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How Building a Coaching Culture Can Help Boost Your
Company’s Performance
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Potential

Interference

Part 1: What is coaching actually and
why does it matter?

What's the key to success in your business?
And what’s your contribution as a director
of the board to this success? Corporate
governance, legal liabilities, finance,
strategic formulation and execution may be
on top of your agenda. No doubt, all these

matter a lot.

However, one critical success factor is
missing here. The list above looks as if we
are operating a company like a machine:
this is the input, this is the process, then
this will be the output. But that's not
reality. The critical factor which is missing,
and which cannot be operated like a
machine, is people.

Leaders in companies hire me to help them
with their most pressing problems. These
problems are usually not about strategy,
the economy, or the political situation.

About the Author

Dr. Gerrit Pelzer is a Leadership Advisor & Executive
Coach who helps leaders create an environment
in which people excel—so that you get better
business results through people. Gerrit holds
Professional Certified Coach credentials and he was
one of the first ICF-certified coaches in Thailand. He
holds a Master’s degree in chemistry and a doctoral
degree in natural sciences from the Technical
University Aachen in Germany. Before entering
into full-time coaching, he worked in various senior
positions in the chemical industry in Europe and in
Asia. He can be reached at gerrit@vivocoaching.

com

The biggest problems across all businesses
and industries are problems that are related
to people.

Let me re-phrase this: People are the key to
success in any business and in any industry.
Not strategy, not corporate governance, not
finance drive results. People drive results.

The success of your organization depends
largely on how good your people are. If you
want to be successful in the future, you
need to attract the best talent in the market,
you need to develop people to utilize their
full potential, and you need to make sure
you retain your top performers.

This is becoming increasingly important
and difficult because the Thai labor market
is shrinking [1] and younger people prefer
to be their own boss rather than working in
traditional industries [2].

When it comes to people issues, coaching
seems to be the new buzzword. When done
right, coaching can indeed help you attract
top talent, develop people, and retain them
— and thus boost you organization’s
performance. However, many companies
make critical mistakes when they start
using coaching or when they want to build a

“coaching culture”.

As a director of the board, you need to
consider how you have to get involved in
this process. With regard to management
accountability, it is your responsibility, too,
to ensure that coaching is integrated in a
way that gets you the desired results. If not
done right, you will be wasting valuable
resources and potential.

There are three critical mistakes that many
companies make when they start building
a coaching culture, and you need to know
how to avoid them. It all starts with this:

Big Mistake #1
Coaching Culture: Companies have no

when Building a

clear definition as to what a coaching
actually is.



Every company today seems to have or at
least wants to have a coaching culture. It's
cool to have a coaching culture. But what is
it really?” And what is coaching in the first
place?

Coachingis still a relatively young discipline,
and there is a lot of confusion in the public
as to what coaching is and what it is not.
Here is how today’s professional executive
coaches and leadership coaches look at it
(boxes 1 and 2):

The International Coach Federation (ICF),
the largest coaching organization world-
wide, defines:

“Coaching is partnering with clients in a
thought-provoking and creative process
that inspires them to maximize their personal
and professional potential.” [3]

Let’s have a closer look at this short but
important sentence: we see first of all that
coaching is a partnership between client
and coach. This implies that coach and
client (often also referred to as “coachee”)
meet at eye level, and that is crucial. The
coach for instance is not a guru who knows
everything or has all the answers. Coaching
is not instructing or giving advice.

Client and coach undergo a process which
is supposed to be thought-provoking and
creative. Telling someone what to do or
teaching them is not very thought-provoking
or creative. Coaching triggers and improves
thinking to facilitate positive change. [4]
As a result, the client shall get inspired to
maximize their potential, either personally,
professionally, or both.

Here’'s another definition with a slightly
different perspective by Sir John Whitmore
[5]:

“Coaching is unlocking a person’s poten-
tial to maximize their own performance. It is
helping them to learn rather than teaching
them.”

What coaching is not

« telling

o teaching

o directing

e consulting

o fixing a problem
o therapy

Once more we see that coaching is not
about teaching but instead helping others
to learn. What's remarkable is that John
Whitmore has a different view on potential.
Apparently he sees potential as something
that is already there. Instead of maximizing it
(ICF) he says that coaching is about unlock-
ing potential. Let’s illustrate this:

Do you play golf? Then probably you have
experienced the perfect shot: you swing
packwards and you notice already that
everything feels just right. With your eyes
on the ball, you swing forward. Your
but

you're in the flow. You feel how you hit the

movements are powerful smooth;
sweet spot, you hear that perfect sound that
makes you shout a silent ‘“YES!” — and the
pall goes exactly where you want it to go.
Ah, isn’t that wonderful.

So you are capable of hitting this perfect
shot. If you play 18 holes, what’s your
percentage of hitting this perfect shot?
Even for top professionals it is not 100%.
— But isn’t that funny because you and the
professionals actually have the ability do
always get it right. If you can do it once, you
have the potential for doing it all the time,
right?

There may be some physical limitations, but
what is getting into your way of achieving
100% perfection is usually not what is
happening in your muscles, but instead
what is happening in your brain.

Timothy Gallwey [6], a tennis coach, was the
first to put this into a simple mathematical
formula: P = p - i. Performance equals
potential minus the interferences.

What coaching is

o listening

 facilitating learning

o building on asking powerful questions
o leveraging potential

» solution-focused

« changing the brain

Let’s illustrate this: you have the potential to
hit the ball in golf or tennis perfectly. What's
getting into the way of doing this all the time,
besides your physical limitations, are the
interferences (e. g. your thinking, your
emotions etc.) As a consequence, your
actual performance is lower than your
potential. [7]

Coaching, according to Whitmore, aims
at minimizing the interferences in order to
unlock the potential that is already there, so
that you can maximize your performance —
pe that in tennis, golf or in a corporate work
context.

By the way, how many of the top tennis
players or golf pros have a coach? Of
course, all of them.

Do they need coaches because they are
not good at playing tennis? Of course not.
They are very good already, and they are
ambitious to make it all the way to the top.
Their coaches help them to utilize their full
potential.

How come then that not all corporate exec-
utives have a coach? That's worth a thought
or two, isn'tit?
Inconclusion: the first important step
to building a coaching culture in your
organization that gets you the results you
desire is to ensure that you have a common
definition for coaching across the whole
organization. It does not matter so much
which definition you choose, but it is
absolutely vital that everybody is talking
about the same thing when they use the
term coaching.
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Next time we will look at the practical aspects of how coaching can be done in a corporate context, and what the other mistakes are that
companies make when they start building a coaching culture.

Footnotes

[1a] “The working age population [in Thailand] is expected to shrink by around 11% as a share of the total population between now and 2040 - from 49 million people to around
40.5 million people. [...] This decline in working age population is higher in Thailand than in all other developing East Asia and Pacific countries, including China.”
http://www.worldbank.org/en/country/thailand/publication/thailand-economic-monitor-june-2016-aging-society-and-economy

[1b]“But while the population will stay roughly the same, the labor force will start dropping significantly at some point. At present there are around 42 million Thais in the work
force. That figure includes citizens from the ages of 15 to 60 and does not include migrant workers. In 2040 the Thai work force will shrink to 35-36 million people.”

http://www.thebigchilli.com/feature-stories/thailands-uncertain-future-as-the-population-and-workforce-go-into-decline

[2] 57% of Millennials and 67 % of Generation Z would consider joining the gig economy, respectively have already done so, instead of full-time employment “The Deloitte
Millennial Survey 2018” https://www2.deloitte.com/global/en/pages/about-deloitte/articles/millennialsurvey.html

[3] https://coachfederation.org/about
[4] “Quiet Leadership” by David Rock, Harper, 2006

[5] Sir John Whitmore, 1937-2017, is considered one of the father’s of modern coaching. He authored the book "Coaching for Performance” (Nicholas Brealey Publishing, 4th
edition, 2009, which introduced the world to the famous GROW Model (see also https://www.linkedin.com/pulse/grow-coaching-model-work-dr-gerrit-pelzer/)

[6] Timothy Gallwey wrote first “The Inner Game of Tennis: The Classic Guide to the Mental Side of Peak Performance” (Random House, 2008; first edition 1974) followed by “The
Inner Game of Golf” and “The Inner Game of Work”

[7] An impressive example on how the interferences can limit even the performance of top professionals could be
observed during the recent tennis US Open finals: Serena Williams, formerly ranking number one in the world, was ~~ Dr. Gerrit Pelzer
warned for being coached during the match. She could have put this “interference” aside and have simply played

her game. Instead, things got into her head. The situation escalated. She called the umpire a thief, and completely Managing Director & Executive
lost not only “it” but also the final. For details see e.g. BBC Sport “US Open 2018: Serena Williams fined over Coach Helping Leaders Create
outbursts during final” https://www.bbc.com/sport/tennis/45463752 Better Results through People
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