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The Experience of Utilisir% Stakeholder
Centered Coaching in Russian Oil

Companies

ApTeM EOpVICOB, KOYY U KOHCYNIbTAHT MO MOBbILLEHNIO NPON3BOANTESIbHOCTM, COBMECTHO C
MapLuaniom FonacMmUToM, Koydem pykosoavtenei Nel B mvpe

Ha3HauyeHune Ha pyKkoBoafLLME OOJIKHOCTU
Mpn HagHa4eHn PoccunckMmn HedpTerazoBbiMm
KOMMaHNsaMM COTPYAHUKOB Ha Mo3uuumn, TpebyroLmne
YNPaBAEHYECKX N NNOEPCKNX HaBbIKOB, Kak
NOKa3bIBAET MPAaKTNKA, KOMMaHNN peaKo
NPEOOCTaBNAT dPDEKTUBHYIO NOOAEPIKKY LN
TPEHVHIU AN PasBUTUS STUX HABbIKOB.

3a4acTyto COTRYAHWUK NOJly4aeT NoBbIlLeHe Bnaroaaps
CBONM TEXHNYECKM KOMMETEHLNSAM, 6e3 3HaH1sa 1
MOHUMaHVS CneumuK PyKoBOASALLEN paboThbl 1 PON
nvpepcTsa. NMpy 3TOM Yy KOMMaHWUW eCTb OXXUAHWE, YTO
1 Ha HOBOW MO3MLINN TaKOW COTPYAHNK OKaXKETCH He
MeHee YyCrneLlHbIM.

/I kKoMnaHuK, 1 caMmu HasHavYaemMble COTPYOHNKM
3aMHTEePEeCcoBaHbl B TOM, YTObbI MprobpeTeHmne
HOBbIX, HEJOCTaKLWMX A9 YCMELHOro PyKOBOACTBA
HaBbIKOB 1 Ka4eCTB MPOLLIO MaKCUMasibHO BbICTPO.
OOHOBPEMEHHO C 3TUM COTPYOHUK OOSIXKEH
NPOAOIKaTh AEMOHCTPMPOBATL Te KadecTBa

1 HaBbIKK, 61arofaps KOTOPbIM OH OKasascs
OOCTOMHbIM 3aHATb HOBYIO OOSIXKHOCTb, U NepecTa
OEMOHCTPUPOBATb HaBbIKM U Ka4YecTBa, HECMOTPS Ha
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Artyom Borisov, Coach and Productivity Consultant, in conjunction with Marshall Goldsmith,
World’s No.1 Executive Coach

Appointment to Leadership Positions

When Russian oil and gas companies appoint employees
to positions requiring managerial and leadership skills, as
practice shows, these companies rarely provide effective
support or training to develop these skills within the
promoted individuals.

Often, an employee is promoted due to his

technical competencies, without the knowledge and
understanding of the specific skills required in leadership
roles and tasks. At the same time, the company has an
expectation that the employee will be no less successful
in their new position.

Both the company and the appointed employees

are interested in ensuring the acquisition of the new

skills and qualities which are missing for successful
leadership, these need to be acquired as quickly as
possible. At the same time, the employee must continue
to demonstrate those qualities and skills that made him
worthy to take a new position, whilst developing their skill
and management deficiencies, with the same skill set
deficiency being the main reason why they have not been
promoted in the past.
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KOTOpPbIE OH OKa3aJiCAa Ha HOBOW NO3ULMN,
1M Melwarwuwmne eMy aBuraTtbCaA gasibLie.

BosHukaeT BOMPOC: Kak ahheKTUBHEE Takoro
006UTLCS? XOPOLINM NHCTRYMEHTOM A5 3TOro
SABASIETCS KOYYMHI MO PasBUTUIO NOEPCTBA.

CoBpemeHHOe BOCMPUATUE KOYUYMHra

3a nocnegHne HECKObKO OECATUNETUN BOCMIPUATUE
KOy4uMHra' kapanHanbHO UameHunock. Ecnn paHee
Ha/m4ne Koy4da y pyKoBoaMUTENS BOCNPUHMMANOCh
KaK XapaKTepnCTnkKa ero Kak «HeygadyHka», Kak
«4yenioBeka ¢ npobaemMamm», To K HaCTosILLIEMY
BPEeMeHU COBMECTHast paboTa C Koyd4eM — 3TO
NnpU3HaK ycnewHocTn pykoBoautens. MNpuaHak
TOro, 4YTO OpraHn3aunsd LeHNT cBOero coTpygHunKa,
BUOWT B HEM BOJIbLLIOW MOTEHLMAN, U MOMOraeT emMy
ObICTpEe NPOUTU NyTb PA3BUTUS KaK KOMMNETEHTHOIO
ynpaeneHua u nuaepa. M koyynHr sce 6onee
BOCMPUHNMAETCA KaK MNO3UTUBHbLIN npouecc, Kak
paboTa ¢ nobeanTenamu, roToBaLWas UX K HOBbIM
BbicoTaM. B psige 3anagHbiX KOMMaHU eCTb faxKe
TpeboBaHne 06 06s3aTeTbHOM HaNVYMM KOYYEN y
PYKOBOONTENEN BbICLLENO 3BEHA.

EBrenunn JlanwuH
VcnonHuntenbHbin gupektop MOJT TPYTI
no Poccum n Kazaxcrtany

06 Movi nepBbivt OnbIT Koy4dyHra cay4dnacs B 2009-
20170 Bo Bpemsi 06yHeHns nporpamme Executive MBA
B MOCKOBCKOW LLIKOJ1E yrpasseHnss CKkosikoso. Moaysib
WHAWBYAYA/IbHOMO KOYYMHra Obl/1 YacTbo MporpaMMabi.
OrnisgbiBasicb Ha3and, Mory cenyac ckasatb — OH bl
OOHUM 13 HaMbOoIee LIEHHbIX W MOIE3HBIX MOAYJIEMN.
Lvnemma, KOTopyro S pasdbumpasl Co CBOVIM KOy4eM

— 3T0 AasibHelLLIee KapbepHoe pa3sutme. JInbo

o yHKUNOHaIBHOM JIMHWA B (hriHaHcax, inbo ¢
nepexonom B obLyee yrpaBieHve. PeLueHne, NpuHSToe
B XOfe TECHOro OBLLEHMS C KOy4Yem 0BYyC/I0BUIO MOV
AansHenLmi BekTop passutus. C 2011 g 3aHumaro
o3uLMM reHepasibHoOro AMPEKTOPAa U HUCKOJIbKO HE
XKasier o caesiaHHOM TorAa Bolbope.

TakxKe C Tex rop s caM HeoAHOKPAaTHO bbiBasl B

PO KOYyYa M 1oJ1yHas NosIOXKUTEsIbHYHO 0bpaTHYHo
CBSI3b O 1071636 TaKOro roAxoAa yXKe CO CTOPOHbI

MOUX MOAYUNHEHHBIX. [10 MOVM Hab/IIOAeHNSM,
COTPYAHVIKM, MPpOoLUeaLUMe rnporpamMmy KoyYmHra, sceraa
MOJIOXKUTESILHO MEHSIIOT CBOE M0BEAEeHNE 1 HapalUmMBaroT
Heobxoavmble KoMreTeHLmn. 99

The question arises: how to train and develop managers
more efficiently? Leadership development coaching is a
good tool for this.

The Modern Perceptions of Coaching

The perception of coaching has changed dramatically
over the past few decades’. If earlier the presence of a
coach by a leader was perceived as a weakness within
the leader, them being a “loser”, or as a “person with
problems”, the current attitude towards working with

a coach, is a sign of a leader’s success. A sign that

the organization values its employees, sees the great
potential within them, and helps them to quickly adapt
and develop as a competent manager and leader.
Coaching is increasingly perceived as a positive process,
as working with winners, preparing them for new career
heights. A number of Western companies even have a
requirement for senior executives to have coaches.

Evgeny Lapshin
Executive Director of MOL GROUP
for Russia and Kazakhstan

@06 My first coaching experience happened in 2009-2010
while studying for the Executive MBA program at the
Moscow School of Management Skolkovo. An individual
coaching module was part of the program. Looking back,
| can now say that it was one of the most valuable and
useful modules that | took. The dilemma that | dealt with
with my coach was to further my career development.
Either along the functional line in finance, or with a
transition to general management. The decision made
of the course of close communication with my coach
enabled me to further focus my chosen development
path. Since 2011, | have held the position of CEO and |
do not regret the choices | made then.

Also, since then, | have repeatedly been in the role of

a coach to other people and | have received positive
feedback on the benefits this approach has brought

to my subordinates. According to my observations,
employees who have completed a coaching program
always positively change their behavior and increase their
necessary competencies. 99

In this setting, coaching support is valuable for both the
newly appointed executives and those who have held the
position for a long time. This support will allow the former
to quickly get used to the new position, identifying the
key skills that need to be acquired, as well as develop

a strategy for themselves and the unit into the future.

T CornacHo MexxayHapoaHow eaepaumn Koy4mnHra, KOy4mHr — 9To NapTHEPCTBO C
KIMEHTaMN B MHTENNEKTYaUIbHOM W KDeaTUBHOM MpOoLECCe, KOTOPbIN BAOXHOBNAET
VX PACKPbITh JIMHYHOCTHBIN U MPOMeCCroHabHbIM NoTeHLman. B 61aHec-cpene
KOYUMHI MPK3BaH OKasbiBaTh COAENCTBME PYKOBOAMTENSM 1 COTPYAHMKaM GbicTpes
peanv3oBaTh CBOM NMAEPCKUN 1 yrpaBNeHYeCK NOTEHUMaU, MPOVTI NyTh
COOTBETCTBYIOLLIEr0O PocTa.

www.rogtecmagazine.com

! According to the International Federation of Coaching, coaching is partnering
with clients in an intellectual and creative process that inspires them to unleash
their personal and professional potential. In a business environment, coaching is
designed to assist managers and employees to quickly realize their leadership and
managerial potential, to go through the path of appropriate growth.
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Bbino paHee
Was earlier

HeratneHoe
Negative

BocnpusTtue
Perception
KnveHt

Client employee

CoTpygHuk ¢ npobnemamum
With problems

YcTpaHeHne npobnem
Troubleshooting

®dokyc
Focus

Bonpoc Moyemy MHe pganu koy4ya?

Why they gave me a coach

Question

CTaHoBUTCSA cenyac
Becomes now

[No3uTtnBHoe
Positive

MepcneKkTuBHLIN NNOeEP
Promising leader

MpodeccroHanbHbIN PpoCT
Professional growth

[Moyemy y MeHs1 HET Koy4ya?

N N NN

Why | don’t have a coach

Puc.1: N3meHenne BocnpusaTus koydmnHra  Fig.1: The Changing Perception of Coaching

Mpu Takom NOCTaHOBKE KOYUYMHIroBasi NoAaep»KKa
LIeHHa KaK O pyKOBOAUTENEN, BHOBb HasdHa4YaeMbIxX Ha
[O/MKHOCTU, Tak W A8 PYKOBOAUTENEN, 3aHUMAIOLLIMX
OOJDKHOCTW yKe onpeaeneHHoe Bpems. [epBbiM 3Ta
noaaep KKa NMo3BoNT BbICTPEE OCBOUTCS B HOBOW
[OO/KHOCTU, BbISIBUTb KNOYEBBIE HABbIKW, KOTOPbIE
HeOobX0OMMO MPUOBPECTH, a TakKe paspadboTaTb
cTpateruo passuTua ans cebst U Bo3r/aB/isieMoro
noapasaeneHns. BTopbiIM — NOCMOTPETL Ha CBOKO paboTy
CO CTOPOHbI, BbISIBUTL NMOBEAEHWE, KOTOPOE UM DOSbLLIE
MELLIaeT, YeM MOMOraeT, CKOPPEKTUPOBaTb ero, YTobbl U
MPWBHOCUTL BOBLLINIA BKAA, HA HbIHELLHEN NO3ULN, U
NMoaroTOBUTLCS K HOBOM 19 cebsl JOHKHOCTU.

B o6onx cnyyasx pykoBoguTen nosay4atoT
OONONHUTENBHYIO MOTMBALIO, MOCKOJIbKY,
NpPenocTaBNss PEcypc B BUOE KOyda, KOMMaHWs
HanpaBnseT UM curHan ob nx ueHHocTu. B
[ONITOCPOYHOM NEePCNeKTUBE OHW 3aKPErnIAoT
noBegeHne, NpUHoCSLLIEe OOAbLLINIA YCAEX UM U
opranusaumn. OBLIeHVE C KOy4YeM TakKe OaeT
BO3MOXXHOCTb PYKOBOAUTENSM B He30mnmacHoOn cpene
0OMEeHMBaTLCA MHEHUAMU N 0OCY)KOaTb BabKHbIE A5
cebs BONPOChI, NOly4aTb OTKPOBEHHYHKD 0OPAaTHYHO
cBA3b. T. . NOMOratoT NPeoaosiIeBaTh Tak Ha3bIBaEMyto
“OonesHb pykoBoauTena”?.

Cepren NMnnbHUK
LnpekTop nporpamm 6ypeHus, [enapTameHT gobbiun
HedTn n rasa, NAO «Masnpom HeTb»

6 [{eHHOCTb KOY4YuHra — 370 BO3MOXXHOCTh
0CO3HaHWs1 COBCTBEHHbIX MpPobsiem 1 0O6CTOSITE/IbCTB,
Hasimdne KOTOPbIX MeLlaeT pa3BuTno v rnpoaBuXXeHno
JasibLie, BbISCHEHNE UCTUHHbIX LieJ1el YesioBeKa, a

The second is to look at their work from the outside,
to identify the behaviours that hinder them more than
helping them, to correct it in order to either contribute
more in their current position, or to prepare for a new
position for themselves.

In both cases, leaders gain additional motivation
because by providing a resource in the form of

a coach, the company sends them a signal of

their value. In the long run, they reinforce positive
behaviours that are more successful for them and the
organization. Communication with a coach also allows
managers to exchange views and discuss important
issues in a safe environment, and receive frank
feedback. That is, they help to overcome the so-called
“LLeadership Disease”?.

Sergey Pilnik
Director of drilling programs, Department of Oil and
Gas Production, “Gazprom Neft” JSC

@6 The value of coaching is in the ability to realize your
own problems and circumstances, the presence of which
hinders development and advancement, by clarifying of
the true goals of a person, as well as assisting with the
implementations of a development plan.

When it is difficult to admit to yourself that you have not
identified within yourself and do not know what to move
to make or the direction to proceed in, communication
with a coach sometimes leads to solutions that you
would never have thought about. And it is remarkably
interesting that you can create a plan for solving the
issues, although 10 minutes ago you did not know about
or could identify them.

2 «BonesHb pykoBoAMTENA» — 3TO MHAMOPMAaLMOHHBIN BakyyM, CO3aBaeMbIA
BOKPYIN MEHELKEPA V3-3a TOr0, YTO COTPYAHMKM HE COOBLLAIOT eMy BaKHYHO

(1 4aCTO HEMPUIATHYIO) MHADOPMAaLIMIO. Yem Bbile PYKOBOOMUTENb HAXOAUTCA

Ha AOMKHOCTHON NeCTHMLE, TeM 6onee CUNbHOM aTa «60Me3Hb» MOXKET BbiTb,
MOCKOSbKY MEHBLLIEMY KOMMHECTBY COTPYAHMKOB KOMOPTHO AaBaTh eMy 06paTHYIO
CB$I3b, OCOBEHHO YKasblBaTb Ha 061acTu Ans ynyulueHrs. Cneactamem «6onesHm
PYKOBOANTENS» ABNASTCHA MNPUHATUE MEHEE KAHECTBEHHBIX PELLIEHIA,
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? Leader’s disease» is an information vacuum created around the manager because
employees do not provide him with important (and often unpleasant) information.
The higher the manager is on the corporate ladder, the more severe this “disease”
can be, since fewer employees are comfortable giving him feedback, especially
pointing out areas for improvement. The consequence of the "“lliness of the leader”
is the adoption of lower quality decisions.

www.rogtecmagazine.com
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Takxxe CoaencTBme B COCTaB/IEHNN U peasnnsannn
riyilaHa pa3BuTys.

Korga clIoXHO MpuaHaTLCS caMoMy cebe, YTO Thl HE
pasobpasicsi BHyTpu cebsi 1 He 3Haellb Kyaa ABUraTeCsl,
0bLLEHNE C KOYHEM MHOrAA BbIBOAUT Ha rpobsiemsl, O
KOTOPbIX HUKOrAa He 3ayMbIBasICS. V1 04eHb MHTEPECHO,
YTO Tkl CaM CO3Aaellib MiaH Mo X PEeLLUeHMO, XOTS eLLe
10 MUHYT Ha3az fpo HuUX He 3Harl.

Ho camoe LeHHoe 45151 MeHsI INYHO — 3TO MOSIBIEHNE
OrPOMHOM BHYTPEHHEN MOTUBaLMM [/151 JOCTYDKEHUS
uenen v peanusauymm HaMeyeHHbIX rniaHoB. VIHorga
npocTasl IEHb Y BHELLIHNE (haKTOPbI («TyLLIEHME
oXkapoB» 1 T. .), MELLArOT ABNraTbCsl K MOCTaB/IEHHbIM
3agayam, v B 3TUX CUTyaLMsIX KOyY HE3aMETHO, HO O4YeHb
TBEPAO HANMOMMHAET 06 UCTUHHBIX LIEJISIX, KOTOPbIE
BaXKHbI MEHHO /15 Tebs. 99

Koy4uHr ¢ BHUMaHUEM Ha CTenkxosigepax
LLINpOKO MpakTUKyeMbIM MOAXOA0M MO PasBUTUIO
NMaepcTBa SBSETCA CUCTEMA KOYYMHIa C BOB/IEYEHWEM
3anHTepecoBaHHbIX nuL, (Stakeholder Centered
Coaching®), npuMeHsemMas B pasinyHbIX KOMMAaHMUSX

1 CTpaHax Tbica4amm pykoBoautenen tonee 20-t1

net. ST1a cuctema bbina paspadoTaHa NprsHaHHbIM
3KCNepPTOM B 06nacTu nuaepctea MapLianiom
FronocMuToms,

KOy“II/IHF C BOBJieHeHneM 3anHTepeCOBaHHbIX 1L,
NPeacTaBNsaeT COOOM CTPYKTYPUPOBAHHbIN HAOOP
nocnieaoBaTebHbIX AENCTBUM (CUcTeMy), cobnoaeHme
KOTOpbIX B 95% Cy4aeB rapaHTUpPYET pasButme
HEOOXOONMbIX PYKOBOAUTEO NNAEPCKNX KOMMETEHLIMNA.

95% NWOEPOB, MCNONB3YIOLWMWX

KOYYWHIr ¢ BOBNEYEHWEM 3AMHTEPECOBAHHBIX
Uy, YNYYWAKT CBOKD 30DPEKTHEHOCTL

55%

Mayuesme 11000 mygepos HA 4-X KOHTHHBHTEY

W Gooee spdonmmmo
B Gt

B mevee sppenmms

b | a 2 1 2 1
Puic.2: MpoLeHT NMOepoBs, MEHSIOLLMX CBOE NoBeaeHNe
Cuctema KOy4MHra ¢ BOBJ1IE4HEHMEM 3aNHTEPECOBAHHbLIX

nnu, obnagaeT psaoM OCOBEHHOCTEN MO CPaBHEHWNIO C
TPAAULIMOHHBIM KOYYMHIOM PYKOBOOUTENEN.

¢ Mapwann Nonacmut — asTop 60nee 40 KHWM, Npoeccop, OH B TOM Y1cne
[OBavKObl MPY3HaBaSICS CambIM BINATENBHLIM MbICIMTENEM B 06NacTV NMAePCTBa,
TPWKOp! — Hanbonee aBToPUTETHLIM KOy4YEM DYKOBOAUTENEN B MVPE.

www.rogtecmagazine.com

But the most valuable thing for me personally is the
emergence of tremendous motivation to achieve goals
and implement plans. Sometimes simple laziness

and external factors («fire fighting», etc.) can interfere
with moving towards the assigned tasks, and in these
Situations the coach imperceptibly, but very firmly,
reminds of the true goals that are important for you.99

Stakeholder-Focused Coaching

A widely practiced approach to leadership development
is the Stakeholder Centered Coaching® system, which
has been used in various companies and countries by
thousands of leaders for over 20 years. This system
was developed by renowned leadership expert Marshall
Goldsmith?.

Coaching with the involvement of stakeholders is

a structured set of sequential actions (system), the
observance of which in 95% of cases guarantees the
development of the leadership competencies necessary
for the leader.

95% of leaders using
Stakeholder Centered Coaching
improved their effectiveness 55%

Regaarch with 00 laaders on 4 continent

1

Fig.2: Percentage of leaders changing their behaviour

Stakeholder coaching has several differences when
compared to traditional executive coaching.

First, it measures the growth of leadership during the
process. At the same time, the growth of leadership is
confirmed not by the leader himself or by the coach, but
by people in the immediate environment of the leader - by
persons interested in this, stakeholders involved in the
growth process.

The very involvement of stakeholders is the hallmark to
this system. The stakeholders are managers, colleagues,
subordinates. Their involvement occurs not only

during the initial 360* assessment, but throughout the
leadership development process.

8 Marshall Goldsmith is the author of more than 40 books, a professor, he was twice
recognized as the most influential thinker in the field of leadership, and three times -
the most respected coach of leaders in the world.

4360 Assessment - A formal assessment of a leader's management and leadership
skills, which is carried out by the leader himself, his supervisors, colleagues and
subordinates. The primary goal of the 360 Assessment is to identify areas for
leadership development.
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Bo-nepBbix, B HEM MPOUCXOAUT N3MEpPEHne pocTa
nvpepcTBa B xode npouecca. MNpu 3ToM pocT
nmaepcTBa NoATBePXKAAETCA He CaMuM NOepOoM

1 HE KOy4eM, a MtodbMU B HEMOCPEACTBEHHOM
OKPY>XEHUV Niaepa — BOBJIEKaeMbIMM B MPOLECC pocTa
3aVHTEPECOBaHHbIMM B 3TOM JINLIAMM, CTEMKXONOepamu.

Camo BOBfeYeHME CTENKXOOEPOB SBSETCH TakkKe
OTNNYUTENBHOWN OCOBEHHOCTBIO 3TOM CUCTEMBI.
Crelkxongepamm BbICTyNaroT PYKOBOAUTEM, KOery,
noaYMHeHHble. /X BoBne4YeHe NponcxoamnT He TONbKO
Ha aTane NpoBeAeHNs NepBoHaYaibHOM oLeHKM 3604,
HO 1 Ha MPOTSPKEHW BCEMO MPOLIEcca pa3BuTUS
nnoepcTea.

[anee, B xoOe nNpoLecca KOy4YnHra npoucxoanT
perynsipHoe OTCNeXnBaHWe Toro, Kak Maep NpakTukyeT
BblOpaHHble N5 cebst 061acTh pasBuTUsS. Takoe
OTCNEXMBaHWE C UCMONb30BaHNEM DOPM eXXeAHEBHbIX
BOMPOCOB 3aKPENSISET Hy>KHOE NOBEAEHVE, AeNast ero
MPVBbIYHBIM. OTa COCTaB/SALLAA NPOLECCca KpaHe
BaxkHa. CyLLeCTBYET MHOIO NMOATBEPXKAEHUI TOrO, YTO
noau, npoxoasuime oby4eHus 1 TREHUHM, OalEKO He
BCeraa Ha4nHatoT UCMOJ1b30BaTh NOJyYEHHbIE 3HAHWS,
T.K. HE MPOUCXOOUT VX PErynspHOE OTCNEXNBAHME U
3aKpeneHue.

Punc.3: KntodeBble a1eMeHTbl MPOoLIECCa KOYYMHra C BOB/IEHEHNEM
3aNHTEPECOBAHHbIX JNLL

I, HakoHeL, Npun KOY4YMHIe C BOBIEYEHNEM
3aNHTEPEeCOBaHHbIX UL, KOYY MoJly4asT CBOe
BO3HarpaxgeHue B KOHLe BCero npotecca npu

4 OueHka 360 — dopmMarbHas OLeHKa YNpaBieHYeCKMX 1 MMAEPCKIX HaBbIKOB
nMaepa, KoTopas NPOBOANTCA CaMyiM JIMAEPOM, ero PYKOBOAUTENAMM, KONIerami
1 NOAYMHEHHbBIMY, OCHOBHOM LieNbto oLeHk 360 asnaeTcs onpedeneHe obnacTen
pasBMTVIS Naepa.
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Fig.3: Key elements of a stakeholder coaching process

Furthermore, during the coaching process, the leader is
regularly monitored to assess how they are practicing
their chosen development areas. This tracking using
daily questionnaire forms reinforces the desired
behaviour by making it habitual. This part of the process
is extremely important. There is a lot of evidence that
people undergoing education and training do not always
start to use the knowledge gained, because they are not
regularly tracked and monitored.

Finally, in stakeholder coaching, the coach is rewarded
at the end of the entire process, provided that his client
leader has changed in the desired direction as judged by
the stakeholders.

A leader undertaking a stakeholder coaching process is
required to demonstrate three qualities: courage, humility,
and discipline. Courage - to receive feedback from
people in his environment, humility - to accept feedback
and start using it for your development. Disciplines - to
perform the actions provided by the process throughout
its entire course for its development and growth.

Despite the workload and complexity of the process, the
manager needs no more than 2% of his time in order

to fully comply with it. For many executives, such an
investment of their time seems quite acceptable.

The Experience of Using Coaching with the
Involvement Of Stakeholders In Russian Oil
Companies

As the practice of executive coaching finds its way into
more and more Russian oil companies, some companies
have tried, with interest, to apply stakeholder coaching

www.rogtecmagazine.com
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yCnoBun, 4TO ero KJIIneHT-nngep N3amMmeHmnncsd no
OueHKeBaMHTepeCOBaHHHX}W%LBHeO6XOﬂMMOM
HanpaBieHnn.

OT nuaepa, NPoXoAsLero Yepes NPoLEecc Koy4mHra

C BOBJIEYEHMEM 3aMHTEPECOBaHHbIX JI1L, TPebyeTcs
JEeMOHCTPAaLNs TPex KayecTB: CMeSIOCTU, CMUPEHNS,
1 gucunnanHbl. CMenocTu — NoydnTs 06paTHYHO
CBSI3b OT JIO[EN B ro OKPY>XXEHUU, CMUPEHNS —
NPVHSATL 06paTHYIO CBSA3b U HA4aTb MCMOJIb30BaTb

ee 0719 CBOero passuTus. JucumninHbl — coBepLlaTh
NpeaycMOTPEHHbIE MPOLECCOM Ha BCEM ero
NPOTSHKEHUN OeVCTBUS A1 CBOEro pasBuTus U pocTa.

HecMoTpsa Ha KaxkyLLytocst 06 BEMHOCTb U CIOXXHOCTb
npouecca, OT pykoBoanTens TpedyeTcsa He bonee
2% ero BpeMeHun ang Toro, YTobbl MOSIHOCTbIO

ero cobntogaTtb. [ns MHOMX pykoBoauTenemn

Takue 3aTpaTbl CBOEro BPEMEHUN KaXKyTCs BMOJSIHE
npmnemMnemMbiMn.

OnbIT NnpumeHeHUAa Koy4yuHra c
BOBJIeYeHMEeM 3anHTepeCcOoBaHHbIX JTUL, B
Poccunmncknx HedpTsaHbIX KOMMAaHUSAX

Mo Mepe Toro, Kak NpakTuka Koy4mHra aas
PYKOBOAUTENEN HAXOOUT CBOE MPUMEHEHME B Psae
Poccninckmnx HeTaHbIX KOMMaHUM, HEKOTOPbIE U3
HUX C UHTEPECOM NPOBOBaTN MPUMEHUTL KOYUMHI

C BOBJIEYEHVEM 3aNHTEPECOBAHHbIX JIML, 415 CBOMX
COTPYAHVKOB. Pe3ynbTaThl 3TOM paboThbl B LEIOM
COOTBETCTBOBa/IM pPe3y/ibTaTtaM, NoKasbiBaeMOW 3TOM
CUCTEMOW B IPYriX cTpaHax.

HecMoTps Ha HEKOTOPYIO HACTOPOXEHHOCTb

K METOAOI0MN KOYYMHIra C BOBJSIEHYEHNEM
3aMHTEPECOBAaHHbIX 1L, («TO, 4TO paboTaeT Ha 3anane,
He OyaeT paboTaTth Y Hac 13-3a cneundrKkn Halero
MEeHTanuTeTa», - onacasiMcb HEKOTOPble PyKOBOANTENN),
OMNaceHnst 0 HEMPUMEHUMOCTW CUCTEMbI B POCCUINCKIX
peanvsax He onpaBgavck. o HabNOeHNAM, OCHOBHOW
NPUYNHOM onaceHunin aBasnack HEOOXoAMMOCTb A9
YYaCTHMKOB MpoLecca BbINTK 13 30HbI KOMGopTa,
OTKPbITbCS 1 MPOOEMOHCTPUPOBATb KOJI/1eram

CBOE HECOBEPLLUEHCTBO, CTPEMJIEHNE Pa3BUBATLCS

Nno ykasaHHbIM HanpaBneHnsam. VIHbiIMu1 cnoBamu,
NPOAEeMOHCTPUPOBAaTb CMESIOCTb MOMYYNUTb OOpPaTHYHO
CBSA3b OT KOJIIer, pacckasaTb UM O BblOpaHHbIX
obnacTax ons ynydlleHns n aepxxaTb UX B Kypce
CBOUX NBMEHEHUSX MO AaHHbIM obnacTam. Te
PYKOBOONTENM, KOTOPbIE NPOAEeMOHCTPUPOBasIN
Takylo CMeJIOCTb, B KOHLE NyTW Nony4nnu ans cebs
HeobxoaumbIn peadynbTaT. CpaboTtan npuHumn: «B
30He KomMdopTa HET Pas3BUTUS, B 30HE Pas3BUTUSA — HET
koMmdopTal». Ecam xodellb passnBaTbCa 1 pacTu, He
cnepyeT BosTbCA BbIXOOAUTb 13 30HbI KOMopTa.
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to their employees. The results of this work were broadly
in line with the results shown by this system in other
countries.

Despite some caution about the methodology of
coaching with the involvement of stakeholders (“What
works in the West will not work for us because of the
specifics of our mentality,” some leaders fretted), fears
about the inapplicability of the system in Russia did
not materialize. According to observations, the main
reason for concern was the need for the participants
to get out of their comfort zones, to open up and
demonstrate to colleagues their imperfections,

and the desire to develop these areas. In other

words, to demonstrate the courage to get feedback
from colleagues, to tell them about the areas for
improvement, and to keep them informed of their
changes in these areas. Those leaders who showed
such courage, at the end of the program, got the
desired results for themselves. The principle worked:
«There is no development in the comfort zone, there
is no comfort in the development zone!» If you want to
develop and grow, you should not be afraid to leave
your comfort zone.

Maxim Misharin
Executive Director of the Yamal Gas Major Project,
Gazpromneft-Razvitie LLC

06 Gazprom Neft invited Marshall Goldsmith to speak.
The coaching approach he presented seemed quite
interesting to me. | wanted to apply it to myself and to
my team members.

Based on the results, | can note that for me and for my
colleagues, it led to the planned positive changes. We
have become more flexible, open to feedback, improved
communication and the quality of our teamwork. In
several cases, as a result of coaching, specialists have
multiplied their leadership competencies, up to the point
that they are recognized as the best in their function in
the whole company.

For me personally, it was important to delegate more
work to my Deputies. At the end of the program,

my employees noted that | began to deal with more
executive level work issues, and | trusted more in the
expertise of specialists, and | did not engage in micro-
management of their roles.

In this process, the role of a coach is especially
important, as they keep your focus and direction on the
task at hand. Despite any ongoing events and emerging
unforeseen circumstances in the project, the coach
“keeps on his radar” the selected areas of growth,
ensuring step by step progress is made. 99
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Makcum MuwwapuH
McnonHutensHbin pupektop KpynHoro MNpoekTa
«["a3 Amana», OO0 «[azanpomHedTb-Pazsutune»

06 KomraHus «asnpom HegTb» npuvrnatlana

Ha BbicTynneHne Mapiuanna longemura, v
rpeacTaBAeHHbIV UM MOAX0A KOYYMHIra MHE rnoKasasicsl
J0CTaTtO4HO MHTEPECHLIM. MHe 3ax0Tes10Ch MPUMEHUTH
ero K cebe v K 4sieHaM CBOeV KOMaHb!.

o pesysibTatam 1 MOry OTMETUTb, YTO U A1 MEHS,

W 7159 MOVIX KOJIIEr OH MPUBEST K 3ar/1aHnpOBaHHbIM
[OJIOXKUTESIbHBIM U3MeHeHUsiM. Ml ctanm 6osiee
TNOKUMU, OTKPBITBIMU K 0BpaTHOM CBS3U, YITydLLNIIA
KOMMYHUKALINN 1 KAYECTBO KOMaHAHOW paboTsl. B psae
C/ly4aeB, B pe3y/ibTate KOyYmHra, CrneymaamcTbl KpaTHO
ycuamBasv CBOU JIVAEPCKUNE KOMIETEHLMM, BIIOTh

10 TOro, YTO OHW MPU3HABA/ICE JIYHLLVIMU 110 CBOEN
DYHKLMN B LJEITOM 10 KOMIaHWM.

L7151 MeHs1 INYHO 6bI/I0 BAXKHO HACTPOUTH
[esiernpoBaHme ¢ 3aMecTuTesisiMu. V1 B KoHLUe 3Tov
pPaboTbl MOV COTPYAHUKM OTMETI/I, YTO 51 CTasl 6O/IbLLe
peLLaTh BOMPOChl CBOEro ypoBHS, 60/IbLLE JOBEPSTH
IKCrEePTN3E CNEeUMA/IMCTOB, a@ HE 3aHNMATHCS] MUKPO
MEHEIKMEHTOM.

B aTOM ripotjecce o4eHb BaxxHa pPOoJib KOy4a, KOTOPbIN
He [aeT BbINTY 13 3a4aHHON «Kosieun». HecmoTpsi

Ha rponCXoasiLLme CobbITUSI M BOSHUKaKOLLME
HenpeaBuaeHHbIE OOCTOSITE/IbCTBA B MPOEKTHOM
paboTe, KOy4 3aCTaB/ISeET «[ep)KaTb Ha CBOEM pPaaape»
BblIbpaHHbIe 061aCTV pOCTa, Lar 3a LuaroM obuvBasiChb
o HuMm riporpecca. 99

O6nacTn onsa cBOero pasBuUTUsg, KOTOpble BbiGmMpanu
aonsa cebsa nuaepbl B PoOcCnncknx HeTsaHbIX
KOMMaHusX, B LesIoM nonaganv B nepeders 20
NPUBbLIYEK, HAL KOPPEKTUPOBKOM KOTOPbIX M.
[[ONACMUT COBMECTHO C ero KameHTamMm yalle BCero
paboTtann. OTAeNbHO CTOUT OTMETUTL, YTO MHOTME
PYKOBOONTENW BUOENN CBOKO 0061aCTb ANS Yy4lleHns
B 60/1€€ YETKOM NOCTAHOBKE 3a0a4 U Ka4€CTBEHHOM
npenocTaBaeHnn obpaTHOW CBA3MN.

MepeveHb 20 NpuBbIYEK NNOEpPOB, Hanbonee 4acTo
ABNAOLLMXCSH 0O bEKTOM KOPPEKTUPOBKN

1 CTpemneHne 4Ype3mMepHo BbiMrpbiBaTh: bbb
nobenutenem Bceraa, Nobov LeHoW, Koraa B 3TOM eCTb
WM HET CMbICa 1 KOoraa 3T0 HEMOIEe3HO

2 Nob6aBneHne Ype3MepHOI CTOMMOCTH:
MepenonHsioLLee xxenaHne 0o6asnTb CBOW «MATb
KOMeeK» B KaXKOOM pasroBope

3 BblHeceHune cBoel oueHKUN: [oTpebHOCTb OLeHMBaTb
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The areas for their development, which the leaders in the
Russian oil companies chose for themselves, generally
fell into the list of 20 habits, which M. Goldsmith and his
clients most often worked to correct. Separately, it is
worth noting that many leaders said that setting clearer
goals and receiving good quality feedback.

List of Top 20 Leadership Habits Most Frequently
Targeted

1 The desire to win excessively: To be a always be a
winner, at any cost, whether it makes sense or not and
when it is not even useful

2 Adding excessive value: Overwhelming desire to add
your «five cents» in every conversation

3 Making your own assessment: The need to evaluate
others and transfer your standards to them

4 Making unnecessary destructive comments:
Unnecessary sarcasm and harsh comments that we
think help us look witty

5 Start talking with “but”, “however,” “despite”:
Excessive use of negative clarifiers, which implicitly
conveys to everyone: “I'm right. You are not»

6 Telling everyone how smart | am: Striving to show
people that we are cleverer than they think you are

7 Talking When Angry: Using Emotional Impermanence
as a Management Tool

8 Negativity, “Let me explain why it won’t work”:
Seeking to share our negative thoughts, even when we
are not asked

9 Failure to Provide Information: Refusing to share
information in order to maintain your advantage over
others

10 Failure to Provide Well-Earned Recognition: Failure
to celebrate and reward others work

11 Taking Praise You Don’t Deserve: the most irritating
way to overestimate your contribution to any success

12 Self-justification: Seeking to present your annoying
behavior as a «permanent construct» so that others will
forgive for it

13 Cling to the Past: wanting to put blame on people
and hold onto events from our past

14 Favoritism: ignoring that we are treating
someone unfairly

15 Refusing to express regret: Not taking responsibility
for our actions, not admitting that we are wrong, not
understanding how our actions affect others

16 Not listening: The most passive-aggressive form of
disrespect for colleagues
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TRAINING =

OPYrX N NePEHOCUTL Ha HUX CBOW CTaHOapThl

4 BblckasblBaHWE OECTPYKTUBHbIX KOMMEHTapUEB:
HeHy>XHbI capkasMm 1 peskiie KOMMEHTapum,
KOTOpPbIE, KaK Mbl [lyMaeM, MOMOraloT HaM BbIrI9AeTh
OCTPOYMHbIMU

5 HaunHaTtb roBopuTtb C «HO», «OAHAK0», «HECMOTPS
Ha»: YpeamMepHoe NCMOIb30BaHNE HErATUBHbIX
YTOYHUTENEN, YTO CKPbITO NepeaaeT BCEM: «4 MpaB.
Tbl — HET»

6 [JoHeceHVe BceM, HacKoNbKOo A1 yMeH: CTpemiieHre
rnoKasarb JSI0OAM, YTO Mbl YMHEE, YeM OHU O Hac AymMaroT

7 T'oBopuTb Bygyumn pasosneHHbIM: VICnons30BaTh
SMOLMOHASIBHOE HEMOCTOSHCTBO B Ka4eCcTse
YNPaBEHYECKOrO NHCTPYMEHTA

8 HeratunBHOCTb, «[]ail 8 06bACHIO, MOYeMy 3TO He
3apaboTaeT»: CTpeMneHne NnoaennTbLCa HalVMmn
HeratTMBHbIMW MbICTTIAMW, OaKe Torga, Korga Hac He
cnpaluvBatoT

9 HenpepocTtasneHue nHdopmaunm: OTkas genmrbes
MHbopMaLumen Ons Toro, YTobbl COXpaHUTb CBOE
NPEVMYLLIECTBO Hag, ApYrMmn

10 HenpepocTtaBneHne 3acny>XeHHOro Npu3HaHns:
HecnocobHOCTb OTMeYaTb YCNEXM N BO3HArpaXkaaTb

11 MpuceoeHne cebe ycnexoB, KOTOPbIX HE
3acny>kmBaeM: Cambil pasgparkatoLLmi Cnocod
NePEOLIEHNTb CBOV BKJ/1a, B SII0H0M ycnex

12 OnpaBpaHue cebs: CTpemMseHne NpenogHecTu
CBOE pasgpakaroLlee NoBeAeHNE KaK «MOCTOAHHYIO
KOHCTPYKLIMIO», YTOObI OKPY>KatoLLIME 32 3TO MPOCTUN

13 UennaTtbca 3a npownoe: XXenaHne OTBECTU BUHY OT
cebst Ha Naen 1 CobbITKS 13 HaLIEro NPOLLIOro

14 ®aBopuTU3M: VIrHOPUPOBaHKE TOrO, YTO Mbl
obpaLlaeMcs ¢ KeM-TO HecrnpaeeaMBo

15 OTKa3 oT BblpaXKeHUs coxanenns:: HenpuHate
OTBETCTBEHHOCTM 3a CBOU AENCTBMS, HEMPU3HaHWE
HenpaBoTbl, HEMOHUMaHWE, Kak HalLW OeCTBAUS
BO3OENCTBYIOT Ha ApYrX

16 He cnywaHune: Hanbonee nacCrBHO-arpeccmBHas
hopma HeyBaXKEHWS K KOleram

17 He npepocTtaBneHne 6narogapHoctu: Hanbonee
TUNnYHasa hopmMa NIoXmx MaHep

18 HakagaHue «roHua»: HenpaBubHOEe CTpemMIeHne
aTakoBaTb HEBUMHHOIO, KOTOPbLIV NnepenaeT
MHbopMaLMIO, U, Kak NpaBuio, CTPEMNTCS NMOMOYb

19 lMNMepeHoc oTBeTCTBEHHOCTU: CTPEMMIEHNE BUHUTD
BCEX, Kpome cebst

20 YpeamepHast Heob6XxoaMMOCTb «bbITb COBON»:
MpencTaB/ieHe CBOVIX HEOOCTATKOB B BUAE JOCTONHCTB
MPOCTO MOTOMY, YTO OHW TaKWE, Kakme ecTb
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17 Not Giving Thanks: the most common form
of bad manners

18 Punishment of the “messenger”: Inappropriate
tendency to attack the innocent who is transmitting
information and, as a rule, seeking to help

19 Shifting responsibility: Seeking blame for everyone
but yourself

20 Excessive need to “be yourself”: Presenting your
weaknesses as strengths simply because they are what
they are

Conclusion

The result that executives who have undertaken a
coaching program with the involvement of other
stakeholders and their companies have said that it is
more than just the development of leadership skills.
The result go beyond one person, beyond the chosen
areas of leadership development, and beyond the time
frame of working with a coach. The key elements of
this result are:

1. The involvement of the leader and the stakeholders
in his development process has an effect on the
stakeholders, it develops the leader’s flexibility and
openness to change, which also creates a culture of
openness and change that might not have existed
before.

2. Going through the coaching system opens the
leader’s eyes to how you can effectively change
behaviours while creating a positive impact on

others. For many leaders, this awareness is the first
step towards behavioral change. These leaders take
the following steps on their own. In general, the
system makes them more flexible, open to changes,
receptive to the opinions of others. They are starting to
increasingly apply a cycle of continuous improvement
to themselves.

3. Having felt the positive effect of change at work, many
leaders use the skills they have learned outside the
company, for example, in the family. This allows positive
change to spread to adjacent areas, which brings more
harmony and happiness to people’s lives.

Alexander Ryndin
Head of Well Workover Service,
ByTex LLC, MOL GROUP RUS

6 The most important result for me when going through
the coaching system was the awareness of my focus
and how to work on myself. The very fact of contacting
a coach was valuable for me, as | never thought that |/
could use such help. It's not always simple, sometimes |
frankly admit to myself that I’'m lazy. But in the coaching
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3aksiroueHmne

PesynbTaT, KOTOPbLIM NOyYUN PYKOBOOUTENN,
NpoLUeaLIne Yepes CUCTEMY KOYUMHra C BOBJIEYEHNEM
3aMHTEPECOBAaHHbIX CTOPOH, U X KOMMNaHnn, 60sbLLe,
4YeM TOJIbKO PasBUTUE NNOEPCKMX HaBbIKOB. OTOT
pes3ynbTaT BbIXOAUT 3a paMKM OOHOro YesioBeka, 3a
paMKK BblOpaHHbIX 061acTen pasBuUTuS NMOEPCTBa,

N 3a BPEeMEeHHbIe paMKn paboTbl ¢ KoydeM. Knouesble
3NEeMEHTbl 3TOro pe3yfibTara TakoBbl:

1. BoBneyeHue nmaepoM CTENKXONAEPOB B NPOLIECC
CBOEro pasBUTUSA okasblBaeT ahdeKT U Ha aTUX
CTENKXONAEPOB, AEMOHCTPUPYET MOKOCTb U
OTKPbLITOCTb JIinaepa K NSMEHEHNAM, YTO Tak>Xe CcO30aeT
KYNbTYpPYy OTKPbITOCTU U UBMEHEHUI, KOTOPas paHee
MOrJia He CyLLeCTBOBaTb.

2. TNpoxoxaeHne 4epes CUCTEMY KOYUMHIa OTKPbIBAET
NVgepy rnasa Ha To, Kak MOXHO adEKTUBHO
MEHSTbCS, CO34aBasi NPyt 3TOM MOJIOKUTENBHOE
BO3OENCTBUE Ha OKPY>KaroLLmMX. s MHOMMX NnaepoB
OTO OCO3HaHWE ABNAETCH NepBbIM LLAroMm Ha nyTtn

K MOBEAEHYECKNM M3MeHeHnaM. CriegyoLlime warm
3TV NnAepbl AeNatoT Y)KE CaMOCTOATELHO. B Lenom
cucTema genaet ux 6onee rmbkUMN, OTKPbITbIMU

K N3MeHeHNAM, BOCNpPUnNM4BbIMA K MHEHWIO
okpy>xatroLmx. OHM HauMHatOT Bce Bo1ee MPUMEHSTh
K cebe LMK HEMPEPbIBHbLIX YYULLEHNIA.

3. OLwyTrB NONOXKNTENBHBIN 3PDEKT OT N3MEHEHNIA
Ha paboTe, MHOMVe NnaepPbl NCNOJb3YHOT MOJTyHYEHHbIE
HaBbIKM BHE KOMMaHWUW, Hanpumep, B CEMbE.

3TO NO3BONAET MONOXKUTESIBHBIM U3MEHEHUSIM
PacnPOCTPaHSOTCS Ha CMEXHbIE 061aCTU, YTO
NPVBHOCUT B »XXN3Hb NtoAen 60MbLLE rapMOHUN U
cYyacTbs.

AnekcaHgp PbiHOWH
PykoBogntenb cny>X6bl peMoHTa CKBa>KUH
000 «banTekc», MOJT1 FPYMMN PYC

6 CambIM rriaBHbIM [1/151 MEHS Pe3Yy/IbTaTOM Mo
MPOXOXOEHWM HEPES CUCTEMY KOYYmHra 610
OCO3HaHMe TOro, B KaKOM HarnpaB/ieH 1 Kak paboTtaTb
Han cobou. LIeHHbIM 47151 MeHST OblT caM hakT
obpalLeHst K KOYHY, TaK Kak HuKorga He gymasl, H4To
CMOry MCrosIb30BaTk MogobHyo nomoLsio. He Bcerga
BCE MpOCTO, MHOrAa OTKPOBEHHO Mpu3aHartock cebe, 4To
JieHb. Ho B ripovecce paboTsbl MOTUBUPYET OCO3HAHMNE
TOro, 4TO ¥ CaMOMy Ccebe, 1 OKDY XatOLLVIM BUOHbI
MPOUCXOASILLNE NSMEHEHMSI.

Cam rpoLecc Koy4YmHra rnoMor yBuaeTb KYCOYKM
rnassna, KOTopble COCTaBSIT MNOJIHYKO KaPTUHY
CBOMX CIIOCOBHOCTEN U Lies1el, 1 yKasas K HUM
nyts. OCcosHaHWe npuxoanT He cpa3dy. 3anaeTcst
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process, | was motivated by the realization that
both myself and others can see the ongoing
changes.

The very process of coaching helped me to see
the pieces of the puzzle that will form a complete
picture of the abilities and goals, and the way

to achieve them. Awareness does not come
immediately. A direction is set, a process is
launched, and over time, a momentum is gained
that can overcome all obstacles in its path.

| became more courageous and to try new things
and be more open. As a result, we managed to
increase our individual and team performance. ®®
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HarpaBJ/ieHne, 3aryCKaeTcsl MpoLecC, CO BPEMEHEM
HabupaeTcs cuna, criocobHas npeofosieTs BCe
nperpaasl Ha Nyt K Her. Y MeHst nosisuaoch 60/1bLLe
cmMmesiocTuy rMpoboBaTh HOBbIE BELLM 1 OTKPBLITOCTU.

B vtore ynanoce rnoBbICUTb 3(hhEKTUBHYIO
CamMOCTOSITEsTbHYIO M KOMaHAHYH paboTy. 99
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