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Base Camp

Life coaches, consultants and mentors who use the name ÒcoachÓ.

Presentation trainers, coaches who Òcreate beautiful spacesÓ. . . .

ThereÕs no real consensus about how the word ÒcoachÓ should be used.The

Sherpa Guidebrings order to this confusion by telling you exactly what

executive coaching is and how it works, step-by-step.

What YouÕll Find in This Chapter:

¥ Executive Coaching

¥ The Sherpa

¥ Your Role as a Sherpa Coach

¥ What Makes a Good Coach? 

executive coaching 

In our world, executive coaching is a personal and frequent one-on-

one meeting designed to produce speciÞc, positive changes in business

behavior within a Þxed time frame.

We strongly advocate face-to-face coaching. Face-to-face meetings force

honesty, impose concentration, and guarantee a personal commitment to
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success. ThatÕs what we mean when we talk about coaching. Personal,

live coaching has the advantage of rapport and immediacy. ThatÕs the

path we follow in The Sherpa Guide.Develop your coaching skills in

person, and you can apply the Sherpa process in other venues, if the

need arises.

Some coaches offer services by phone or email. WeÕve seen coaches try

to sell this concept by saying it Òremoves visual distractions,Ó but a long-

distance relationship cannot produce world-class results. Most communi-

cation is visual, nonverbal.

Phone and email are convenient and allow a coach to have greater

reach, but we discourage those media. Over the phone,visual stimuli are

removed. Email takes away even more, stripping inßection and tone of

voice from a relationship. If your clients want leadership advice in text

format, send them to the library for a self-help book.

Have you ever multitasked, tried to do something else while talking on

the phone? Coaching clients will, too. Use the phone sparingly, only when

you know your clients well enough to know theyÕll avoid distractions and

focus completely on your conversation. Use email only for client support

in-between meetings and never in place of a meeting.

Technology has added another option for coaching, that of a point-

to-point video. This technology allows you, the coach, sitting at your

desk, to communicate directly with your client, anywhere inthe world,

sitting at theirs. Using a webcam, along with a headset and microphone,

a coach can Òmeet virtuallyÓ with their client. To offer videoconference

coaching to your clients, you and they will both need to have ahigh-

quality camera and headset. You, as a coach, will need to signup for a

conferencing service. This allows you to initiate conferences and invite

your clients to them. As of this writing, free conferencing services

produce low-quality video, with delays so signiÞcant theyÕll take away

from the coaching experience. High-end videoconferencingis fairly

smooth and trouble-free. Over time, the quality of sound andimages

will only improve, making coaching over the Web more and morelike a

live meeting.

t h e  s h e r p a  g u i d e
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Live coaching demands focus. It ensures that everyone gets something

out of their investment. The client gets undivided attention. The coach gets

results, a great reputation, and great references that help produce future

business.

the sherpa

In the Himalayas, the native guides that assist climbers to the top of

Everest are called Sherpas. Sherpas have a global reputation because:

¥ They are accustomed to the altitude, just as an experienced executive coach
understands what life is like for a manager or an executive.

¥ They can predict bad weather that makes a climb dangerous or impossible. A
Sherpa coach knows the dangers of professional life,and what might make a
leaderÕs journey unsuccessful.

¥ They design routes for the climb since they know the terrain. The Sherpa
process is designed with a clear choice of paths executives can take to reach
their own summit.

¥ They offer suggestions, ideas, and improvements on the Òtools of the tradeÓ:
skills and resources needed for the climb. As coaches, Sherpas have an inven-
tory of tools designed to aid in any executiveÕs climb to the top.

b a s e  c a m p
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Allen is a dynamic sales manager. He manages a dozen salespeople across

the U.S. and Canada. He loves to make deals, but Allen has trouble com-

municating. He talks a good talk, but is not much of a listener.

One week, when Allen was out of town, I agreed to spend an hour on

the phone with him, not because itÕs the best way to coach, but because

Allen manages his workforce over the phone. We talked about what it really

meant to ÒlistenÓ on the phone.

Allen learned about asking leading questions to keep people engaged

in a phone conversation, and how to make better connections with what

was really going on in the Þeld.

Stories from the Summit
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¥ They are unobtrusive unless they have a speciÞc thought to share. Just like the
mountain escorts, a Sherpa coach guides his client to Þgure things out for
himself, unless intervention is demanded by circumstance.

In our executive coaching, we take on the role of the Sherpa, enabling,

advising, and assisting in difÞcult environments with limited options.

Our clients, like climbers on Everest, endure the hardships, put forth the

effort, and are subject to the risks involved in reaching their goals.

Ultimately, they must reach the summit through their own skill and

determination.

During the arduous climb, a Sherpa does not make decisions. The

Sherpa makes recommendations and gives tips, tricks,and techniques to

make the climb easier. A good Sherpa never does the climbing for the

client. Once the Sherpa has offered all the alternatives, the client has to

make their own choices. With this relationship in mind, we call ourselves

Sherpas, and have named our detailed process for coaching the Sherpa

Processª. We are guides. We are supporters, and we walk side by side with

our clients up to the summit.

In Chapter 2, weÕll review the logistics of a coaching engagement: the

meetings, arrangements, and communication needed to properly manage

a coaching engagement.

Once coaching begins, the Sherpa process has a philosophy and

detailed content that leads a client through six phases:

¥ Taking Stock

¥ Global View

¥ Destination

¥ Charting the Course

¥ Agenda

¥ The Summit

Beginning in Chapter 3, youÕll Þnd this process rolled out in great

detail. Leading up to that point, weÕll deÞne what executive coaching is.

WeÕll reveal whoÕs most likely to be good at it. YouÕll learn why having a

t h e  s h e r p a  g u i d e
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well-deÞned process makes executive coaching a predictable and legiti-

mate course of action for almost any organization.

One disastrous day on Everest, two of the worldÕs most famous climb-

ing guides and their clients diced with death and lost.Into Thin Air: Death

on Everestis a fascinating movie about that day. This tragic story makes for

gripping drama. Provide your client with a copy at your Þrst meeting. Tell

them: ÒWhether or not you enjoy this movie, youÕll learn from it. What I

would like you to do is this: watch the movie and notice the relationships

and the roles of the Sherpa guides. Come back next meeting and tell me

what a Sherpa does, and youÕll understand my role as a coach.Ó

The movie also holds an important lesson for coaches: know the rules

and follow them. To make great things happen, a Sherpa coach respects

and follows the Sherpa process. No shortcuts and no detours. Every

b a s e  c a m p

5

(© Sasha Corporation)

07076_01_ch1_p001-019.qxd  7/20/05  9:37 PM  Page 5



situation is unique. Without following proven routines, thereÕs no way a

coach can locate the path that leads to the clientÕs goals.

your role as a sherpa coach 

Keep in mind your role as a coach. You are working with and for the

client, but you are not on the Þeld of play. In fact, the Sherpa coach must

remain on the sidelines.

Years ago, an overzealous college football coach crossed that line, with

disastrous results. Ohio StateÕs Woody Hayes, during the 1978 Gator Bowl,

actually interfered with an opposing teamÕs player,Charlie Bauman, during

a game with Clemson. As Bauman stepped out of bounds on the Ohio

State sideline after an interception that had sealed ClemsonÕs victory, Hayes

stepped up and punched the opposing player. He crossed the line. The

result: HayesÕ career ended on a note that many would remember far more

clearly than his superb coaching record, one of the best in NCAA history.

Keep this example in mind as you enter the world ofcoaching.

The only time a coach consults with his players is during a time-out.

Even then, the players leave the Þeld to talk with him. Your weekly meeting

is the equivalent of that sideline consultation: off the Þeld, during a Òtime-

outÓ period. ThatÕs why we hold off-site meetings: to help you resist the

temptation to pick up the ball and run with it, or otherwise interfere with

the ßow of the game.

Your client must be trained to observe their situation and environ-

ment clearly and with detachment. Their view must be based on reality

rather than emotion. The Òbig pictureÓ is crucial to long-term goals, and

a client must be able to describe it accurately to be able to choose the

right path.

Coaching must be focused on performance and results, nothing else.

Sherpa coaching is focused solely on the performance of the individual in

a work environment. This is why coaches are hired: to produce tangible re-

sults. Executives want to feel better about their working environment, but

this is only part of the picture. Good coaching should create positive results

that can be seen throughout the workplace.

t h e  s h e r p a  g u i d e
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Business coaching must be controlled, efÞcient, and productive or it

will be a waste of everyoneÕs time. The SherpaÕs personal agenda and life

story are not part of the coaching experience. You must keep your experi-

ence, your life, separate from the clientÕs. It is sometimes valuable to share

personal anecdotes that illustrate how techniques are applied, but be care-

ful to do this sparingly. Any story you tell should be brief, three sentences

or less. You donÕt learn unless you are listening.

Steven Berglas, a professor at UCLAÕs Anderson School of Manage-

ment, writes inThe Harvard Business Review:ÒCoaches can make bad

situations worse, because they donÕt have the background to deal with psy-

chological problems.ÓHeÕs right. Sherpa coaching is not therapy. We do not

discuss personal matters with the client. We do not discuss family issues

with the client. There are times when work/life balance is discussed from

the clientÕs perspective. This happens so we understand who in the clientÕs

life truly supports them. We canÕt solve marriage, family, or personal issues.

We can help clients balance their work more effectively, so they have time

to work on other issues. Sherpas make this distinction clear in the Þrst

client meeting.

If the client brings up family, children, or personal matters, a good

coach will redirect the conversation:

client: ÒMy spouse is always angry with me.Ó

sherpa: ÒDoes anything like that happen at work? Do you provoke any-

oneÕs anger at work? What do you do when someone is angry

with you?Ó

When your client shares a situation at home, it will often reveal a prob-

lem at work. A Sherpa listens carefully, to Òconnect the dots,Ó and focuses

on professional behavior. You may spend a lot of time redirecting in your

early meetings. Once your client understands that you donÕt, under any cir-

cumstances, get into personal matters, he will abide by your standards and

respect them.

Even though the Sherpa and client donÕt discuss personal matters, the

coaching client will get better at solving personal issues. When the Sherpa

respects and adheres to the process, the client will begin to handle every

b a s e  c a m p
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aspect of life differently. You will hear stories about personal victories,

in areas you did not even cover during your coaching sessions.

t h e  s h e r p a  g u i d e
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The essential task for the Sherpa is to understand individual clientsÕ

needs. This means identifying a clientÕs communication style and commu-

nication needs: How does this person express and interpret things? WhatÕs

the best way to reach them? The Sherpa will, in turn, teach clients to un-

derstand the communication needs of everyone around them. This is the

key to the Sherpa/client relationship.

ThereÕs an ideal way to communicate with each and every person.

When you understand someoneÕs communication needs, you can master a

relationship with them. When a Sherpa identiÞes a clientÕs communication

needs and style, they can help the client understand himself and those with

different styles. The Sherpa develops clients who become open to new ways

of listening and expressing their thoughts. Every Sherpa and every client

must work with this concept, all the time.

Your clients will need different things. Some people need tofeel vali-

dated. Others need constant encouragement. Some need to be in control.

And some are overwhelmed by fear, and need to be reassured. Askyourself:

ÒWhat does this client need me to say? What is important to himright now?

Joanna is the CEO of a community health center. She is an efÞcient, task-

driven manager. Joanna misses the mark when it comes to connecting with

her staff. She can delegate, problem solve, and reprimand, but she canÕt

connect. Her Sherpa taught her ÒPeople donÕt care how much you know . . .

until they know how much you care.Ó

Joanna applied that truth to her relationship with every key staff

member. She changed fundamentally. About three months after coaching

ended, Joanna called, and told her coach that sheÕd renewed her relation-

ship with her stepdaughter, based on what sheÕd learned in coaching. For

her, it worked in both her public and private lives.

Stories from the Summit
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Why is he using those particular words? What is he looking forwhen he

says that?ÓWhen you do that, you are delving deep into the nature of com-

munication, the most important area of coaching. Ultimately, by meeting

your clientÕs needs, youÕll teach them to meet the needs of others.

b a s e  c a m p

9

Stories from the Summit

Larry is the president of a regional utilities company in the Midwest. Larry

is a direct and short-tempered man. When Larry visits Marcy with a ques-

tion, Marcy knows LarryÕs communication needs. He wants a concise an-

swer and he wants it now. If Marcy opts to add detail to a story, Larry gets

agitated and shuts down. When detail is necessary, sheÕll prepare Larry for

a more lengthy conversation, and heÕll be ready to listen a little longer.

Identifying a personÕs communication need is key. DonÕt be afraid to

push. It is your role to be assertive enough to push your client to explain

more carefully, in greater detail, and more honestly.

Sherpa coaches are not therapists. Sherpas are not always trainers,

either.Trainers typically have complete control of their process,and they de-

liver all the answers. In coaching, the Sherpa doesnÕt completely control the

pace, and the client has to come up with his own realizations and solutions.

Unlike therapy or training, a Sherpa coach is paid to confront and to

challenge clientsÕ answers. Clients must be involved! They must have reve-

lations, or you are not doing your job well.

what makes a good coach? 

If you are considering a role as a coach, youÕd like to know if youÕve got

what it takes.YouÕre curious about where you can make improvements and

channel your energy to get better.

Here are the top ten qualities of a good Sherpa coach:

1. Good listener

2. Inquisitive 
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3. Objective observer

4. Centered, in control of a dialogue

5. Direct, honest, even blunt

6. Flexible 

7. Intuitive 

8. Remembers

9. Believable

10. And most of all, trustworthy.

You musthave, or develop, these skills to be an effective coach. To be

happy and successful as a coach, you must be able to admit your own weak-

nesses and develop new strengths and qualities. Here is more detail on how

these characteristics come into play in the coaching Þeld:

1. good listener. All coaches beneÞt from good listening skills. If

youÕre a big talker, love to tell stories, and be the center of attention, curb

those tendencies when you coach. If you get easily bored listening to peo-

pleÕs stories, youÕll have to work extra hard to be a coach. Coaches are great

listeners. That means more than hearing and understanding. In the dictio-

nary, listening is deÞned as Òthe conscious effort to hear.Ó Great coaches

can listen to a story and then form a picture of the personality types and

relationships underlying the action.

This quality, being a good listener, is at the top ofour list for good rea-

son. To evaluate your listening skills, turn to Appendix and run through as-

sessment SC 1-1.

Stories from the Summit 

t h e  s h e r p a  g u i d e
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Lori wanted to be a coach; sheÕd been an enthusiastic, high-level manager

for 20 years. Lori took on the challenge of coaching and failed. The clients

she encountered did not like her.

They were ready to spill the details of their lives, and they were paying

quite well for the privilege.Lori could not keepherlife out of the client/coach
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2. inquisitive. Asking questions allows your client to work on their

area of focus and solve their own problems. Sherpas use questions such as:

ÒWhat do you mean? Can you explain that in more detail? Can you rephrase

that for me? How could you have handled that differently? Why is that

hard for me to believe? Why do you think he did that?ÓThat inquisitive

nature, really wanting to know more, creates a learning environment

for your clients. They notice that, and it makes a big difference to your

relationship.

b a s e  c a m p
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relationship. She would constantly say: ÒThat reminds me of a situation I

experienced . . .Ó The client would always lose direction. The Òstory of LoriÓ

overwhelmed conversation. She needed to stop talkingÑto really listenÑ

but Lori never mastered the skill. She dropped out of coaching in short

order.

Stories from the Summit

In our meetings, Dana kept telling me it was impossible to complete all

the work her boss assigned. I asked, ÒDoes your boss expect you to do

all this work by yourself?Ó ÒNo,Ó Dana said, Òbut everyone else is over-

loaded, too.Ó

ÒLetÕs look at the options.Ó I said. ÒTurn to a blank page in your jour-

nal and draw for me what it looks like to have too much work to do.Ó

DanaÕs picture showed her bent over with an oversize box on her back. I

asked, ÒWhat will happen if you donÕt get rid of some of that weight? Draw

that for me.Ó Her next picture showed her collapsed with the box on top of

her. ÒCan this go on?Ó I continued, ÒWhat are you going to do about it? Is

everyone else really so overloaded?Ó

It took time to Þgure out why Dana was overloaded. It took time to

Þnd workable answers to the problem. Once sheÕd admitted things couldnÕt

continue as they were, once sheÕd acknowledged she needed to do some-

thing about it, we were on our way.
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I noticed that Jeff was beginning to tap his foot rapidly, and use his hand to

cover his mouth. I asked him why. Jeff told me that when he did this, it

meant that I was getting close to the core of the problem. He hated that

there was Ònowhere to hide.Ó He was getting a little nervous. Noticing those

signals allowed me to extract honesty from my client.

t h e  s h e r p a  g u i d e
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Sherpas work with clients until the clients can reach a satisfactory

answer on their own. Often, a coach does not have to say much more than

ÒWhy is that?Ó and wait for a response. If your client is avoiding a difÞcult

truth, or coming up with answers that wonÕt solve the problem, challenge

that client, again and again, until he gets it right.This can be frustrating

for your client. Be sensitive enough to challenge them in a way thatÕs en-

couraging at the same time. Be honest in a caring way. ThatÕs what youÕre

paid to do.

3. objective observer. Experts believe that less than 30 percent of

relational communication comes through the words you say. As a per-

ceptive coach, you must notice body language, voice inßection, and man-

nerisms. You must analyze the way your client chooses words,such as

using ÒfeelÓ versus Òthink.Ó Pay close attention to the messages a clientÕs

actions send you. Clients often canÕt understand the ramiÞcations and

dynamics of a situation they describe to you. Upon hearing itback from

you, theyÕll see things, and draw conclusions they couldnÕtarrive at on

their own.

Our clients keep a personal record called a journal, which includes

their notes, homework assignments, and assessments. Notice the way

they complete their journals. How do they react to your questions and re-

marks? How do they approach their homework? What do they miss?

What do they want to talk about, and what do they need to talk about?

Are they a willing participant? A SherpaÕs silence is a powerful tool that

helps the Sherpa learn secrets about what is really going on with clients.

Stories from the Summit
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4. centered, incontrolofadialogue. Makesureyouunderstand the

Sherpa coaching process.Then let the process do its job.TheSherpa process

is based on 12 one-hour meetings. It is easy to get involved in aclientÕs dra-

matic week and make little progress in a given meeting. It is easy to fall into

the Òtherapy trap,Ó asking about the past (ÒWhy did your father act that

way?Ó). DonÕt let your client steer any meeting in that direction.While ßexi-

bility is important,youcanÕt losecontrol of thestructureof themeeting.The

process is important.Use it and believe in it. If the conversation gets off on a

tangent, try comments like this to bring it back to the agenda:

ÒMary, it seems like this was an emotional experience for you. How

do you relate this to our discussion about your values?Ó

ÒWhat does this really mean, when you think about the expectation

process we just covered?Ó

ÒWhy are you spending so much energy with that situation? If we

get back to discussing accountability, we might Þnd some answers

for you.Ó

The Sherpa directs what is said. The Sherpa also controls the clientÕs envi-

ronment. That includes carefully selecting when and where you meet off-site.

b a s e  c a m p
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Stories from the Summit

Alexis was a 38-year-old executive moving up in her company. She knew

she needed coaching, but was not committed to doing her homework. Alexis

called on the third meeting and asked to meet one hour later than usual, so

she could Þnish her homework. She literally wanted to Òcram.Ó Her coach

had to be in control, and said: ÒWe meet as scheduled. We can complete

the homework together as part of the process.Ó To make a coaching relation-

ship work, set limits, communicate guidelines, and show leadership.

5. direct, honest, even blunt. Stop or redirect a conversation if it is

going in the wrong direction. Your job is to stay focused on the end game

and your clientÕs next step to success. Be caring while you Òtell it like it is.Ó
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As a coach, you are in a position of control and authority. Occasionally,

a client will become very emotional about things that seem trivial. These

feelings are very real, but they are nonproductive.You can shut down a line

of conversation without conßict and without being judgmental.ÒOur goal

today is to . . .Ó.

t h e  s h e r p a  g u i d e
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Stories from the Summit

A client company was planning how to allocate some new space. Their

goal was to place people to make communication between team members

more efÞcient. Mark was upset with the space planner. He seemed to

think the planner would scale down his ofÞce and move it to the far side

of the building, to a spot with no windows. Mark argued with the plan-

ner, ranting and raving, ÒYou are always being unreasonable about

something!Ó

When he told me the story, I stopped him mid-sentence and said:

ÒMark . . . you are whining.Ó He looked at me, surprised,and began to

laugh. Then we took apart his story about the chain of command and who

would ultimately make the decision about his ofÞce location. It wasnÕt even

the plannerÕs decision. So I asked, ÒWhy did you bother to get upset over

this? What are you so angry about, really?Ó By being direct, a good coach

turns negative behavior into self-discovery.

Directness is not always forceful or negative. Often, a client will

share a story with you, seemingly endless, with lots oftangents. Stop the

conversation and summarize the story for them. Then ask:ÒWhat does this

mean?Ó As described, this tactic may seem abrupt, but your client will see

the results and appreciate your actions.

DonÕt be afraid to use words like:

ÒStop for a second.Ó

ÒDonÕt go there.Ó

ÒDid you just hear yourself?Ó

ÒWhatÕs our goal today? How does this relate?Ó
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Believe it or not, clients not only depend on your directness, they crave

it. At work, everyone is so busy avoiding confrontation that itÕs hard to get

a straight story. A client will hold you, their coach, in the highest regard,

because you make it easy for them and because you are honest.

6. ßexible. Flexibility is the most important skill a Sherpa coach can

develop. Understand your clientÕs needs and desires, take their lead, but

follow the Sherpa process as closely as you can. You might have to step

out of your comfort zone, abandon your agenda, and go with theclientÕs,

at times. You might have a topic chosen for a given meeting. Instead, the

events of the clientÕs week might end up as the focus of your meeting.

As a Sherpa, you will sometimes run across a client whose needs exceed

the boundaries of your weekly dialogue. If there are things going on in a

clientÕs ofÞce that you must see, to be able to believe your clientÕs perspec-

tive, what should you do? Go to their workplace and observe. It is impor-

tant that a client knows you are interested in improving their work

environment and serious about doing whatever it takes.

Stories from the Summit

Marsha is in sales and marketing for her organization. She isat the top of

her game, yet her co-worker can barely stand to be in her presence. Marsha

is very high-energy, direct, and rallies her team in a mannerthat she

thinks is great. So why the problems? Marsha is oblivious to the needs of

her teammates.

To understand, MarshaÕs coach went to see this for herself. She fol-

lowed Marsha for a few hours of her workday. When people saw Marsha

coming, they would avoid eye contact, pick up their walking pace, anything

to avoid a conversation. The problem was real, and the coach knew from

direct experience how MarshaÕs forcefulness was being received.

A coach must be ßexible enough to Þnd a way to get to the bottom of

things, to see things from a different angle. It is the job of the coach to be

ßexible, so the client gets results beyond their expectations.
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7. intuitive. A good coach can anticipate a clientÕs reaction to almost

any situation. The intuitive coach trusts herself to ask theright question

and provoke the right response. With intuition, a coach knows when to

push a client out of their comfort zone and when to avoid that.Intuition

can be learned, developed, and improved. Make sure you work on yours.

8. remembers. Memory and timing are also consistent instincts of a

good coach.A Sherpa remembers all the issues that confront each client and

never loses focus.As a sounding board, you must be able to reiterate the sit-

uations your client shares with you, acting as an objective observer. Some

peoplecankeepreamsof informationorganized in theirheads.Mostpeople

canÕt.As a Sherpa,you must offer the appearance to each client that he is the

center of your universe, at least for that hour every week. The more people

you coach, the more their stories and situations will run together.Your best

bet is to write down what your clients say in these meetings. Keep anÒorga-

nizational chartÓfor each client, listing the key people intheir working life.

Refer to a clientÕs checklist before you start each session. Write down

the homework you assigned last time, print out any emails sent during the

week, and bring those to each meeting, too. Create a folder bearing your

clientÕs initials or Þrst name, and make sure that it is in your Òportable

ofÞceÓ each time you meet.

Create a good memory for your client, too. Record keeping is part of

the Sherpa journey. Review the clientÕs journal each meeting to see what

has (and has not) been accomplished between meetings. The journal can

be extremely valuable to your client. You must help them acquire owner-

ship of their journal. The only way to do this is to use it at every opportu-

nity. YouÕll see a sample of the clientÕs journal pages in Appendix, along

with an order form, so you can provide a Sherpa journal for each client.

Stories from the Summit

Valerie is a well-qualiÞed professional in a male-dominated Þeld. She has

excellent job skills, yet she feels inferior to her peers. When she Þrst met her

Sherpa coach, Valerie complained about her daily routine of retrieving
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morning coffee for her peers. It was apparent that Valerie had a weakness

in the area of self-conÞdence.

Three to four weeks later, Valerie said, ÒI feel like my ofÞcemates are

using me.Ó Her coach responded, ÒI remember our talk three weeks ago.

You put yourself in this position by getting everyoneÕs coffee every morning.

This is not about them.

What are you going to do about this situation? How are you going to

change things?Ó ThatÕs the prod Valerie needed to start changing an un-

pleasant situation she had created. Her coachÕs memory of a comment the

previous month was critical.

A Sherpa with a good memory can hold clients accountable for what

they say they want to do, and to be. This tells clients you listen and care

about what they say. A good memory creates good will. It helps add depth

to your relationships. A good memory can reßect where your client was, at

a given moment in his journey, and helps you demonstrate progress.

9. believable. Credibility is critical. You never get a second chance to

make a Þrst impression. Believability begins at your Þrst meeting with your

client. You introduce yourself, and explain exactly what is going to take

place during the next 12 weeks. To do that, you must know the Sherpa

process inside and out.

Be yourself. Your conÞdence and comfort with your self speaks loudly

to your client. Calm self assurance is the mark of a great coach. Being a

Sherpa is a huge responsibility. Show conÞdence based on your expertise.

Communicate your expectations and the ground rules clearly. Then take

control and outline how you will contact each other as things arise that

shift your schedule.

A client may have a challenge letting their defenses down. Perhaps

theyÕre hesitant to share with you, fearing you will report the results of

your sessions to their employer. Be honest about the situation and the

degree of conÞdentiality you can guarantee.

If you donÕt think your sessions are going as you would like, admit it.

This increases your believability. Some examples of how to tell your client
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that things are not going as you think they should:

¥ ÒDo you think we are getting to the root of the problem?Ó

¥ ÒWhy do you think I might have trouble understanding the story you
just told me?Ó

¥ ÒThis is not going the way IÕd like it to. LetÕs go back to the beginning of
this story.Ó

¥ ÒI am sensing you are nervous (uncomfortable, uneasy) about this topic. Is
that true?Ó

Believability comes from being direct, knowing what you know and

what you need to know, and acting on it.

10. trustworthy. Climbers in the Himalayas trust the Sherpa with

their lives. The stakes in executive coaching are nearly as high. Sherpa

coaches are trusted with their clientsÕ professional lives. Establishing trust

is easier said than done. ItÕs a skill that can be learned, and it requires cer-

tain attitudes and actions on the coachÕs part.

LetÕs rate your trust factor by turning to Appendix. In assessment

SC 1-2, the questions, and your answers, will reveal ways you can be a far

more effective coach.

t h e  s h e r p a  g u i d e
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Trust is difÞcult to build, and impossible to force.Suzanne was an excep-

tional coach. She knew the Sherpa model by heart. She established herself

with her clients immediately with her experience and knowledge. Credibil-

ity was not a problem, but she couldnÕt earn that key commodity: trust.

Trust means creating a clientÕs Òwillingness to riskÓ as they share

thoughts, problems, and personal history. Trust is established through con-

sistency and authenticity. It also includes clear, honest communication and

respect. If a coach breaks any of these Òrelationship bondingÓ issues, trust

disappears and your relationship is over. Suzanne lost one clientÕs trust for-

ever, simply by showing up ten minutes late for their Þrst two meetings.

Stories from the Summit
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LetÕs review, and take a quick assessment. Turn to Appendix, and use

evaluation SC 1-3 to measure your potential and Þnd room for growth.

No matter how good you are, thereÕs always room for improvement. No

matter what basic skills you bring to a task, you can develop well-rounded

talent.

Sherpas teach their coaching clients that anything can be overcome.

With that in mind, donÕt be discouraged about any ofyour evaluations.

Everyone needs work, and now you know exactly where to apply your

efforts and your intellect toward being a good coach.

LetÕs move on and Þnd out why coaching works, and who really

needs one.
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