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How Building a Coaching Culture Can Help Boost Your
Company’s Performance
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Part 3: Why even with best intentions
building a coaching culture can fail

Companies tend to make numerous
mistakes when they start to use coaching.
These mistakes can be costly and can lead
to frustration. In this short series we explore
the most common mistakes so that you
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can avoid these mistakes successfully and
make coaching work for you.

In part 1 we discussed “What is coaching
actually and why does it matter?” [1], with
a focus on “Big Mistake #1 when Building
a Coaching Culture: having no clear defi-
nition what a coaching culture actually is.”
This lead to “a short recipe for coaching” for
beginner coaches and for managers who
want to use coaching skills at work: tell less,
listen more, and ask more questions in an
atmosphere of trust. [2]

Today, we will look into two more major
mistakes that companies make when they
start to use coaching: having no clear
objective and underestimating the difficulties
when building a coaching culture.

Big Mistake #2 when Building a Coaching
Culture: Companies have no clear
objective as to what they want to
achieve with coaching.

You do not want to start coaching just for the
sake of coaching. You do not want to build
a coaching culture because everybody else
does it, or because it is the fashion of the
week.

You want to improve business performance,
and coaching is supposed to support you in
achieving this.

When it comes to business challenges,
every senior executive | know is concerned
about attracting the best talent in the
market, developing people to utilize their
full potential, and retaining top performers
in their organization. And indeed, coaching
can help in all these areas. However, each
company will have their individual focus
area, and accordingly each company needs
a different approach to coaching.

Imagine for instance your company currently
needs to focus on attracting the best talent
inthe market. You have done your homework
and you know that by the year 2025 75%
of the global workforce will be comprised
of millennials. [3] You have further found
that 79% of millennials want their boss
to serve as a coach or mentor. [4] Then
perhaps your focus for a coaching culture
will be to ensure that current and future
posses of millennials in your company will
develop their coaching and mentoring
skills so that your company becomes a
magnet for millennial talent.




The situation may be entirely different when
your focus is on immediate improvement
of your company’s business performance.
Imagine you have the right leaders on board
already. They have the potential needed
to get where you want to be with your
organization, but your leaders are not fully
utilizing their potential just yet.

In this case, you may want to engage an
executive coach for key executives in
your organization to unlock the potential
that remains somewhat dormant. Once
these key people increase their leadership
effectiveness, there will be a ripple effect in
the organization: not only the performance
of these individuals will enhance, but also

the performance of the teams they lead.

Big Mistake #3 when Building a Coaching
Culture: Companies underestimate how
difficult it really is.

If an organization decides to implement a
coaching culture, this decision is usually
taken at the highest level, e.g. in a board
meeting. Let's assume the decision was
made for very good reasons, and there is a
clear objective as to what this organization

wants to achieve with coaching.

lllustration 1:

Typical Failed Attempt
when Introducing
Coaching in a
Corporation

Do board members then implement actions
defined in the board meeting themselves?
Of course not; they delegate tasks to others,
and when it comes to coaching, usually HR
gets the job.

Now there is nothing wrong with a proper
But the
in today's hectic

delegation process. real life

“delegation” process
pusiness world often looks more like this: by
chance Khun Sunan, a top-level executive
for a major bank, meets Khun Arinya, the
pank’s HR Director in the coffee corner.
“Hello Khun Arinya, good to see you here.
We have just decided that we want to
implement a coaching culture in our bank.
As the head of HR, | thought you should take
care of this.”

Khun Arinya has best intentions but limited
experience with coaching. Even worse, she
does not know what Khun Sunan actually
means when he says “coaching culture”
(see big mistake #1), and she does not
know what Khun Sunan or the board want
to achieve specifically with coaching (see
big mistake #2).

Consequently, she does what most of
us would do: she asks Google for help. A
number of “manager as coach” trainings
pop up — brilliant, the solution seems near!
Two months later 150 mangers of the bank
are participating in a weekend seminar
learning coaching skills, and everyone is
happy. Initially.

High Level Management Decision
v
“Delegation” to HR
v
Manager as Goach - Training
v
No Follow-Up
v
“Coaching does not work”

Later though, it turns out that applying
coaching skills in daily life is not as easy as
it seemed during the two day training. And
since there was neither a follow-up nor any
other support after the initial training, most
managers give up on the idea of coaching
after a few weeks.

Half a year down the road Khun Sunan
meets his university friend Khun Anurak, a
Vice President for a large chemical com-
pany. “Hey Sunan,” Anurak wants to know,
“you told me about your coaching culture
last time. We are considering implement-
ing coaching, too. How did that go for you?”
“Ah,” comes Sunan’s sheepish response,
“we tried it — but it didn’t work...”

Think about this: when you plan to build a
coaching culture, it implies that you do not
have acoachingculture, yet. Consequently, it
means you will be changing your company’s
culture.

In-my seminars and workshops, | ask
participants if they have ever been involved
in a cultural change process in their
organization. Most have. Then | ask: “on a
scale from 1-10, with 1 being the easiest,
you could do it in your sleep and 10 being
the hardest, it caused you sleepless nights,
how hard was this cultural change for you?”
Consistently the average score is around 8,
with some participants rating it 11 or 12...
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When you are serious about building a

coaching culture, do not underestimate
how difficult this usually is. There is a reason
why many books on leading cultural change
have been written and why seminars on
effective change management are so popu-
lar.

How do you get it right then? By handling
building a coaching culture like a multi-
million dollar project!

The good news is, most companies are very
good at managing projects, so once people
look atit this way, things become alot easier.
You can start by asking yourself very basic
questions such as why, what, how, and
who. For example:

Why do we really want this?

Maybe you want to increase performance
by improving employee engagement and
reducing voluntary employee turnover rate.
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What specifically do we want to achieve?
Increase the engagement score by at least
8 points (next survey in 10 months from
now); reduce voluntary employee turnover
by at least 4 percent points within the next
two years.

How are we going to do it in detail?

Who will receive coaching and by who?
How often”? How will we monitor progress?
How do we select external coaches
(coaching credentials and experience, own

leadership experience, ...)?

Who will be responsible for what?

Who coordinates the overall project?
Who will select external coaches for the

executives?

In conclusion

Building a Coaching culture can indeed
help you to attract talent, develop people,
and retain top performers. Coaching is an

A

excellent tool to boost individual and team
performance, and thus help you get better
business results — but only when you do it
right.

To get it right

» You need to have a clear definition as
to what a “coaching culture” actually is.
You need to ensure that when people
are talking about coaching in your orga-
nization, they are talking about exactly
the same thing.

» You need to have a clear objective as to
what you want to achieve with coaching.
These objectives need to be aligned
with your business strategy and your
company’s goals.

* You need to take the implementation of
coaching seriously and handle it like you
would handle any multi-million dollar
project.
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