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My Coaching Model is best described on 3 levels.  The Foundation of the model is 
made up of four Principles that serve as the philosophical underpinning for 
everything else.   
 
The Process itself is a three-phased approach designed to develop Leadership 
Effectiveness in my clients.  Throughout the process is a thread of Measurement 
that ensures what we are doing is meeting the expectations of my client and my 
client's Key Stakeholders. 
 

The Foundational Principles 
 
Growth Comes from Within 
Most personal and professional development focuses on teaching something new, 
adding new knowledge, and practicing new skills... generating growth from the 
outside-in.   
 
While new knowledge and skill do play a role in leadership development, true 
growth originates from within.  The coach's primary job is not to add new 
knowledge and skills (though that can and does happen within the process of 
coaching), but to help the client learn and develop from his or her own experience. 
 
Perception is Reality 
How others perceive us dictates how they respond to us, and how people respond 
to us is the essence of leadership.  At the same time, how we perceive ourselves and 
how we perceive others plays an enormous role in how we react to others and how 
we behave in professional and  social situations (and hence, how they respond to 
us).   
 
Paradoxically, most of our perceptions are formed and held unconsciously, and as 
such, seem out of our control.  The coach's job is to help the client shine a bright 
light on the thoughts, assumptions, emotions, and beliefs that create our reality, 
raising them to a level of consciousness, where choice becomes possible.  
 
Learning Comes From Action 
Leadership is not something you must be born with.  While it's difficult to teach 
leadership, it can be learned (see principle Growth Comes from Within).  Nobody 
taught us to walk or speak our first language but we learned it in an incredibly 
effective and efficient way.   
 
Some people were raised in a way that they learned from experience how to be a 
great leader, but just about everyone has room to learn more.   
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Humans have a phenomenal capacity to learn and grow if they truly want it.  The 
cycle of learning starts with Awareness of our own thoughts, emotions, and 
behavior, which leads to conscious Choice of new courses of Action.  Deliberate 
reflection enables Learning from that new course of action and the cycle repeats 
itself.  The coach's job is to facilitate this Action/Learning cycle to help the client 
grow as a leader. 
 
It's About Transformational Change 
Changing behavior is tough, but we can usually do it, if only for a short period of 
time.  It's even harder to sustain a change in behavior.  This is because it's pretty hard 
to be who we're not.   
 
If we want to truly change our behavior for the long haul, it has to become a natural 
part of who we are, which means we have to do more than change the way we act; 
we have to change who we are.   
 
After all, that's what "development" means.  The coach's job is to evoke 
transformation in the client so the client doesn't just act like a better leader, but 
actually becomes who they want to be as a leader. 
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My 3-Phased Executive Coaching Process 
 
PHASE ONE: Discovery 
• Qualify a good match.  The Organization must believe in the Leader's potential; 

the Leader must be motivated to develop and want the coaching; and the 
chemistry between the Coach and Leader must be there.  I only work with 
Business Leaders who have proven their ability to succeed and are motivated to 
continue their growth. 

• Identify Key Stakeholders and collect their input.  These interviews can be 
conducted by phone, or face-to-face if the interviews can all be scheduled 
adjacent in time. 

• Review and/or conduct any other assessments as desired by the Leader or 
Organization. 

• Define a Development Agenda that incorporates all of the input so far.  While I 
support and guide the Leader here, the creation of the agenda belongs to the 
Leader. 

• Share the Development Agenda with Key Stakeholders and commit to the plan. 
• Within the Discovery phase there are 4 sessions between the Coach and Leader: 

 
How Do You See Yourself?   
Two hour, in-person meeting covering your life and career history, your values, 
and your own perceived strengths and development opportunities.   
 
How Do Others See You?   
One hour by phone or in person (longer if multiple assessments are being 
used) to discuss and interpret the results of the Key Stakeholder interviews. 
 
Defining Your Purpose.   
One hour by phone or in person to conduct an exercise in exploring “the Why” 
of your leadership. 
 
Developing Your Inner Leader.   
A 45-minute phone or in-person session to train on the model that will be 
used for the coaching going forward in phase 2. 
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PHASE TWO: Development 
• Conduct regular 1:1 Coaching sessions between Coach and Leader.   
• The session frequency is targeted at weekly, understanding scheduling realities 

may result in an average of about 3 sessions per month.  The minimum is 2 and 
the maximum is 5. 

• Sessions are initially 45 minutes, but may taper to 30 minutes over time. 
• Regular sessions are conducted by telephone with occasional face-to-face 

meetings by mutual agreement. 
• Sessions are comprised of intense dialog in an Action/Learning cycle.  The flow 

of a typical session would be:  1) Explore what was learned from the action(s) 
taken since last session; 2) A new topic is introduced and coached in the current 
session, and 3) New action is defined and committed to be performed in an 
agreed upon timeline. 

• Occasional training topics may be introduced by the coach, but the vast majority 
of the development and learning comes from the Action/Learning cycle of the 
Leader's own experience. 

 
PHASE THREE: Assessment 
• At the 6-month mark, a mini-survey is administered to the Key Stakeholders to 

assess perceived progress and growth by the Leader, and a personal assessment 
is completed by the Leader. 

• The Coach, Leader, and Organization review progress and determine next steps. 
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Measuring Our Success 
 
Identify Key Stakeholders 
Who are the people with a stake in this Leader's development?  Typically this 
includes 5-8 people from the following pools: 
• Organizational stakeholder(s)   
o Almost always the leader's immediate boss.  Sometimes a 2nd level boss. 
o Less often, but possibly HR, Leadership Development professionals, Board of 

Directors, etc.) 
• Direct reports.  Those people who are formally managed and led by the 

Leader.  It's not necessary to include all direct reports, but it must be a good 
representative sample of those that know the leader best. 

• Peers.  This can include others who are on the same team as the Leader, 
reporting to the same manager.  It can also include people from other parts of 
the organization that work closely with this leader.  It could include internal or 
external customers or suppliers who either depend upon or serve this leader. 

• Anyone in a position to be led by this leader. 
 

Collect data on the Leader's developmental needs 
• Discovery session with Leader 
• Interviews with Key Stakeholders 
• Review of any existing assessments, surveys, 360s, etc. 
• Additional assessments as needed (thinking styles, personality inventories, etc.) 

 
Create a Development Agenda 
This is created by the Leader and should include at least one, but no more than 3 
specific areas for development. 
 
Share the Development Agenda 
With the coach's support, the leader shares the Development Plan with his/her 
manager as well as other Organizational Stakeholders as appropriate.  
 
Check-in with Key Stakeholders 
On a semi-regular basis throughout the coaching, the leader is encouraged (and 
expected!) to check-in informally with Key Stakeholders for feedback on how it's 
going and what they are noticing. 
 
Conduct a mini-survey at the 6 month mark 
The Coach will administer a very short survey to all the Key Stakeholders quantifying 
the perceived improvement against the Development Plan.  At this time a decision is 
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made about continuing the coaching engagement and adjusting the Development 
Agenda as needed. 
 
 

For More Information 
 
CONTACT MIKE 
mike@caracalas.com 
(214) 390.6579 
 
www.caracalas.com 
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