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Foreword

There is a great myth in business perpetuated by leadership gurus, head hunters, pay consultants and even sometimes by the people who occupy some of the most senior corporate posts. It is the myth of the super-executive.

It is a compelling myth. We all know people in top jobs who have exceptional qualities, with the force of personality to drive through projects, the business acumen to make them succeed and the insight to spot a winner when they see one. Yet the super-executive is a myth all the same.

Some may believe that leadership itself is endowed with mythical properties. It is difficult to pin down the qualities needed for leading people and organizations. Among the most common we hear about these days are integrity, mental toughness, a sense of vision, an ability to listen, to see the big picture, to analyze concisely, to spot talent and to get the best out of others. We read too about humility, empathy and self-knowledge.

Accepting these many facets, we know instinctively that leadership cannot be mythical because we see it in action around us every day. We almost certainly demonstrate it ourselves, every single one of us. In the words of Warren Bennis, one of the world’s most prolific writers on leadership, ‘it is not simply about doing things right, but about “doing the right thing”.’

But the responsibilities of leadership, whether leading a small team, a large corporate or a main board at group level, can weigh heavily when you are facing them alone. We all seek to do the right thing and sometimes we need help, particularly when our career journey is facing big change.

Change is everywhere today. Perhaps that has always been the case. Today, however, the change seems more noticeable - change in competition, markets, products, suppliers, legislation and in employment expectations.

There has probably never been a time in corporate history when the demands of executive leadership have been so onerous, or when the image of the super-executive has appeared so fragile.

There may be some individuals out there who are so brimming with confidence, so self-assured, so certain of the directions they need to take every  single day that they can face the world alone. If so, I have yet to meet one of these hardy souls.

Much more common today in companies is the highly qualified, technically skilled, analytically sound executive who, in spite of all these exceptional qualities, is still in need of guidance.

This helps to explain why coaching has grown so much this past ten years or so. In our youths, coaching was something we experienced on the sports field. It was all about the acquisition, retention and improvement of specific technical skills, be it the golf swing, the tennis stroke or the bowling technique.

Then sports people began to look at psychology, since it was clear that technique alone was insufficient when competing at the highest levels. Golfers could suffer the yips, footballers could find they entered a barren spell in front of the goal, and tennis players could wilt when faced with an opponent they respected too much. Even the best players need to find what some have called their ‘inner game’.

It was only a matter of time before coaching entered the executive suite. What goes for leading players in sport must go for professionals in other walks of life. In the corporate coaching arena, however, demands differ. It is not so much the need for the honing of technical skills that has defined executive coaching, but the need for guidance, the experienced hand on the elbow, the wise counsel, the independent voice and the impartial ear.

There must be thousands of individuals who can provide that sort of support. But the best coaching needs other skills too. Those who seek to step up to the plate and present themselves and their service as value-adding individuals must command the respect of their client companies and the trust of those they are asked to coach.

Creating the coaching proposition, then sustaining it and sharpening it as a significant force that adds real value to a business is what this book is all about. It’s not enough to have wisdom or understanding if learning is not directed in a way that is going to be beneficial both to an individual and to the organization that is seeking to build its executive skills.

This is why the cumulative knowledge of Robin Linnecar and Peter Shaw, two of the UK’s most experienced executive coaches, plus the insights generated by buyers of coaching and other coaches who they interviewed for the book, is directed here primarily at business effectiveness. But while their book is designed to enlighten organizations and individuals who can benefit from coaching, there is much to learn here also for coaches aspiring to operate at the highest levels.

The book is grounded in the practical experience of the authors and of those they consulted. It explains different coaching methods and themes and it outlines the benefits to be gained from coaching. It outlines the differences between coaching and mentoring and demonstrates how a coaching programme can be installed in a client organization.

This detailed structural breakdown of coaching programmes and how to get the most of them inside companies is one of the features of this book that differentiates it from others on the market. It spells out, in a clear, understandable narrative, the kind of objective setting, rules of engagement and measures companies should use to define success in a coaching relationship.

Most of all, however, it creates the proper context for coaching in the development of the modern organization.

Nothing on Earth can deliver the super-executive, the perfect, faultless decision-making machine, par excellence. Even the best people have their weaknesses. Great coaching, like great leadership, must seek continuous improvement in the teeth of those weaknesses.

Human frailty is a constant, but it is human strength and the power invested in self-knowledge that moulds the leadership for organizational success. The very best coaching has a deep and powerful role to play in building and maintaining this leadership excellence. But it must earn its place and win the trust of those who use it. This book provides the beacons that light the way.

Richard Donkin
 Author and Financial Times columnist




Introduction

We believe passionately that coaching can have a dramatic effect on organizational success and individual performance. We are advocates of business coaching because we have seen its powerful effect in organizations of many different shapes and sizes. Whether the organization is a global conglomerate, a company operating in one country, a government department, a regional office, a charitable organization or a university, purposeful coaching of executives directed at specific challenges can be equally valuable.

Successful business coaching brings together meeting the needs of the employing organization and the individual. It impacts on the whole of an individual’s life, with the clear outcome of increased effectiveness at work. It is unashamedly holistic. The more an individual sees different aspects of their life slotting in well together, the more effective they will be in their work situation.

Coaching is not a soft option. It is not cosy chats without purpose. Coaching is about focused conversations in which the individual feels both strongly supported and effectively challenged and stretched. The coachee will both be exhausted and invigorated by the process. The long-term result will be a strong sense of purpose, a clarity about aspirations and a set of pragmatic and focused next steps. Its impact on an organization will be leaders making better decisions, with the organization’s performance improving as a consequence.

At the heart of coaching that works is effective engagement. This engagement has many strands. The starting point is the engagement between the coach and the client, enabling the client to engage effectively with business needs, themselves, their family and community responsibilities and their own futures. Engagement that is effective covers business, intellectual, emotional and transformational dimensions. The quality of engagement between coach and client feeds directly into the effective engagement of the client in delivering business needs.

The aim of this book is primarily to enable those wanting to invest in coaching to be able to do so in the most effective way, whether they are doing this as an organization or as an individual. It illustrates the impact  coaching can have and identifies changes in leadership and management demands and expectations. We consider what a coachee gets out of coaching, different formats for coaching and its potential value at board level, including for the Chief Executive Officer, and for other individuals or groups such as new recruits or those who have just been promoted. We consider the difference between coaching and mentoring and the potential benefits that both can have, especially in combination. We look at how coaching programmes can be introduced effectively and how a leader might introduce coaching in their organization. We address the international dimension with many organizations looking to ensure that leadership is based on similar values throughout their global reach.

The book can be read right through, or specific chapters might be focused on for particular purposes. We have deliberately consulted widely in preparing this book and have included the views of clients and buyers of coaching. It is their perspective based on direct personal experience, together with our own experience, which has shaped our perspective in this book.

For us, coaching is the fulfilment of a lifetime of busy jobs. Robin has a wealth of experience from the private sector, having worked in Arthur Andersen, Shell International, Deloitte, Haskins and Sells, Coopers and Lybrand and KPMG. Peter worked in five government departments covering Education, Treasury, Employment, Transport and the Environment, and held three Director General posts within the Government. Both of us continue to have non-executive and part-time executive roles in addition to our coaching work.

We coach at senior levels in the public, private and voluntary sectors, cross-fertilizing ideas from our own leadership experience and from the wealth of conversations we now have with senior leaders. We coach because we love the work. We get a buzz from helping organizations work more effectively. There is such a joy in seeing individuals have the courage of their convictions stretched by the coaching and thereby become able to tackle difficult issues more effectively. We see ourselves as enablers. We share common values based on our belief that enabling somebody to integrate their physical, intellectual, emotional and spiritual wellbeing is crucial. Support and stretch come in equal measure.

We hope you will find this book both an inspiration and a quarry of suggestions. If coaching is already part of your armoury, this book can help you use it better. If coaching is new to you, try it but in a way that fits your needs and has a sharp focus on delivering the outcomes that are important to you.

Robin Linnecar and Peter Shaw
 Pall Mall, London
 February 2007




Chapter 1:

Effective Engagement

In this chapter we look at effective engagement as the common theme connecting the coach’s work with the client to successful business outcomes. The quality of the engagement that the coach is able to generate is the major determinant of the success of the coaching. We look at:• coaches who engage and clients who engage;
• characteristics of effective engagement between coach and client, including as a ‘golden thread’ the characteristics of ‘respectful, listening, open-minded, flexible, supportive, challenging and forward looking’;
• engagement as co-invention;
• varying the pace of engagement, covering thoughtful reflection, creative co-invention, purposeful dialogue and linking professional and personal priorities;
• engagement between the coach and the sponsor of the coaching; and
• where effective engagement can lead. Coach, client and sponsor all have a part to play in ensuring the effectiveness of the coaching engagement.




Good coaching will feed directly through to the performance of an organization. The business case for coaching is based on individuals becoming more focused and successful in their work and contributing more effectively to corporate success. For this to happen, effective engagement is crucial at each step in the process, covering the relationship between coach and client, between the coach and business needs, and between clients and their own aspirations. The feedback loop to the success of the business is crucial to assessing the success of the coaching.




Coaches who engage 

The following quotes are from buyers of coaching in a variety of organizations, who all put a strong emphasis on effective engagement between coach and client.

‘Coaches must be grounded in commercial reality and be good at challenging in an appropriate way.’

Jill King, Linklaters

 

‘Coaches should have experience and skills of their own to draw on. They must be able to hold the mirror up and be constructive.’

Philippa Charles, ABF Foods

 

‘A good coach needs to listen and ask good questions. The coach must be able to articulate their area of specialism and be clear with which sort of people they work.’

Noel Hadden, Deutsche Bank

 

‘Coaches must have high-quality interpersonal skills and be good at generating mutual confidence and quality relationships.’

Rob Edwards, UK Environment Agency



A consistent message is that coaches must work well with individuals and rapidly build an understanding of the environment in which they work. They need to understand the complexity of business life. It is crucial they bring organizational understanding and savvy. Common themes in these perspectives are understanding business reality, significant experience, strong ‘interpersonal skills’ and the ability to work with complexity.




Clients who engage 

No effective coaching takes place unless the client engages with and is committed to the process. Here are some views from clients at the start of the engagement process with a coach:‘You were very helpful to a friend of mine when he took up a new FD role on the Board. I’ve now taken on this Managing Partner role, which I have never done before.’

Managing Partner, law firm

‘I am the youngest on the Board. I want to become a credible candidate for CEO in the future. What can you do to help?’

CEO, Latin America, commercial company, who was interviewing three coaches

 

‘I want to establish priorities and plan for 12 months ahead. I want to bring about changes in people and culture and need to develop my client-influencing skills and relationship building. I need a sounding board.’

CEO, major consulting firm





At the outset, clients often do not know what coaching is about, but what they do know is that they want someone they can relate to and engage with because they are willing to ‘give it a go’. They are committed to coaching in at least three areas:• Context: e.g. taking on a new role.
• Content: e.g. either of a business nature, with the opportunity therefore to work through issues with someone jointly; or of a personal nature, in that they are not sure how to move forward and whether they have the skills or confidence to do so.
• Challenge: e.g. they need someone who can challenge and stretch them; take them out of their comfort zone so that they develop into someone bigger, better or more influential; and play ‘at the top of their game’.






Characteristics of effective engagement between coach and client 

The ‘golden thread’ running through effective engagement between coach and client includes the characteristics shown in Fig. 1.1.

Respectful includes trust and unconditional mutual regard. Listening is all about being fully present and giving someone sole, undivided attention. Open-minded is about banishing preconceived notions, being fully on the client’s agenda and finding the point of need. Flexible is about varying the approach, pace and timing to fit the circumstances of the individual, using a variety of models. Supportive is about encouragement, emphasizing the positive and helping individuals keep up their energy. Challenging is about an engagement between equals where the coach is not deferential: it is about slicing through the dross and holding up a mirror to the client.

Fig. 1.1 The ‘golden thread’ running through effective engagement

[image: 002]

Forward looking is about a relentless focus on the future, whatever past or current travails there have been.

Effective engagement between coach and client involves various areas (see Fig. 1.2). Effective engagement requires the coach to have a grounding in the business needs and priorities of the organization. This does not mean the coach will have worked in precisely the same situation, but direct per-sonal experience of a similar leadership position will be immensely helpful. It helps root the conversations in business reality. Using an analogy from sport, good sports coaches do not have to have been the champion at the same level, but they do need to have been ‘up there’, living and breathing the joys and pressures.

Fig. 1.2 Effective engagement between coach and client

[image: 003]

The good coach will bring to the conversation a firm understanding of  people and relationships. There will be a natural empathy with different types of people, coupled with a hard edge about what helps individuals focus and deliver more effectively. An understanding of behaviours will be an essential underpinning to the dialogue, to help the coach bring new insights and perspectives.

Good coaching conversation will be engaging, with options and risks. There will be the private space to explore topics in a measured and emotional way. The coach is pointing out angles or implications, but the client is shaping the options and working through later stages. A crucial contribution from the business coach is to help an individual engage with the issues which are most important and to think through the risks effectively. Understanding risks well is possibly the most valuable perspective a coach can bring.

Engagement about business needs will be at different levels, depending on the responsibilities of the client. The more senior the client, the more the discussion will be at a strategic level. But whatever the seniority of the individual, a common theme is likely to be working at identifying key priorities.

These are four important levels of engagement between coach and client as shown in Fig. 1.3.

Factual is about being on the same page in terms of information. It is about having a significant understanding of the background and the context. It is not having an encyclopaedic knowledge of an area, but does involve a good understanding of the key parameters and levers.

Fig. 1.3 The four levels of engagement

[image: 004]

Intellectual is about being able to talk about issues on equal terms in a robust way: it includes seeing the policy and operational consequences of different actions.

Emotional is about an openness of human strengths and frailties. It is creating a relationship whereby the client is willing to be open about their emotional reactions and to move on, through recognizing what they find difficult and how they want to develop their own capacity for courage and resilience. Emotional reactions in leaders may be getting in the way of the individual’s clear, authentic leadership: if the coach can help bring clarity, a road block to progress can be removed.

Transformational is about a quality of coaching discourse which results in the client viewing themselves and their situation in an entirely different way. The coach has to be prepared to read their own emotional reactions in a coaching discussion, using them as a barometer of the impact the client has on others.

In the best of coaching discussions there is the creativity of two people working well together. There is focused questioning and dialogue when the overall result is more than the sum of the parts. The interaction leads to creative and dynamic progress towards new solutions. Sometimes when the coach and client look back, they are surprised by the progress that has taken place.

Fig. 1.4 Engagement as a co-invention of ideas and possibilities

[image: 005]




Engagement as co-invention 

In our view, coaching is not the coach just asking questions and listening, nor is it the coach providing solutions: the best engagements include a co-invention of ideas and possibilities (see Fig. 1.4).

Co-invention has to start from a clear picture of reality, grounded in facts and in a good understanding of the context. Co-invention may then travel down two tracks. On the left-hand side of Fig. 1.4 is the personal dimension, covering self-awareness and self-belief, where psychologically based approaches can be a valuable aid. On the right-hand side of the diagram is the business dimension, where creative discussion leads to new ideas and  different options. The result of exploring both dimensions is renewed focus and energy.

For engagement to happen effectively, you cannot have a rigid process or a forced fit. The engagement between coach and coachee has to evolve. In a long-term coaching relationship, the engagement will have gone through many different phases. Coaching is like going on a route through a forest where the terrain varies: sometimes the coach and client are travelling together, but through very different terrain; on other occasions, they will be going through similar landscape and dealing on a regular basis with issues that the client finds most difficult.




Varying the pace of engagement 

The engagement between coach and client is always client focused, but is likely to have a range of different dimensions (see Fig 1.5).

Fig. 1.5 The different dimensions of client-focused engagement

[image: 006]

Thoughtful reflection may well be looking at the implications of past and current events. It is looking at the context and assessing the relative importance of events. It is standing back and considering how important something is ‘in the great scheme of things’. Purposeful dialogue is likely to be focused on a particular issue, looking at possible action and risks. It is moving to specific measurable next steps and outcomes.

Creative co-invention is considering in a more open way new approaches and dimensions, possibly with a long-term focus. Linking professional and personal priorities is about always coming back to an individual reflecting on their own values and interlinking the vision and responsibilities they have at both a professional and personal level.

The coaching conversations must always enable the client to engage effectively with the worlds that are most important to them. Key elements are illustrated in Fig 1.6.

Fig. 1.6 Key elements of coaching conversations

[image: 007]

The rationale for business coaching is helping to meet business needs, but the four dimensions in the diagram need to be in reasonable harmony if an individual is going to make a maximum contribution to meeting business needs.

Individual clients need to be able to engage with themselves in terms of understanding their strengths and weaknesses, and have enough self-knowledge to enable them to move on. Clients need to be conscious about the relative importance for them of the family and community dimension, both in terms of understanding themselves and in terms of clarity about their personal priorities. It also helps if the individual is willing to engage  with different options about the future and is willing to sometimes remove blinkers that might be constraining their view of future possibilities.

Part of individuals engaging with themselves is understanding the complex web within them that brings together their drivers, frailties, fears and aspirations. It is the fascinating interlinking of these different aspects of personality that makes engaging with yourself as an individual absorbing. It must not become excessively self-indulgent. It needs to be an engagement that helps the individual move on to more effectively engage themselves with their work and personal priorities.




Engagement between coach and sponsor 

Coaching is part of a three-way relationship between coach, client and sponsor (see Fig 1.7).

Fig.1.7 Coaching as a three-way relationship
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The sponsor is the lead person within the organization employing the client. This might be the CEO, HR Director or the Line Manager, depending on who is taking the primary responsibility in ensuring the success of the coaching. Often all are involved to some degree.

The engagement between coach and sponsor is important in ensuring the success of the coaching work, without in any way affecting the confidentiality of the relationship between the coach and client. This engagement might cover the areas shown in Fig.1.8.

Fig. 1.8 The engagment between coach and sponsor
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Where the coach understands the business needs and opportunities from the perspective of the sponsor, they can more readily focus the coaching work. Briefing about the organization in terms of its structures, organiza-tional behaviours and culture can provide a valuable context for the coach. Being aware of the organization’s perspective on an individual in terms of capabilities and potential is an important starting point.

Effective engagement with the sponsor includes feedback of generic themes where a number of clients are involved, and the evaluation of the outcomes of the coaching work. Part of effective engagement is the willingness of the sponsor to change their mind about an individual when there has been a transformation in an individual’s confidence and competence. The sponsor needs to believe that coaching can work and not be fixed into a rigid perspective about an individual’s capabilities!




Effective engagement internationally 

Effective engagement by coaches will take account of both cultural and linguistic differences as shown in Fig. 1.9. Economic drivers mean that cross-cultural and international working is essential. Coaches who are internationally aware can enable individuals to cope effectively with cultural and linguistic differences and ensure that economic drivers for co-operation are used effectively. Using modern communication well and ensuring virtual  teams are successful pushes the business leader into new and innovative ways of engaging. Elements of effective engagement internationally are illustrated in Fig.1.9.s

Fig. 1.9 Effective engagement internationally
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Where can effective engagement lead? 

Our thesis is that good business outcomes require the client to be engaged on the right activities in a focused way. Achieving this depends on effective engagement of coach and client: engagement that is factual, intellectual, emotional and transformational, with phases of thoughtful reflection, purposeful dialogue, creative co-invention and the linking of professional and personal priorities alongside a positive mental attitude. This book now looks at effective engagement through a range of different perspectives. Engagement is not about ‘one size fits all’; it is about a flow of conversation that moves an agenda on at a pace which fits the needs of the client and enables them to be energized by the process.




Chapter 2:

The Impact of Coaching

This chapter addresses the impact of coaching covering:• examples of the impact of coaching;
• perspectives from individuals who have extensive experience of introducing and buying coaching in a range of sectors, covering the value-added they want to see out of coaching ;
• the potential benefits of coaching for organizations;
• the potential benefits of coaching for individuals;
• key questions to ask on the benefits of coaching; and
• the cost benefits of coaching.



In particular, it sets out a framework for assessing the potential benefits of coaching for an organization and for individuals, covering business outcomes, people and relationships and behaviours. The key questions asked and benefits of coaching described provide a framework for organizations and individuals to consider when embarking upon business coaching.


Business coaching is not for the faint-hearted. Quality coaching conversations are not fireside rambles going nowhere. Effective coaching is focused and productive. Good coaching is based on a wealth of experience from the coach, the strong support of the employing organization and the clear commitment of the individual.




Examples of the impact of coaching 

Coaching should not be entered into lightly because, when done well, it will have a lasting impact not only on the commitment and focus of individuals in a particular situation but also on their capability and personal ambition.

It can unleash new energies and tap into hidden resources. John Harper, a managing director in an investment bank working in the international retail area, says of the coaching:‘I found the meetings were more structured than I would have anticipated and, following a certain amount of drilling down, measurable action points fell naturally out of the discussions. Interestingly these action points were mainly business-orientated and have stretched my performance. This would not have happened without coaching.’




A newly-promoted member of the senior team in a UK government agency, Adele Westcott, said of her coaching for a crucial interview:‘If it were not for the coach’s challenge, I would not have prepared properly. This is a lesson I will take with me throughout my career.’




John is a Board director in a FTSE 250 company in the UK. Highly experienced, he embarked on a process of moving the organization from functional business lines to regional lines (and thus multi-functional lines). His perspective is as follows:‘Coaching enabled me to stand back and see the critical steps in managing change and then work through them. Not least was the relationship with my CEO and, by addressing that, we moved forward much faster.’




Many of those who have experienced coaching refer to the development of self-confidence and a greater sense of courage of their convictions and a more focused impact. Portia Ragnauth was appointed the Chief Crown Prosecutor for a county in the north of England in 2004, with responsibility for the Regional Office. Portia is a dynamic and energetic young lady. She commented that:‘The coaching was so important to me in getting established in a very different role. It helped me focus and prepare for difficult meetings and situations. It forced me to look at the bigger picture. It gave me space to work through precisely what I wanted to do. It helped ensure that I had the courage of my own convictions.’




Making a personal impact is equally important in the public, private and voluntary sectors. Rafik Kaabi has had a fascinating career within Shell. With a mixed European and North African background, he brings a unique  international perspective to his work. A lot of the coaching related to interview skills and personal impact more generally, with a thrust on sharpening his focus, developing clarity and raising confidence. He commented that,‘The coaching forced me to sharpen my presentation. I became much clearer in all I said. I was far less apologetic. The coach was relentless in helping me ensure I was always clear, positive and engaged in everything I said.’




Nick Brown describes a coaching relationship that has been important to him for close to 15 years. During this period, Nick has moved from the public sector into the private sector and is now Chief Executive of SERCO Integrated Transport. He says of the coaching:‘Coaching has helped me in handling transitions from one job to the next. It has enabled me to have the right mindset in preparing for a move and to have an effective focus on execution once in it. The coaching has specifically identified training gaps different to organizational needs. It has helped me focus on career management, covering long-term needs at a strategic level and short-term requirements at a tactic level. The coaching has not meant that I have taken a different view. But it has helped me place boundaries around problems so I deal with them in a more structured way, working through the consequences of different options. The coaching discussions have helped concrete my thinking after working through tricky issues.’




Nick describes the benefit of coaching as raising his level of self-confidence and, as a consequence, his level of competence. It has equipped him to coach and mentor his staff effectively. He says that it has been most helpful when he has been working on a big change management agenda, where it has enabled him to move on from uncertainty.

He describes the essential characteristic of a good coach as:‘Someone who has your best interests at heart at both a business and personal level. Someone who will drive, challenge and support you and who will help you find the catalyst that makes effective change happen.’




The benefits of coaching in these illustrations result from the intensity of the one-to-one engagement, with practical steps to embed the learning and rigorous self-appraisal a crucial part of the process.




Perspectives from individuals who have used coaching in major organizations 

In writing this book, we have drawn from the perspectives of a range of people with extensive experience of introducing and buying coaching. We have selected four from the private sector and three from the public sector, namely:• Noel Hadden, the Director of Learning and Development at Deutsche Bank in London;
• Hilary Douglas, the Chief Operating Officer for the UK Department of Trade and Industry, who has been the Board Member responsible for HR in six government organizations;
• Jim McCaffery, who is HR Director of the Lothian Health Authority and has extensive experience in both the private and public sectors;
• Rob Edwards, who is Manager of the Management Development Team at the UK Environment Agency and has introduced and managed coaching in both the public and private sectors;
• Jill King, who is HR Director for Linklaters, a leading international law firm;
• John Bailey, who is responsible for decisions about buying in coaching at a professional service firm, KPMG; and
• Philippa Charles, who is the Director of Executive Development at AB Foods, an international food company.



The perspective from their wide experience of both the private and public sectors is as follows.




What is the value-added you particularly want to see out of coaching? 

‘When it works well, it is the Number 1 development opportunity after experience on the job. When it is done badly, it is a waste of time and can be damaging. Coaching is the ultimate tailored development solution. Because of the opportunity cost for business of people being away from their desk, focused coaching at the right time and right place is very powerful.’

Noel Hadden

‘The organization paying the bill must see a difference in the individual’s performance or a stretch in their potential. While the individual might be looking for someone to talk to in a confidential way, the organization must be hard-headed about what the benefits are going to be out of coaching.’

Hilary Douglas

 

‘Coaching must lead to focused self-reflection. It is most effective when it is helping somebody who is doing well; however, what has worked well for individuals before isn’t necessarily going to work as well in the future. This is particularly when style needs to change or people need to adopt roles or organizational dynamics. Individuals need to be pressed to think through what made them successful and what now needs to change in a more senior or demanding role.’

Jim McCaffery

 

‘The value-added in some cases will be addressing immediate managerial challenges, where coaching can be used in a speedy and targeted way. It can also have important transformational value-added effects, helping senior people to understand themselves better: but the coaching always needs to be targeted in relation to delivering business needs that are most important.’

Rob Edwards

 

‘Coaching can focus on real issues because it is about targeted conversations as they arise in real time. To be fully effective, coaching needs to be blended in with other types of development.’

Jill King

 

‘I particularly want to see coaching as an integral part of an organization’s culture that feeds through to creativity. It is the cultural benefits that are important. The key issue is the extent to which coaching has helped an individual address an issue and develop more broadly.’

John Bailey



A consistent theme is that the value-added needs to contribute to an organization’s leadership capability. It must be wider than benefits for one individual. If coaching can lead to successful behavioural change in a leader  it will have a knock on effect on raising leadership capability more generally and enabling the organization to meet its goals more effectively.




In what situations do you think coaching can be most beneficial? 

‘We use coaching for very senior people, with complex jobs that are global, who are time-constrained, running complex businesses operating around the clock. The coach can be a sounding board bringing an independent perspective to specific issues with no axes to grind. Coaching can help with high performers, especially ones with behavioural edges that can be derailing factors. Where individuals are moving into more complex roles, coaching through the first 90 days can make a significant difference. The use of 360° feedback is an almost essential part of the process, whereby a mirror is held up to the individual about the impact they are having: this is a very helpful way of enabling somebody to begin to fulfil their potential. The net effect is that we retain our best people, drive performance upwards, and improve the bottom line. Ensuring people’s behaviours are consistent with the overall values of the organization has a trickle-down effect that can be marked: the benefit of the investment in coaching is not just therefore in the individuals who receive the coaching.’

Noel Hadden

 

‘As well as helping high-potential people, coaching can make a big difference for those not performing to their full potential, who need one-to-one work to enable them to focus on what they can do differently in terms of raising self-awareness and self-confidence. The key test is, will there be a difference in an individual’s performance that warrants the investment?’

Hilary Douglas

 

‘Coaching is most effective well before there are any problems. Its biggest impact can be in helping people getting ready for promotion or when taking on a new challenging role. I’ve seen it be very effective when someone who has been a good performer has slipped a bit and needs help to recover their focus and their energy. The key thing is getting coaching in early in a focused way.’

Jim McCaffery

‘Its biggest effects have been with the top leadership team and those with high potential. I recently saw a member of our Talent Pool change significantly. He had profound issues about the way he thought and felt and demonstrated an overly deferential approach, which was getting in the way of his credibility. The coaching relationship helped him get through the ritual dance that he so often engaged in. The progress has been clear and measurable with both the individual and the project he is leading benefiting substantially.’

Rob Edwards

 

‘It is particularly useful in two classic situations. Firstly, it is useful with a role transition, when somebody has been promoted or is taking on new responsibilities. Having somebody work with an individual, helping them to think through the challenges they are going to face and how they are going to reinvent themselves is invaluable. The other classic situation is where somebody is going through a situation of organizational change, where senior people need to guide others through the situation. Coaching in this context can address the situation of somebody being lonely at the top, where it is difficult to find somebody to talk to on equal terms. A sounding board when going through major change can be very helpful.’

Jill King

 

‘Coaching can be most successful when somebody is going into a new job where there is little or no precedent. A coach can help somebody develop a new role or stock-take at particular points, weighing up options and developing strategies for the future.’

John Bailey

 

‘Three key areas are remedial, transition and enhancement. Remedial coaching can provide genuine tools and techniques to help an individual address issues that are getting in the way. There can be improved self-awareness and impact on others, with influencing in stakeholder management skills greatly improved. In a transition situation, particularly a first general management role, a coach can provide an external sounding board. A coach can help ensure clear outcomes through being a listening ear and a guiding hand. Enhancement coaching is about fine-tuning and enhanced self-awareness. A coach can enable somebody to build on their strengths and can help them work through unintended consequences of their strengths.’

Philippa Charles



These individuals come from widely different organizations, but there is a commonality of view about some of the potential benefits of coaching. The benefit varies depending on the individual. Some of the dimensions include helping people get up to speed quickly if they are new to a role. It can be particularly useful in building relationships when progress gets blocked. Relationship building comes up time and time again as a prime reason for coaching. Effective development of influencing styles can be one of the immediate results. The heart of beneficial coaching is enabling people to look objectively at the effect of their behaviours and then put constructive measures in place.

Coaching is seen as a tailored solution with stretching conversations that allow somebody to have a sounding board at key moments. They see coaching working in a variety of contexts but with some common themes about the value of coaching for people in transition or needing to develop leadership skills in a situation where they may have limited support from others.




Potential benefits of coaching for organizations 

Three key benefits for organizations can be seen in Fig 2.1. Taking each of these in turn:Fig. 2.1 Key benefits for organizations
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Business outcomes 

This might include:• moving the organization forward at a pace and in a direction which is to its competitive advantage;
• stronger support behind major culture-change initiatives;
• a stronger alignment between an individual’s objectives and the overall strategic objectives of the organization; 
• greater self-awareness of the impact an individual is having, both on the success of the business and on the people with whom they work;
• focus on individual development which takes place at a time most convenient to the individual with minimum detrimental impact on their work; and
• good generic feedback to the organization in an anonymized form of issues that need to be tackled.




People and relationships 

This might include:• greater levels of skills awareness and people deploying their strengths to optimal effect;
• greater focus on succession planning and talent development
• relationship issues identified and tackled effectively;
• teams operating more smoothly with a much stronger strategic sense;
• stronger corporate relationships across the organization.




Behaviours 

This might include:• consistency of leadership decisions and behaviours;
• difficult challenges faced up to and tackled within the organization;
• much better use of time and energy by senior leaders;
• the surety that individuals are receiving focused feedback via and from the coach in terms of their personal impact; and
• the giving of an employee benefit which enables an individual to better interrelate their personal and work priorities and commitments.



There are some potential disadvantages for organizations encouraging business coaching. Because of the time commitment, there is an opportunity cost: the test is whether the results of the coaching are evident in an individual’s performance. The financial cost can be significant: one-to-one coaching is inevitably expensive because of the time commitment. Employing coaches with top-level experience as leaders means recognizing that experience in the rates that are paid. Those who have had the benefit of coaching may well become more assertive and show much more courage in their own convictions: the crucial dimension is how the organization uses this assertiveness and courage to the best effect.

Looking with a coach at their life priorities could in certain cases mean that individuals decide to focus on other priorities or move on: but it is in the organization’s interests that an individual’s motivation is tested out in a  safe environment. If an individual is becoming less positive about their role, it is better that this is worked through in structured conversations with next steps being reflected on in a way which helps somebody to move on without ill will.




Potential benefits for individuals 

The potential benefits for individuals cover the same territory as the benefits for organizations, namely: business outcomes, people and relationships and behaviours. The benefits can include:


Business outcomes 

• clarifying the vision or overall strategy: e.g. working from the organization’s strategic purpose into clarifying a personal vision consistent with both the organization’s aspirations and the individual’s contribution;
• working through priorities: e.g. being very clear where the individual’s contribution can be at its most value-added, distinguishing between important and urgent tasks and helping to rank them in importance;
• better time management: e.g. looking at past and future diaries and working through the most effective use of time; and thereby becoming clearer about how best they can add value;
• increased competence in particular skills: e.g. presentation skills, interview technique or building relationships;
• ensuring the best use is made of courses: e.g. by linking a course an individual goes on with the issues being worked on in coaching; and
• integrating short- and long-term aspirations: e.g. working through where a current job is leading.


People and relationships 

• ensuring work relationships are at their most productive: e.g. self-assessing the effectiveness of existing relationships and developing strategies for improving relationships; and
• making the most effective use of staff, e.g. working through issues like delegation, training and career development.


Behaviours 

• enabling an individual to consistently give of their best so that their leadership messages and behaviours are consistently as they want them to be;
• increased confidence in tackling individual challenges: e.g. the coaching discussions provide a safe environment in which there can be open discussion about a particular issue, with the individual able to rehearse the approach they want to take;
• tackling the most difficult problems: e.g. the coaching discussion enables these difficult issues to be aired honestly and sound next steps developed to tackle them;
• working on very personal considerations like an individual’s presence in meetings and personal impact: e.g. using assessment by the coach or through 360° feedback; and
• integrating work and life priorities and time: e.g. looking at an individual’s overall life priorities and helping them define the relationship between the time commitments for work and life.




Key questions on the benefits of coaching 

Where you are thinking of introducing or developing coaching within your organization, key questions to work through are:• what benefits do you want to see out of the coaching work?
• what are the particular challenges that you would like to see tackled in the coaching conversations?
• how much investment of both money and senior leadership time are you prepared to invest into coaching?
• how prepared are you to take advantage of the results of coaching if individuals develop much stronger leadership skills, with increased courage of their convictions and a more focused impact?
• how willing are you to receive generic feedback from the results of the coaching work?
• will you be prepared to modify your methods or values if the unleashed potential amongst senior staff becomes a powerful force for good?



For the individual who is thinking upon embarking upon coaching the issues are:• how willing are you to be challenged and stretched in coaching conversations?
• are there difficult areas which you seldom enter into, for which coaching would be likely to be of positive benefit?
• are you willing to engage with the coach in a creative way: is co-invention an attractive option?
• are you willing to open up in the confidentiality of a coaching discussion in a way which may mean that you have to address inconsistencies in your own attitudes and behaviour?
• do you seriously want to use your time and energy more effectively, even though this might initially be uncomfortable?
• are you clear where you want to make a step-change in your contribution to the business?






The cost benefits of coaching 

We have outlined above some of the benefits of coaching to an organization in terms of business outcomes. A lot of this is qualitative, but to what extent can it be quantitative? Does the coaching of a Sales Director lead directly to an increase in the revenue line of that organization?

An article in the Manchester Review 2001 Volume 6 Number 1 Maximising the Impact of Executive Coaching came to the conclusion that there was a 5.7-fold benefit in terms of return on investment in currency terms, averaging nearly $100,000.

A recent piece of work on cost benefits is the paper by Gavin Dagley published in the November 2006 edition of the International Coaching Psychology Review. He did structured interviews with 17 HR professionals to elicit their perceptions of the overall efficacy of executive coaching, which in total covered over 1000 individuals: 11% of coaching programmes were rated as outstandingly successful, 47% as very successful, 28% as moderately successful and only 14% as marginally or not successful.

To make a precise cost-benefit link is not straightforward, but there are at least three ways of getting at such a cost benefit.

• Skill enhancement - in our experience, many senior executives and board members have the opportunity to attend business school courses and seminars covering several weeks at Harvard, INSEAD and other such national or international venues. While the networking benefits to the individual, the raising of general business awareness and knowledge increases are evident, there is often a need for coaching to ensure that learning gets practised in the workplace on return. If an executive needs to develop themselves as a leader and adopt the skills of authenticity or implementing change, or any other skill, then focused, dedicated coaching time at £X may well be more valuable in meeting the need than attendance at a programme in a business school, taking the individual out of the workplace for longer periods, with cost multiples of £Y. Weighing the costs and relative merits of courses or coaching is important.
• Behavioural change - efficiency and effectiveness can be measured in different ways. An executive’s ability to chair a meeting more efficiently (skill) is akin to their ability to motivate and enthuse colleagues rather than create inefficiencies by being demotivating and authoritarian. Coaching in behavioural change can be assessed through 360° feedback before and after coaching.
• Accelerated development - recent research has shown that around two in every five new CEOs fail within the first 18 months of appointment. If coaching can help avoid that situation, the resultant head-hunter fees and other costs will not be incurred so regularly.




The impact of coaching: a personal story 

Phil Hodkinson is the Finance Director of HBOS and has worked with a coach for a number of years. Phil identified three particular focuses of coaching which are relevant for him:• Very specific coaching in technical areas;
• Helping to build strengths or addressing less strong areas where the focus is on a broader management skill set; i.e. generic to role rather than specific to role;
• Contextual coaching where there is the opportunity with the coach to rehearse ways to address issues in the organization: this coaching is based on understanding the dynamics in the organization and rehearsing ways to take forward particular issues.



Phil comments:‘It is very easy to repeat what has been successful in the past. Coaching has widened my perspective. There are many more ways of playing the game: coaching has brought this alive. There is more than one way of skinning a cat: coaching has helped me identify with more of a range of alternatives. My coach has a fantastic ability to suggest a range of alternatives: he has built up an understanding of the personalities in my world and the way they might respond.’




In terms of the nature of the engagement between coach and client, Phil makes the following comments: ‘The first year was an investment on both our parts. My coach met colleagues, so when we talked about challenges he knew the individuals. He could identify conflicting and reinforcing perspectives of individuals. The anonymized 360° feedback gave me valuable feedback. I share thoughts with my coach I haven’t shared with anyone else. His perspective is always in my best interest. Every year I have an offsite meeting with my coach when we go further than trusted adviser role to helping me find my level of ambition. It has helped to clarify my thinking over the next few years. It has been a catalyst for a career/life plan.’




Phil describes the results of the coaching in the following way:‘I believe I am now able to influence more powerfully in a greater range of fora. There was one way I played events: there is now a greater range. As a consequence I am more influential in the boardroom. One of the ways I can be influential is better networking externally, enabling me to speak with more impact internally. My coach helped me to develop the strength to contribute to a broader range of subjects and the ability to link issues together.’




In terms of the benefits of coaching for his own staff and the outcomes he seeks, Phil’s perspective is:‘You need to be clear what type of coaching is needed. Most of my direct reports are very senior people so taking their technical skills and employing them in a wider range of situations is important. The main benefit is for an individual to develop the ability to know when to influence, when to stand back and how to read a situation better.’







Conclusion 

Coaching makes a tremendous difference for sports players; business coaching can have just as big an impact on leaders in any sector provided it is used wisely. The rest of this book is based on the premise that making the most effective use of coaching through encouraging effective engagement will be hugely beneficial to any organization or individual.




End of sample
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