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COACHING PERSONAL DEVELOPMENT AND EXCELLENCE





The Case for Coaching

Definitions

Whilst reference in this document will be made to Coaching, it is important to give some consideration to Mentoring. Coaching and Mentoring, whilst not entirely synonymous, border each other very closely and, in a practical sense, often overlap when Coach works with Coachee.

· Coaching is the development of a person’s skills and knowledge leading to the achievement of organisational objectives. It targets high performance and improvement at work, although it may have an impact on an individual’s private life (Jarvis et al, 2006)

· Mentoring is similar to coaching but focuses more upon the person and specific development for specific roles (Merlevede. P.E. & Bridoux. D.C., 2004)

Drivers of the need for coaching

 Modern working practice involves a shift away from imposed training and command and control towards greater personal responsibility and a learner-centred approach. There are many factors that can combine to drive the need for coaching. These are shown, and discussed below (Jarvis et al, 2006):

Commencing top left in Figure 1 below:

· A business environment which is evolving at faster and faster rates – Dealing with change, with business pace and time pressures is now an everyday challenge. People need support in adapting quickly and efficiently.

· Nature of the workplace – Groups and teams are often at the centre of organisational effectiveness. Successful collective and collaborative working largely depends on interpersonal skills, emotional intelligence and communication skills. Coaching offers a mechanism to advance these skills and improve the ‘bottom line’ as a result.

· Features of modern organisations – With downsizing, flatter and leaner structures, newly promoted individuals or individuals with greater spans of control may need extra support to develop their skills quickly and profitably. Coaching helps overcome skill gaps more rapidly.
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Fig. 1.       Jarvis et al, 2006

· Employee demand – The best learning is not done in a training room or conference but at work whilst both are necessary. Coaching supports the necessary application of acquired knowledge in an individually designed manner which improves time to application, motivation and learning. 
· Lifelong learning – Current culture and educational practice is based on lifelong learning needed to adapt to an ever-changing demand on skills. Coaching supports this change.

· Improved executive decision –making – For leaders of businesses it can be a lonely position. Coaching can provide a safe, confidential and objective means of an executive seeking ideas support and a ‘sounding board’ (Masciarelli,1999). This improves decision-making capacity and quality.

· Attracting and retaining staff – Talented, well-trained and skilled staff are a more difficult asset to find in today’s environment. Coaching can be part of a valuable package designed to attract and retain the best staff.

· Targeted individual development – In development terms currently, the ‘one size fits all’ simply does not apply. Coaching offers a flexible, ‘bespoke’ approach to the individual that can be delivered to turn round poorer performance, strengthen under-developed skills or build efficiently and more rapidly on existing skills.

· Demand for strong ‘soft skills’ – With the move away from command and control there is much more emphasis on people skills such as communication skills, influencing, gaining trust and commitment. Development of these is well supported by coaching.

· Development activity support – Training and development costs are less well spent if the effect of the intervention is dissipated before being applied successfully. The Chartered Institute of Personnel and Development 2004 training and development survey demonstrated that the vast majority of respondents (over 93%) agreed that coaching is a key mechanism for transferring learning into the workplace.

· Support for organisational change – Efforts to change and adapt an organisation can fail due to inability of individuals to change and adapt. Coaching is now a popular and effective tool to help rapid adjustment to changes in the workplace.

· Financial costs of poor performance – An individual performing poorly for whatever reason is a drain on resources. Pre-emptive use of coaching provides organisations with solutions to help prevent this position (Greco, 2001; Kilburg, 1996). 

· Demise of ‘careers for life’ – ‘Careers for life’ are fast disappearing so there is a need for individuals to manage their careers and skills personally. Employers are less likely to support this type of development. Coaching can help individuals identify development needs and plan their activities accordingly.

· Changing cultural values – this can include what has already been referred to as a reduction in ‘command and control’ leadership to a model that involves more employees and all levels in an organisation. Coaching provides an excellent mechanism to support a rapid bridging of the gap between old and new cultures in a similar way to supporting change.

Research evidence

Coaching as a profession is relatively new and growing at a significant rate currently. More and more evidence of the effectiveness of coaching for today’s environment is becoming available to decision-makers whether in organisations or as individuals. It is beyond the scope of this document to attempt to give a comprehensive summary of the evidence, but some evidence is presented here to give a flavour of the literature available that demonstrates the value of coaching.

It is appropriate to highlight some difficulties when researching the effectiveness of coaching. By its nature coaching works on people and their personal skills and abilities. It is about improving their effectiveness, increasing their ‘soft’ skills, their abilities to interrelate with people, their abilities to work better in teams, as well as improving speed and quality of direct performance. This means it is not easy to demonstrate return on investment (ROI) in purely monetary terms. Clearly in business the ‘bottom line’ is ‘all important’. There are other benefits from coaching which are less tangible but equally valuable whilst being harder to pinpoint as a direct deliverer of improved ‘bottom line’ figures.

The CIPD (2005a) offers advice in attempting to demonstrate and assess ROI with regard to any particular coaching intervention:

1. Verify changes in behaviour through discussion with stakeholders and participants.
2. Estimate financial benefit for these changes

3. Judge the role of coaching in enabling the changes

4. Estimate the total financial benefit attributable to coaching
5. Estimate the cost of providing coaching
6. Calculate return relative to cost
Armstrong et al (2007) quote examples of ROI results in the literature including executive coaching delivering 5.7 times the financial outlay for executive coaching (McGovern et al., 2001); a 529% return (Anderson, 2001a); and 6 to 10 times (O'Neill, 2005).

A frequently quoted review from the Manchester Consulting Group (USA) shows 5.45 times the financial investment as a return (McGovern et al, 2001).

The same paper demonstrated, comprehensively the additional impact of coaching on the individuals concerned as shown below. The importance of this data is that it shows the impact on both tangible returns and intangible returns:

Tangible Business Impacts

(Frequency of impacts reported by executives)

Productivity 


53%

Quality 


48%

Organizational Strength 
48%

Customer Service 

39%

Reduced Complaints 

34%

Own Retention 


32%

Cost Reductions 

23%

Bottom Line Profitability 
22%

Top Line Revenue 

14%

Reduced Turnover 

12%

Other Business 

7%

Intangible Business Impacts

(Frequency of impacts reported by executives)

Improved Relationship: Reports 

77%

Improved Relationship: Stakeholder 

71%

Improved Teamwork 



67%

Improved Relationship: Peers 


63%

Improved Job Satisfaction 


61%

Reduced Conflict 



52%

Increased Organizational Commitment 
44%

Improved Relationship: Clients 

37%

Other Intangibles 



31%

Summary

Coaching provides a valuable and tangible return on investment. Many organisations now turn to coaching as a means of supporting improved performance in a rapidly changing and increasingly demanding environment. Quality employees, nowadays, are harder to attract and to retain and expect more of their employers as well as themselves. Flatter structures in organisations mean more is asked of individuals and skill gaps can become apparent.

Intangible returns can be equally valuable in motivating and retaining staff as well as improving the working environment.

D.G.Lees

July 2008
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