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How to best approach this book

How to best approach this book

In this publication, you will find 7 leading-edge frameworks for the successful implementation and improvement of coaching

in business/organisations as well as over 20 up-to-date company case studies on coaching from across the globe (2010).

We suggest different approaches for reading this book depending on your level of experience/knowledge in the field of

coaching (see below) and your time available (see next page):

According to your current level
of experience/knowledge:

This book is addressing beginner, advanced as well as master
levels regarding the use of coaching in companies.

for Beginners

You have no or hardly any experience/knowledge
in implementing and optimizing coaching in an
organisation.

See the first framework (i.e. the key success factors frame-
work) as a separate book which best meets your needs. It
is a great introduction for you and at the same time already
addresses all key issues in detail. Be prepared that some
sections may be very challenging for you, and so do not
expect to understand everything right from the beginning.
Proceed to Framework 2 (or other frameworks) only when
you really feel ready for it or are particularly interested in
getting to know more about it. However, do also have a look
at Framework 6.

for Advanced

You have some experience/knowledge in the
implementation and improvement of coaching.

Focus on Frameworks 1 and 2 (i.e. key success factors
framework & coaching value chain framework) at first.
Both are great learning for you and will include very
challenging sections. Then, feel free to choose from and

FRANK BRESSER CONSULTING & ASSOCIATES
EXCELLENT COACHING SOLUTIONS 2

start to explore some or all of the remaining frameworks,
depending on which seem most relevant, appealing and
interesting to you. Do have a look at Framework 6.

for Masters

You have a lot of experience/knowledge in the
implementation and improvement of coaching.

We suggest you aim to understand and be able to use all
frameworks given in this book. Also have a close look at the
coaching pyramid model in the introduction explaining the
context and essence of all coaching forms and frameworks.
A number of sections may still be quite challenging for you.
When reading, be aware that Framework 1 is the base — not
least because all key issues are addressed there in detail.
Also have in mind that Framework 7 integrates all other
frameworks and finally puts you on the path to excellence.
Choose from and explore the 7 frameworks in the order most
appropriate to you — depending on which ones seem most
relevant, appealing and interesting to you.

for All Levels (Beginners, Advanced and Masters)

e Do read the introduction of this book, which already
provides substantial information and input: It gives an
overview of all frameworks and explains the coaching
pyramid model setting out the context and essence of
all coaching forms and frameworks.

e Whenever you like, take a look at the practical company
case studies on coaching spread throughout the book.
These give a great insight into the current practice of
the use of coaching in firms across the globe.
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According to your time
available for reading this book

Quick Overview

If you want to get a quick overview of the frameworks,

just read the introduction at the beginning, and the first
pages of each framework chapter (where you will find visual
representations of each framework). If you have even less
time available, have a look at the brief and the detailed
table of contents to get a first idea. (Here you also find

the complete list of company case studies and extra boxes
included in this book.)

Detailed Reading

This publication contains 7 leading-edge frameworks for the
implementation and improvement of coaching as well as over
20 company case studies on coaching. You will find this
book is comprehensive and in depth. To facilitate greatest
pleasure, effectiveness and efficiency in your reading, please
see the suggestions for approaching this book according

to your current level of coaching experience/knowledge
(beginner, advanced, master) as set out above.

Specific Reading

If you want to look up specific issues or other particular
information in this book, first have a look at the short

and detailed table of contents (which also includes the
complete list of company case studies and extra boxes
included in this business guide) and at the book index at
the end. The straightforward structure of this publication
with 7 consecutive frameworks facilitates easy reading and
information finding. What is more, Framework 1 — the key
success factors framework — addresses all key issues in
detail.

FRANK BRESSER CONSULTING & ASSOCIATES
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How to best approach this book
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Foreword

by Amanda Bouch

The number of books on coaching is increasing all the time,
but there are very few books out there which specifically ad-
dress the questions of how to implement coaching in organisa-
tions. That is the significant contribution to the coaching in-
dustry that this book brings. It is written for the implementer
— Directors or Managers in Human Resources, Learning &
Development or Organisational Development departments,
though, of course, coaches and those running coach training
can also gain a lot from reading this book.

Frank has written a very thorough guide to implementing and
improving coaching in organisations, covering all aspects in
some depth. He addresses aspects of coaching, such as
coaching tools & technology and coaching organisation that
will be new to many, as well as the well-known aspects such
as how to choose the appropriate coaching form, design and
planning of coaching interventions and how to evaluate.

The models and frameworks he has developed provide com-
prehensive structures to support the design, planning and
implementation of coaching in organisations. These helpful
overviews of what is needed allow the implementing manager
to easily check and cross-reference their plans and then to
pick out the sections of the book that will help them in their
understanding and to develop the best possible solution for
their own organisation.

FRANK BRESSER CONSULTING & ASSOCIATES
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Foreword

This book is a treasure trove of ideas, models, frameworks,
examples and case studies from around the world and to
support your learning, there are practical exercises for you
to try out. There are no assumptions about what the reader
may know and therefore those new to this field can find the
guidance they need, while more experienced readers can dip
into the sections they want to understand better. Whatever
question you may have about implementing coaching, you
will find answers in this guide. Frank doesn’t do your job for
you, he acknowledges that each organisation is unique and
has its own context and challenges, what he does is provide
you with the steps you need to take and asks you to apply
these in your organisation.

In editing this book, | have sought to maintain Frank’s style
of writing, whilst ensuring its readability. In working together
with Frank he encouraged me to challenge him on the con-

cepts and principles he was developing, and we enjoyed ma-
ny open debates on the topics. All these discussions, I'm
sure, led to a better end result.

The collaboration has resulted in a truly comprehensive guide
to implementing coaching that will be of value to coaching
managers the world over and support them in achieving high
quality coaching practice in their organisation.
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Introduction

Coaching is one of the fastest growing business phenomena in the world. It is increasingly used as a professional business

tool and becoming more and more ingrained into organisational life in various ways.

Now that organisations and academics have widely recognized the value of coaching and the number of people engaged

in coaching, either professionally or as part of their role, is rising significantly, the challenge for organisations is how to

implement and optimize coaching successfully.

In this regard, there has long been a lack of well-grounded tools and literature in the market. Now, by the publication

of this book, that gap is finally closed.

A complete toolbox:

The 7 frameworks for the successful
implementation and improvement of coaching

This book provides you with 7 cutting-edge management
tools to structure the implementation and improvement of
coaching in its various forms in organisations.

Learning and Development (L&D), Human Resources (HR)
and Organisational Development (OD) managers, concerned
with the implementation or optimization of coaching pro-
grammes in their organisation, will find this guide an inva-
luable resource for their daily work in this area. Also CEOs,
board members, directors, coaching providers and consul-
tancies involved in coaching programmes will benefit from
reading this book.

This business guide is written in a practical, easily acces-
sible and straight-forward way; yet the management tools are
based on very extensive research and experience. Also, the
book’s depth allows for solutions and answers to detailed
aspects and questions in the field.

FRANK BRESSER CONSULTING & ASSOCIATES
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The book covers all existing coaching forms in the business
context (e.g. one-to-one coaching, peer coaching, team
coaching, coaching as a leadership and management style,
the development of coaching cultures, coaching as a business
model) and enables you to understand, choose and make
proper use of any of these as appropriate.

This guide critically examines and identifies the most
suitable ways of using coaching, rather than promoting
and assuming a specific coaching form as the only correct
one or naively assuming the value of coaching under all
circumstances.

The next pages will give you an overview of the 7 frame-

works in this book and properly set the context of coaching
in business.
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Toolbox

(= this book) )

1. OVERVIEW
OF THE 7 FRAMEWORKS

This book is a complete toolbox for the successful imple-

mentation and optimization of coaching in organisations — 1.2.3.4.5.6,7 = Tools (The 7 frameworks)
containing 7 leading-edge tools:
Figure: The complete toolbox
It is highly sophisticated and provides optimal choice and
guidance rather than fixed off-the-shelf solutions. The 7

frameworks included are the following:

. Coaching success factors framework

. Coaching value chain framework

1
2
= CORE FRAMEWORKS
3. Coaching capacity building framework
4

. Coaching change dynamics framework

5. Coaching growth & maintenance framework
= EMBEDDING FRAMEWORKS

6. Coaching support & guidance framework

7. Coaching integration framework = ACTIVATING FRAMEWORK

As with all toolkits, you may need and want to use just one, more or all of the tools included in it. Each framework can also
stand alone and be used separately.

THE 4 CORE FRAMEWORKS CORE

FRAMEWORKS

These are the most comprehensive ones, each one gives very clear and concrete guidance on the process of implementing and
optimizing coaching. Framework 1 is a particularly important one, as all recurrent key issues encountered in all frameworks
are addressed here in detail (and only here in detail — in order to avoid repetition in later frameworks). However, Framework 1
is in principle the most general and high-level one among the four. The following three frameworks are like looking through

a magnifying glass or microscope with increasing precision and exploring in more and more depth the previous one(s).
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COACHING SUCCESS FACTORS
FRAMEWORK

The first of the management tools — also called the “10

key success factors framework” for the implementation and
improvement of coaching — will give you an overview of the
most important aspects to take into account when planning,
executing and optimizing coaching initiatives. As the first
framework in the book, it will also set out all recurring key
issues found in the following frameworks. It is therefore by
far the longest chapter in this book. It covers the 10 key
success factors as well as the three underlying factors:

o

5 '

The 10 key
success factors:

/ 9
3I— Successful
Coaching \

+ 3 underlying factors

Framework 1: Coaching success factors framework
(simplified version)

COACHING VALUE CHAIN
FRAMEWORK

o

5 '

The second management tool provides you with a complete
step-by-step guide to achieve best practice in coaching. It
sets out all the chronological steps towards the successful
implementation and improvement of coaching programmes.
In this way, it will enable you to fully think through the
whole coaching initiative and gain/keep absolute clarity
on the process and how coaching adds value.

This framework explains the input into the coaching
value chain, its output (the coaching benefits), the core
value-adding process from input to output, the 12 primary
activities and the support activities:

FRANK BRESSER CONSULTING & ASSOCIATES
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Coaching Support Activities

Core Value-adding Process

indu| 3uiyoeo)
1ndinQ 3uiyoeon

Framework 2: Coaching value chain framework
(simplified version)
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COACHING CAPACITY BUILDING
FRAMEWORK

. . . What is coaching capacity?
This third tool focuses on an integrated and deeper approach Key princ?plesp !

to implementing and optimizing coaching, by emphasizing
the common aim of all coaching forms: developing or en-
hancing coaching capacity/capability in the company.

Whether this is as a means to achieve something else or
Coaching

as an explicit asset and skill to have in the organisation. Capacity

From this perspective, you will gain a greater under-
standing of the essence of coaching, its dynamic nature
and the human and cultural factors in any coaching
initiative. You will learn more about how to make use of
the scalability and adjustability of coaching programmes.

This framework addresses what coaching capacity is,

what the key principles around building it are, and the Framework 3: Coaching capacity building framework

steps towards making it a reality. (simplified version)

COACHING CHANGE DYNAMICS
FRAMEWORK

This fourth management tool equips you with a sophisticated

framework to design, configure and refine all coaching pro-

Internal

gramme parameters accurately in accordance with existing
and changing business requirements. It emphasizes the need
for mobility and flexibility of any coaching initiative within
the continuously changing business environment.

I General External

This framework increases your awareness of existing (or
future) influences and helps you adjust and make effective

oly109ds
-3uiyoeo)

decisions around your coaching programme on a continuous

basis. It explores in depth the scalability and adjustability of

coaching initiatives as well as their dynamics and complexity.
The tool covers the coaching design variables of any

coaching programme, the possible influences (internal and
external; general and coaching-specific) as well as the best Framework 4: Coaching change dynamics framework

ways to configure the coaching variables accordingly. (simplified version)
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THE 2 EMBEDDING EMBEDDING
FRAMEWORKS FRAMEWORKS

Frameworks 5 and 6 are more general than the previous four core frameworks. They provide you with an overall idea of how to
make effective use of coaching in your organisation. While, in part, they embed the application of the previous frameworks,
they can also stand alone and be used separately.

COACHING GROWTH AND
MAINTENANCE FRAMEWORK

This fifth tool will give you a different perspective on the

implementation and improvement of coaching: Through a
coaching gardening metaphor, this framework enables you to

get a deeper sense for the right balance between organic and

Coaching

control management of coaching programmes. You may also Fruits

improve your systems thinking regarding coaching and better CEETRTE)
understand the requirements of continuous management of
coaching initiatives and the need for patience and calmness. ) Wty
Finally, the gardening metaphor addresses the emotional part GS“W'\" gg:ghmg
of your brain and will help you integrate and see more links

and complex relationships.

Speaking within the metaphor, this framework leads you

through the process of planning your organisational garden, Organisational garden
being and/or choosing good gardeners, and growing and
cultivating thriving coaching trees successfully. Framework 5: Coaching growth and maintenance framework

(coaching gardening metaphor) (simplified version)
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COACHING GUIDANCE
AND SUPPORT FRAMEWORK

This sixth management tool provides you with an easy- Best suitable
to-use framework to assess your own limits of coaching PHrpBseat lighthouse?
literacy, identify your exact needs for further external input support?

(beyond this publication), make appropriate ‘make-or-buy’
decisions and get adequate external guidance and support
on the implementation and optimization of coaching in your
company, if required.

Through the use of a coaching lighthouse(s) metaphor, this
framework helps you reach higher precision, confidence and
assertiveness in identifying and sourcing external support on Any need?
the use of coaching. It addresses how to identify and arrange Choice

your needs, when to use external support (and when not), Your company

what kind of support is available in the market, and how to

achieve the best fit. Framework 6: Coaching guidance and support framework
(coaching lighthouse metaphor) (simplified version)

THE 1 ACTIVATING ACTIVATING
FRAMEWORK FRAMEWORK

The final management tool aims to fully activate and integrate all previous frameworks and unites them. However, you may
apply the core idea of it to any other context or coaching approach you want to integrate. This framework can also stand alone
and be used separately, i.e. independently of the previous ones.
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COACHING INTEGRATION
FRAMEWORK

This tool equips you with a synergizing framework helping
you bring any (or all) of the previous frameworks into optimal
flow and make them one. You will find that the various tools
will become much more manageable, clear and easy to use,
as they will transform into one integrated toolkit.

This last framework provides you with a still deeper under-
standing of the effective use of coaching in organisations.
The integration of the various frameworks will put you on the
path to excellence and produce the best results. Leveraging
the full potential of this framework for optimal coaching
implementation and improvement is the master discipline of
this book.

Through an energetic coaching ‘microchip and power-
house’ metaphor, the framework sets out how to bring the
frameworks into real movement, how to achieve increased
conceptual and practical integration of them, and what
levels of integration are needed to achieve true excellence.

567

Coaching
benefits

Coaching
powerhouse

conceptual integration practical integration

\_/

Integration levels: 1, 2, 3, 4, 5, ... excellence

Framework 7: Coaching integration framework (coaching microchip
& powerhouse metaphor) (simplified version)

Further remarks on the 7 frameworks

You may choose to acquire or use just one, some or all of
the tools included in the toolbox — depending on what you
need.

The tools are complementary, providing different perspec-
tives, building on each other in different ways and constitute
an integrated toolkit. So the more tools you are able to use
and combine, the better. The ability to use all seven pers-
pectives in a coordinated, complementary manner will pro-
duce the best results for your organisation.

The structure of the book is designed for ease of
understanding: working through the coaching success factors
framework first serves as an ideal foundation and orientation;
you will then find it easy to work with the coaching value

FRANK BRESSER CONSULTING & ASSOCIATES
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chain framework. After familiarising yourself with the value
chain framework, you will find the coaching capacity building
framework easy to use, and so on.

However, do find the right pace and approach for yourself,
to enhance your knowledge of coaching implementation and
improvement. It is always better to use one framework pro-
perly than all frameworks poorly. Quality of application is
much more important than quantity.

In this spirit, revisit the first page of this book (“How to
best approach this book”) where you find useful suggestions
on how to approach this book according to your level of cur-
rent coaching literacy. There is no doubt, coaching in organi-
sations is a continuous, evolving learning process.
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2. COMPANY CASE STUDIES AND EXTRA BOXES

The book includes more than 20 practical case studies writ-
ten in 2010 by L&D, OD and HR managers/directors from
all over the world, concerning the implementation and im-
provement of coaching in their company. These give great
insights into the current, international practice of coaching.

This publication is also a book partly written by organisa-
tions for organisations and you can refer to those case studies
independently of the chapters. A set of questions at the end
of each case study will provide you with extensive opportu-
nities for further reflection and for applying the tools learned
in this book.

Please note, that the authors of the company case studies
are responsible for their content. These don’t necessarily
represent the Frank Bresser Consulting opinion.

Additionally, you will also find side boxes in the text
providing you with supplementary information on specific
themes, e.g. on the current state of coaching across the
globe (the results of the Frank Bresser Consulting Global
Coaching Survey).

3. SETTING THE CONTEXT PROPERLY: THE COACHING PYRAMID

While the 7 frameworks embrace and critically illuminate all
relevant coaching forms in business, the process of defining
coaching and choosing the right coaching form is already
part of the implementation and improvement process itself.

Having said this, it is important to set the context of this
book properly and identify the common element and essence
of all coaching forms and frameworks, as this is what this
book is all about: the use of coaching (in its various forms)
in organisations.

As you will see in a minute, it is ‘modern, dynamic ap-
propriateness’ that lies right at the heart of any coaching
approach and programme. However, do not expect a simple
one line definition of coaching or anything similar that would
immediately capture everything. Instead, on the following
pages, we will develop step-by-step a complete model — the
three-sided coaching pyramid — that sets out the context and
essence of coaching.

This model is not meant to be the one right or final ex-
planation of coaching, but a helpful orientation and tool
at your disposal. It doesn't say that you should now give
up your definition of coaching, but that there are different
tenable and appropriate ways of defining coaching in dif-
ferent contexts. This model enables you to understand,
explain and put all of them in context.
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The coaching pyramid

The context and
essence of coaching

Be prepared that the following may stretch your thinking
and be quite challenging at first. It makes people think be-
yond their current, probably more specific, understanding of
coaching. This exactly is the purpose of this model.

The pyramid consists of various layers within. Let us build
these up one at a time:
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