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Excellent coaching requires an understanding of  both the individual client 

and the organizational context in which the coaching is conducted. Failure 

to assess and manage organizational as well as individual dynamics can 

lead to disappointing results, as this experienced consultant cautions.

First, Do No Harm

The Business of Coaching and Leadership
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Culture, Politics, and “Coaching-in-Context”
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'#02%)" -*2"52,122" -+";*&$*" -*2" $+#$*" 12$+,'&42!."
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by Ted C. Bililies

Managing the Politics of Coaching
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Peter Panned
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#'5"3&'#'$2"(1+32!!&+'#%";&-*"%+-!"+3"&52#!."#'"=7)"
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3+1"1#&!&',"-*2"!-#'5#15!"#'5"(1#$-&$2!"+3"3&'#'$2A"
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'#-2!D";+1<"#!"-*2&1"+;'."Y2-21"#%;#)!"!(+<2"*&,*%)"

+3"-*2"&'5&7&5/#%"#$*&27202'-!"+3"*&!"5&12$-"12(+1-!"

-+"\27&'"#'5"-+"O#%A"B2"%++<25"3+1"+((+1-/'&-&2!"-+"

!*+;$#!2"-*2&1"-#%2'-!."12!&!-25"$%+!2"0+'&-+1&',"+3"

-*2&1"#$-&7&-&2!."#'5",#72"-*20"#!"0/$*"12!(+'!&?&%:

&-)"#'5"31225+0"#!"(+!!&?%2A

M*2" !2'&+1" 262$/-&72!" -*#-" Y2-21" !/((+1-25" ?)"

#'5"%#1,2",#72"*&0"%+-!"+3"(+!&-&72"3225?#$<.";2'-"

-+" *&0" 5&12$-%)" 12,#15&'," ?/!&'2!!" (1+?%20!" -*2)"

-*+/,*-"*2"$+/%5"*2%("-*20";&-*."#'5";212"7&!&?%)"

!/((+1-&72"+3"-*2"&'&-&#-&72!"*2";#!"%2#5&',A"

_&72'"-*&!"(+!&-&72"3225?#$<"31+0"!/$*"&'3%/2':

-&#%"(%#)21!."Y2-21"!#;",122'"%&,*-!"!-12-$*&',"#*2#5"

+'"*&!"$#1221"(#-*;#)A"O+"*2";#!"!/1(1&!25"`"-+"!#)"

-*2"721)"%2#!-"`";*2'"+'2"5#)"\27&'"12S/2!-25"#'"

/'!$*25/%25"022-&',A" FO#%";#'-!"02" -+",2-" )+/"#"

$+#$*." Y2-21.G" \27&'" !#&5" ;&-*" #" ;1)." 3#&'-" !0&%2A"

FB21" '#02" &!" \#12'." #'5" !*2D%%" ?2" *212" #-" -;+"

+D$%+$<A" a+/" $#'"022-" *21" &'" -*2" %+??)AG" O-/''25."

Y2-21" #-" 3&1!-" -*+/,*-" -*&!" ;#!" #" $#!2" +3"0&!-#<2'"

&52'-&-)A"FE*#-"+'"2#1-*"3+1bG"*2"!-#002125A"FP)"

;+1<" &!" 721)" ,++5."0)" $%&2'-!" #12" #%%" *#(()c-*2"

Nd]" %&<2!" 0)" ;+1<c=" 5+'D-" /'521!-#'5AG" \27&'"

%++<25"+/-"-*2";&'5+;";&-*"#"$21-#&'"0+$<:!21&+/!:

'2!!K"FO#%"*2#1!"#"%+-"+3"$+0(%#&'-!"#?+/-")+/"31+0"

+/1"(221!A"M*2)"5+'D-"<'+;";*#-")+/D12"5+&',"#'5."

31#'<%)." -*2)"5+'D-"/'521!-#'5"&-A"O#%";#'-!")+/"-+"

%2#1'"*+;"-+",2-"#%+',";&-*"-*20"?2--21A"B2D!"12#%%)"

(&!!25"#-")+/AG

"""Y2-21";#!"!(22$*%2!!."(#'&$<25."#'5"-*1+;'"+J"*&!"

20+-&+'#%"0++1&',!A"B2"*#5"'2721"?22'"&'"#"!&-/#:

-&+'"%&<2"-*&!"?23+12A"B2"*#5"-*122"C+?!"&'"*&!"$#1221"

?23+12" -*&!" +'2." #'5" *#5" #" 3#&1" #0+/'-" +3" (213+1:

0#'$2" 3225?#$<."?/-"*2"*#5"'2721"*2#15"#')-*&',"

%&<2"-*&!A"B2"3+/,*-"*#15"-+"12,1+/(A"FH/-"="-2%%"2721):

+'2";*#-"="#0";+1<&',"+'"#'5."0+12"&0(+1-#'-%)."="

-2%%")+/";*#-"="#0"5+&',."\27&'A"P#)?2"(2+(%2"#12"

-*12#-2'25" ?2$#/!2" 0#!!#,&'," 12%#-&+'!*&(!" #'5"

5+&',"3#7+1!"#%%"-++"+@2'"(#!!2!"3+1"12#%";+1<"&'"-*&!"

+1,#'&4#-&+'AG"Y2-21";#!"#',1)"'+;A"B2"32%-"%&<2"*2"

;#!"?2&',"!$#(2,+#-25."!&',%25"+/-"?2$#/!2"*2";#!"

#$-/#%%)"#$$+0(%&!*&',"!+02-*&',."#'5"?2&',"0#52"

-+" -#<2" -*2" ?%#02" -*#-"0+12"(1+(21%)" ?2%+',25" -+"

\27&'"#'5"*&!"C2#%+/!."+%5:3#!*&+'25."#'5"(#1+$*&#%"

$+%%2#,/2!A"eM*2)D12"-*2"+'2!"-*#-"'225"$+#$*&',.D"*2"

-*+/,*-A"FM*#-"0#)"?2"!+.G"\27&'"!#&5.";&-*"#"!0&%2"

'+;"7&!&?%2A"FH/-"&-D!";*#-"O#%";#'-!A"B2D!"(&!!25"#-"

)+/"#'5"*2";#'-!")+/"-+";+1<";&-*"-*&!"$+#$*"-*#-"

*2" <'+;!" 31+0" *&!" (127&+/!" $+0(#')f" 27&52'-%)"

-*2)",+"?#$<"#"%+',";#)A"a+/D12"-+"022-";&-*"*21"-*&!"

#@21'++'AG"B2",+-"/("-+"%2#72"*&!"+g$2A"F]*."#'5"

!*2"&!",+&',"-+";#'-"-+"&'-217&2;"#"?/'$*"+3"(2+(%2"

#?+/-")+/."-++AG"B2";#725",++5:?)2"-+"*&!"!2$12-#1)"

#'5";#!",+'2A

Coach Karen
Z#-21"-*#-"5#)"Y2-21"02-";&-*"\#12'."'+-"!/12";*#-"

-+"26(2$-."#'5"!-&%%"#',1)."*/1-."#'5"$+'3/!25"?)"

;*#-"32%-"%&<2"#'"/'3#&1"#'5."0+12"&0(+1-#'-%)."
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#"(/'&-&72"#$-&+'A"B2"#%!+";+11&25"#?+/-"*&!"C+?"

!2$/1&-)A"M*2"*+/1"*2"!(2'-";&-*"\#12'"5&5'D-"0#<2"

*&0"322%"0/$*"?2--21A

F]*." =" C/!-" <'+;" -*#-" )+/D12" ;+'5213/%" #'5"

!0#1-."#'5"="$#'"-2%%"-*#-")+/"12#%%)"#12'D-"#11+,#'-"

#-"#%%hG"\#12'"26$%#&025"#3-21"i9"0&'/-2!"+3"(12%&0&:

'#1&2!" #'5" !/13#$2" 5&!$/!!&+'A" FU11+,#'-bhG" Y2-21"

12(%&25A" FE*+" !#&5" =" ;#!" #11+,#'-bG" FB#h" M*#-"

O#%h"B2"5&5'D-"-2%%")+/"0/$*"#?+/-"-*&!."5&5"*2bG"U"

3+1021" !-#,2" #$-12!!."\#12'"*#5"#" !-1+'," &'-21(21:

!+'#%"(12!2'$2"#'5";#!"#"(+;213/%"$+00/'&$#-+1"

VY2-21";+/%5"%2#1'"%#-21"-*#-"!*2"125/$25"'2#1%)"#%%"

%2#521!*&(."-2#0."#'5"?/!&'2!!"0#--21!"-+"F$+00/:

'&$#-&+'"(1+?%20!GWA"

\#12'" $+'-&'/25" +'" #" %+'," &'-1+5/$-&+'" 3&%%25"

;&-*" #!!/0(-&+'!" #?+/-" Y2-21" -*#-" %23-" *&0" $+':

3/!25." 5232'!&72." #'5" #" %&--%2" +721;*2%025A"E*2'"

!*2"!#&5"-*#-"!*2"*#5"F*2%(25"0#')"262$/-&72!"C/!-"

%&<2")+/.G"-*#-"!*2"!22!"F(1+?%20!"%&<2")+/1!"#%%"-*2"

-&02.G" #'5" -*#-" F=" $#'" 523&'&-2%)" *2%(.G" Y2-21" C/!-"

$+/%5'D-"?2%&272";*#-";#!"*#((2'&',"-+"*&0A"U"(#1-"

+3"*&0";#'-25" -+" 1/'"+/-"+3" -*2"022-&',"#'5" &'-+"

O#%D!" +33&$2" #'5"520#'5" -+" <'+;";*#-";#!" ,+&',"

-*2"+'2!"&'";*&$*"*2";#!"&'-212!-25A"I225?#$<"31+0"

*&!"5&12$-"12(+1-!";#!"(+!&-&72."-*+/,*"+'2"$1&-&S/25"

*&0"3+1"?2&',"#"F(2132$-&+'&!-G"#'5"#'+-*21"3+1"?2&',"

F$+%5AG"\#12'"5/-&3/%%)"12(+1-25"-*2!2"!-#-202'-!"-+"

Y2-21"`"#'5"-+"\27&'"#'5"O#%"-*1+/,*"#"?#$<"$*#''2%"

`"#'5"!2-"#?+/-"2#1'2!-%)"-+"F>6G"Y2-21A

U3-21"-*2"-*&15"!2!!&+'":::"#'5";&-*"#"32;";22<!"

-+" 5&,2!-";*#-" *#5" *#((2'25" -+" *&0" ::" Y2-21";#!"

0+12" -*#'";&%%&'," -+" %++<"#-"*+;"*2"*#5" 3#&%25" -+"

?/&%5"!-1+',21"-&2!";&-*"O#%."\27&'"#'5"-*2&1"(221!A"

B2"12#%&425"-*#-"*2"*#5'D-"#!!2!!25"-*2"$/%-/12"(1+(:

21%)." -*#-" *2" 0#)" *#72" ?22'" -++" 2'-*/!&#!-&$" #'5"

26$%/!&72" &'" !217&',"*&!" $%&2'-!."#'5" -*#-"*2"*#5'D-"

!(2'-"2'+/,*"-&02",2--&',"-+"<'+;"-*2"(2+(%2"#'5"

(21!+'#%&-&2!";&-*&'"*&!"+;'"52(#1-02'-A"H/-"*2"#%!+"

<'2;.";&-*" 2S/#%" $+'7&$-&+'." -*#-" *2"*#5"?22'" !2-"

/("?)"(2+(%2";*+";212"-*12#-2'25"#'5"$*#%%2',25"

?)"-*2"&'&-&#-&72."51&72."#'5"*&,*"!-#'5#15!"-*#-"*2"

520+'!-1#-25." #'5" -*#-" $+#$*&'," *#5" 2!!2'-&#%%)"

?1#'525"*&0"#!"F-*2"(1+?%20.G"&'!-2#5"+3"#5512!!:

&'," -*2" %#1,21" !)!-20&$" &!!/2!" 12%#-25" -+" 51&7&',"

$*#',2."0#<&',"(1+,12!!."#'5"O#%"#'5"\27&'D!"(+%&-&:

$#%"#,2'5#A

"Y2-21";#!"721)"$+'$21'25"#?+/-"N+#$*"\#12'."

;*+"02#'-";2%%." #'5";*+"*#5" #" '/0?21" +3" ,++5"

-&(!" #'5" !/,,2!-&+'!" 3+1" &0(1+7&'," *&!" $+00/'&:

$#-&+'" !-)%2." ?/-";*+" #%!+" #((2#125" +?%&7&+/!" -+" :

:"+1.";+1!2."/'$+'$21'25"#?+/-"::"-*2"$+%%/!&+'"!*2"

*#5"$12#-25";&-*"O#%A"M*+/,*"(1&7#-2%)"!*2";+/%5"

-2%%"Y2-21"*2";#!"'+-*&',"%2!!"-*#'"#"7&$-&0."!*2"5&5"

'+-*&'," -+" &'3%/2'$2." 25/$#-2"+1"(/!*"?#$<"+'" -*2"

+?7&+/!" !$#(2,+#-&'," -*#-";#!" -#<&',"(%#$2" &'" *&!"

52(#1-02'-A"\#12'" %#$<25" -*2" $+/1#,2" -+" $+'31+'-"

-*2"(21!+'";*+";#!"(#)&',"*21"?&%%."#'5"5&5'D-";#'-"

-+"5+"#')-*&',"-*#-";+/%5"5&0&'&!*"-*2"'/0?21"+3"

3/-/12"123211#%!"!*2"0&,*-"12$2&72A"

P&5:;#)"-*1+/,*"-*2"$+#$*&',."*#7&',"12$2&725"

#'"#--1#$-&72"C+?"+3321"31+0"#'+-*21"$+0(#')."Y2-21"

?&--21%)"12!&,'25"#'5"%23-"-*2"$+0(#')A

What Went Wrong?
Y2-21D!"$+#$*."\#12'."#%%+;25"*21!2%3"-+"?2"/!25"?)"

#",1+/("+3"72-21#'"!-#J"020?21!"-+"!-1&<2"+/-"#'5"

5&!#?%2" #" '2;" #'5" 2'21,2-&$" F$*#',2" #,2'-G" ;*+"

*#5" 12$2'-%)" C+&'25" -*2&1" +1,#'&4#-&+'A" B2" $*#%:

%2',25" -*2&1" $+03+1-#?%2" !-#-/!"S/+." -*12#-2'25" -+"

1272#%"-*2&1"%&0&-#-&+'!"#'5"%#$<"+3"<'+;%25,2."#'5"

-+"!/1(#!!"-*20"&'"-*2"(21(2-/#%"$+'-2!-"3+1"%&0&-25"

12;#15!"#'5"12$+,'&-&+'";&-*&'"-*2"$+1(+1#-2"#12'#A"

='"!+02"7#1&#'-"+3"!&?%&',"1&7#%1)."Y2-21"/';&j&',%)"

;#!"$+0(2-&',";&-*"+-*21!"3+1"O#%D!"#j2'-&+'."#'5."

3+1"*&!"(#1-."'+-"0#'#,&',"-*#-"5)'#0&$"#-"#%%";2%%A"

E&-*",++5"&'-2'-&+'!"?/-"/'#;#12"̀ "+1"/'$+'$21'25"

`" #?+/-" -*2" %#1,21" (+%&-&$#%" 2'7&1+'02'-." \#12'"

+'A" ea2!-215#)" =" -*+/,*-" ="0&,*-"?2"(1+0+-25.D"*2"

-*+/,*-."e#'5"-+5#)"="#0";+11&25"#?+/-"%+!&',"0)"

C+?"#'5"?2&',"!22'"#!"#"C21<"?)"0)"(221!AD"Y2-21";#!"

'+-"'#k72";*2'"&-"$#02"-+"+1,#'&4#-&+'!A"B2"<'2;"

-*#-" -/13" ?#--%2!." F31&2'5%)" 3&12.G" #'5" (1+32!!&+'#%"

C2#%+/!&2!" (/-" -#%2'-25" #'5" $#(#?%2" &'5&7&5/#%!" #-"

1&!<." #'5" *2" *#5" !/!(2$-25" 3+1" !+02" -&02" -*#-" *2"

0#)" ?2$+02" #" -#1,2-" 3+1" /(!2--&'," -*2" +1,#'&4#:

-&+'#%"#((%2"$#1-A"B2";#!"C/!-"12#%&4&',."*+;2721."-+"

;*#-"26-2'-"*2"*#5"?22'"-#1,2-25A

A Poor Result
]721"-*2"'26-"!2721#%";22<!."Y2-21D!"'2;"$+#$*"&'-21:

7&2;25"0#')"(2+(%2";*+"+J2125"#"1#',2"+3"7&2;!"

+'"Y2-21.";&-*"-*2"0#C+1&-)"+3"-*2"!2'-&02'-!"?2&',"

(+!&-&72A"N21-#&'%)" 5272%+(02'-" #12#!" 5&5" (12!2'-"

-*20!2%72!." 3+1" 26#0(%2." #" 32;" +3" *&!" $+%%2#,/2!"

-*+/,*-"Y2-21"$+/%5"5+"#"?2j21"C+?"+3"?2&',"!22'"?)"

+-*21!"#!"3+$/!25"+'"#"7#1&2-)"+3"#$-&7&-&2!."'+-"C/!-"

  Some coaches may not notice 

how they are being used and 

even manipulated by entrenched 

systemic forces and political 

agendas...”
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