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Foreword 

Every organism—plants, insects, and 
animals—develops more effectively 
with the right environment. For 
humans, coaching is a key 
environmental catalyst to accelerate 
development. And the best coaching 
methods have emerged out of 
science in a variety of disciplines, 
especially Industrial-Organizational 
Psychology. But until recently, these 
valuable vitamins and minerals were 
locked away in peer-reviewed vaults, 
and were too expensive to scale to 
large numbers of clients.  

Recent technological inventions make the personal touch of a coach much 
more accountable, embedded, and supportive than ever before. This eBook 
outlines some of the more exciting science and technology innovations that 
are especially useful to both clients and coaches. 

We hope you find this book a valuable path to better coaching. 

Matt Barney, Ph.D. 

Founder & CEO 
LeaderAmp

Subu Goparaju

Co-Founder, Member of the Board & CTO
LeaderAmp
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ABOUT 
Matt Barney, Ph.D. is the Founder and CEO of 
LeaderAmp, a funded startup with a patent-pending 
mobile platform for coaching, assessment, and journaling. 
It is based on a evidence-based model Dr. Barney 
developed at Infosys, and resulted in 86% of global 
leaders growing significantly each year. He has over 20 
years of experience in senior and strategic roles in 
multinational (Infosys, AT&T/Lucent, Motorola), 
healthcare (Sutter Health, Merck), and startup 
organizations. Dr. Barney has authored five books, seven patents, over 40 
peer-reviewed works, and has presented 178 keynotes in 13 countries. In 
2015, he was appointed to the Business Affairs Committee of not-for-profit 
scientific publisher Annual Reviews. He holds a B.S. in Psychology from the 
University of Wisconsin-Madison and an M.A. and Ph.D. in Industrial-
Organizational Psychology from the University of Tulsa.  

Subrahmanyam (Subu) Goparaju is Co-Founder, CTO, 
and Member of the Board of LeaderAmp. Previously he 
was SVP and Executive Council Member of Infosys where 
he led Infosys Labs, the company’s Technology Research 
and Innovation division. Subu started his career as a 
software engineer with Infosys and spent 25 years there 
before moving to Innovation Coaching and Venture 
Capital. At Infosys, Subu played several key roles in Client Management, 
Services Delivery, Business Development, and Technology Research and 
Innovation. He was a key leader and member of several strategic 
transformational programs of the company over the years. Subu established 
research and innovation co-creation relationships with many universities, 
research institutes, and start-up clusters around the world including Silicon 
Valley, Europe, Israel, and Australia. Subu is also a Co-Founder and Director 
of Excubator Consulting, a startup incubator and corporate venturing 
advisory. He is an angel investor in early-stage startups with a particular 
interest in coaching, healthcare, and cybersecurity. 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CHAPTERS 
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1: Seeding 

The foundation of great 
coaching requires client 
motivation, a trusting 
relationship, and clear 
goals. 

2: Nurturing 

Coaches are like a ray of 
sunshine that can help a 
client grow faster when 
they incorporate evidence-
based methods using the 
latest technology. 

3: Blossoming 

Clients learn by practicing 
and letting mistakes be 
their teachers. Coaches 
maximize impact by 
embedding guidance into 
clients’ daily lives.
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INTRODUCTION: WHAT IS COACHING? 
 

We all would like to blossom to our fullest 
possible potential, and make our dreams come 
true. But only when we’re planted in the nutrient-
rich soil of support, with plenty of opportunities to 
stretch, is it possible for us to flower. And we’re 
much more likely to sprout new skills when we 
work on developing ourselves with behaviors that 
are not too hard, nor too easy, but are just 
challenging enough that we make a sufficient 
number of mistakes to learn. 

As David Peterson, Director of Executive Coaching at Google, says, coaching 
is “the process of equipping people with the tools, knowledge, and 
opportunities they need to develop themselves and become more effective”. 
The best coaches skillfully use the latest behavioral science together with new 
mobile technology. Great coaches also realize that some clients are much 
more likely to practice and learn than others. The most coachable clients tend 
to consider feedback a valuable gift, have a strong desire to get ahead, and 

consider their mistakes an opportunity to learn. 
Their burning optimism about their ability to 
persevere and learn in spite of setbacks is a 
tremendous asset, just as a drought-resistant seed 
is more likely to bear fruit in arid soil.  

This short eBook is all about improving the 
coaching process with innovative methods that 
are anchored in science, amplified with new 
technology that provides an unprecedented 
deg ree o f on - the - job pe r sona l i za t ion , 
accountability, and scalability.   

Why do we focus so much on science, leveraged by 
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technology? Because too often, coaches fail to improve a leaders potential or 
performance. Seminal research by Kluger and DeNisi (1996) suggests that 
only 30% of feedback interventions like coaching actually produce the results 
they desire. Only the most sophisticated approaches produce better 
coaching. 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CHAPTER 1: SEEDING 

Horticulture and coaching are remarkably similar. Both are anchored in 
science, and are most exciting and effective with the personal touch of the 
expert. In horticulture, there are stages of cultivation that parallel those we 
coaches use for finding, initiating, and sustaining the development of our 
clients. The best seeds have superior genetics (DNA) for producing stems, 
flowers, and fruit. Similarly, some people have personalities and abilities tied 
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to their family and career history that 
improve their odds of taking a coach’s 
guidance seriously. Great coaches have to 
initiate a trusting relationship with a 
client, using their own unique style that 
must be anchored in the science of 
assessment and intervention, to improve 
the odds of the client achieving his or her 
objectives. While every client has the 
potential to develop, each has a different 
likelihood of flowering into his or her full 
potential. In both botany and coaching, 

science and style are relevant.  

All organisms have an intrinsic capacity to grow. A client’s developmental 
potential involves the likelihood he or she will deliberately practice the 
coach’s recommendations and then reflect on the lessons learned from that 
experience. Only those clients who make a concerted effort to practice—fully 
expecting that they will make mistakes, experience speed bumps, and have 
setbacks—have the best chance of success. One new technology that helps 
organizations find the most coachable clients is the use of a “Time Trial.” 
Inspired by the Olympics, it asks each prospective client to prove that he or 
she is keen on practicing by having the client apply mobile artificially 
intelligent coaching and then journal about the lessons learned. Only those 
prospects who show their seriousness, in addition to scoring favorably on 
Computer Adaptive Measurements, earn the privilege of being coached. 
Screening procedures like this ensure that clients are ready, and have the 
personality attributes that are hard to grow, before coaching begins. There are 
other dimensions of developmental potential that are more malleable. For 
example, Grit—one’s tenacity to pursue long term objectives in spite of 
setbacks—can be developed with effort, though the effort needed may be 
substantial.  

Some nurturing activities come before others. While seeds must first be 
planted in nutrient-rich soil before being watered and given exposure to 
sunshine, the expert horticulturist must be able to nurture a wide variety of 
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different plants, with different 
goals. For example, Japanese 
Bonsai require different pruning 
than fruit trees. The expert 
horticulturist must know in 
advance the unique aspects of 
the seed, the soil, and the 
strategy required to grow any 
particular beautiful flower or 
fruit. In coaching, our need to 
tailor our approach to the 
uniqueness of our clients is the 
same. Coaches add value to clients by nurturing them in similarly customized 
process: 

1. Initiate a trusting relationship  

2. Commit publicly to practicing and reflecting on lessons learned 

3. Baseline current capabilities using engineering-worthy measurements 

4. Set goals that are difficult but achievable 

5. Practice on the job in order to stretch, fail, and learn from experience 

6. Evaluate progress periodically by remeasuring 

Seeds germinate when the right environmental conditions—water, oxygen, 
temperature and light—are available. Until then, even the best seeds with 
superior DNA will lie dormant. When exposed to the right conditions, either 
natural or artificial, viable seeds germinate. Similarly, the best coaches 
proactively help clients create the right conditions for learning. Crucially, one 
component of better coaching is encouraging clients to seek out their own 
mentors, scaffolding, and suggestions for improvement from the people 
around them. To know the level of challenge that is appropriately 
developmental, a key element of this is measuring where the client is today, 
so he or she knows where growth is required.  
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This baseline is crucial to setting difficult 
but achievable goals for development. 
Goals may be challenging in that they may 
be stretch goals or upset conventional 
thinking. Goals must motivate clients to 
work hard to learn from their experience, 
but not be so difficult that they drown.   

In order to realize these goals, coaches 
must help clients follow through on their 
commitments to deliberately practice in 
between personal sessions. Intentional 

practice must be coupled with reflection and feedback to accelerate learning 
and evaluate progress. But without some of the new technologies, it’s nearly 
impossible to know whether or not clients are practicing effectively when 
they are not with the coach. Further, each individual client is unique. 
Consequently, the approach we take to support a client must be customized. 
It is also essential for the client to understand, appreciate, and commit to the 
process. Publicly committing to goals has been found to be nearly twice as 
effective as merely writing goals down. A formal coaching contract is a good 
way to do this.  

Stakeholders and Supporters 
Flowers require sunshine, bumblebees, and rain: a nurturing environment. In 
coaching, the roles of mentors, managers, and other stakeholders play the 
role of the nurturing environment. A supportive environment that includes 
stakeholders, supporters, and sometimes even customers can greatly improve 
developmental efforts by providing a safe environment for practicing new 
skills, and extra scaffolding to support learning. The best clients proactively 
manage their own environment for coaching to improve their odds of growth. 

A coach can help a client proactively identify and establish the right set of 
mentors and other stakeholders who can suggest new actions, provide 
feedback, and remove barriers that might hinder the client’s ability to 
practice. 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CHAPTER 2: NURTURING 

As seeds sprout, they need nutrients to flourish. But horticulturists cannot 
inject sustenance into the plant’s cells directly. Instead, they supply nutrients 
to the environment around the plant, such as mineral-rich soil, water and 
plenty of sunshine, and allow the seedling to develop itself. Similarly, 
coaches cannot directly inject capabilities to the minds of clients. Instead, the 
best coaches persuade clients to proactively create an environment that is 
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rich in opportunities for stretch experiences and feedback with support from 
others around them. Coaches, mentors, and supervisors of our clients are just 
special cases of environmental resources to help clients grow. 

And each client is unique. Just as some fruit trees require more minerals than 
others to produce the best fruit, each client is special, situated in a particular 
environment. Nevertheless, all plants need water and sunshine. Similarly, 
even though each coaching engagement is different, there are some 
universals for development that are important to developing all clients. The 
best coaching uses evidence-based approaches such as: 

 Spaced Practice People grow most 
effectively when they practice in their 
“Goldilocks Zone.” The Goldilocks Zone is 
the area of challenge that is painful enough 
for the client to make mistakes and then 
reflect on these “stretch” experiences. 
Spacing the practice over a period of time in 
regular intervals has been found to be 
especially effective. Coaches can help clients 
in establishing a habit of deliberately 
practicing at regular intervals at levels of 
difficulty that are sufficiently difficult (painful) 
and not too easy, nor too hard (e.g. damaging to identity). Later, we’ll 
introduce a new form of Artificial Intelligence that helps clients space 
tailored practice, pinpointed at their optimal level of pain, embedded into 
their daily life. 

 Principles of Persuasion Great coaches convince their clients to adopt 
their recommendations without coercion or trickery, using Cialdini’s 
methods for ethical influence. To be highly persuasive, coaches must do 
their homework so they can influence in ways that are meaningful to each 
unique client and his or her unique context. In particular, shifting the client’s 
attention to relevant stimuli requires subtle preparations that begin even 
before meeting the client. To really be effective in influencing clients, it is 
important to proactively learn about each unique individual. Coaches can 
do this by reviewing his or her profile on LinkedIn, reading blog posts he or 
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she has authored, or asking other people 
about him or her. Further, it is also crucial 
that coaches ensure they are taken seriously 
by proactively establishing their credentials in 
the minds of their clients. Cialdini’s seven 
universal principles of persuasion include: 

1. Reciprocity All of us are obliged to give 
back to those who have given to us 

2. Liking We prefer to say “yes” to those we 
like 

3. Unity When we see others as part of our 
identity, family, and community, we’re 
highly likely to take their advice. 

4. Consensus We decide what to do in uncertain situations by looking at 
what others are doing 

5. Authority We rely on those with superior knowledge or wisdom for 
guidance on how to act 

6. Consistency Once we make a choice, we feel personal and interpersonal 
pressure to behave consistently with our prior commitments 

7. Scarcity Opportunities appear more valuable when they are less available 

 Scaffolding Leaders grow faster with 
extreme levels of support from the people 
around them—mentors, supervisors, 
f r i e n d s , c o - w o r k e r s , a n d e v e n 
subordinates—than they would otherwise 
do on their own. Developmental experts 
call this major support “scaffolding”, 
because support functions the same way 
that a building is supported by extra 
hardware while it is being constructed —
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without it, it could not be built.  

1. Mentors, having “been there and done that,” can support developing in 
a wide range of ways. Mentors can give perspective, suggest 
developmental actions, help proteges get unstuck, and be aspirational 
role models. Crucially, mentors can provide access to additional 
supportive resources such as introductions or physical or financial 
capital. 

2. Managers can identify, delegate, or open up new tasks and projects that 
allow a coach’s client to practice new behaviors and provide 
appropriate feedback.  

3. Peers both within and outside the organization can help by providing 
guidance on their view of the target behaviors and on how to navigate 
the environment.  

4. Subordinates can also provide feedback; smart leaders create an 
environment of open feedback with their direct reports.  

5. Coaches can help leaders find mentors and influence support from their 
key stakeholders and supporters. Practicing in a supportive and safe 
environment can help the clients try new behaviors without becoming 
overly worried about the consequences.  

 Feedforward/Feedback Feedforward 
involves a client proactively asking others 
to suggest new behaviors that will help 
them develop. This type of inquiry about 
future behavior is less threatening than 
feedback, which forces the client to 
reflect on what earlier behaviors were 
less than effective. Positive feedback is a 
good motivational reinforcement and can 
encourage a client to stay engaged. At the 
same time, when providing negative 
feedback it is very important to focus on 
the observed behavior, and the undesirable consequence, without being 
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judgmental. A corresponding suggestion about new behaviors can make the 
client reflect more deeply and motivate him or her to try new behaviors. In 
this way, it is ideal to leverage both feedback and feedforward techniques 
together. 

 Progress Principle Harvard Business 
school Professor Teresa Amabile has 
shown that information about even small 
signs that a client is improving is 
powerful to sustain his or her enthusiasm 
to continue practicing. Consequently, it is 
important for us to help our clients break 
a larger goal into a series of achievable 
smaller wins. As a new baby step is 
a ch i eved , t he coach and o the r 
stakeholders should praise the progress 
the client is making. Professor Amabile 
and her team have also shown that the negative effects of a setback are far 
more negative than the positive effects of a win—nearly three times as high. 
Consequently, clients need to hear the coach praise many small bits of 
progress for every one time he or she provides corrective feedback. 
Additionally, a spiral relationship exists between performance and self-
efficacy. Systematically leveraging the progress principle helps us have a 
positive spiral with our client’s progress, in spite of the inevitable mistakes 
and setbacks he or she will experience.  

 Mental Contrasting NYU Psychology 
professor Gabriele Oettingen has shown 
that when people compare their desired 
future with their present reality, they’re 
more likely to strive to achieve their goal, 
as long as they feel that chances of 
success are good. Coaches should 
encourage clients to visualize the gap 
between where they would like to be and 
where they are now and to work on one 
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obstacle that must be overcome to realize the objective. Mental contrasting 
can help leaders arrive at more realistic and achievable goals.  

 Cognitive-Behavioral Techniques A 
leader's constructive self-talk can help 
pull him or her through the toughest 
situations. Conversely, some leaders are 
their own worst enemies with their self-
defeating reactions to stressful events 
outside of their control. Helping clients 
consciously monitor their cognitive 
interpretations is key to helping them 
improve their dominant behavioral 
responses feel better about dealing with 
stress. Coaches who are well-versed in 
Cognitive-Behavioral Therapy techniques can help their clients access and 
monitor their cognitive interpretations and appreciate where their behavior 
emanates from. Coaches can then help the clients come up with new 
interpretations of major events and develop more effective behavioral 
responses.  

 Mental Models Mental models are the 
knowledge structures leaders use to 
organize new information, make sense of 
complexity, and simulate different 
scenarios in their heads. Mental models 
that represent the marketplace, their 
teams, their technology, and so forth help 
leaders make better decisions and take 
sensible actions quickly. There are several 
ways that clients can develop their 
mental models. First, by establishing a 
habit of reading relevant articles, 
journals, and blogs, leaders can stay on top of a variety of changes inside 
and outside their organization. Second, they can tap into mental models of 
other stakeholders, such as their mentors, by regularly asking for their 
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perspective on current changes in the competitive landscape. Third, by 
performing detailed reviews of their developmental experiences and 
encouraging them to reflect upon their mistakes in a deep way, coaches can 
help their clients suitably alter or improve their mental models. This can, in 
turn, improve a client's ability to deal with higher levels of complexity, make 
better decisions, and act/behave differently. When the coach has access to 
real-time mobile journals, it provides an unprecedented degree of 
transparency into how a given client is practicing and whether or not their 
mental model is growing well. 

 Teaching Moments Our mistakes, 
errors and failures can be our 
biggest teachers. Good coaches 
help leaders make lemonade out of 
these experiential lemons. Coaches 
should leverage these teaching 
moments in several ways. First, 
they can inoculate clients to 
i n t e r p r e t m i s t a k e s , s p e e d 
bumps ,and hiccups as a normal 
part of the learning process, and as 
a signal that there is something 
new to learn. Second, great 
c o a c h e s m u s t d e s i g n o r 
recommend experiences that the 
client will practice that are appropriately difficult: the client should fail some 
of the time, but not drown. If a client indicates that he or she is not 
struggling to deliberately practice, it is a sign that the client is working on 
tasks that are too easy to be developmental. And conversely, if the client 
reports complete failure with his or her experiences, it is a sign that the tasks 
he or she is attempting are far too hard at this time. We will later review new 
technology that helps coaches ensure that each developmental task is “just 
right” for the client’s current level. Third, coaches can improve a client’s 
absorption of learning by helping them constructively reflect on successes 
and failures. Good coaching not only helps clients learn from mistakes 

!  11
Copyright 2017, all rights reserved  !



during the engagement but also builds the skill of autonomously learning 
from failure.  

Individual Coaching 
In addition to evidence-based 
coaching skills, a coach should also 
be able to support leaders in a 
deeply personal way that respects 
the context of their overall business 
objectives and career aspirations.  

In botany, while there are many 
universal principles that can nurture 
any plant, the best horticulturists 
know the special needs and 
challenges of the specific species 
they are trying to grow, in each 
ga rden ’s un ique cond i t i ons . 
Similarly, a coach who doesn’t 
understand the client’s organization can be helpful in providing feedback and 
suggestions about behavior change, but will not fully reduce the risks to the 
client as he or she strives to realize important goals. The most effective coach 
will help the client manage his or her own environment to make it more 
conducive to development by suggesting activities such as influencing clients 
to look for supporters and proactively scanning their workplace to find 
opportunities to practice.  

Similarly, excellent individual coaches must have mastery of the science of 
leadership and its development, in the context of many other business 
disciplines (e.g. Finance, Strategy, Operations). Organizational psychologists, 
organizational behaviorists, and political scientists are the experts who have 
uncovered for over 100 years the drivers, behaviors, and consequences of 
leadership. Coaches who are fully proficient at the individual level also have 
potential to coach groups or teams. Ensuring full proficiency at the individual 
level before moving to larger systems is crucial, as group coaching includes 
numerous complex social dynamics that are not present with individual 
relationships. 
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Group Coaching 
Because individual coaching is so 
expensive, corporations are increasingly 
turning to group and asynchronous mobile 
coaching options. These “high-touch, high 
tech” innovations provide affordable forms 
of individualized support in ways that 
traditional training or coaching cannot. 
While affordability is a good reason to 
consider group coaching, it also poses 
additional risks and returns distinct from 
individual coaching.  

In botany, agriculture, and horticulture, 
plants of different varieties are sometimes raised together. These “companion 
plants” grow better together by helping one another in improved pest control, 
pollination, providing habitat for complementary species, and in many other 
ways that improve crop productivity.  

In business, it is important to distinguish between individual leader 
development and collective leadership development. Being a better leader is 
about growing yourself to make the future a reality. It is also about being 
better prepared to participate in leadership activities that grow the social 
capital of the organization. Collective leadership development involves 
growing the social capacity to lead that can provide a competitive advantage 
by enabling colleagues to better collaborate and adapt to turbulent markets. It 
also involves developing team mental models, shared vision, group values, 
and organizational culture. For this collective form of development, a group 
coaching approach is often better suited than individual coaching, because 
the group members can build relationships by supporting one another in 
learning. It also helps everyone get a better understanding of one anothers’ 
capabilities which helps allocate team tasks to the most appropriate (e.g. 
highest proficiency) team member.  

Group coaching is: 

i. 70% to 90% more affordable than traditional one-on-one coaching 
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ii. Uniquely helpful in learning vicariously from others in the group, who 
often work in different time-zones, industries, and even different 
cultures 

iii. A practical way to provide company-specific support, such as cultural 
transformation 

Group Coaching Limitations 
Group coaching is not a panacea. First, 
group sessions are substantially harder 
to facil i tate than individualized 
coaching because of the dynamics of 
groups. For this reason, they require a 
more senior coach who can shift 
between actual coaching, ensuring that 
quieter group members get their voice 
heard, and even transitioning to training 
to address some topics that are best 
taught, rather than coached. They also 
requires a mechanism for topics to be 
prioritized. We’ve had success creating 
private LinkedIn communities, where the 
first leaders to post questions each week would win the right to have their 
issues dealt with in the subsequent group coaching session, ahead of others 
who were inactive. 

Second, most leaders are more comfortable opening up about their personal 
challenges in a private, intimate setting. If a coach doesn’t have a mobile 
coaching platform to address private concerns between group coaching 
sessions, he or she can switch to mobile text (also called Short Message 
Service or SMS) or email. But these messages can get lost, accidentally 
deleted, or forgotten. To ensure that personal issues are effectively addressed 
in group coaching, coaches have to establish the group as a safe space, with 
appropriate ground rules and reminders, to coax people into keeping 
confidences and establishing mutual support as the group’s norm. This can 
include asynchronous on-line communities such as private LinkedIn forums 
or newer group mobile messaging. 
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Third, the logistics are more tricky than individualized synchronous (e.g. 
Skype) or asynchronous (mobile messaging, email) coaching because 
participants get sick, become busy, or may forget to attend. Just managing 
individual team members’ ambient noise (un-muted) can waste valuable time 
that otherwise could be developmental. Further, not all videoconference 
platforms can handle large groups, and the larger the group the less personal 
the coaching. Even with just one other participant in group coaching it is less 
personal, unless it is complemented with other forms of support like 
mentoring. The best group coaching occurs when complemented by 
personalized asynchronous mobile and Artificially Intelligent coaching. This 
way, an individual leader can get support from peers or team members, and 
also receive expert guidance privately through their mobile coaching facility.  

Group Coaching Advantages 
G r o u p c o a c h i n g h a s s o m e 
advantages over individualized 
coaching. First, it is vastly more 
scalable and affordable to more 
people globally than traditional 
coaching.  

Second, participants appreciate 
learning from archival recordings 
that are posted on a private shared 
cloud drive when they miss a 
session. While these records can 
serve as a historical set of resources 
for reference, they also raise privacy 
risks—individuals might share private conversations with others who were 
not in the coaching cohort. We have been leading group coaching since 
2014 without experiencing this problem. 

Third, participants can learn from each other vicariously. We recommend 
combining group coaching models with mobile coaching so the leader gets 
the best of each: private coaching for sensitive topics and group coaching for 
vicarious learning and much better systematic support from stakeholders who 
are participants in their cohort. 
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Clone Coaching: An Artificially Intelligent Game Changer 
 

Just as modern farms use artificially intelligent tractors guided by Global 
Positioning Systems (GPS) to spread human-engineered fertilizers on their 
fields, new coaching technology has similar benefits to augment traditional 
approaches. Artificially Intelligent (AI) coaching has several advantages over 
individual or group coaching alone: 
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 Clone Coaching The best AI 
coaching uses the suggestions of 
famous experts tailored to each 
unique leader’s “Goldilocks Zone,” 
so that cl ients can practice 
behaviors that are just right for 
them, at the exact days and times 
they prefer. For example, most 
entrepreneurs would love to get 
suggestions from Elon Musk or 
Oprah Winfrey about what they 
should do to grow. New AI can help harvest suggestions from famous and 
expert leaders, and then calibrate the guidance in that leader’s own words. 
The result allows the AI tech to complement an intimate engagement with a 
real human coach with mass-personalized coaching directly from highly 
respected sources. 

 Serve More Clients AI coaching 
gives coaches a way to serve more 
clients, with higher margins, 
wi thou t cann iba l iz ing the i r 
individual coaching practice. 
Because AI coaching is always with 
a client, a coach can responsibly 
lower the price, and lower the 
number of sessions he or she sells 
to a customer. This is feasible 
because coaching can occur through a mobile platform as the coach 
watches the client apply the AI or “Clone Coaching.” The AI coaching is a 
fraction of the cost of a human coach. This makes it affordable for all levels 
of high-potential leaders. 
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 Personalized Each client can 
s chedu l e t he expe r t C lone 
Coaching on the exact days and 
times of his or her preference. 
Because each piece of Clone 
Coaching is about the size of a 
Twitter “tweet”, and calibrated to 
be neither too hard nor too easy for 
their specific proficiency level, 
each client can rest assured that he 
or she is likely to grow by practicing, and then journaling about the lessons 
learned from the experience. Because the client commits to the coach to 
practice deliberately and regularly, the coach has an unprecedented 
visibility into each clients’s private journal. Each coach can further 
personalize asynchronous coaching by reviewing a client’s journal or 
mobile messages and complimenting, redirecting, or nudging clients 
accordingly. 

 Embedded Whereas individual and 
group coaching are events that must be 
scheduled away from a person’s regular 
work or life, mobile AI coaching is a 
part of a client’s life, just when the 
client needs it.  Clients schedule, 
through an app, when they wish to 
receive Clone Coaching messages in 
the mornings of their preference.  The 
expectation is that clients do their best 
to deliberately practice this Clone 
Coaching, and then in the evenings 
they get another mobile push notifications to journal about the lessons 
they’ve learned from these attempts to practice. Most leaders prefer to use a 
voice-to-text technology like Siri to capture their thoughts about 
experiences, to make it even more natural, and give the coach even more 
detail about what they are doing in between coaching sessions. 
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Q u a n t i fi e d S e l f A m a j o r 
movement in fitness technology 
(e.g. Fitbit and Apple watch) is the 
strong desire of people to track 
their progress in their health, 
wellness, and just about any other 
area of concern. For growing a 
leader, the shortest, most precise 
self and 360 assessments use 
Computer Adaptive Measurement 
(CAM) to achieve engineering-
worthy information. The new mobile platforms for measurement allow the 
client to manage their own 360, making it a) much more globally scalable to 
manage the logistics of 360s; and b) accountable, because the coach has a 
private window into a client’s progress in enlisting stakeholders. But beyond 
the measurement benefits of a “Quantified Self” approach to development is 
the ability for coaches to unobtrusively support clients in-between sessions.  
When coaches have clients use the AI coaching, each client has to schedule 
when he or she will get a reminder to journal about what was learned from 
applying that AI coaching. When clients do journal, coaches gain a private 
window into the emotions and learnings of their clients between coaching 
sessions. To scale this sort of Quantified Self for developing leaders on a 
global level, you need an AI platform that automatically remeasures progress 
like a Fitbit, and also suggests specific behaviors that are appropriately 
challenging. For example, if you were wanting to grow your charisma—your 
ability to inspire and motivate others—the computer-adaptive assessment 
would identify where you are on the charisma “thermometer”, and only 
suggest actions to practice that are appropriately challenging for your level.  
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The graphic below shows specific behaviors that stakeholders view as 
charismatic, such as signifying the importance of the team’s work. Simply 
pointing out that the collective work we’re all doing is important seems easy, 
but it’s appropriately challenging if you’re very low in charisma. Conversely, if 
we were to coach Oprah Winfrey, we would ask her to continue to weave 
metaphors into her speech, which you can see is one of the tougher 
behaviors (“items”). 
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CHAPTER 3: BLOSSOMING 

Flowers encounter a wide range of threats as they grow. Temperatures may be 
too hot or cold. The sunlight may be insufficient. Buds may attract parasites, 
or be eaten by a wide array of herbivores. An expert horticulturist regularly 
checks the progress of the plant to change their strategy as needed to help 
their plants bloom to their fullest potential. Similarly as clients apply a 
coach’s advice, they experience both successes and setbacks. Coaches can 
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systematically adjust their own approaches to help clients realize their goals. 
The science suggests several strategies for proactively supporting our clients: 

 Nudge Clients often forget to 
practice, and become discouraged 
by their mistakes. Part of the role of 
a c o a ch i s t o h e l p c l i e n t s 
deliberately practice behaviors that 
will help them grow, and help them 
see that failures can be teachers. 
Coaches also need to be proactive in 
helping clients think about how best 
each should practice—in both real 
and simulated situations. In the real 
world, coaches should track a 
client’s progress by reviewing his or 
her journal entries in between 
coaching sessions. This way, the 
coach gets to see when a client 
n e e d s s o m e e x t r a h e l p , 
encouragement , o r a gen t l e 
reminder. When clients use a mobile 
journal (e.g. using text-to-speech software like Siri) it is both developmental 
and makes it easy for coaches to unobtrusively look into the private successes 
and failures of clients, and provide mobile just-in-time coaching, as needed. 

As they practice, clients face a variety of barriers. Some may underestimate 
the importance of deliberate practice that results in making mistakes. Others, 
after seeing early successes may become over-confident. A few become 
dejected after early failures, and may threaten to give up. Coaches must 
support clients through any of these challenges. One way good coaches do 
this is by providing both honest praise, and a balanced perspective on what 
things went well and what did not. A trusting coach-client relationship can 
ensure that clients share their concerns and failures with coaches openly and 
confidentially. Doing this on a mobile platform allows you to deepen the 
relationship, even when you’re not with a client. 
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 Simulations Just as pilots practice 
flying in a fake, safe environment that 
simulates aviation physics, clients also 
need safe spots to practice without the 
possibility of harming themselves or 
others. Coaches can simulate difficult 
leadership situations, and recommend 
safe places to practice new behaviors, 
such as a digital simulation or volunteer 
leadership opportunities (e.g. United 
Way, Red Cross/Crescent). Simulations 
can be as simple as clients talking 
through scenarios with their coach, 
mentors or manager. Very sophisticated 
simulations include high-fidelity 
computer-based business games. 
Coaches may also encourage clients to practice in a charity/philanthropic 
situation that is similar to their own work, but whose potential negative 
consequences are not so harmful to their career. 

 Safety Nets 

It’s easy for all of us to slip into old 
habits when we’re trying to change. 
Coaches can help clients by making 
them understand that while some 
hiccups and setbacks are expected 
and normal, the client can let those 
slips be reminders to redouble their 
efforts. With the orientation that 
mistakes are a sign of something to 
learn, there are several ways to 
l eve rage s t ra t eg i e s t o make 
development permanent. First, before the coaching begins, it is crucial that 
each client make public commitments to their stakeholders about their desire 
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to change, and request their support. This public declaration provides the 
backdrop for the coach to remind them about keeping their promise to 
themselves and their supporters. It also puts supporters on notice that the 
individual would like help, increasing the odds that others will provide a 
nurturing environment for new behaviors. Second, coaches should set 
expectations in the first meeting that clients should expect setbacks, and use 
any reversion as a sign that the client needs to practice more rather than 
getting disappointed or indulging in self-doubt. Third, coaches must help 
clients figure out the root causes for relapse. One way to address this is by 
encouraging clients to leverage stakeholders and supporters as “wing men” 
and “wing women,” to catch them if they slip back to earlier behaviors.  

Coaching “Gifts” 

When coaches invest in client 
relationships in personalized and 
pleasantly surprising ways, they 
stand a far better chance that clients 
will take their advice to heart. By 
proactively sharing relevant articles, 
videos and opportunities to practice, 
coaches can help accelerate a 
client’s development. These “gifts” 
are powerful only when they are 
p e r s o n a l i z e d t o t h e c l i e n t , 
unexpected, and deeply meaningful. 
To achieve that level of impact, it is 
crucial that the coach do homework 
to really get to know the client, so that the gifts are as tailored as possible. 

Gifts can include anything that the client values, and the best ones in a 
coaching relationship are often intangible. For example, introductions to 
relevant people—especially to those who have gone through similar 
experiences—or networks could be a touching gift for a client that is looking 
for a better support system or new places to practice. Thoughtful and 
personalized gifts also show that the coach cares about the client and signal 
that the coach is a trustworthy well-wisher, who is a valuable ally in 
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achieving developmental goals. The timing, volume, and personalization are 
all important to deepen the relationship and not overwhelm the client.  

Self-Leadership 

A plant’s ability to produce a beautiful 
b l o o m a l s o d e p e n d s o n t h e 
physiological strength of the plant. 
Similarly, a leader’s internal core 
capability to self-regulate, and look 
for every opportunity to learn, is a 
similar parallel inside the psychology 
of our clients. In many cases, helping 
leaders change the way they interpret 
situations inside their mind—their 
“self-talk”—is crucial for them to 
manage their behaviors in challenging 
environments. By becoming better at 
leading themselves, clients in turn can 
build their self-efficacy. To grow these attributes, the coach needs to be a 
trustworthy mirror, who probes the leader’s self-talk and suggests new and 
more constructive self-regulatory mechanisms consistent with Cognitive 
Behavioral Therapy science. 

Measurement 

To make sure our coaching is holistic, 
it is important to start with a 
comprehensive assessment of all 
aspects of a client’s potential and 
performance before the engagement 
begins. When the coach has an 
excellent gauge of a client’s biggest 
needs and goals at the beginning, 
subsequent re-measurements are 
much more relevant because they can 
calibrate progress. To re-measure 
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appropriately, it is crucial to make sure that the client is not only better, but 
has demonstrated the improved behaviors for a sufficient period, such that all 
of his or her stakeholders notice the improvement. We believe a good rule of 
thumb for this is to re-measure the areas of coaching focus once per quarter, 
and only for those clients who have practiced enough to get better.  

Celebration 

Good coaches praise 
mini-progress, and of 
course ultimately want 
t o s e e t h e c l i e n t 
measurably achieve 
their goals. Celebrating 
baby s t ep s t owa rd 
p r o g r e s s s u s t a i n s 
motivation to continue 
to practice. But the 
ultimate indicator is a 
proper re-measurement. 
W h e n c l i e n t s 
significantly improve, 
especially when they’ve 
grown to achieve or 
exceed their objective, 
it’s time to celebrate 

with the client. More importantly, an open celebration, usually in the form of 
a formal or informal ceremony, helps the leader in several important ways. 
First, it bolsters a person’s identity; this is a key resource that helps leaders 
cope with stress. Second, celebrating goal attainment gives clients confidence 
that they can develop, thereby improving the chances that they’ll continue to 
develop themselves in other areas. Third, celebrations also reinforce a culture 
of coaching and development, elevating a specific leader as a role model for 
the larger team, organization and community.  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CONCLUSION 
In over one hundred years of 
science and practice, we have 
come to learn a great deal about 
developing leaders. To grow to 
the highest levels of eminence, 
leaders need to practice and 
reflect relentlessly over many 
years. We coaches are unique 
catalysts for clients to realize 
their dreams. Fortunately, we 
also have new technologies and 
science-based techniques to 
help leaders grow. Technology 
can now help us find which 
clients are most coachable, by 
looking at the degree to which they apply artificially intelligent coaching 
before being awarded time with a coach. Mobile journaling technologies give 
us an unprecedented degree of transparency into what our clients are doing 
between sessions. The technology also helps us hold our clients—and 
ourselves—accountable in ways that are deeply embedded into clients daily 
lives. And new asynchronous and group coaching models give us options to 
scale to thousands of people because we can deliver high-quality coaching 
with more affordably and easily than ever before. 
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ABOUT LEADERAMP 
LeaderAmp is an enterprise-ready platform for mobile coaching, assessment 
and journaling.  

It provides both coaches and clients and 
unprecedented levels of transparency, 
accountability, and affordability 

It complements individual, mobile and group 
coaching by embedding better coaching into 
people’s daily work lives. The current version 
inc ludes 15 a reas o f po ten t ia l and 
performance, and can be customized to 
different coaching areas, workflows and user 
interfaces. 

For a free test drive, visit http://www.leaderamp.com/leaders

!  30
Copyright 2017, all rights reserved  !


