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MESSAGE FROM THE DIVISION HEAD

Leeann C. Naidoo
Division Head, iCN Magazine

Welcome to yet another exciting edition of the International 
Coaching News (iCN) online magazine! For our 28th 

edition, our theme is Corporate Coaching. This edition is 
loaded with content on a variety of relevant topics on the issues 
that come with the latest trends of corporate coaching, latest 
coaching models, resources, tips, techniques to help coaches & 
entrepreneurs to achieve business goals & potential.

The iCN is proud to have collaborated with several renowned 
international columnists, expert coaches and best-selling authors 
to provide insights on corporate coaching. Look out for the feature 
article ‘5 Ways to Start Planning Your Corporate Exit’ by 6RÀD�
3DFLÀFR�5HLV�IURP�8QLWHG�.LQJGRP��6RÀD�VKDUHV�KHU�VWUDWHJLHV�LQ�
transitioning from the corporate world to being an entrepreneur. 
Another noteworthy article ‘Jazz Music & Coaching – The Art 
of Improvisation’ by 0DOFROP�1LFKROVRQ, explains that there is 
not one way of dealing with coaching in the complex business 
environment, nor one way of coaching in leadership roles. In our 
Quarterly Column by Dr. Keith Merron ‘The Art of Coaching 
for Personal Transformation’. Dr. Keith discusses coaching 
third-order problems or three different ways of understanding 
a problem & how to help potential pattern. ‘*DPLÀFDWLRQ³7KH�
Secret That is Revolutionising The Future of Leadership’ by 
%UHQGD�-DFREVRQ, is an interesting read where Brenda shares how 
by integrating the latest in neuroscience with game dynamics to 
train the brain to develop emotional intelligence as a HABIT,  
helps develop new skills and accelerates soft-skill acquisition by 
combining information with a positive experience. 

Each of our columnists, too numerous to mention individually, 
has taken some really interesting perspectives, and I would 
encourage a thorough read-through of this edition.

Just like all our other editions, this is not just an interesting read, 
but it provides you with helpful personal development ideas 
and professional development techniques to grow your business 
and improve your lifestyle. I hope you enjoy this issue and do let 
us know if there are any topics you’d like to see covered in the 
future.

Leeann
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Jazz Music & Coaching
– The Art of Improvisation

by Malcolm Nicholson (UK)

However, a deeper dive shows that there are 
indeed many, many similarities between the two 
respective arts (or professions?)
 
Let’s have a look at some of the similarities. Both 
require individuals to have:

• Technical mastery
• Curiosity
• A growth mindset
• A focus on the here and now
• Ability to react to what has just been heard
• Lifelong learning
• Awareness of the impact of their  

communication
• A vocabulary 
• Outcome focussed & clarity of vision
• Bring the best out in those around them

They also require their output to have:
• Improvisation; working up possibilities 

from an initial statement
• Tempo
• A structure; a beginning, middle & end
• A pitch
• Use of silence

• A context that can be simple, complicated, 
complex or chaotic

• Creative dialogue
• Collective intelligence
• Relevance

For a jazz musician these change from number 
to number. For coaches, each coaching 
intervention. (Though both of course can have 
sub-division of the units). As with mastery of 
DQ\�¿HOG�RI�KXPDQ�HQGHDYRXU�� WKH� DSSURDFK� LV�
based on sound technique - or ‘nailing’ the hard 
skills; experiential learning – ‘woodshedding’ or 
VXSHUYLVHG�FRDFKLQJ���DQG�UHÀHFWLYH�OHDUQLQJ��,Q�
RWKHU�ZRUGV�� ¿QGLQJ� RXW� KRZ� WR� GR� LW�� GRLQJ� LW�
and reviewing how well you did. Getting to this 
stage is a variation on the old adage ‘I charged 
you $100, of which $10 was hitting the pipe. The 
other $90 was for knowing WHERE to hit the 
pipe!!’

However, the real transformation from journeying 
protagonist to consummate performer comes 
when exponents have mastered those hard skills 
so well that they can lock them up, to produce 
‘music of the moment’. For example, I saw a 
jazz group when a member was making an 
introduction. 

$W�¿UVW�VLJKW��MD]]�PXVLF�DQG�H[HFXWLYH�FRDFKLQJ�PD\�VHHP�WR�EH�UDWKHU�VWUDQJH�EHGIHOORZV�±�DQG�
QRW�ZRUGV�\RX�RIWHQ�VHH�LQ�WKH�VDPH�VHQWHQFH�

mailto:mamushe2013@gmail.com
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The piano player was ‘noodling’ (as Frank Zappa 
called jazz improvisation) in the background. 
The announcer said ‘That was nice – do it again!’ 
After a couple of attempts the pianist gave up and 
said – ‘I can’t. It is gone. Music of the moment.’ 

Equally, a recent coaching conversation was 
around a person’s self-talk and subsequent lack 
RI�FRQ¿GHQFH��KRZHYHU��ZKHQ�KH�SUHVHQWHG��HYHQ�
LQ�IURQW�RI�ODUJH�DXGLHQFHV��KH�ZDV�µLQ�ÀRZ¶��ZLWK�
his subconscious taking ascendency, his self-talk 
marginalised and he presented with ease and 
competence. (Music of the moment!)

So what we see with any great proponent  is not 
that complex situations can be shaped into the 
structure of one dimensional tools – metronomes, 
scales, 4 box matrices or questionnaires –
rather, it is intuitively using these as a basis 
for an improvised output, in combination with 
ÀH[LELOLW\� DQG� GHHS�� FUHDWLYH� WKLQNLQJ� WKDW� LV�
crucial to navigating the challenging situations 
either set of proponents face.

‘To become more agile and adept, coaches 
PD\� QHHG� WR� FRQVLGHU� GLɣHUHQW� DSSURDFKHV�
to their work. The traditional approach, with 
its emphasis on competence, may not always 
VXɤFH�� 7KH� FRDFK� PD\� XVHIXOO\� H[SORUH� WKH�
dialogic approach in service of ultimately being 
able to work systemically. Working systemically 
means noticing patterns of relationships, 
and emergence of new meanings from those 
relationships, even relationships that to us as 
coaches, may be invisible.’ (Lawrence & Moore)

How do I get there?

So, can non-improvising musicians or command 
and control managers/coaches learn this level of 
improvisatory performance? 

Well, yes, they can; however, it requires 
unlearning and developing new habits and 
ways of communicating that are driven by 
the subconscious rather than the conscious 
mind. It’s like a tennis player about to return 
a serve; evaluation or conscious input would 
VORZ� WKH� SURFHVV� GRZQ� VR� DV� WR� EH� LQHɣHFWLYH��
The subconscious weighs up the possibilities, 
chooses and decides the timing, coordination of 
the muscles and anything else that is required to 
make it happen in a fraction of a second. Be it 
blowing a saxophone or coaching a cross cultural 
team.

Gary Burton, jazz vibraharpist and educator said 

As I start to play a song, in those 
¿UVW�IHZ�PRPHQWV�RI�SOD\LQJ�,�VWHS�
EDFN�IURP�WKH�SURFHVV�PHQWDOO\��

and the playing starts going on its 
RZQ��,�VWDUW�ZDWFKLQJ�LW�DV�LI�,�DP�DQ�
REVHUYHU��7KH�XQFRQVFLRXV�PLQG�LV�
QRZ�GRLQJ�LW��,W�LV�YHU\�QDWXUDO�IRU�PH�
QRZ��DIWHU�GRLQJ�LW�IRU�\HDUV��,W�ZDV�
QRW�VR�QDWXUDO�LQ�P\�HDUO\�GD\V�ZKHQ�
,�ZDV�PXFK�PRUH�FRQVFLRXV�DERXW�P\�

playing. But you learn to trust your 
XQFRQVFLRXV�PLQG�

�)DVW�&RPSDQ\�

:K\�LV�WKLV�LPSRUWDQW�LQ�FRDFKLQJ"

Anyone coaching in organisations today knows 
that the level of complexity faced by people is 
beyond that which we are designed to handle. 
Indeed, we are currently experiencing a 
morphing of reality at a geopolitical level referred 
to as ‘Information Chaos’ (Carole Cadwalladwr).  
Robert Kegan – a psychologist and expert on 
adult learning, wrote a book called ‘In over our 
Heads – the mental demands of modern life’. 

Equally, if coaches are not aware of and capable 
of understanding and being one step ahead with 
such circumstances, it is unlikely they will be 
maximising the impact their coaching could be 
having… Music is often described as expressing 
the emotions we cannot put into words. And 
as with good jazz musicians, coaches have to 
interpret the silence, the unsaid and to facilitate 
the listener’s internal interpretation of the other 
person’s communication.

The complexity of this current environment 
means that coaches will often be required to 
coach in the intersection of various disciplines. 
Clear cut is no more…

$Q�([DPSOH�

I have been a visiting lecturer on an international 
MBA course in one of France’s top 5 business 
schools. Last year we discussed ongoing 
workplace feedback. I sat in on a practice session 
with a Vietnamese woman and an older more 
senior (from previous experience) Japanese 
woman. The former could not provide feedback, 
not through lack of awareness as they were 
working to a scenario, but her cultural norms 
would not permit her. Skills intersects with CQ 
(intercultural quotient) intersects with coaching 
intersects with EQ!

+RZ�GRHV�µPXVLF�RI�WKH�PRPHQW¶�SOD\�
out in coaching?

Choosing an approach from the playbook is part 
DUW��SDUW�VFLHQFH��,W�LV�LQWULJXLQJ�WR�EH�LQ�D�GLɣHUHQW�
place to some business leaders who are nearer 
the command and control end of the scale when 
working with new teams. You know, ‘what is the 
agenda?’ ‘What approaches will you be using?’ 
‘How will we measure this?’ etc. Sometimes 
I’ll work with an organisation on the desired 
outcomes I will be aiming to help the team get to. 
The agenda - that is, the tools, (scales, rhythms, 
tempo etc) - can often depend on co-creation 
with the group. Music in the moment. 

$Q�([DPSOH

,� KDG� D� NLFN�Rɣ� VHVVLRQ� ZLWK� D� PXOWL�QDWLRQDO�
(and intercultural) team. The agenda had 1 hour 
to itemise existing issues. 5.5 hours later, they 
were still going!! This was a classic example of 
‘music of the moment.’ I knew that if we stuck 
to the agenda and papered over the cracks these 
issues were causing, it would have meant that 
the rest of the day would be meaningless. It may 
have been long at the time (‘The tyranny of the 
now’) but it in the history of the company and the 
period of time since, it was nothing. It surfaced 
trust issues and enabled the exec to change the 
level of conversation they were having with each 
other, based on a more profound understanding 
of each other’s perspectives.

‘

’
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Getting in the zone.

Many years ago, a young saxophonist sat in with 
a group of jazz professionals in a nightclub. He 
lost the tune, then the rhythm. Next thing, the 
drummer threw a cymbal at his feet, landing 
with a loud crash, followed by jeers and laughter 
from the audience. Whilst the saxophonist - a 
16-year-old named Charlie Parker – went on to 
become a jazz and cultural legend, at that stage 
in his career he had not mastered the tools of the 
trade.

Today, there are extremely large numbers of 
coaches with 2 years or less experience. Now, 
some may go on to become Coaching Legends, 
however in a commercial environment there is 
a decision to be made for the less experienced 
FRDFK� DURXQG� ZKDW� WR� WDFNOH�� UHYHQXH� ÀRZ��
reputational damage and a self-awareness of 
their own capabilities.

My premise is that there is not one way of 
dealing with coaching in the complex business 
environment, nor one way of coaching in 
leadership roles. By taking a leaf from the jazz 
musician’s approach, experienced coaches can 
develop some ways of thinking and dealing with 
complex international business situations that 
might make your existing approaches even more 
HɣHFWLYH�DQG�LPSDFWIXO��

PS. And at this point I should declare my hand. 
I was a semi professional musician for a number 
of years. After a long break from playing I was 
recently asked by a client company to join their 
band for concerts and recording, which led, 
DPRQJVW�RWKHU�HYHQWV��WR�PH�EHLQJ�ÀRZQ�RXW�WR�
Switzerland to record for 5 days!

ABOUT MALCOLM NICHOLSON

Malcolm Nicholson is the owner 
and Coaching Director for Aspecture, 
and has worked successfully with 
a wide range of senior business 
people for 20 years, enabling them 
to improve business results through 
WUDQVIRUPDWLRQDO� FKDQJHV�� 7R� ¿QG� RXW�
how he can help your organisation 
contact him at malcolmnicholson@
aspecture.com or on +44 1932 267597.

*URXS�&RQÁLFW
Are Debates Healthy?

by Gary Gasaway (USA)

Most say yes. Clamping down, or closing the 
debates are the best for achieving harmony within 
the group. The sooner, the better. I respond 
with: There are two ways to look at this situation 
±� RQH�� LI� WKH� GHEDWHV� UHDFK� D� PRVW� HɣHFWLYH�
solution, then I would disagree with the idea of 
‘clamping down on the debates and try to achieve 
harmony.’ On the other hand, secondly, if these 
debates were to go on too long and continue to 
end in no solution in the immediate future, then 
I would consider stepping in and acknowledging 
that it is unhealthy; thus, no accomplishments 
are being made towards the goals of the meeting. 
I go on to add that, most importantly, the 
H[HFXWLYH�VKRXOG�UHDOO\�ORRN�DW�FRQÀLFWV��VXFK�DV�
this, as an opportunity to transform and move 
from assuming negative outcomes to expecting 
positive ones. Thus, creating possibilities for 
learning, growing, and improving relationships 
within the group, at the same time, coming away 
ZLWK�EHWWHU��PRUH�HɣHFWLYH�VROXWLRQV��LGHDV��DQG�
processes.

The key here is that these groups take their work 
very seriously and want to improve the groups’ 
operations. Further, it appears as though most 
members want to participate in these debates, 
but not all members feel listened to.

So, they sit quietly and do not participate. Many 
debates are really just disagreements. For this 
issue, empathic listening from the executive is 
necessary and requires focus upon the awareness 
of not just merely on the words being used, but 
on what the group may be thinking or feeling 
without words. Observing non-verbal’s is vital.

The point is to keep awareness that when 
JURXS�PHPEHUV�ELFNHU��HYHU\RQH�VXɣHUV��0LQRU�
disputes over process or tactics can cause 
major distractions in the workplace. Work gets 
interrupted and an unpleasant tension hangs in 
the air. As a leader, they may be tempted to step 
in right away. Before doing so, I suggest to them 
to consider these factors:

The key is – can the group work it out 
WKHPVHOYHV"�
Workplace relationships often mirror family 
relationships: people argue and disagree, 
VRPHWLPHV�KHDWHGO\��EXW�WKH\�XVXDOO\�¿JXUH�LW�RXW�
themselves with the relationship intact. This may 
EH� WKH� FDVH� DW�ZRUN� WRR��7R� HQVXUH� WKH� FRQÀLFW�
can be worked out, means to be completely open 
with one another. I would suggest ensuring 
group members are completely open. 

0DQ\�RI�WKH�H[HFXWLYHV�WKDW�,�KDYH�FRDFKHG��W\SLFDOO\�SRVVHVV�GLɣHUHQFHV�RI�RSLQLRQ�UHJDUGLQJ�WKHLU�
UROH�LQ�JURXS�GHEDWHV��7KHVH�GHEDWHV�DUH�XVXDOO\�WDNLQJ�SODFH�LQ�D�JURXS�VHWWLQJ�VXFK�DV�D�VWDɣ�
PHHWLQJ��$V�D�FRDFK��,�DVN�WKHVH�H[HFXWLYHV�TXHVWLRQV�UHJDUGLQJ�KRZ�WR�KDQGOH�FHUWDLQ�FRQÀLFWLYH�
VLWXDWLRQV��ZLWK�GHEDWHV�EHLQJ�D�FRPPRQ�LVVXH�IRU�H[HFXWLYHV�WR�KDQGOH��:KDW�,�KDYH�FRQFOXGHG�LV�
WKDW�PDQ\�H[HFXWLYHV�HQJDJH�LQ�RQH�RI�WKUHH�VWUDWHJLHV�UHJDUGLQJ�FRQÀLFW�GXULQJ�GHEDWHV�����7KH\�
FODPS�GRZQ�RQ�WKH�GHEDWH�LPPHGLDWHO\��RU����7KH\�OHW�LW�JR�XQWLO�KHDWHG�DUJXPHQWV�HUXSW��RU����
7KH\�GR�QRWKLQJ�DQG�ZDON�DZD\�IURP�WKH�XQFRPIRUWDEOH�HQYLURQPHQW��0RVW�DJUHH�ZLWK�����0\�
¿UVW�TXHVWLRQ�PLJKW�JR�VRPHWKLQJ�OLNH�WKLV��³$V�LW�UHODWHV�WR�GHEDWHV�LQ�HPSOR\HH�PHHWLQJV��GR�\RX�
¿QG�\RXU�UROH�RI�FODPSLQJ�GRZQ��RU�FORVLQJ�GHEDWHV� LV� WKH�EHVW�ZD\�WR�JHW�WKH�PHHWLQJ�EDFN�RQ�
WDVN"´
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