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Overview

     An underlying theme in today’s business organizations is that traditional methods of leadership are becoming less effective under the weight of rapid technology advances and the threat of global competition.   In particular, the traditional command and control model is becoming dated.  The speed of modern business requires the decentralization of decision-making outwards within the enterprise.  For this model to be successful, workers on the perimeter of the enterprise will be required to develop new skills and abilities; attributes that enhance their decision-making abilities, completing their transition from organizational worker into knowledge worker.  This paper presents a collection of innovative leadership and organizational development models and techniques that provide guidance for a new generation of leaders, thus helping them facilitate the transition.

     This paper reviews synthesizes the emerging leadership, coaching and organizational development models presented in this course with my personal vision and goals.  It identifies models and techniques that can facilitate the achievement of your coaching vision and goals.  

Background

     Working for a foreign company, especially one that operates under a set of cultural and business norms that often can appear almost alien to a Western consultant presents unique challenges, many of which stretch some explicit and tacit Western business and educational assumptions.  My personal narrative will help illustrate these points.

     In the fall of 1999, I became a Western advisor to Saudi Telecom Company (STC), a newly formed commercial enterprise that emerged from the privatization of the Ministry of Postal, Telephone and Telegraph's telecommunications' assets.  Although originally recruited as a network technical expert, the lack of business expertise within STC quickly transformed my organizational role from technical expert to business/IT advisor.  My official position was Advisor to IT Strategic Planning advisor, responsible for the development of IT strategic (three-year) and business plans (annual).  For political reasons, Western advisors are forbidden to occupy any managerial or administrative organizational position, although implicit managerial authority is occasionally given to expedite certain critical functions.  Although my primary responsibility is to provide analysis and generate recommendations to the Saudi IT leadership, in actuality, I have been given tacit responsibility to drive IT planning activities.  The assembled IT planning team includes four Western and three Saudi staff.  Beyond my specific planning activities, more general outputs of my advisory role include efforts to increase Saudi awareness of Western work and organizational practices, improve departmental cooperation, accelerate adoption of modern technology tools, and elevate Saudi expectations of deliverables from external STC vendor and consulting partners.  Although my expectations at STC remain elevated, the cultural and organizational reality of the situation severely limits my opportunities and options as a leader.

     Upon my arrival in Saudi Arabia, I made a concerted effort to develop and apply new and enhance existing soft skills, using my planning colleagues as my learning laboratory.  I had mixed results:  Saudi staff basically ignored my efforts and continued to operate under their own cultural agenda.  My Western team members, however, showed an increasing interest in my evolving leadership style.  Initially, I tended to dominate every aspect of the planning efforts, personally filling gaps and correcting erroneous or weak output.  Although I still maintain an intense commitment to quality, I began to focus upon indirectly improving quality by shifting my attention towards team development.  The evolution did not happened overnight nor was it been accomplished without annoying failures.  Moreover, my own leadership transformation was intermittent; characterized by both forward steps and frustrating relapses into old habits.  In particular, my impatience with Saudi nationals remained a serious flaw on my path of self-improvement.  I continued to project my own attributes upon others, expecting from others what I demand from myself.  This is an issue that required my active attention each day.  The problem remained a threat until I reached the point where I internalized behaviors which neutralized the weaknesses.  Fortunately, readily available online resources helped me formulate a coherent learning and development model for others; one that is supported with practical leadership tools.

Coaching Philosophy

     While I was in transition, my leadership philosophy remained fluid.  However, at the center of my being I have maintained certain key principles that act as an anchor to the sea of change.  At the core of my philosophy resides an unshakable belief that a person's abilities are only constrained by mental illusions that are, unfortunately, accepted as fact.  
There is growing body of research that now suggests that there is a direct relationship between the impact of positive affirmations upon the power of mind and spirit, and its relationship with learning and growth.  Other growth models suggest that the application of Appreciative Inquiry methods can reinforce this positive uplifting vision while, at the same time, expanding the scope to include groups and organizations.  To summarize: these positive frameworks, reinforced with emerging coaching techniques, have formed the core belief structure for my leadership model.
Coaching Goals


Living and consulting in foreign countries has advanced my understanding of organizational development.  In particular, the emerging learning and coaching models and tools have reinforced the importance of being proactive in regards to staff development.  Previously, I had taken a passive position toward helping other learn, sitting back comfortably while waiting for others to approach me.  Although this approach can be effective under certain situations, the passive position caused me to miss coaching opportunities that could have advanced both my growth and the growth of others.

     A deficits-based approach to coaching and organizational development is constructed from a mechanistic model of groups. This framework perceives the group as a collection of pieces that fit together to create a whole.  Problems are diagnosed and corrected by simply identifying the faulty component and fixing or replacing the part.  Deficit-based organizational development is the accepted model for organizational development in many organizations.  The strength-based approach, on the other hand, is built upon an organic model of groups. An organic model operates under the assumption that the whole of an organization is much greater than the simple sum of its parts. It assumes that organizational problems can be addressed through a reexamination of its core strengths and beliefs. Problems are resolved by drawing upon the collective knowledge capital of the organization. The organization evolves, expands and adapts to its new challenges by drawing upon its historical strengths and vision.  Strength-based development requires self-examination at both the individual and enterprise level.  Focused coaching will help pinpoint individual and group strengths and identify internal and external opportunities for their application within the organization.


     When we view an organization as collection of creative individuals assembled for purpose, coaching creates group synergy; fueled by memories of past success, it will create group energy for evolutionary growth.  Every company has strengths that can take advantage of new opportunities.  Similarly, there are islands of successful groups within the organization that somehow are able to flourish within an organization that moves from one crisis to another each and every working day.  Again, focused coaching will help identify these assets and bring these camouflaged strengths into awareness, providing a positive message to both individuals and groups.

Coaching Action Plan

     There many emerging frameworks and tools for coaching others, most with a focus upon techniques that facilitate self-learning and self-development.   There is one constant theme, however, which links these organizational development models:  leaders must be responsible for the continuous supply of talent within the organization.

    Business succession does not simply occur randomly; business succession planning is an integral part of an organization's health.  Part of this responsibility can be mitigated through the introduction of effective coaching techniques that aim to create close relationships for growth between coach and coached.  Although the importance of situational analysis cannot be underestimated, no single technique or approach to leadership can be assumed to work under all conditions.  An effective leader will carefully review the current situation and people before determining the optimal technique.  
   Unfortunately, positive innovative leadership remains a threat to the status quo.  Both foreign and domestic organizations find transformational goals challenging.   In general, the diverse cultural barriers within the organization remain difficult obstacles to overcome.  Certain clearly defined action steps can be taken to apply some of the available coaching principles and tools.  First of all, hijack your weekly staff meetings that are currently focused upon simple status reporting, and transform them into learning opportunities that will be driven by coaching techniques.  The effectiveness of this action can be estimated by the amount of staff discussion time that will be devoted to your learning and growth agenda.  Using positive, strength-based approaches, you can discover what your team does correctly—as individually and collectively.  Moreover, leveraging weekly staff meetings provides you with the opportunity to introduce and practice proactive coaching, taking the lead and responsibility for your team's learning evolution.
Summary

     The most fascinating aspect of coaching as a tool for personal growth and organizational development is that the technique creates mutually beneficial results for both the coach as well as the coachee.  Both parties reap the benefits of the relationship.  A follower learns that he or she has the personal power to remove obstacles to success.  A leader learns that true power and charisma are products of an empowered staff, one whose collective synergies can far exceed the expectations of the sum of their membership.

     The current knowledge gulf between academic theory and real world private sector application raises serious questions whether a gap exists between innovative leadership theories and models developed by the academic community; and whether these learning models are truly being evaluated and assimilated by the business community at-large.  Is the drive for short-term profits clouding the necessity for long-term organizational development? Are the speed of technological change and the challenges from global competition weakening the commitment of the business community toward long-term organizational objectives?  It seems that many enterprises speak the gospel of worker transformation, but how many are actually committing important enterprise resources for the effort?  The new emphasis upon organizational transformation represents a paradigm shift for business.  It will be fascinating to observe the impact once critical mass has been achieved.
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