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VOX POP

Much of the previous
issue was dedicated

to goal-setting,

and this sparked
unprecedented
response from readers
as it whether it is
always helpful or
essential, Here's what
you thought

GOAL-SETTING:

In his feature for the March)April issue of Coaching at Work, “When own goals
are a winner”, Anthony Grant stressed the importance of goal-setting while
urging practitiomem o be fexible, Meanwhile, inour Research Matters
column, David Megginson called for more research fo be carried out into the
rovde of goals and predicted an increased focus on their downside, On the
following pages are some of your comments - and Grant's response

Mike Kitson

MLF master practititne, Done hest Group
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Anthony Grant raises
inleresting poinis,
although some of
the ideas upon which
the article is
predicated are
soimewhat suspect - bor example, that
“people who set avesdance goals tend
tor have higher levels of depresston and
lower bevels of well-being”

MLE pses 4 series of motivational
Facbors known as melia- progrioms; these
inelude whether people tend to see
things in small chomks or large chunks
{detall or big pleture ), and how we all
relate to time (in-time or througl-
time ). A major area within meta-
programs is the natural tendency lor
soume people Lo move either cowards or
away from goaks, which Grant calls
approsch and avoldance goals,

I have not come actoss anything in
MLP that lnks " away fram”™ with
peychological il-health as Grani
implies, [n Get, many *away from"
people are the hardest-working and
miost drven people you can find. They
tend not to stop working simply
becanse they never know when they
have reached a destination

A case in point is the actor Michael
Caine, who appears to be a classic
*away from" person. Caine has
spaken publicly about his deprived
childhoeod in the East End of London
and how a fear of going back to
deprivation and poverty is his driver
rovwor k. He will probably never

stop working, as be will never know
when he s safe from slipping back
into poverty.

| also struggled with Grant's view
that finding the adaptive behaviours
associated with o goal and
concentrating on these could be seen
as "Machiavellian™, Grant apparently
fails to recogmise hunmanisiic
counselling and therapy and the direc
links to coaching, where the coach
views a person holistically rather than
labelling them or fitting theen ino any
particular theony. 18 it underhand and
sly to help the chient toachieve their
desired goal?

There may be a difference between
where the organisacion and the
individual want to end up, but any
and every mode of assistance -
including a knowledge of motivation
theary, psychological drivers, and
value systems - should be wsed 1o
help all parties o get the best
ouicome possible

Mike Amos

Head of coaching, Chiumento
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Goal-setting can be a valuable part of
the eoaching process, but we shoulkd
awaid rhe “one slze s all® approach.
For example, specific goals framed
in terms af the desired cuteome can
be helpful in performance
codching, whereas in developmental
coaching the desived outcame may
b expressed in broader terms, al
least at the cutset, with specihic
goals becoming clearer only as the
ELIEI"IILrlg |:II'I IHI’I:"E'.‘HE‘E.
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HOW USEFUL IS IT?

Geaals can certainly |:||.-||1. bt they
can also restrict effective coaching.
The important thing for the coach is to
bolfow the interest of the person being
coached, stay an thedr arenda and live
with some ambiguity,

Ted Campbell

Dierectorn, emecitive 23
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[ ave been trained, os
mosE coaclies 1 i
believe in the value of
enabling clienis to
articulate the goals
they wint to achieve.
However, on several occasions this has
b o fruatless task, asthe client has
had little or no energy to set specific
groals. This has led me to be canlused
about the whiole goal-setting process
anel Boy believe thad 1t s ned the
straightforward process [limagined it
wienialiel B,

| now think goals showld
ETE T AsS i wihicsle Spectrm ol
autcomes, from the relatively vagee to
the highly specifc, Wil chis in mind,
gaitls should be formulated in
alignment with the enETEy and
motivarion of the individual.
Howewer, this strategy needs to be
balanced with those - perhaps more
\|1-e'|.'1ii.|' prubonmes that the
organisation might require.

Gil Schwenk
Frincipal ponsultant, Bath Consultancy Group
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Geoals or dialogue?
This is a goodd
crample of the
classie "eitherfor”
split that often comes
EELT BEL RUERETYS il:!ll1
Shall I do this or thai?

Ceals andd outeommes are the
lifeblond of coaching. Coeaches are
crapboyed by individuwals)
organisitions to help individuals o

maove from the current situathon toa
desired reality, Human brings are
goal-secking organisms, Cur
|r|ga:l|'..',|1iur|.-:._ economies and
political systems are based on goals.
Without goals, how could we possitily
baild a ¢ase for the value of coachbng?

{hn thee ather hand, we are not .
hemian doings but human Beings,
Dialesgue is an essential ingredient of
collaboratively being together in our
drganizations, society and the world.
Kobust coaching diabogue is
generative, enabling the client to think
maore fully and deeply than they eould
by themselves,

Consequently, it is “both i,
Dialogwe helps tecreate goals cthat
comer from the client's “heart” with
passion and moovation to achiewe.

David Megginson

Profeszar of HRD, Caaching & Mertaning
Reseanch Lnit, Sheffield Haltam Unbversity
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I have come to think
i #r wals can be
inhibiting,
WIS SRATY 0T
irrelevant. This used
boowoTy me s people
stich as Anthony Geant, John
Whitmaore, amd Berg amd Svahad all said
that goals were at the heart of
¢.'v::-.|;'|1:|r|g. | wondered whether it was
Just me whiewas the bad coach, whio
didn't know how to use them
praoperdy. Yet when | looked more
deeply at the literature, 1 found that
although it was mostly uneguivocal in
s support bor goals, there were
cxoeptions, Writing from other Relds
resndoroed my view that roals may not
bz an unalloyed good

My enquines into codches’ struggles
with goals indicate | may oot be alone
i miy concerns, | have gathered data
vida short open-ended questionnaire
atid from focus groups. Here are some
evaluanve comments made at one

such group during a Sheffeld Hallam
rescarch day:

& Gioals can limit whart is covered and
prevent broad developmen

o Goals are linked to business needs ay
opposed o the individuaals,

# [f coaches insist on goals, will

this stifle “matural " coaching
mentonng developing ?

[ ] l]lllH-::l.llh aclas a emtlohexeuse to
avirich what woulbd be painful{beneficial?
# Goals can close the door on emergent
apportwnityserendipity.

w Goal-setting can be profoundly
destructive to the coaching process.

# Croals are aften predetermined and
redichned by the third session.

# Does the need for measurement
demand excessive focus on goals?

® Preset goals are usually vague and
shift over time for everyiody.

My felelwark indacates that the
concerns about goal-setting in
coaching and mentoring are;

o Gioals tend to be specified by
oeginisation representatives, not the
chient. This can diffuse motivation and
create conllicts of interest

w Goals stifle rhe agenda and limii
development, Clients can restrict
themselves by seicking to the goals that
they set ai the start,

® Loals can be a cruteh ar o
dgstraction, preventing the addressing
ol bigger concerms, Coaches, too, can
collude i d ISCUSSINE an
arganisationally leghimated agenda
at the expense of not exploring

cither Bssnes that, while painful, could
be brenehcial.

Some members of the group said
thiey used goals sometimes, to good
elfect. Direction, purposeor focus
was widely considered necessary even
by those with thie mast resenations
about goals,

Anthany Grant does highfizht some
of the dangers. | am not making black-
antl-white statements here; juse stating
that there is a shade of grey, »




