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Introduction

In what is being called “The Great Resignation,” millions of people are quitting their jobs, leaving
organizations scrambling to keep employees and fill open positions. This mass exodus further

emphasizes the need for companies to invest in their people beyond providing higher wages. A
coaching culture offers a proven way to accelerate your overall talent strategy and propel your

organization to greater success.

45% 70% 26%

Or nearly half of all Of human resources Of employees are currently
managers aren’t confident professionals feel that happy with the feedback
about their ability to develop managers should be they receive.?

employee skills. more involved in coach-

ing employees.

Creating a robust Coaching Culture can put you and your team at a competitive advantage

Here are a few ways:

» Employees who use coaching to better know their strengths and apply them well can
increase your profits by 14-29%.°
» A coaching culture provides emotional, social, and process support during a change (33%).

» It also accelerates and improves performance when a company is undergoing change (13%).*

Despite repeated studies confirming the benefits of coaching, too often companies take a limited,
tactical view. They either offer coaching as part of an employee’s basic career development plan
or they use it to bridge skill gaps. How do we know that these individualized achievements are

benefiting the entire company?

A systemic approach enhances the power of individual success to produce value for the entire
company. The Human Capital Institute (HCI) found organizations that have intentionally created
coaching cultures are more than two times likely to outperform their peers.®
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A coaching culture is defined as the consistent use of multiple
types of coaching across and at all levels of an organization,
using a formalized process that includes the provision of appro-
priate training and resources, involvement of top management,
clear communication of the benefits of coaching, and alignment

with organizational values.®

In addition, a coaching culture links coaching and learning to

value creation for all stakeholders.

In a coaching culture, leaders at every decision-making level en-
gage coaching competencies when leading a feam toward bet-
ter performance. Standard coaching that does not incorporate

a systemic approach can reinforce employee and departmental
silos. Instead, a well-implemented coaching culture becomes a
powerful human capital management tool that impacts every

level.

A well-implemented coaching culture
becomes a powerful human capital
management tool that impacts every level.

Just one-quarter of organizations have a dedicated line item to

coaching in their training budgets. Mostly, organizations use it fo

train leadership (55%), which denies them the benefits of institut-

ing an organization-wide coaching culture.”

There is growing evidence that a clear connection exists between

a culture that embodies coaching to one that creates extraordi-
nary value for all stakeholders — customers, employees, stock-

holders, and the broader community.

This white paper outlines the need to rethink coaching approach-

es and their link to measurable value. It also shares actionable

steps to reach (and sustain) value from a coaching culture.

The HCl lists six traits of a
coaching culture. A company
must meet at least five of these

to qualify:®

» Frontline employees value

coaching.

» Senior executives value
coaching.

» There is a dedicated
coaching budget.

» Coaching is accessible
to all.

» In-house personnel have

coaching certifications.

» Three primary methods -
internal, external, managerial

- are practiced.
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Seven Ways to Create
Your Culture of Coaching

1. DEFINE SUCCESS WITH KEY STAKEHOLDERS

If you were to start implementing a culture of coaching in your organization today, what
differences would you like to see a year from now? Defining the best outcome possible is one of
the key elements in setting a foundation for establishing your coaching culture.

Identify and interview key stakeholders, such as the CEO or department heads, about how they
see success. In doing so, you will begin to demonstrate and model the very coaching culture you

hope to create.

In creating a picture of your amazing future state, it is a good idea to break down the value to
be achieved from coaching into three levels: organizational, learning-oriented, and individual.
Here are some questions to ask yourself to extend coaching benefits systematically through the

organization.
ORGANIZATIONAL SUCCESS:

» How much is the organization hoping fo grow in the coming year?
» How else does the larger corporation define its success in the coming year?
» What does success look like for your key stakeholders: customers, stockholders, employees,

and the broader community your organization serves?
LEARNING & DEVELOPMENT SUCCESS:

» How do you see coaching integrating with other L&D activities?

» What would an outstanding, comprehensive strategy implemented around L&D activities
look like?

» What would it look like o have coaching embedded as the foundational means of
developing?

aceup.com




SEVEN WAYS TO BUILD A COACHING CULTURE FOR COMPETITIVE ADVANTAGE »

INDIVIDUAL SUCCESS:

» How will coaching increase engagement and satisfaction at work?

» What are the key behavioral skills or competencies employees as a whole would benefit
most from developing?

» How can you use coaching to support clearer career paths?

Defining the best outcome possible is one of the key elements in
setting a foundation for establishing your coaching culture.

2. IDENTIFY COACHING CANDIDATES

Traditionally, the criteria for identifying potential coachees has focused solely on the individuals
- whether they are considered high-potential, have taken on a new role, show leadership

ambitions, or are struggling in some way.

These are well and good, but these questions approach coaching in a silo-oriented way. It's still
helpful o use these questions to identify your first cohort. To create systemic impact, research
has found that it is helpful to also consider the organizational impact of who is chosen.

Consider these additional queries:

» How many regular contacts does this potential coachee have in your company?°®
» How frequently is this potential connecting with others?

» How influential is the department that this employee or employees are in?

Considering powerful connecting nodes in an organization and those who operate them

can accelerate the process of integrating a coaching approach throughout the organization.
Sometimes this may mean passing over a high-potential employee — for now — in lieu of
someone who can showcase this shifting approach more powerfully and widely. Sometimes it

can mean providing coaching to an entire department that has vast influence.

Considering powerful connecting nodes in an organization and
those who operate them can accelerate the process of integrating a
coaching approach throughout the organization.
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3. DEPLOY COACHING

At this stage of building a coaching culture, it is advisable to work with external coaches,
informed by years of coaching experience who can quickly grasp the employee’s needs,

understand the best way to address them, and guide the employee.

Working with an external coaching firm has the benefit of establishing your cultural foundation
with the best coaching culture practices available. That said, with your long-term success plan in
hand, you can begin to work with an internal coach. Sometimes the first external coach hired is

to coach the internal coach.

It's important to determine the right coaches to work with you and your identified coachees.

Research shows the most important factors to consider are:

» A coach has experience coaching in similar settings (65%).
» A coach has strong testimonials from impressive prior clients (50%).

» A coach has certifications in the desired coaching method (29%).1°

Whether internal or external, this group of coaches gets to better understand your organization
and its goals and therefore, brings greater awareness about how to help achieve them. When
working with a cohort of external coaches, you get the best of both worlds — coaches who
know your company but also aren’t tethered to its norms, good or bad, and who can bring more

outside ideas to the table.
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4. DEPLOY COACHING MORE BROADLY

Once key influencers start to get formal coaching, the chain reaction begins. The external coach
interacts with the primary coaching candidate, who, in turn, influences the secondary coaching
candidate and then has an internal coach assigned to the secondary candidate. Coached
employees share their excitement and success stories, both informally and through intentional
promotional activities facilitated through the HR department, in conjunction with internal

marketing.

If coaches have not been formally supervised yet, now is the time. Formal coaching supervision
follows industry standards set by the European Mentoring and Coaching Council (EMCC). Coach
supervisors act as a bridge between the program and your company’s larger business mission,
getting you to your desired value faster.

This launches your culture of coaching. Rather than isolate the benefits to one employee or
team, you draw intelligent correlations that extend coaching impact across the widest breadth
of the organization.

ESTIMATED COACHING ROI
5. EVALUATE YOUR RETURN ON INVESTMENT (ROI) _

0% 200% 400% 600% 800%
Every company wants to know how this coaching investment
is going to pay off. Earlier, in defining what a great coaching
culture would look like, we determined the desired value to be 221%
derived from the coaching culture. It is important to attempt Phillips

to measure its impact as much as possible. This can be done

by evaluating your ongoing programs (formal) and ongoing
workplace relationships (in-formal) fo gauge how coaching
techniques, methodologies, and mindset are pushing the 545%

needle in the right direction. Consider connecting the impact McGovern et

of coaching on:

Source: “ROl is a poor

» Skill and competency development measure of coaching
success,” by Anthony 788%
» Employee engagement M. Grant, Coaching: An
. international Journal of qupa'KOkGSCh & Anderson
» Retention Theory, Research and
.. Practice, May 18, 2012
» Performance and productivity (Routtledge)
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In a culture of coaching, you need to collaborate with all of the stakeholders, take stock of
business improvements before and after the program, and draw correlations for an accurate
picture of the ROLl. It is only by keeping this holistic framework in mind that companies can enact

a culture of coaching that, while it is implemented at grassroots nodes, is driven by business goals.

6. CREATE COACHING MANAGERS

While it’s great to have employees getting coached, the real goal is to get employees employing

a coaching approach to management — move from a results culture to a learning culture.”

Your coached employees will de facto begin to bring a coaching approach to managing up,
down, and vertically as an effect of getting coached. And there’s more that can drive you toward

your coaching culture vision.

Your coached employees will de facto begin to bring a coaching
approach to managing up, down, and vertically as an effect of
getting coached.

The good news is that you've already got a number of players that are already engaging in this
new coaching approach and are becoming more strongly committed to creating a learning

and innovating culture because they are experiencing how impactful it is.
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7. SUPER VISION

In a perfect coaching culture, the entire company works as a coaching neighborhood, with the
benefits multiplying every time an individual candidate gets coached or gets coaching training.
This is how creating a coaching culture improves the world. And your corporation becomes a

central node in effecting this global change for the better, ensuring your company’s success for

years to come.

To do this most effectively, you need coaching supervision. Having your coaches formally

supervised provides three valuable services to your firm. Coaching supervision:

» Provides consistency by determining the best coaching approach for your organization and
sharing insights with each other about how to best coach your employees.

» Ensures quality by navigating challenges that may jeopardize growing your culture and
finding ways to maximize the experience for greater impact.

» Holds the larger systemic value creation vision in mind by considering all stakeholders and

the entire system.

Assigning a coaching supervisor can reinforce coaching capabilities (88%) and verify the
quality of the learning experience (86%), which is particularly useful when trying to build internal

coaching competencies on your culture transformation journey.”

Conclusion

Professional coaching brings about positive behavioral change that lasts. One research study
found that coaching could aid in positive behavior that impacts long-term goals, such as
employee well-being, hope, resilience, and motivation.” These cognitive results should be among

the biggest incentives for establishing a coaching culture at your organization.

When you develop entire coaching neighborhoods, you witness clearer communication, better
conversations, more productive meetings, more efficient work delegation, and more focused time
management across the company, which leads to true value creation for customers, employees,

stockholders, and the broader community.
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AceUp empowers professionals at all levels to maximize their impact through

transformational coaching enabled by technology, empowered by science, and

backed by data. We combine the power of one-on-one executive coaching,

group training, and behavioral technology to foster a culture of coaching within

organizations that drives systematic impact.
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