faster man. 

But soon or late the man who wins, 

Is the man who thinks he can. 

 

Currently COMENSA National 

Chairperson, Belinda was active in 

getting COMENSA off the ground in 

KZN, and was chairman of the 

chapter in 2006/7.   Belindaõs 

consultancy, Leadership Solutions, 

specializes in the crafting of 

strategic leadership, organizational 

performance and coaching 

solutions that enable businesses to 

achieve strategic success.  Belinda 

can be contacted on 

belinda@leadershipsolutions.co.za 

 

How Long Will Your Skid Marks Be? 
As I sat a few nights ago in my yoga 

class with my legs stretched out at 

impossible angles to either side of my 

torso, my yoga teacher instructed the 

class to bend forward, trying to get our 

bodies to touch the ground between 

our widespread legs.    

 

I looked enviously at one of my class-

mates as she clasped her big toes 

lowered her torso effortlessly to the 

floor, while my best effort was an 

imperceptible shift from upright.  At 

that instant, my teacher walked up 

behind me and said: òAnd you, I know 

you can reach your toes.ó (My goal is 

one day, to graduate from òYouó to my 

 

 

By Megan Hudson, 

Editor: COMENSAnews 

 

 

As I reflect on 2009, and look forward 

to the journey ahead in 2010, my 

greatest challenge in achieving my 

goals continues to be walking the fine 

balance between being practical and 

realistic, and my on-going pursuit of 

perfection and the high standards that 

I set for myself. 

given name!) Her absolute conviction 

immediately dissolved the barriers in 

my mind and, with much huffing, 

puffing and drama, I managed to reach 

my toes! 

 

This led me to consider the setting of 

SMARTER goals, and how our personal 

filters affect all aspects of goal-setting.  

Another personõs Achievable might 

seem utterly Audacious to me.  My 

Specific might seem undefined in 

another personõs eyes.  So it struck me 

that the SMARTER goal-setting process 

needed to be followed by another step 

ð one that I like to call TEAM: 

http://www.sagoodnews.co.za
mailto:belinda@leadershipsolutions.co.za
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T = Talk to someone about the goals 

you have set.  Engage a Supervisor so 

that you have someone who is trained 

to assist you in reflecting on the 

challenges you have set for yourself, to 

ensure that they are relevant, 

stretching and achievable. 

E = Engage the appropriate people and 

resources in achieving your goals, and 

ensure that you use your resources 

correctly and sensitively. 

A = Agree on action that needs to be 

taken within the broader team, so that 

everyone gets a chance to contribute, 

(Continued from page 2) collaborate and is clear on who does 

what, when, where and how. 

M = MOVE.  Leave skid-marks! 

 

And on that note, I simply have to close 

by quoting an email that regularly pops 

into my inbox: Life should NOT be a 

journey to the grave with the intention 

of arriving safely in an attractive and 

well preserved body, but rather to skid 

in sideways - Chardonnay in one hand - 

chocolate in the other - body thoroughly 

used up, totally worn out and 

screaming: òWOO HOO, What a Ride!ó 

How Long Will Your Skid Marks Be? Continued... 

EthicsñCooking With Gas! 
 

 

By Matt Shelley 

Chair: National Ethics 

Portfolio Committee 

 

Over the last two months we posed the 

following ethical dilemma: 

An HR employee tells you that one of 

your clients is being considered for 

termination due to corporate 

downsizing, but asks you not to tell 

your client yet. 

The momentum of participation by the 

members has now begun to build. Most 

of the responses to this dilemma came 

via the excellent COMENSA LinkedIn 

Group facility.  Commenting online, 

Business and Life Coach, Colleen 

Ingram, advocates a very clear and 

direct approach to this dilemma: 

òAs someone who has handled 

retrenchment counseling I know first 

hand that whispers and disinformation 

are incredibly damaging. The HR 

employee would have been speaking 

out of turn and I would say so, very 

nicely of course!  As a Life Coach my 

responsibility is to my client alone. I 

would advise the HR employee that 

expecting me to remain quiet amounts 

to the 'sin of omission' and is unethical.  

If I were acting purely as a business 

coach I would have already prepared 

my client for that scenario, so the point 

would be moot. I would gently ask the 

HR representative if they had also 

considered the personal possibility of 

being retrenched.ó 

Barbara Ferreira takes a similar 

approach: 

òI agree with Colleen in her approach. 

As coach, for me, the coaching client 

[coachee] is the priority in this case 

and I would advise the HR consultant 

that I am acting in the best interests of 

the coaching client first.  

I would probably insist on a joint 

meeting with HR and the client to 

discuss the issue as a matter of 

urgency. If HR were not prepared to do 

that then I would probably tell HR I that 

would disclose to my client within 3 

days to give them time to get their act 

together. I would probably also have a 

coaching conversation with the HR 

professional to reflect on different and 

more effective ways to handle 

retrenchments.ó 

Our National Chair Belinda Davies 

shares her approach: 

òI would respond to my gut instinct that 

this would impact on the trust 

relationship between me and my client. 

I would raise this with the sponsor and 

insist that the sponsor meet with my 

client and disclose the information, 

which would put the client in a position 

to choose to use the coaching 

relationship in order to explore options 

after retrenchment. Failure to do so 

would mean that I would have to 

terminate the coaching relationshipó 

These responses are discussed in blue 

below within the framework of our new 

Ethical Choice and Awareness Process. 

Member Participation is Rewarding 

(Continued on page 4) 

http://www.linkedin.com/profile?viewProfile=&key=43346862&authToken=QgDb&authType=name
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Ultimately it is Suzette le Roux who 

really gets under our skin by 

drawing our attention to the process 

of the Ethical Choice Series itself. 

She suggests the previous lack of 

response may be a question of 

whether coaches are able to 

engage with this format of ethical 

debate in a way that is meaningful,  

satisfying and safe.   

She finds submitting her own 

òjudgementó to an unknown 

audience via the newsletter can be 

rather scary. òEspecially when it is 

not face-to-face and you have no 

idea how your ideas will be 

perceived and discussed when you 

are not there to qualify your point of 

view.ò  

Suzette challenges us to consider 

our moment-by-moment self-

management and critical judgement 

so that we can support the creation 

of a sense of positive professional 

community. The activity on the 

LinkedIn COMENSA group Blog is a 

good alternative forum for us to 

engage in ethical issues because 

we at least get to see some 

responses and have more of a 

sense of engagement.  

The third forum is at meetings. At 

the next Gauteng Chapter meeting 

on 10 February 2010, I shall be 

presenting the ethical choice model 

that we have been developing. I will 

ask members to engage with the 

model as an experiential learning 

process, with the added focus on 

redesigning the model and 

feedback on my method of 

facilitation.   

Later this year Ethics Training will 

be organised by the Ethics 

Committee which will follow the 

same experiential process. Our aim 

is that by engaging with members 

we are able to develop a robust and 

widely practiced reflective and 

supervision tool. We also intend to 

use this entire participatory process 

to redesign the COMENSA Code of 

Ethics and stimulate debate into 

the journey of ethical and 

professional acculturation for 

coaches in South Africa. 

The Ethical Choice and Awareness 

Process 

During our ethics training last year 

Professor Charles Malcolm 

described the first time he came 

across a friend cooking using a 

Potjiekos. His friend asked him to 

keep an eye on the pot whilst he 

went inside his house to prepare 

the rest of the meal. Being a helpful 

chap, Charles decided he would 

give the contents of the pot a quick 

stir. When his host returned Charles 

was òintroducedó to the principles 

of Potjiekos cooking, namely that 

the ingredients are placed in 

separate layers and allowed to cook 

slowly to produce the required 

result, and not stirred willy-nilly.  

Charles used this South African 

culinary etiquette learning as a 

metaphor for dealing with an ethical 

issue. When faced with an ethical 

issue we often have the urge to 

stick our spoon in to see what is 

going on and then try to work 

towards a quick resolution to the 

discomfort the ethical dilemma 

generates.  He suggests that we 

need to allow time to consider 

certain aspects, contexts, people 

and questions before deciding on 

what action to take. 

Charles suggested that we combine 

this model with the Ethical Decision 

Making Model described by 

Anderson, Wagoner and Moore in 

òLaw and Ethics in 

Coachingó (Anderson et al, 2006).  

The model below is the preliminary 

result of this fusion and it is 

followed by a description of each 

element and how a coach or mentor 

may make use of this process in 

their day to day practice. 

Using the model invites 

consideration of the Ethical Context 

in which you are coaching.  This is 

the open ground upon which your 

coaching intervention sits. You 

make use of three suitable rocks to 

support and spread the load of your 

ethics pot. These three rocks are 

your personal Virtue Ethics, your 

Professional Ethical Identity and 

your Training in Professional Ethics. 

Virtue Ethics refers to your personal 

moral character, your willingness to 

fully explore òWho or what kind of 

person should I be?ó In Kitcheners 

view, if someone with poor moral 

character undergoes ethics training 

they are most likely to develop a 

òdeformed sense of ethical 

responsibility.ó 

Professional Ethical Identity and 

Training in Professional Ethics are 

components of the òacculturation 

journey of the professional.ó On 

becoming a coach some people 

may discover that the professionõs 

ethics are different to their personal 

ethics or their ethics of origin.  The 

more an individual can adapt to this 

culture, in a way that is emotionally 

congruent to their personal ethics, 

the more they can develop a 

coherent and appropriate 

Professional Ethical Identity. 

Training in Professional Ethics 

(Continued on page 5) 

òOn 

becoming a 

coach some 

people may 

discover 

that the 

professionõs 

ethics are 

different to 

their 

personal 

ethics or 

their ethics 

of origin.ó 

- Matt 

Shelley 
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should aim to guide coaches through 

this process of acculturation rather 

than simply prescribing a set of rules to 

be followed.  

Coaches who are well acculturated will 

ensure a firm base for any intervention 

they undertake, with experience and 

knowledge of what to expect in varying 

Ethical Contexts. This will be 

demonstrated in the way they gain 

access, negotiate contracts and 

maintain boundaries in their day to day 

practice.  

The culture of the profession is 

influenced by the language commonly 

used, the philosophical views of 

leaders in the profession, the code of 

(Continued from page 4) ethics and other unwritten ethical 

norms, the quality of training available 

and other observable traditions. 

Suzetteõs comments highlight the 

importance of creating a safe and 

respectful environment for us to 

develop our Professional Culture. All 

the responses above indicate a fairly 

common professional response and, by 

implication, reflects a stable aspect of 

our professional culture with regard to 

boundaries and clear ethical thought 

and action.  Perhaps the lack of variety 

in responses makes this a less 

stimulating debate? 

When in a business coach role, Colleen 

indicates that she would have take the 

time to set her supporting òstonesó in 

place ð demonstrating a well defined 

EthicsñCooking With Gas continuedé. 

professional ethical identity to the 

parties involved. 

The Choice Process 

When faced with an ethical issue you 

then consider each layer in the pot, 

allowing time for the most palatable 

result to emerge: 

Ethical Sensitivity  

What strikes you? Raise your 

awareness and attention to detail, what 

is being said and what is left unsaid? 

Consider the people involved. What is it 

about the situation that makes you feel 

uncomfortable? Look for your sense of 

what feels good in this context. 

Consider diversity and your own blind 

(Continued on page 6) 
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What are the conflicts inside 

yourself? What are the costs and 

benefits of a particular course of 

action for each individual involved? 

Which of your personal and 

professional values are being 

challenged and which are being 

championed? What is the impact 

on the client? Discuss your values 

with other coaches or supervisors.  

For Belinda trust in the coaching 

relationship is obviously a make or 

break value. She considers the 

impact on the client and raises a 

possible option for supporting the 

client by recommending coaching 

for the possible transition. 

Ethical Follow-Through 

Who do I chose to hold me to 

account? Who will champion me? 

What core values can I feel most 

secure in? What do I need to let 

the client know? 

Barbara endorses Colleenõs 

approach and provides more 

specific detail as to her approach 

when following through with all the 

parties involved. She gives specific 

deadlines and intent that allows 

each person to consider their own 

position and prepare a response to 

the boundaries set. 

When using this model, these 

layers do not have to be 

considered in any particular order. 

However each layer does need to 

be considered to some extent.  

WINNER of the COMENSAJournal  

For turning the tables on us in a 

most coach like manner Suzette le 

Roux will receive a COMENSA 

journal.  From now on a free 

journal will be awarded for the 

òThe culture 

of the 

profession 

is 

influenced 

by the 

language 

commonly 

used, the 

philosophica

l views of 

leaders in 

the 

profession, 

the code of 

ethics and 

other 

unwritten 

ethical 

norms.ó 

- Matt 

Shelley 

WIN 
A COMENSA 

Journal 

greatest contribution to our 

participatory design process!  

Thank you for your increased 

participation and we would 

welcome any ethical issues or 

questions you may have so that we 

may continue with the printed, 

online and live ethical debate that 

will support the development of 

strong ethical culture and norms in 

our profession. If you wish your 

submission to be anonymous 

please make this clear and treat 

this process with the utmost 

respect. Once again you are being 

asked to wake up just a little bit 

more! No ð donõt press that snooze 

button!! Join us! 

Link to LinkedIn Ethics Group 

Discussion: 

http://www.linkedin.com/

groupAnswers?

viewQuestionAndAnswers&discuss

ionID=9346913&gid=149129&co

mmentID=10028161&trk=view_di

sc  

If you have an ethical issue, query 

or a specific complaint please 

contact me on 083 554 1883 or 

mattshelley@telkomsa.net  

spots. Widen your perspective and 

extend your empathetic powers. 

Coleenõs experience of 

retrenchment counselling has 

refined her sensitivity to the 

damage such behaviour can 

cause. She is quickly awake to the 

importance for clear boundaries. 

Her professional acculturation in 

this ethical context is well 

practiced. 

Ethical Thought Process 

What are the facts? What else 

might I need to find out? What 

does the code say and are there 

any legal issues here? Who should 

I consult within the profession? Ask 

the client for their ethical 

perspective. If you were a client 

what would you want from your 

coach?  

Colleen also asks the HR rep to 

consider their own ethical  

perspective, inviting that person to 

raise their own Ethical Sensitivity. 

Barbara also agrees with this 

approach. 

Ethical Motivation and Competing 

Values 

(Continued from page 5) 

http://www.linkedin.com/groupAnswers?viewQuestionAndAnswers&discussionID=9346913&gid=149129&commentID=10028161&trk=view_disc
http://www.linkedin.com/groupAnswers?viewQuestionAndAnswers&discussionID=9346913&gid=149129&commentID=10028161&trk=view_disc
http://www.linkedin.com/groupAnswers?viewQuestionAndAnswers&discussionID=9346913&gid=149129&commentID=10028161&trk=view_disc
http://www.linkedin.com/groupAnswers?viewQuestionAndAnswers&discussionID=9346913&gid=149129&commentID=10028161&trk=view_disc
http://www.linkedin.com/groupAnswers?viewQuestionAndAnswers&discussionID=9346913&gid=149129&commentID=10028161&trk=view_disc
http://www.linkedin.com/groupAnswers?viewQuestionAndAnswers&discussionID=9346913&gid=149129&commentID=10028161&trk=view_disc
mailto:mattshelley@telkomsa.net
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By Dr Sunny Stout 

Rostron 

 

The focus of the coaching conversation 

is to help the client work towards 

achieving their desired outcomes. It is 

in this process of reflection, where 

coach and client reflect on the clientõs 

experience, that potential for learning 

and action emerges. Business 

coaching has been defined in many 

different ways, but is essentially a one-

on-one collaborative partnership to 

develop the clientõs performance and 

potential, personally and 

professionally, in alignment with the 

goals and values of the organisation. 

Business coaching should be aligned 

strategically with the overall values and 

objectives of an organisation. 

However, an important question is 

raised for executives: if goals are to be 

motivationally achieved, are they also 

aligned with the individualõs values, 

beliefs and feelings? Often 

organisations merely pay lip service to 

organisational values, and donõt 

necessarily create them as a synthesis 

of the core individual values which 

make up the culture of the 

organisation. Ethical dilemmas can 

arise during the coaching process if the 

executive needs to make difficult 

choices which are incompatible with 

their own value system. 

Goals and motivation 

If you wish to help your clients to 

improve their behaviour and 

performance, it is useful to understand 

the psychology behind adult behaviour, 

goals and motivation. Alfred Adler, who 

worked with Freud for ten years, 

reasoned that adult behaviour is 

purposeful and goal-directed, and that 

life goals provide individual motivation. 

He focused on personal values, beliefs, 

attitudes, goals and interests, and 

recommended that adults engage in 

the therapeutic process using goal 

setting and reinventing their future, 

using techniques such as òacting as ifó, 

role-playing and goal setting. All these 

tools are utilised and recognised by 

well-qualified business coaches 

worldwide. 

Motivational theories primarily focus on 

the individualõs needs and motivations. 

I have typically worked with coaching 

clients to help them understand more 

fully their intrinsic motivators (internal 

drivers such as values, beliefs, and 

feelings), and how to use extrinsic 

motivators (external drivers such as 

relationships, bonuses, environment, 

and titles) to motivate their teams. If an 

individualõs goals are not in alignment 

with their own internal, intrinsic drivers, 

there will be difficulties for them in 

achieving those goals. 

An ICF study (Griffiths and Campbell, 

2008) confirms that coaches often 

assume clients are aware of their 

values, but within the confines of the 

study this assumption appeared to be 

incorrect (ICF, 2008a). The clients 

interviewed indicated they were not 

aware of their values, and that 

acquiring a process of awareness and 

reflection led them to become more 

aware of their emotions, their values 

and of the need to clarify their goals. 

Whitmore (2002) supports this, and 

states that the goal of the coach is to 

build awareness, responsibility and self

-belief. 

The coachõs intervention and questions 

Achieving your Desired Outcomes! 
help the client to discover their own 

intrinsic drivers or motivators, and help 

both coach and client to identify 

whether the clientõs personal, 

professional and organisational goals 

are in alignment. 

Adult and experiential learning 

Adult learning theory has influenced 

coaching from the start: the goal of 

adult learning is to achieve a balance 

between work and personal life. In the 

same way, most business coach-client 

relationships involve an integration of 

personal and systems work. Personal 

work is intended to help the client 

develop the mental, physical, 

emotional and spiritual competence to 

achieve their desired goals; systems 

work may be found within a 

partnership, marriage, family, 

organisational team or matrix structure. 

Another powerful influence on goal-

setting in coaching is experiential 

learning because it emphasises a 

clientõs individual, subjective 

experience. In this process, coach and 

client probe the essence of an 

(Continued on page 8) 
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experience to understand its 

significance and to determine 

any learning which can be gained 

from it. The importance of 

experiential learning is that 

coach and client use the 

business coaching conversation 

to actively reconstruct the clientõs 

experience, with a focus on 

setting goals which are aligned 

with the clientõs intrinsic drivers, 

i.e. values, beliefs and feelings. 

Other considerations may be 

language, social class, gender, 

ethnic background, and the 

individualõs style of learning. In 

learning from experience, it is 

useful to understand which 

barriers prevent the client from 

learning. Often it is a matter of 

developing self-reflective skills as 

much as self-management skills. 

What clients learn from their 

experience can transform their 

perceptions, their limiting and 

liberating assumptions, their way 

of interpreting the world ð and 

their ability to achieve results. 

Types of goal 

The coach is responsible for 

ensuring that goal-setting 

conversations get the best 

results. OõNeill (2000) 

differentiates between two kinds 

of client goals, business and 

personal, and links the coaching 

effort to a business result, 

highlighting and prioritising the 

business areas that need 

attention. Business goals are 

about achieving external results; 

personal goals are what the 

leader has to do differently in the 

way they conduct themselves in 

order to get the business results 

they envision. 

Yalom talks about two types of 

goals: content (what is to be 

accomplished), and process 

goals (how the coach wants to be 

in a session). However, he also 

describes the importance of 

setting concrete attainable goals 

ð goals that the client has 

personally defined, and which 

increase their sense of 

responsibility for their own 

individual change (Yalom, 1980). 

Developmental goal-setting 

If the client is to learn how to 

learn, they need to cultivate self-

awareness through reflection on 

their experience, values, intrinsic 

drivers, the impact of these on 

others, the environment, and on 

their own future goals. This 

process is often implicit in the 

coaching relationship through the 

process of questions and actions 

that develop critical reflection 

and practice. As a coach you will 

be asking questions to help 

clients reflect, review and gain 

useable knowledge from their 

experience. A useful structure for 

your work with business 

executives is along the 

continuum of a development 

pipeline (Peterson, 2009). Your 

questions and challenges in your 

coaching sessions can help your 

clients reflect in each of these 

five areas: 

1. Insight: How are you 

continually developing insight 

into areas where you need to 

develop? 

2. Motivation: What are 

your levels of motivation based 

on the time and energy youõre 

willing to invest in yourself? 

3. Capabilities: What are 

your leadership capabilities; what 

skills, knowledge and 

competence do you still need to 

develop? 

4. Real-world practice: How 

are you continually applying your 

new skills at work? 

5. Accountability: How are 

you creating, defining and taking 

accountability? 

Business coaching places great 

emphasis on clarifying and 

achieving goals. Often within the 

complexity of the organisational 

environment, the clientõs 

overarching goals may be set by 

a more senior power, and that 

senior individual may have 

different worldviews and 

paradigms, and differing limiting 

(Continued on page 9) 

òYalom talks 

about two 

types of goals: 

content (what 

is to be 

accomplished)

, and process 

goals (how the 

coach wants to 

be in a 

session). ó 

- Sunny Stout 

Rostron 
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and empowering assumptions. It is 

crucial that the client have a òliving 

senseó of what their goals may be 

(Spinelli, 1989). In other words, goals 

must be aligned with the values of the 

individual, as much as with the values 

of the organisation, if they are to be 

achieved. 
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Michelleõs Top Tip for making the MOST of your 

COMENSA Membership: Goal Setting for your Practice - 

Engage your own Business Coach!  
 

 

 

 

By Michelle Clarke 

 

 

If it is not already the first priority on 

your goal list for 2010, make it so; 

engage your own business coach! 

 

With permission from a UK based 

client, Iõll use a portion of a coaching 

transcript to demonstrate the power of 

action-oriented, focused business 

coaching, helping coaches to achieve 

all the honourable goals they set for 

themselves.  

 

Context: The client is herself a 

Business Coach in private practice ð 

she is 8 months pregnant 

 

Client:  ..... so, I haven't been focusing 

as much as I would have liked on my 

business. I have made small steps of 

progress I suppose, but now I really 

want to wind down and concentrate on 

family things - so I'm trying to visualise 

in my mind what I would like from our 

session...and I guess it would really 

help to try to sort out the final top 

priorities and timeline, so I can relax 

about it. 

 

Coach: Sounds like the right thing to 

focus on.  Go ahead....what are your 

thoughts? 

 

Client: I think there are three things: 

finalising my new web copy; finalising 

materials for my maternity cover 

partners (checking stuff, burning CDs) 

and revisiting my action plan around 

our business coaching, choosing top 

priorities. 

(Continued on page 10) 
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Coach: OK.  I hear three things.  

Which would you like to focus on as the 

first thing? 

 

Client: Now that I see it written down, 

I realise that the top priority is actually 

looking at the time I have available and 

seeing what is possible.....so, perhaps 

working through available opportunities 

to do what I need to do. And now that I 

think about it more, it would help to 

work out how much time I think it 

would take to get those three things 

'done' to an acceptable standard - that 

way I can kind of work backwards. 

 

Coach: OK - let's talk about time.  How 

specific do you want to be about 

that...days/hours? 

 

Client: Days and hours 

 

Coach: OK.  How many hours do you 

think you still need for the web 

copy?...and what specifically do you 

want to fill those hours with? 

 

Client:  I would like to think that it is 

complete - I suppose I could do with 

one hour to review it and try to make it 

a little more concise. But essentially, I 

could work and work on it and not be 

perfectly happy. Actually, I did say I was 

going to email it you...could I do that? 

Then I would need an hour just to look 

it over, plus an hour of dealing with 

feedback/making changes. 

(Continued from page 9) Coach:  So, it looks like about 2 hours 

for that.  Does that sound right?  

Anything  else around the web copy? 

[Client]: No, I think simple is best - 

especially as the person who is doing it 

is already giving me a good deal, and 

has loads to put it! 

 

Coach: Super. ...... and which day do 

you want to set aside for these 2 

hours? 

 

Client: I'm going to do some of it 

today - so I will review and email you 

and one other person. Then I will work 

on it next Tuesday, between 9.30am 

and 10.30am. 

 

Coaches, visit the coaches directory on 

the COMENSA website to find a 

potential business coach who will make 

it their first priority to help you to stay 

focused and on track for the year 

ahead.  

 

Michelle Clarke is a Cape Town based 

Master Coach who delivers successful 

coaching interventions both locally and 

internationally. She is a committed member 

of COMENSA and works with High-Achieving 

Coaches and Independent Professionals 

helping them to develop their successful 

personal brands.  She can be reached on 

+27 72 391 9912 or by visiting 

www.motivcoach.co.za  

Michelleõs Top Tip for making the MOST of your COMENSA 

Membership: Goal Setting for your Practice - Engage your 

own Business Coach!  Continued... 

 

ARE YOU UNDER SUPERVISION? 

ARE YOU AWARE OF THE BENEFITS OF BEING IN SUPERVISION? 

COMENSA recommends at least 1 hourõs Supervision for every 15 COMENSA recommends at least 1 hourõs Supervision for every 15 

hourõs spent Coaching or Mentoring.hourõs spent Coaching or Mentoring.  

SEE THE COMENSA INTERIM POLICY ON SUPERVISION 

IF YOU WANT TO KNOW MORE, CONTACT  THE CHAIRMAN OF THE 

SUPERVISION PORTFOLIO COMMITTEE 

GARY VILJOEN   

gary@humanworks.co.za  

SUPERVISION 

Portfolio 

Committee 

http://www.motivcoach.co.za/
http://www.comensa.org.za/dotnetnuke/ProfessionalPractice/Supervision/tabid/79/language/en-ZA/Default.aspx
mailto:gary@humanworks.co.za


P A G E  1 1  C O A C H E S  A N D  M E N T O R S  O F  S O U T H  A F R I C A  

Coaching Leaders Through Managerial Complexity 
 

 

 

By Dr Lloyd Chapman 

 

This is the last in a series of four 

articles on integrated experiential 

learning in coaching to be written for 

the COMENSAnews. The article focuses 

on coaching leaders through 

managerial complexity ð how 

integrated experiential coaching can be 

applied in the messy and complex 

world of managerial leadership to 

achieve breakthrough results. 

Previous articles in this series have 

described how the Integrated 

Experiential Coaching Model (IECM) 

combines Wilberõs (1995) four-

quadrant Integral Model with Kolbõs 

(1984) Experiential Learning Model, 

how the IECM helps us understand the 

coaching needs of organisational 

clients, and how the model can be 

used in coaching individual clients. This 

article discusses how the IECM can be 

applied in the messy and complex 

world of managerial leadership. 

Applying the Model in business 

In a business context, the Integrated 

Experiential Coaching Model is about 

working with the executive or senior 

managerõs intentional content (upper-

left quadrant) and behavioural content 

(upper-right quadrant) within the 

context of the social system (lower-left 

quadrant) and technical world space 

(lower-right quadrant) in which they 

operate. This article describes useful 

tools that can be applied in the various 

quadrants in applying the IECM. By 

emphasising a more holistic and 

systemic approach to executive 

development, the IECM goes further 

than a basic systems approach to 

executive coaching, which tends to be 

limited to the lower-right quadrant. 

Strategy formulation and 

implementation 

Executive work is about strategy 

formulation and implementation. For 

years, strategy seemed to be a very 

fuzzy and vague concept. Executives 

would design amazing strategies for 

their organisations, and then create 

even more amazing explanations as to 

why they could not implement the 

strategies. Somehow, strategy 

formulation was limited to the 

question, òWhat must we do to 

outperform the competition?ó The 

òwható was the burning question, and 

in an attempt to answer this question, 

a whole strategic consulting industry 

was born. Soon all major corporations 

were hiring strategy consulting firms to 

help them define what they needed to 

do. 

Not surprisingly, it was not long before 

most companies in the same sector 

had similar strategic objectives. This 

was due to a distinction between 

strategy formulation and operational 

implementation which existed only in 

our minds. Strategy formulation was 

seen to be the work of the executive 

team, and implementation was seen to 

be the work of the rest of the 

organisation. Communicating the 

strategy to the entire organisation is 

also problematic ð how many 

employees actually have a clear 

understanding of what the executiveõs 

strategy is, and what their contributing 

role is in implementing it? 

 

(Continued on page 12) 

Www.Where are We.org.za???? 
the diamond, and smoothing the rough 

edges, but please enjoy updating your new 

look profiles !!! 

Are you LinkedIn? 

LinkedIn is a Social Networking site 

(www.LinkedIn.com) for professional 

people.  If you use it well, it can be a means 

of linking up with past colleagues, current 

peers and potential new clients.  You can 

ALSO join the COMENSA Group on LinkedIn 

and start discussions on topics that are of 

interest to you.  We now have almost 200 

members in our LinkedIn group, and itõs 

growing all the time.   

Are you on FaceBook? 

The COMENSA FaceBook page now has  60 

fans, most of whom come from Pretoria, 

Gauteng! 

If you have a FaceBook profile, check out 

the COMENSA FaceBook page for events, 

photos of members having a great time at 

events, and become a fan of the COMENSA 

FaceBook page.  Go to www.facebook.com .  

 

www.twitter.com/COMENSA 

Yes, this little birdie has been somewhat 

occupied lately but will be tweeting shortly 

(and not dweeting, I promise!) 

New COMENSA Website 

Thanks for your patienceñitõs finally HERE!!!  

Itõs just being audited for the online 

Merchant Account and then we will be going 

LIVE on Monday, 15th February 2010.Same 

address, new look.  Weõll still be polishing 

http://www.LinkedIn.com
http://www.facebook.com/
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Coaching Leaders Through Managerial Complexity continued... 

The Balanced Scorecard 

Thankfully, a methodology exists that 

enables a more holistic approach to 

strategy formulation and 

implementation. The Balanced 

Scorecard (Kaplan and Norton, 1996) 

is built on four perspectives. The first 

two perspectives answer the òwható 

question of the strategy, i.e. what is it 

that the organisation must do to 

outperform its competition? (Kaplan 

and Norton, 1996:25ð26): 

¶ The financial perspective: The 

critical question is, òWhat must the 

company do to satisfy its 

shareholders?ó 

¶ The customer perspective: òWhat 

must the company do to satisfy its 

customers?ó 

The last two perspectives address the 

òhowó question of strategy, i.e. how is 

the company going to deliver on the 

first two perspectives? (Kaplan and 

Norton, 1996:26ð29): 

(Continued from page 11) ¶ The internal perspective: The 

critical question is, òAt what 

internal processes must the 

organisation excel in order to 

satisfy its shareholders and 

customers?ó 

¶ The learning and growth 

perspective: òWhat competencies 

need to be developed to enable 

the internal business processes?ó 

It is often the absence of these last two 

perspectives that explains why 

organisations are not able to 

implement the strategies they have 

formulated. 

The Balanced Scorecard forces 

executives to make their assumptions 

explicit and to test them via cause-and-

effect relationships between all four 

perspectives. As a result, a process of 

dynamic feedback is built into the 

Balanced Scorecard: executives are 

continuously receiving feedback on the 

state of the organisation and their 

ultimate strategy. In so doing, the 

Balanced Scorecard facilitates learning 

within an organisation, and is a tool 

that can be used for experiential 

learning. Strategy is a function of 

reflecting on concrete experience. 

Based on their concrete experience of 

the organisation and the industry in 

which they function, executives 

continually need to reflect on what they 

need to do within that environment. 

Based on their reflection, they should 

come up with a strategy that they 

believe is appropriate for their 

organisation, and formulate a Balanced 

Scorecard (abstract conceptualisation). 

They will then actively experiment with 

that strategy via implementation of the 

Balanced Scorecard, continuously 

adapting the strategy to the needs of 

the business environment (concrete 

experience). 

Unfortunately, due to a lack of mastery, 

this not always the way the Balanced 

Scorecard has been implemented in 

practice. What it has degenerated into 

is a measurement tool used to gauge 

companiesõ often disassociated 

strategic thrusts. Various strategic 

thrusts are identified and then slotted 

into one of the four perspectives. And if 

a particular strategic thrust does not fit 

neatly into one of the four perspectives, 

a fifth or sixth perspective is created. 

For example, in South African Balanced 

Scorecards it is common to see a òfifth 

perspectiveó, Black Economic 

Empowerment (BEE), which is viewed 

as an independent thrust with no 

connection to strategy at all. But BEE is 

a critically important issue in South 

Africa, and has to be a strategic thrust 

because it is a legislative requirement; 

so it should be viewed as a critical 

business process and form part of the 

internal perspective. Cause-and-effect 

relationships must be determined to 

show how BEE affects strategy, and 

what competencies the company 

needs in order to excel at BEE. 

(Continued on page 13) 

Interior Exterior

Individual

Collective

Abstract Abstract 

ConceptualizationConceptualization

Active Active 

ExperimentationExperimentation

Reflective Reflective 

ObservationObservation

Concrete Concrete 

ExperienceExperience

Transformation via Transformation via 

IntentionIntention

Transformation via Transformation via 

ExtensionExtension

Grasping via Grasping via 

ApprehensionApprehension
Grasping via Grasping via 

ComprehensionComprehension

Figure 1: The Integrated Experiential Coaching Model 

Source: Adapted from Wilber (1996:71); Kolb (1984:42) 
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Designing and structuring the 

organisation 

Many organisations cannot deliver 

or implement their strategies 

because their business processes 

and structures do not align with 

and support each other. Even 

worse, the structures often 

prevent the business processes 

from functioning correctly, or the 

information technology 

architecture does not support the 

desired business processes. 

There is no alignment between 

the financial and customer 

perspectives, the internal 

business processes, 

organisational structure, the 

required competencies and the 

reward system. The Balanced 

Scorecard provides a disciplined 

learning methodology that 

enables executive management to 

align all these elements and to 

design an appropriate 

organisational architecture. If any 

of these perspectives are missing 

or not aligned, strategy and its 

implementation will remain an 

ever-elusive goal. 

Having defined the financial and 

customer objectives, executives 

have to design the appropriate 

organisation that will enable them 

to deliver on their strategy. The 

Balanced Scorecard starts with 

the critical business processes, 

which have to be designed and 

built first to enable the chosen 

strategies to meet shareholder 

and customer expectations. Once 

the critical processes have been 

identified, defined, mapped and/

or designed, the required 

(Continued from page 12) competencies can be defined, in 

terms of the skills, knowledge and 

behaviours required to make the 

processes work. Only then can the 

roles and responsibilities be 

defined. This process should 

follow the guidelines set out by 

Jaques and Clement (1997) to 

align the nature of task complexity 

and human capability, as well as 

Kolbõs (1984) concept of adaptive 

competencies (the effective 

matching of task demands and 

personal skills). 

within the organisation. Finally, 

they need to design the reward 

and remuneration system which 

will support the organisational 

architecture. 

In this design process, both the 

interior quadrant (desired 

leadership style, culture and 

values) and the exterior quadrant 

(business processes, 

competencies, organisational 

structure, and IT architecture) of 

the business context are taken 

into account. 

Individual competencies 

Given the complexity of the 

business environment, what is it 

that the individual executive 

needs to do or have to function 

effectively? According to Jaques 

and Clement (1997:44ð82), the 

following competencies are 

required to effectively manage the 

complexity involved: 

¶ Cognitive power (CP) is the 

potential strength of cognitive 

processes in an individual, i.e. 

the maximum level of task 

complexity the individual can 

handle. 

¶ A strong sense of values (V) 

for the required managerial 

work, and for the leadership 

of others. The executiveõs 

personal values have to be 

aligned with the work they do 

so that their mental energy 

can be focused and 

unleashed. 

¶ The appropriate knowledge 

and skills (K/S) to do the 

work, including experienced 

practice in both areas. 
(Continued on page 14) 

òStrategy is a 

function of 

reflecting on 

concrete 

experienceó 

- Dr Lloyd 

Chapman 
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Having designed the business 

processes, and defined the 

required competencies, roles and 

responsibilities, it becomes 

possible to design the appropriate 

architecture for the organisation. 

Having decided on the 

appropriate architecture, 

executives need to design the 

appropriate organisational 

structure that will support the 

strategic business processes. At 

the same time, executive 

management must define the 

values and culture that the 

executive team wants to instil 
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Coaching Leaders Through Managerial Complexity continued... 

¶ The necessary wisdom (Wi) about 

people and things, i.e. the ability to 

make sound judgments about 

people and how they are likely to 

react in various situations. This 

includes sensitivity, empathy and 

tact. 

¶ Leadership qualities and traits (T), 

and the absence of abnormal 

temperamental or emotional 

characteristics (-T) which disrupts 

an individualõs ability to work with 

others. 

An executive coaching intervention 

should be aimed at working with CP, V, 

K/S and Wi within the system in which 

the individual or team operates. 

Intrapsychic versus person-

environment mix 

Peltier (2001) suggests that therapy 

often assumes the òproblemó is 

intrapsychic (found in the person), 

whereas coaching assumes that the 

problem is found in the person-

environment mix. This is an important 

insight. The challenge with executive 

(Continued from page 13) coaching will always be to work out 

whether one is dealing with an 

individual issue (intrapsychic), a 

systemic design issue, or a 

combination of both. Oshryõs (1999) 

work has shown that a system creates 

its own behavioural patterns, 

irrespective of the individuals involved. 

Yes, at times the behavioural problem 

can be limited to the individual 

(intrapsychic); at the same time, 

however, it is possible that the 

behaviour results from the system and 

the way the organisation has been 

designed. If that is the case, it would be 

more appropriate to change the 

system, or at the very least change our 

relationship to the system. Hence 

Peltierõs (2001) observation that in 

executive coaching the problem is 

usually found in a personðenvironment 

mix. 

Managing in complex environments 

Jaques and Clement (1997) conclude 

that effective managerial leadership in 

highly complex environments demands 

four basic conditions: 

1. The individual must have the 

necessary level of cognitive 

competence to perform their role, 

and they must strongly value their 

work and responsibility 

(interpersonal requirements). 

2. The individual must be free from 

any severely debilitating 

psychological traits that interfere 

with their ability to work with others 

(interpersonal and intrapersonal 

requirements). 

3. What Jaques and Clement term 

organisational conditions, i.e. the 

appropriate business processes, 

organisational structures and 

specified managerial leadership 

practices, must be in place 

(systemic requirements). 

4. Each individual must be 

encouraged to be themselves and 

use their own leadership style, 

depending on their specific 

competencies and the specified 

role they fulfil. There is no 

òmagicaló leadership style that 

works for everybody; each 

executive is unique. 

 

Are you making Life happen, or is it happening to you? 

There are so many exciting things happening in the Portfolio Committees and Special Interest Groups right now 

ð watch this space, visit the website and keep your ears close to the ground!  Indeed an exciting place to be 

will be in a Portfolio Committee or Special Interest Group where there is room for YOU to use your special 

talents to further your interests. 

Portfolio Committees 

Ethics Portfolio Committee 

Marketing & Membership Portfolio Committee 

Membership Criteria & Standards of Competence 

Committee 

Research & Definitions Portfolio Committee 

Strategic Purpose Portfolio Committee 

Supervision Portfolio Committee 

Special Interest Groups 

Corporate User SIG 

Executive Coaching SIG 

Life Coaching SIG 

Mentoring SIG 

To find out more about a Portfolio Committee or 

Special Interest Group, contact COMENSA 

National Vice President, Harry Welby-Cooke 

Email: harrywelbycooke@actioncoach.com 

mailto:harrywelbycooke@actioncoach.com


Coaching Leaders Through Managerial Complexity continued... 

Conclusion 

Clearly, a coach with no understanding 

or experience of the impact of 

organisational design and structures 

on individual and group behaviour 

would find it difficult to work in an 

integrated way with a corporate client. 

The temptation will then be to ò... focus 

upon psychological characteristics and 

style that leads to the unfortunate 

attempts within companies to change 

the personalities of individuals, or to 

maintain procedures aimed at getting a 

ôa correct balanceõ of  

personalities ...ó (Jaques and Clement, 

1977:28). Effective leadership 

development is not possible unless and 

until the organisational conditions are 

right, no matter how good the coach 

may be. 
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We encourage those members who 

havenôt yet done so to put your 

profiles onto the COMENSA 

website. 

Just  log on to the website and click 

on the block that says ñUpdate 

Memberôs Profileò 

(There is also a ñHelpò section to 

assist you) 

mailto:la_chapman@telkomsa.net
http://www.comensa.org.za/
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By Emma Tyrrell, Chair of 

COMENSA Research 

Committee 

 

 

Research has busy year ahead! 

The COMENSA Research Portfolio 

Committee has various exciting 

projects on the go.  Three main events 

are in our calendar - Practitioner 

Research Workshops, a South African 

Coaching Survey, and active 

involvement in the GCC Rainbow 

Convention Pod Process.  This article 

shares information on these events, 

and how you can be involved.   

 

Practitioner Research Workshops 

Is developing practitioner research 

competencies one of your current 

goals?  We would like to kickstart your 

exploration of practitioner research, 

through a workshop with us.  This will 

give you an opportunity to understand 

how to do it, key factors of 

consideration, and share ideas and 

queries with other interested coaches 

and mentors.  The ôtruthõ is, as an 

effective coach, you are already 

conducting practitioner research.  We 

will assist you to be more explicit about 

your research, and share ways of 

building this effectively into your 

practice.  We are also keen to hear 

from you about the kind of support and 

guidance that you would need, as you 

contribute to the body of knowledge in 

coaching and mentoring through 

practitioner research.     

 

In chatting informally about research to 

a few practitioners, I sense there is an 

element of vulnerability associated with 

research.  Perhaps a feeling of 

exposing your practice, or putting your 

beliefs about the profession under 

scrutiny in a public arena.  Research is 

a very personal endeavor.  Imagine if 

you found a way to do it which satisfied 

your own curiosity, contributed to the 

body of knowledge in your profession, 

and raised the quality of your practice.  

We put ourselves ôon the lineõ everyday 

in our interactions with clients, applying 

techniques and models to facilitate our 

clientsõ growth.  Join us to find out how 

to do this more eloquently, with 

evidence to show what works and why.  

Members of the Research Committee, 

with the assistance of Nick Wilkins, will 

facilitate the workshop, offering in-

depth advice and a light hearted 

approach through discussion, activities, 

and facilitating the creation of your 

research plan.  

 

The first workshop will be in Cape 

Town: 

Date and Time:  Saturday 27th 

February, 9am - 4pm 

Venue:  The Coaching Centre, Bergvliet 

Cost: R250 (Please bring your own 

lunch.  Refreshments will be provided) 

Please book your place by 15th 

February, with the research committee 

secretary, Chanelle Bester  

cbester@teenlifecoaching.co.za 

   

If you are keen to participate in a 

practitioner research workshop in 

Gauteng, KwaZulu Natal, or the Eastern 

Cape, please let Chanelle know, so that 

we can plan accordingly, thanks!   

 

South African Coaching Survey 

We are currently designing a 

comprehensive survey of the coaching 

industry in South Africa - for coaches, 

coaching clients, and buyers of 

coaching (eg. coaching coordinator 

within an organisation).  We are mainly 

looking to find out who is engaged with 

coaching, how, and why are they 

utilising it.  We hope to launch this by 

March 2010, so watch this space...  

Since I didnõt receive any responses to 

my previous request for suggestions or 

information, I assume you trust that the 

Research Committee is doing a great 

job of producing a splendid survey.  I 

trust that you will complete the survey, 

swiftly return it to us, and disseminate 

it to your clients, wonderful! 

 

GCC Rainbow Convention 2010 

Various committee members are 

undertaking practitioner research as 
(Continued on page 17) 
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