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The rewards of effective 
coaching 

BY DAVID COHEN 
For Workplace News 

 
Ron had been working for a major 
insurance company for nearly 30 
years when he got the bad news. As 
an individual contributor, Ron had 
been regularly promoted because 
he achieved business results; but in 
his new role as vice president, he 
needed to orchestrate success 
through his direct reports — 
something, it turned out, he was 
incapable of doing. As a result, his 
employees wanted transfers; his 
boss was under the gun for poor 
numbers and the CEO told Ron 
unless he became a better team 
player, he wouldn’t make 
retirement. 
Ron’s boss — a former HR director 
who understood the importance of 
development — used the crisis as 
an excuse to put all his vice 
presidents through a behavioural 
team building process. Working 
off-site, Ron’s team clarified his 
failings as a team player by 
identifying his behaviours that kept 
them from succeeding. 
Two key behaviours emerged: 
Ron demonstrated a lack of respect 
for his team by allowing meetings 
and conversations to be continually 
interrupted; and he demonstrated a 
lack of confidence in them by 
overruling their decisions. 
A coach was called in to work with 
Ron to change his behaviour. What 

helped Ron accept the feedback 
and alter his leadership style was 
the imminent threat to his career 
and the fact that development 
objectives were centered on 
achieving business results. 
Through this coaching, Ron learned 
how to become aware of the impact 
he had on others. At the same time, 
his team was enlisted to help him 
understand what they needed from 
him to succeed, establishing an 
open and ongoing dialogue. As Ron 
progressed, he loosened his grip on 
the decision making process and 
allowed team members autonomy 
in line with team goals. 
The project they were working on 
came in on time and under-budget, 
making everyone look good. New 
successes piled up in the following 
months. By the end of the year, 
rumours that Ron was being 
promoted out of the division led his 
team to again go behind Ron’s 
back, this time to protest any move 
that didn’t include them. As they 
put it, it had taken a lot of work to 
finally make him a good manager. 
Ron’s turnaround made for a happy 
ending. Coaching, at the right time, 
under the right circumstances, and 
with the right objectives in mind, 
can have that kind of effect. 
What makes for the right time? The 
first 18 months after hiring are 
critical to success or failure. 
Replacement of new employees 
costs four to eight times annual 
salary (depending on the level of 
management), therefore coaching 

in the early stages is a worthy 
investment. 
Just as critical is the period in 
advance of promotion. Any new 
role, particularly one that relies 
heavily on interpersonal skills, will 
require different behaviours for 
success, identifying and working 
on those behaviours in advance can 
increase the probability the 
promotion will work out. Finally, 
as circumstances and business 
objectives change, previously 
successful employees may find 
their skill sets no longer match their 
roles. 
Coaching can rescue a valued 
employee who is about to hit a wall 
and reinvigorate their ability and 
desire to make a significant 
contribution. 
How is coaching most effective? 
As Ron’s case shows, coaching that 
centers on concrete behaviours 
aligned with achieving business 
results has great meaning to the 
individual and concrete impact on 
the organization. 
The closer coaching comes to 
actual on-the-job experience, the 
more learning occurs. That’s why 
classroom learning almost never 
has a developmental impact. 
Knowing that business objectives 
are at stake keeps everyone focused 
and on-track, it also functions as a 
measuring stick for assessing 
progress. 
Finally, we return to the original 
question: who should do the 
coaching? External coaches are 
effective as long as they understand 
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what behaviours need to be 
changed and how that change can 
best be brought about within the 
cultural context and values of the 
company. But another kind of 
coach is more readily available and 
already sensitive to the 
circumstances. We call them 
“internal coaches” these days, but 
they used to be known as 
“managers” — and their crucial 
role in organizational success is 
perhaps being undervalued and 
overlooked. 
If business objectives have been 
broken down into on-the-job 
behaviours, and managers have 
been given formal training in 
identifying, assessing and 
developing those behaviours in 
their direct reports, they then have 
the tools to guide, teach, correct, 
reward, motivate and evaluate their 
people more effectively. 
Coaching is about providing 
feedback in a timely and objective 
manner; it’s about helping people 
develop the behaviours necessary 
to succeed; it’s about letting people 
know when they have done the 
right thing and deliberately 
thanking them for their hard work. 
It is about getting people fully 
aware of their impact on their 
environment so they can be 
successful on their own.  ● 
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