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Developing Great Leaders through Coaching

Developing leadership talent must be a prime task for any
leader as it benefits both the leader and the organization.
Coaching is an important leadership tool and an ideal
approach for developing great leaders.

Introduction: Why
Leadership Matters
Think of all the people who have
been yourleaders at some point. Try
to remember their leadership style
and the way they interacted with
people. Did you feel they were great,
average ordownright lousy leaders?
I recently asked a number of
people to do this exercise because |
wanted to know whethermy percep-
tion was unique or mainstream. Un-
fortunately, | found that my percep-
tion was shared by many. There are
only a few great leaders today; aver-
age and lousy leaders truly abound.
However, when asked about
great doctors, teachers or other pro-
fessionals, people can usually men-
tion many names. Why this discrep-
ancy?

Do only incompetent or average
people aim for leadership posi-
tions?

Idon@think so. My explanation is
simple. One can avail of formal edu-
cation formost professions, but there
is hardly any formal education for
leaders.

Think about it. For the most im-
portant job in acompany, we engage
people with no formal education for
the position. We just believe, or at
least hope, that they will have a
natural flair for leadership. There
arevery few companiesthat actually
prepare a person for leadership po-
sitions, and the programs these
companies have in place are often
too general and not focused enough
on the specific needs of their pos-
sible leaders.

If it is a known fact that the re-
quired number of leaders drastically
outweighs the number of ®orn lead-
ersQwhy can@the top managers of or-
ganizations do anything significant
about the situation? Here are three
possible reasons:

1) They think that things are OK the
way they are.

2) They believe thatitissufficient for
the CEO to be a great leader; the
rest should just follow. Thisway of
thinking excludes the managers
from being great leaders them -
selves.

3) They are aware of the problem but
don@know how to fix it orthey are
not able to measure the cost of
poor leadership, and thus are un-
able to calculate the Return On In-
vestment (ROI) for leadership de-
velopment.

Hewitt Associates, one of the lead-
ing gobal human resources manage-
ment consulting companies, found
that a clear indicator of good or poor
leadership in an organization is the
level of engagement of the employees.
Rurthermore, they found clear correla-
tions betw een engagement and profit-
ability, and growth and shareholder
value.

The numbers in Exhibit | are
based on a series of studies by M ark
Huselid at Rutgers University com-
paringorganizationswith high levels
of engagement with S&P 500 com pa-
nies.

Thismeans, viaemployee engage-
ment, it is possible to measure the
leadership quality of an organization
and calculate an ROI for leadership
development initiatives.

Today, there is little doubt that in-
dividual executive coachingis one of
the most effective interventions for
leadership development. OThe
Manchester survey of 140 companies
shows 9 in 10 executives believe coach-
ing to be worth their time and dollars.
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The average return was more than $5
for each $1 spent.0

Leadership quality may be the
most important success factor for any
organization. Embark on this journey
with me to discover some of the se-
crets of first-class leadership and how
it can be developed.

Career Development and

Top Talent Retention

W hatmakespeoplewantto leave their

company? Exit interviews conducted

by the Saratoga Institute in the USA ?

reveal that less than 20% of all em-

ployees leave their jobs for better pay,

benefits and perks. More important

reasons for employees voluntarily

leavingjobs are:

¥ Misalignment of mutual expecta-
tions

¥ Person-job mismatch

¥ Insufficient coaching and feed-
back

¥ Perception of poorcareer-advance-

ment prospects

Work-lifeimbalance

Distrust of senior leadership

Low confidence in senior leader-

ship.

Based on my own worldwide cor-

porate experience and coachingwork

with clients, it seems that these US

findings are very similarto the current

work situation in Europe and Asia.

Apparently, the basic needs of people

are the same worldwide, and these

are:

¥ The need to be respected and ac-
know ledged

¥ The need to belongto a worth-
w hile group

¥ The need to be recognized as a
worthy human being.
Obviously, the competence of

leadership in an organization can have

a huge effect on these needs and, con-

sequently, on the performance level

and retention rate within the organiza-

tion.
An employee® perspective is

simple:to perform betterwhen he can

see that hisperformanceisvalued and

KK K

! The Denver Post, September2,2001.

?  Branham L. The 7 Hidden Reasons Employees
Leave. N Y:American M anagement A ssociation;
2005.

Exhibitl
ThePowerof EngagedEmployees

Say
Consistentlgpealpositively
aboutheorganizatioto
Co-workersgpotential
employeeandcustomers

Stay

US$3,800

moreprofits
per

Employee

Haveanintenselesireto be
amember of the
organization

US$18,600
moremarket
valueper

Employee

Strive

Exet extraeffot andengage
inbehavior¢hatcontribute
tobusinessuccess

US$27,000

moresales
per

Employee

Sourceleadershig Talentin AsiaHewittAssociates

how hisperform ance affects his career
in the longrun.

Ifthisis so clear, however,why do
many managers hesitate to nurture the
career advancement of their employ-
ees, especially theirtop talent?

Many leaders are afraid to lose
their best performers after a promo-
tion to anotherposition in another de-
partment. A fterall, they would have to
look forareplacement, retrain the new
person and so onNwhich all lead to
additional work and cost, and perhaps
a drop in overall performance of the
leader@ team.

W hat is the effect of the lack of ca-
reer advancement on the company?
Employee performance is not as high
asitcould be and the best performers
eventually leavethecompany because
they cannot see where their careers
are headed.

Let@ look at the other side of the
coin. What happens when a manager
actually nurtures the career develop-
ment of his staff? Yes, top talent might
leave the department a bit earlier than
in the otherscenario but there are also
considerable benefits for the manager
who adopts this attitude:
¥ Histeam feelsthatitisworthwhile

to perform well, as there are real

chancesto progressin one@ career,
leadingto a positive effect on over-
all performance.

¥ His attitude fosters a performance
and progress culture among all

members of the team.
¥ With such a culture, employees

from other departments perceive

the manager@ department as a

place of opportunity fortheirown

advancement. Hence, this man-
ager will attract the best talent to
work forhim.

For a leader who recognizes the
benefits of supporting the career ad-
vancementofhisteam members, what
are the key competencies required to
do this successfully ?

a) Feedback and Feed-Forward

One of the most basic and important
needsof any human beingis the need
for recognition. Providing feedback,
whether positive or negative, tells an
employee that he is recognized as a
person. In fact, receivingno feedback
at all isworse than receivingnegative
feedback. However, if a superior fo-
cuses only on the weaknesses of an
individual, morale will be adversely
affected somew here down the line.

A first-class leader takes any op-
portunity to provide honest feedback,
good or critical. Ideally, he focuses
first on the strengths of an employee
and highlights them, thus providinga
positive atmosphere. Once the posi-
tive points have been raised and dis-
cussed, areas forimprovement can be
addressed.

Ifan employeeisnottalented at all
for certain tasks, it is usually more
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productive to figure out how such
tasks could be delegated or how the
employee can work around them. Itis
a betteridea to build on the strengths
oftheemployee ratherthan to fix huge
w eaknesses.

Forinstance, would you push atal-
ented swimmer who is not a talented
runner to hecome a better runner?
With extensive training, there may be
someimprovement, but that person is
unlikely to become a world-class run-
ner. However, if you put the same en-
ergy and effort into making him an
even better swimmer, the person
might have a chance to become a
world-class swimmer.

Feed-forward

I use the term (eed-forw ard Oto draw
attention to the future rather than
dwell on the past. The feedback pro-
cessshould lead to a feed-forw ard pro-
cess, in which both the leaderand his
team members discuss how to learn
from the past and move forward to
achieve goals and prepare forthe next
careerstep. Thisdiscussion should in-
clude agreements on how things will
be done differently, identification of
tools, learning and assistance needed
to achieve the goal, and last but not
least, clarification of the role of the
leaderin this process.

b) Coaching and Supporting People
Coachingin this context meansto dis-
play the followingcore coachingskills:
Establishinga deep level of trust
Active listening
Pow erful questioning
A greeing on career steps to be
achieved
¥ Keepingtheemployeeaccountable.
Let@ not forget that we want to
supporttheemployeein hiscareerad-
vancement. Empty promises will not
do the job and will have a strong ad-
verse impact on the trust level be-
tween aleaderand histeam members.
Also, to assure a high likelihood of
achieving the intended goals, a leader
should leave asmuch ow nership aspos-

KK K K

ployee should determine his own next
steps and actions. Of course, the man-
ager should facilitate this process and
encourage the best possible outcome.
An appropriate coaching mindset is
very helpful in achievingthis.

¢) Rewarding Performance
While monetary rewards are some-
times appropriate, it is often forgotten
that a manager has a variety of other
tools at his dis-
posal to reward
good perfor-
mance. One of
these toolsisto ex-
tend the responsi-
bility of a talented
and high-perform -
ingemployee.
For example,
an outstanding
employee might
not be immedi-
ately promoted to
aleadership position butcould be pro-
moted to becomethe deputy of the de-
partment head, or a high-performing
salesperson could be entrusted with
some of the key accounts of the com -
pany. This approach can bridge the

halielang is a
leadership epet
who founded
Progress-U Limited
in 2002 in Hong
Kong. His mission is N

to develop his dients

to become First-

e
bendit of al stakeholders. Lang@dients indude
multindiona companies such as Alliarz
Insurance, BAYER, LEGO and Logitech.

Lang is apassionate and professiona Executive
Qvach and Traner; Public Speaker and Author of
numerous atides rdded fo leadership, change
mangement aid coaching. Heis the author of the
book The Groupness Fector DHowto Achieve a
Corporate Success Qulture through Frst-Class
Leadership, which was published in August 2005.

Lang is of Garman origin and hold's degrees in
Mechanica Engineering and Intemdional

.

To assure a high
likelinood of
achieving the
intended goals, a
leader should leave
as much ownership
as possible with his
employee

time gap between the present and
when a higher position is available. It
also keeps top talent loyal and per-
formingwell.

What Great Leaders Do

W hat actually is great leadership?
How do we know that aleaderis truly
effective?l particularly like the defini-
tion of leadership by Dwight
Eisenhower:

Q.eadership is
the art of getting
someone else to do
something you
want done be-
cause he wants to
do itO

Obviously,
this is what get-
ting people en-
gaged is all about.
Of course, thatG
easier said than

T I
done.

Formy book The Groupness Factor’
| researched how great leadersin both
politics and business managed to get
their followers wanting to do what
they wanted them to do. | found that
all of them achieved a high level of
QuroupnessQ a term coined by psy-
chologists in the 1970s which could
be described as a Gense of belonging
to a groupO

Groupness is an age-old concept.
Since the beginning of human evolu-
tion it has determined the survival of
groups in so-called hunter-gatherer
societies. Throughout human history,
great leaders consciously or sub-con-
sciously were able to inspire strong
groupness among their follow ers and
thus achieved high engagement for
their causes.

Con-groupness and
Dis-groupness

However, groupness can work both
ways. It can support the cause of the
leader which | call @on-groupnessO
(@onOstands for @onstructived or it
can disrupt that cause, which I define
as @is-groupnessO

sible with his employee, i.e., the em- Marketing from Germany and France
[ —— Leaders who want to create and
¢ LangC. The Groupness Factor—How to Achieve a i ; ;
Corporate Success Culture through First-Class charfielang @progressu.com.hk enhance gI.‘OU pness in organizations
LeadershipHongKong: Progress-U Ltd.; 2005. or companies have a good headstart,
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since the group members already
share common groundN they are all
part of the organization. How ever, the
formation of subgroups within an or-
ganization cannot possibly be
avoided. This, in turn, poses a huge
challenge to any leaderbecause of the
unseen competition betw een an orga-
nizational group and its subgroups.
Ideally, the culture of any subgroup
should be aligned with the culture of
the organization, but this does not al-
ways happen.

Let me give you an example. One
of my clients is the Asian regional of-
fice of an American technology com-
pany. My client® company operates
relatively independently from its
mothercompany in the United States,
and has over 400 employeesin Hong
Kong under a typical organizational
setup (R&D, purchasing, sales, ser-
vices, finance, etc.).

Afterinitial analysis done with se-
niormanagementand interview swith
some staff members, we discovered
that the sales department developed a
unique culture not exactly aligned
with the corporate culture. The sales
people felt they didn® get the respect
they deserved from other depart-
ments. They said that the others were
envious because they, the sales
people, made more money and trav-
eled frequently.

The sales people often heard com -
ments like, 0 hese sales guys take va-
cations sponsored by the company,
stay in expensive hotels and get paid
more than us, who do all the work.O
This situation created an unhealthy
dynamic. Communication between
sales and the other departments dete-
riorated, and groupness among the
sales team increasedN but not for the
organization® good. In fact, the con-
flict became increasingly unbearable
because the sales people sold prod-
ucts that were difficult, if not impos-
sible, to deliver. The organization had
to deal with many dissatisfied custom -
ersand much finger-pointing.

Leaders must realize that the stron-
gerthe groupness of an organizational

4 AlBackground. Al Resource eCentre. Available
at: www.aradford.co.uk/Pagefiles/
background.htm

group, the lesser the power and influ-

ence of its subgroups. It is futile for a

leader to attempt to destroy counter-

productive subgroups within an orga-

nization; it simply won® work. A

leader has only two choices, which

can be pursued simultaneously:

» Influence the culture of divergent
subgroups and take steps to align
and integrate them better with the
bigger organizational group;and

» Increase groupness in the organi-
zational group.

To influence

the group, an attractive mission
statement, and eff ective strategies
and goals to turn the vision into a
reality
» Differentiation,which meansmak-
ing an unambiguous distinction
between who are us and who are
them (for example, the competi-
tors)and how we are different
» Creating a compelling picture of
w hat the group stands for, i.e., the
culture of the group, includingits
values and be-
liefs.

the dis-groupness
of asubgroup, the
leader must first
identify the coun-
terproductive
group then gain
access to the key
players, particu-
larly the inform al
leaders of the
group. It is not
necessary to influ-

The concept of providing
ownership to the coachees
enables them to take on
more and more responsi-
bility. This allows them to
develop leadership compe-
tencies under the guidance
of an external coach and/or
their managers who may
act as coaches

Great leaders
not only develop
these factors with
their team mem -
bers but are excel-
lent role models
and communica-
tors who relent-
lessly walk their
talk and effec-
tively keep com-
municating these

ence every mem-
ber of the group;
the key players determine what the
group stands for. | also call them
opinion leaders.

The key to success was for me to
gain the trust of the key opinion lead-
ers in that Asian regional office of an
American technology company. My
own strong background in sales
helped in building good rapport dur-
ingthe first session. Also, the trust of
the leader was gained usingthe prin-
ciples of Appreciative Inquiry (AI)*
rather than outright criticism. We
achieved ourtarget within six months
by working directly with the opinion
leaders and teaching the sales man-
agerhow to coach them effectively. As
a positive side effect, the sales man-
ager gained more respect from his
team members and had better access
to histeam.

How Great Leaders

Enhance Groupness

From my research | found that

groupness can be enhanced by three

ways:

» Giving a clear group direction
which includes a clear vision for

aspects.

Coaching as a Leadership
Development Tool

Imentioned earlierthat coachingisan
effective tool for career development.
Thisis particularly true for the devel-
opment of leaders. The basic purpose
of coachingis to help the coaches in
their development in order to further
improve their performance and m ake
betterdecisionsto maximizetheirsuc-
cess and, subsequently, the success of
the organization.

The concept of providing ow ner-
ship to the coachees enables them to
take on more and more responsibility.
This allows them to develop leader-
ship competencies under the guid-
ance of an external coach and/ortheir
managers who may act as coaches.

Consider this example. Karen is
the managing director of the regional
headquarters of a multinational com -
pany.Shewas pirated from acom peti-
tor where she was a successful sales
director responsible for both the mar-
ketingand the sales departm ents.

Less than half a yearinto her new
job, she felt extremely stressed and
drained of energy. She had never ex-
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perienced thisbeforeN in fact, she w as
known for beinga powerwoman, al-
ways positive and energetic. She
couldn® quite understand what was
goingon. Asin herprevious jobs, she
worked longhoursand was fully com -
mitted to achieve excellent results.

Unfortunately, the results didn@®
develop asexpected and the workload
seemed to increase by the day. W hat
happened?

When Karen
finally contacted
me to figure out
what was going
on and how |
could help her, |
asked her to de-
scribe her typical
workingday in as
much detail as
possible. I also in-
quired about the
way she commu-
nicated and interacted with the other
senior managers. Finally, | asked her
what components of her job are most
important for her to be a successful
managingdirector.

Based on heranswers and the pre-
viously mentioned definitionsofman-
agement and leadership, Karen ap-
peared to function asamanager, not as
aleader, in hernew company.

We also talked about how things
worked outsowellinherpreviouspo-
sition. Itturned outthatherbosswasa
strong leader who took overthe lead-
ership aspect of her role as a sales di-
rectorso she could focuson managing
the daily work and supportingthe key
account managers in winningimpor-
tant orders. Together, they produced a
winning combination of leadership
and managem ent.

She suddenly realized that thisim -
portant function of herpreviousbossN
which she took for granted at that
timeN was missing, and that it was her
responsibility to take overthis task.

Within the first three months, we
focused on creating a clear direction
for the regional headquarters, which
wedeveloped togetherwith the senior
management team :

» A vision statement (Where do we
wantto go?)

Professional executive
coaching is not the only
way to develop
leadership
competencies, but it is
perhaps the fastest and
most effective way

» A mission statement (Why do we
want to go there?W hat is the pur-
pose?)

» A value statement (Which prin-
ciplesshould guideuson ourway?)
Based on thevision, Karen and her

directors decided on a strategy that

would most likely make the vision a

reality.

W hile completing the direction,
we worked on her communication
skills, especially
when talking in
front of larger in-
ternal or external
groups. Karen
also noticed that
even though one
of her strengths
was her ability to
create good rap-
port almost in-

e Stantly, she some-

times had prob-
lemssustainingrelationships. She re-
alized that she rarely coached her re-
ports, which caused frustration and
decreased engagement.

As a consequence, we practiced
coachingskills, feedback and feed-for-
ward, aswell ashow to make employee
participation more effective. We also
worked on heraw areness of the impor-
tance of developing her people, espe-
cially potential future leaders.

Rirthermore, it was important for
Karen to learn that she had to let go of
beingthe GupermanagerQas a form er
colleague described her. This was not
hermain job anymore. As she already
had a good know ledge of the capabili-
tiesofeach of herreports, she wasable
to delegate more managem ent tasks to
others. Also, she followed my advice
to employ acapable personal assistant
to free her from everyday tasks.

A's a result, after nine months of
coaching, Karen® and hercompany®
situation changed dramatically.

For Karen:

» She still worked long hours, but
found it much more enjoyable.

» She became as energized as she
used to be.

» She made the shift from being a

Quper managerOto beinga Quper

leader.O

Forhercompany:

» Engagement greatly improved (we
made an employee satisfaction in-
quiry at the beginning and after
nine months).

» Retention, especially of the high
performers, improved consider-
ably.

» The financial results showed a
new positive trend after approxi-
mately six months.

Karen decided to continue having
coaching sessions to further
strengthen her leadership competen-
cies. Also, she noticed that coaching
helped her when making important
decisions because she had an unbi-
ased yet understanding sparring part-
nerwho challenged herthoughts and
expanded her aw areness.

Of course, professional executive
coachingis not the only way to de-
velop leadership competencies, but
itis perhaps the fastest and most ef-
fective way. Cases like Karen® clearly
prove the potential value of coach-

ing

Conclusion

Developing leadership talent must be
a prime task for any leader as it ben-
efits both the leader and the organiza-
tion. Corporate success is highly de-
pendent on the leadership quality of a
company @ leaders.

Coachingis an important leader-
ship tool and an ideal approach for
developing great leaders. | have
found it to be most effective when
executives learn at least the basic
coaching competencies to coach
their staff. This can be achieved
through dedicated coach-training
programs. At the same time it is rec-
ommended that leaders be coached
by professional corporate coaches.
This way, they can become better
leaders and be supported in develop-
ingleadership talent.

Developing your future leaders
cannotbecompletely delegated to HR.
ItG the job of every manager in your
organization.=
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