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In this first part of a two-part module reporting findings from the coaching
research project 2005, Frank Bresser presents five of the ten key success
factors for successful implementation of coaching in organisations.

Leading-edge up-to-date
know-how

Today’s challenge for organisations
to implement coaching successfully
is evident. Coaching is clearly
perceived and acknowledged as a
tremendous source of competitive
advantage. At the same time,
coaching is a very young discipline
and there is an obvious lack of
practical, reliable guidance on

how to implement it in the best
way in practice.

The findings presented in this
two-part module don’t reflect
just another subjective opinion
or the experience of a few
companies about this issue, but
are the latest results of the very
extensive coaching research
project 2005 supported by the
East London Business School and
numerous other organisations.
Based on the unprecedented
evaluation and integration of a
massive body of primary and
secondary sources, it constitutes
today’s leading-edge research
project in the field.

The coaching research project
2005 provides an analysis of
nearly 150 relevant literature
sources as well as undertaking an
evaluation of the following
primary research activities:

m The worldwide coaching survey
2005, with 144 participating
coaches and managers from
over 20 countries.

m The transatlantic coaching pilot
project with 19 subjects of high
potential from the United States
(leadership students at Rice
University) being coached by
19 Association for Coaching
coaches from Europe across the
Atlantic by telephone.

m A series of 12 interviews with
top coaches / coaching
managers: John Whitmore,
Philippe Rosinski, Katherine
Tulpa / Alex Szabo (chair and
vice chair, AC), Steve Mitten
(chair, ICF), Amanda Bouch
(head of organisational
development, AC), Liz Macann
(BBC), Hossam Haggag (Hilton
International), Sandra Eggers
(DaimlerChrysler), Andreas

Steiner (Pfleiderer), Christa
Stienen (Metro Cash & Carry
Germany), Ralf Kronig / Willi
Oechsler (SAP), Bernd Runde
(Police NRW).

The final outcome of the project is
a comprehensive and systematic
top-level framework for HR
managers to implement coaching
successfully in their organisations.
To highlight its most critical
elements, the ten key success
factors underlying the framework

are presented and illuminated here.

Key learning points

[ Develop an organisation-specific
understanding of coaching.

[J Have a systematic approach.

[ Deliberately choose the adequate
level of organisational coaching
penetration.

[J Get the support of the top and
implement top down.

O Approach, brand and market
coaching as a positive
developmental tool.

O Apply implementation intelligence
as the glue to hold everything

together.
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brochure with coaching brand/logo
and the offer of test coaching
sessions. The most important point,
however, is that all managers
involved are actually committed to
a positive stance on coaching.

Coaching does not appear to be
compatible with the idea of a
remedial service. It is able to add
value to all kind of employees —
peak as well as weak performers.
For that reason, giving coaching a
remedial touch would be somewhat
misleading and would only deter
people from making beneficial use
of coaching.

Coaching is sometimes abused, being
used intentionally as an instrument
to manipulate the employee. This
proceeding is unlikely to lead to a
positive outcome, and does not
correspond with the fundamental
principles of coaching. Any
impression that a coaching
programme is remedial or only for
poor performers can put the whole
coaching initiative at risk of failure.

Key success factors 6 to 10 will be
explored in the second part of this
module, in the next issue.

Case study examples

Each organisation needs to decide for
itself what level of penetration and
potential impact is required from
coaching. Whereas the BBC, for
example, has chosen to implement
coaching on a high level (as coaching
culture, coaching leadership style and
in the form of executive coaching),
companies like DaimlerChrysler
(Sindelfingen) and Pfleiderer have
installed one-to-one coaching for a
limited number of executives only
and thus prioritise a more moderate
level of organisational coaching
penetration. Another way of using
coaching is illustrated by Hilton
International, which has implemented
a mentoring/coaching culture specifi-

cally for those with high potential.

It may happen that a company
introduces coaching in a pilot, then
finds that coaching is spreading to
levels of implementation other than
the main original targets. This was
the case in a business unit at SAP,
where evaluation revealed that the
implementation of one-to-one
coaching quickly led to the creation
of some kind of coaching culture.

That coaching may also be
infectious horizontally throughout
an organisation is illustrated by the
example of Metro Cash & Carry
Germany. Their successful imple-
mentation of coaching is an
important model within the Metro
Group, and other companies look
at and learn from their experience.
Metro Cash & Carry Germany is
sharing its coaching resources,
including its pool of coaches.

Coaching is equally suitable for the
private and public sectors, and the
ten key success factors apply to
both. This is also true in relation to
the police and military sectors,
where coaching, when properly
implemented, produces excellent
results (as happpens, for example,
in Police NRW).

All the cases mentioned in this
module provide examples of very
successful coaching programmes
bringing about the outcomes
desired by the relevant organisa-
tion. These companies have

developed their own organisation-
specific understanding of coaching,
have chosen a systematic approach
(that is, a clear and comprehensive
coaching concept covering all
aspects of the coaching measures
taken), have involved the top, and
have implemented coaching as a
positive, developmental tool.

Implementation intelligence

The success of coaching
programmes is far from being just a
matter of applying pre-cast
frameworks. Above all, it requires
the application of coaching literacy
with vigilance to the specific
situation. It is about doing the right
thing at the right moment in the
right place. Implementation intelli-
gence is the glue holding everything
together and facilitating the best
results of coaching solutions.

Useful questions for HR managers

1 What are the benefits you want
to achieve by coaching?

2 How receptive is your organisa-
tion towards coaching?

3 What forms and levels of
coaching are appropriate for
your organisation?

4 What do you need to consider at
each stage of implementation?

5 What challenges and problems
are likely to occur and how are
you going to manage these?
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Best implementation of coaching in business (part 1)

The ten key success factors

For the successful implementation of
coaching in organisations, it is vital to
have the following ten key success
factors in mind (see Figure 1).

1 Organisation-specific understanding
of coaching

There is high confusion and a
fundamental, extensive debate in the
coaching industry about what
coaching is.* As a consequence, the

Organisation-specific

understanding of coaching \

Systematic approach —

Successful

term ‘coaching’ may mean very
different things to different

people. Beyond the understanding
that coaching is concerned

with empowering people and
facilitating self-directed learning,
personal growth and improved
performance, the views vary
significantly. When implementing
coaching, it becomes necessary to
make a clear decision about what the
organisation’s specific understanding
of coaching is.

Win-win situations for all

/ stakeholders

P Full consistency with business
strategy

Choice of adequate |eVel - (LT EERIETTN]

of penetration

Involvement of the top /
Marketing as positive
development tool

Fig. 1: The ten key success factors

of coaching

- Complete transparency of
coaching concept

\ Effective and careful evaluation
High integrity and quality at

all levels

Where HR managers don’t
sufficiently reflect on this question,
they run the risk of assuming a
coaching definition that narrows the
potential of coaching up front for the
organisation. It is therefore essential
to understand that the process of
defining coaching is intrinsically part
of the implementation decision
process itself.

The development of the organisation-
specific understanding of coaching is,
above all, necessary to ensure that
organisational goals are best met at
any time. There is no one-size-fits-all
coaching programme, and simply
applying another’s standard coaching

concept is most unlikely to produce
the desired results. Organisations
fundamentally vary in their character-
istics and business environments, and
accordingly will require different
kinds of coaching measures.

The primary challenge for the HR
manager is to acquire excellent
coaching literacy, to find out the
precise needs of the organisation by
extensive research, and to bring both
together continuously.

2 Systematic approach

Planning and thinking through
coaching programmes thoroughly in
advance helps develop a clear idea of
the whole coaching initiative and
significantly improve the functionality
and quality of the coaching measures
taken.

Excellent HR managers start by
developing a systematic, comprehen-
sive coaching concept, covering the
various stages of the programme —
such as preparation, introduction,
step-by-step enlargement, maintenance
and evaluation. The goals, objectives
and responsibilities are clearly set, as

are the rules governing the different
coaching measures. The links
between the programme and other
activities in the organisation are well
established, and the programme is
embedded in the overall strategy.
Moreover, the coaching concept
allows for a good balance between
rigour in realising the coaching
initiative and flexibility in making
necessary adjustments.

So, taking a systematic approach
means really thinking it all through
and developing a sophisticated,
professional coaching concept as

a basis for further action. This
most often calls for a genuine
commitment on the part of the
organisation to take coaching
seriously and ensure the best profes-
sional conditions in order that
coaching succeeds in the long term.

3 Choice of adequate level of
penetration

Different levels of implementation
and penetration of coaching

are dependent on the desired
coaching benefits and how receptive
an organisation is to coaching (see
Fig. 2). When they are deliberately
chosen to achieve the most
appropriate degree of penetration,
the coaching measures taken are
much more likely to achieve the
desired outcomes. Coaching can be
infectious within an organisation,
so good management is concerned
with directing and controlling the
spread of coaching.

Possible designs for coaching
programmes range from the simple
contracting of one external coach to
creating a whole coaching culture
and coaching leadership style in a
global company.

HR managers are only able to make
use of and choose from this full
range of levels effectively if they
have sufficient coaching literacy to
understand fully the differences and

to consider the pros and cons
properly. This knowledge is
frequently missing in organisations.

For example, there is often
confusion between the two levels:
managers coaching those who
report direct to them and managers
demonstrating a coaching leadership
style. Whilst those in the first
category are acting like professional
coaches and giving formal sessions,
the latter maintain their role as
leaders and integrate coaching
elements (such as listening, skilful
questioning and empowerment) into
their everyday methods of
leadership.

4 Involvement of the top

Two major aspects come into play
here. Firstly, for the implementation
of any coaching programme it is
critical to get the support of top
management. This ensures the
necessary organisational support
and resources and strategic
consistency throughout the
organisation.

Where support for a coaching
programme is lacking, the initiative
is not likely to be widespread or
sustainable. However, it will
sometimes take time to convince the
top management of the benefits of a
coaching solution; therefore it is not
always essential that support is
given right from the very beginning.

Secondly, it is highly recommended
that the implementation of coaching
starts at the top, with the top
managers acting as role models

and living demonstrations of the
coaching idea. A top-down approach
gives the coaching programme high
credibility right from the beginning,
and creates a positive learning
atmosphere that is ideal to make
coaching thrive in the organisation.

Where coaching is implemented,
say, only at middle management
level, difficulties may arise. At the
very least, the general support of
the top should be ensured if you
are in this situation.

5 Marketing coaching as positive
developmental tool

It is important to approach, brand
and market coaching as a resource-
oriented, positive developmental
service rather than as a remedial

tool. Thereby the participants of the
coaching programme bring with them
the necessary commitment and
willingness to make coaching produce
the best results. Moreover, they fully
value the service provided from the
outset and in many instances they
perceive and experience coaching as
some kind of incentive.

Felicitous branding and marketing
of coaching may imply, among
other things, appealing presenta-
tions and events, a well-designed

Coaching business /
management culture

Fig. 2: Levels of penetration by coaching
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