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Hroot.com: You have said that your mission is to help successful leaders achieve a positive, measurable change in behavior. 

What do you mean by "successful"? 

Marshall Goldsmith: Almost all of my personal coaching clients are CEOs or leaders who have the potential to be CEOs in multi-billion dollar corporations. They are obviously very successful by any economic measure. However, when I use the term "successful" I am not just thinking of top executives. I use the term "successful" to apply to any leader who is well-adjusted to life and is able to function in normal organizational settings. I do not deal with people who have observable clinical problems. Although I work with very high-level executives, our behavioral change process has been implemented with thousands of leaders around the world from first line supervisors to CEOs. Our process works at all levels. 

Hroot.com: What do you mean by "positive change in behavior"? 

Marshall Goldsmith: By "positive change in behavior" I am referring to a measurable increase in effectiveness in demonstrating key leadership behaviors as judged by respected co-workers. In our process, we work with leaders to help them determine the changes in behavior will make the most positive difference in terms of increased leadership effectiveness. We then work with them to ensure that they become more effective in demonstrating these key behaviors as judged by respected co-workers. We also measure perceived increase in overall leadership effectiveness. Our recent research involving over 86,000 respondents (published in the journal strategy+business, Fall, 2004) has shown how this process works around the world. 

Hroot.com: Among coach, client and stakeholder - who makes the most significant impact in achieving positive behavioral change? 

Marshall Goldsmith: I recently published an article in Fast Company magazine called "It's not about the coach". This article uses examples to point out that the key people impacting long-term change are clients and their stakeholders - not coaches or trainers! As a trainer, I have conducted classes for hundreds of thousands of leaders. Many leaders have benefited from these sessions and have achieved positive change. Some have done absolutely nothing! I was no better (as a trainer) with one group or the other. In fact, the people who did nothing liked my training as much as the people who achieved significant positive change. As a coach, I have noticed the same thing. One of my clients last year improved more than anyone that I ever coached. Not only did he get better, hundreds of people around him improved. I spent less time with him than anyone I have ever coached. What did I learn? The key variable is not me - it is my client and his-her stakeholders. I am from

California. Our Governor, Arnold Schwarzenegger, has a great saying - “No one ever got muscles by watching me lift the weights!" 

Hroot.com: In your behavioral change process, your clients are asked to pick behavior to change and ask key stakeholders for suggestions. Does this mean that key stakeholders have to be coached at the same time? 

Marshall Goldsmith: In my personal coaching, I now always involve key stakeholders. This is one change that I have made over the past few years. I coach key stakeholders on how to help my clients and how to change their own behavior. There are a couple of reasons why this is a great idea: 1) it gets everyone involved in helping my client and 2) it helps the people around my client improve as well! 

Hroot.com: Besides 360 degree feedback, what methods do you use to collect feedback in your coaching process? 

Marshall Goldsmith: In my personal coaching, I always have one-on-one interview sessions with key stakeholders. I realize that this type of interviewing is too time intensive for all coaching interventions, but

for top executives I think that it is well worth the investment. Great progress can still be made without doing these one-on-one interviews. 

Hroot.com: Can internal HR coaches use your coaching process? What are the unique challenges faced by internal HR coaches? 

Marshall Goldsmith: Internal HR coaches can definitely use our process with great effectiveness! In fact, Linda Sharkey, Senior Vice President of HR for GE Capital, has published a wonderful article on this called

"Leveraging HR: How to Develop Leaders in 'Real Time'". Linda's article is part of the book Human Resources in the 21st Century (Effron, Gandossy and Goldsmith editors, Wiley, 2003). Linda and her HR colleagues at GE Capital produced long-term results that were just as impressive as those produced by external coaches. 

The unique challenges faced by internal HR coaches are credibility, confidentiality and time. In some cases internal HR coaches are not given credibility by leaders. They can same the same things as external coaches, but they are not taken as seriously. In some cases, internal HR coaches may not be seen as willing to treat individual coaching sessions and confidential discussions that are going to be used for development - not evaluation. If this occurs the client may be uncomfortable in disclosing too much to the internal HR coach. In many cases internal HR coaches may not have the time to work with individual leaders – even though they have the credibility and are trusted with confidential disclosure. GE Capital's HR team effectively managed credibility,

confidentiality and time - and produced great results! 

Hroot.com: You have mentioned that very intelligent, confident leaders often try to "win" too much and may have difficulty appreciating differing opinions. 

Why is "appreciating differing opinions" a common problem for successful people? 

Marshall Goldsmith: We all tend to accept feedback from others that is consistent with the way we see ourselves. We tend to reject or deny feedback that is inconsistent with the way we see ourselves. Successful

people have a very positive self-image and tend to agree with positive messages about themselves. Successful people are also focused on "winning". Normally, in business, this is a good thing. Unfortunately, sometimes we all try to "win" too much. In some cases the "victory" is not worth the cost! 

Hroot.com: Do you have a simple suggestion to help people who ten to "win" too much? 

Marshall Goldsmith: My suggestion is to stop - take a deep breath – and ask, "Is it worth it?" In many cases we may think that we are right. We may want to "win". It may not be worth it. This is even more important at home than at work. 

Hroot.com: You have recently co-authored a book called, Global Leadership: The Next Generation (Goldsmith, Greenberg, Robertson and Hu-Chan, Financial Times, Prentice Hall, 2003). How do you define global leadership? What are some of the most important qualities required for tomorrow's global leaders? 

Marshall Goldsmith: In our research, we interviewed over 200 specially-selected, high-potential leaders from 120 companies around the world. By "global leaders" we simply mean leaders that work with key stakeholders from around the world - not just from their own countries. Many of the qualities that these high-potential leaders saw as important today have always been important - such as, integrity, vision and customer focus. However, they listed five qualities that they believe would be far more important in the future than in the past – global thinking, cross-cultural understanding, building partnerships and alliances, technological savvy and sharing leadership. 

Hroot.com: You have years of experience in coaching leaders from different organizations. What is your biggest challenge? 

Marshall Goldsmith: The greatest challenge that I face in coaching is my clients' incredibly busy schedule. Almost every leader that I meet feels under more pressure today than ever before. Most are over-committed. My

challenge is to help them focus on the long-term benefit that can come from positive change in behavior and not to get lost in the short-term urgency of solving day-to-day problems. 

Hroot.com: What kind of people might make great coaches? 

Marshall Goldsmith: My organization, Marshall Goldsmith Partners, has coaches from around the world. We can provide coaching for leaders and many levels with coaches from different price points. Almost all of our coaches have advanced degrees in business, psychology or organizational behavior. To make our process work, I believe that the key issue is not the education of the coach - it is the ego of the coach! Too many coaches want to make ourselves the key to the coaching process. Our research shows how coaches that can "let go" of their own ego (and realized that the most important change will be created by their clients and co-workers) are the most effective. This can be a challenge for all of us - including me! As a Buddhist, I know how hard it can be to "let go" of ego and my need to prove how wonderful I am. A wise old saying notes, "Great is the need to the student to learn. Far greater is the need of the teacher to teach." 

Hroot.com: You are an icon in the management world. You have received a lot of recognition. What behaviors do you need to change? Do you have anyone who is coaching you? 

Marshall Goldsmith: Thank you for this nice compliment. Thanks as well for asking me to be interviewed by you. I think that your questions were very well thought-out and were important. 

I am not "better" than the people I coach. I have to continually challenge myself in order to keep what I am trying to change in focus. Like my clients, I am extremely busy and can become distracted with day-to-day issues. I can become "full of myself" and not give enough recognition to all of the important people around me. Every night, my coach calls me. We review a list of questions that help me focus on what

I want to do well and what I want to change. You might ask, "Why do you need help? Don't you understand the theory of behavioral change?" My personal challenge is not understanding the process - I developed the process! My personal challenge is applying the process in my own life. What I teach people is simple - it is definitely not easy. 

As a coach - and as a Buddhist - I understand that my biggest challenge is not my understanding of the practice - it is the practice of my understanding! 

