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The aim of management development is to effectively develop professional and social 
competencies of managers. In times of economic turbulence, companies analyze the benefits 
of their investments more rigidly. Money spent should be money well spent. The following 
will highlight how companies can benefit from coaching, how it is organized, the risks 
involved and how its output can be measured. 
 
 
What is corporate coaching? 
 
Since international companies have begun to systematically implement coaching programs, 
interest in corporate coaching has also substantially increased in the German-speaking world: 
“Once used to bolster troubled staffers, coaching now is part of the standard leadership 
development training for elite executives and talented up-and-comers at IBM, Motorola, J.P. 
Morgan, Chase, and Hewlett Packard. These companies are discreetly giving their best 
prospects what star athletes have long had: a trusted adviser to help reach their goals” 
[CNN.com 5/28/01]. We see coaching as a tailor-made enhancement to management 
development. It is an individual, solution-focused facilitation process for managers and 
experts [Loos 1997 and Flaherty 1999]. Coaching focuses on professional development and is 
clearly limited over a period of time. Occasionally, private matters may be addressed given 
that stress and difficulties often arise due to a lack in work-life balance. Whether the coach is 
an external or an internal employee, the coaching relationship and the content exchange are 
always treated with absolute discretion.  
 
Each coaching session deals with a professional problem the coachee currently faces. 
According to Jackson & McKergow 2002, coaching and consulting differ in that coaching 
seeks to effectively strengthen the coachee’s individual ability to find a solution as opposed to 
adopting ready-made solutions provided by a third party.  
  
Coaching allows managers to broaden their scope of action as well as sharpen their decision-
making abilities whilst remaining in full charge of the process. It is the client’s decision as to 
the number of meetings required in order to resolve the issues at hand. This is why coaching 
has a lasting effect especially on managers. 
 
 
Why do companies use coaching? 
 
Given that personal performance is becoming a key success factor in Switzerland’s service-
oriented economy, it is clear that tailor-made development methods like corporate coaching 
are spreading quickly. Economic survival forces companies to re-define their products and 
goals on an ongoing basis. In order to retain their jobs, managers have to constantly evolve 
and achieve new goals. Coaching allows companies and their management to discover the 
best fitting individual strategies and approach to reach their goals and how they can best 
deploy their resources and energy to achieve top results. 
 



 
How does corporate coaching work? 
 
First of all, coaches support theirs clients in defining their professional goals. They then help 
the clients in developing a solution suitable to a given situation and finally assist in the 
implementation of the solution found. A professional coaching process circles around three 
essential personal questions: 
 

1. What do I want to do and achieve in my professional life? 
2. What obstacles are currently in my way? 
3. What concrete steps can I take in order to overcome these obstacles?  

 
 
Coaching can only be successful if the relationship between the coach and the coachee is 
based on acceptance, trust and discretion. Crucial factors are: 
 

1. The coach’s ability to build such a relationship 
2. The coachee’s readiness to become engaged in such a professional relationship and 
3. The coach’s experience and professional repertoire. 

 
Besides their professional background, successful coaches are skilled communicators. They 
take the coachees as well as their situations seriously and acknowledge previous approaches 
to a problem. In this way, the urgency of the issue is reinforced and the coachee is encouraged 
to continue working towards a solution. Coaches listen without prejudice and summarize key 
issues clearly. Important issues recapitulated and reflected back by a third party are often 
more accessible so that coachees are subsequently able to recognize how they have reached 
their own solutions. Inspiring and unexpected questions may change the way coachees are 
used to seeing things, helping them to open up to alternative approaches and solutions, 
including aspects that may have been blind spots. Once this phase has occurred, coaches will 
summarize the process in a context-related way. With the entire situation in mind, they will 
help sort through the coachees’ thoughts, incorporating newly discovered options with 
existing resources. In this way, coachees are then able to make decisions with a higher degree 
of confidence in their own competencies. 
 
 
What key issues are there for company-internal coaching programs? 
 
It is worthwhile for investors to take a closer look at the basic conditions for coaching. The 
more intense the coaching and development process is, the higher the demand for trust. This 
requires coaching to be voluntary, coaches of high quality and discretion within the company. 
If corporate coaching is to be successful, the following prerequisites need to be carefully 
defined: 
 
 
 



 
 
Key Issues for 

Coaching 

On Addressee’s Initiative  On Corporate Initiative 

Participation Voluntary by individual request 

and out of personal interest in 

finding solutions 

By requirement (e.g. delegated 

problem-solving) or as a management 

development measure 

Choice of 

Coach 

Free choice based on sympathy 

and/or specialization of coach 

Free choice or recommendation from a 

corporate pool of approved coaches 

Dependence There is no dependency between 

the coach and the company or 

client 

Dependency and independency are 

both possible (superior as coach, 

internal coach, external coach) 

Duration Defined by addressee (ongoing or 

clearly limited in time) 

Limited in time and clearly defined 

from the company’s point of view 

(e.g. professional positioning) 

Financing Personally financed by the client Fully or partially financed by 

company 

Degree of 

Utilization 

‚Off-limits’, client does not know 

who else makes use of coaching 

Company knows degree of utilization 

or even users by name 

Quality Control Not possible. Coachees can only 

define their own personal benefit  

Possible. Company can evaluate 

different coaches and their success 

rate 

 
 
 
 
What risks can corporate coaching entail? 
 
Currently, there is only limited literature available on the risks of corporate coaching. We 
therefore would like to draw attention to the following risks based on our own experience: 
 

1. Vague goals: Sometimes coaching begins without a clear definition of the framework, 
duration, milestones and targets. In such cases, coaches act as mere friends and 
helpers. This type of coaching is not result-oriented and is likely to be too expensive in 
relation to its output, particularly if the coach is paid an ongoing fixed fee.  

2. Lack of discretion: Should any information from the coaching process seep through to 
a coachee’s department or HR-responsible, credibility for all coaching activities in the 
-company is at stake. Any exchange of information between the company and coaches 
needs to be clearly regulated, made transparent to the coachees and be restricted to 
formal agreements and the evaluation. No content or personal information should be 
passed on to the company without the explicit consent of the coachee.  



3. Delegating of leadership responsibilities: Superiors may (mis)use coaching to break 
bad news to employees. However, a coach should not take on any leadership 
responsibilities. Such behavior would effectively undermine the superior’s integrity 
and assertiveness. 

4. Therapeutic problems: Certain initial circumstances, such as drug abuse or advanced 
burnout symptoms need to be treated by a professional therapist. A professional 
corporate coach is able to identify clinical symptoms and refer accordingly for the 
appropriate therapeutical or medical help. Since many coaches have a background in 
psychology, some may be inclined to exercise therapeutical help without an explicit 
mandate and possibly without the appropriate training. Companies should be wary of 
such backdoor-therapy because the context becomes blurred. Furthermore, this could 
cause coaching to be stigmatized as an intervention for ‘problem cases’ and make it 
unattractive for others. 

 
 
How can the success rate of corporate coaching be measured appropriately? 

 
Coaching is slowly growing as an industry in Europe as well. Until recently, there was 
little research to be found on the topic. Dissertations and theses we reviewed mainly refer 
to the critical appreciation of (psychological) consulting methods as well as to evaluation 
of demand and benefit by means of classic questionnaires. It became evident that most of 
the research available focuses on organisational psychology. Management sciences have 
yet to include coaching as a topic of research. However, clients of corporate coaching are 
interested in seeing studies particularly with regards to its success rate. Questions often 
encountered include: 
 
1. Can you prove that coaching yields concrete behavioral benefits? 
2. What is the minimal number of coaching sessions needed in order for there to be 

visible success? 
3. For the coachees, what are the greatest successes they can achieve through coaching? 
4. From the coachees’ (and corporate clients’) point of view, what makes a good coach? 

 
Because of the difficulty in rendering subjective assessments comparable and objectively 
quantifying these, questionnaires are only suboptimal in the methodical evaluation of success. 
They tend to omit individual learning experiences due to their standardized answers. Open 
interviews, on the other hand, have the disadvantage of low interpersonal comparability. This 
is why we opted for nextexpertizerTM, a proven and specialized process run by Nextpractice, a 
consulting company based in Bremen, Germany. We tested 30 coaching clients using this 
method to evaluate our own success rate. 
 
NextexpertizerTM is a computer-based quality-oriented interview methodically based on the 
associative comparison of relevant issues. Coachees use their own words when answering, so 
that nuances are taken into account. This method ensures immediate data feedback allowing 
the interviewees to verify and authorize their statements directly after the interview. 
Furthermore, such information, which often varies greatly from interviewee to interviewee, 
may be illustrated in a common model and hence be analyzed both quantitatively and 
qualitatively.  
To ensure homogeny from the start, only clients were interviewed who had completed a full 
professional assessment and positioning. This means professional orientation-coaching for 
managers and experts structured in a special way and which uses, amongst other tools, tests as 
a means to obtain feedback. This action-focused procedure also applies methods of systemic 



solution-oriented short-term intervention [DeJong & Kim Berg 1998]. In the course of the 
evaluation, clients appreciated the opportunity to reflect back on their coaching processes: 
Because of the immediate feedback supported by the computer-based input, they reported 
gaining further insights during these evaluation interviews. 
 
In order to ensure that there was no bias, we selected interviewers who had until then never 
met the client, and the coach was not permitted to have any contact with former clients before 
and during the evaluation interviews. 
 
 
Observations in respect of the need for change and increase in competence 
 
The following conclusions resulting from our evaluation were particularly interesting:  
 
We measured our clients’ need for change based on their estimated deviation from their  
individual benchmark of what they considered a ‘successful manager’. Three months prior to 
coaching, this deviation was 64% in average. Three months after coaching, they estimated 
their competence to have increased by 27%. In other words, our clients made fundamental 
steps towards their individual management ideal.   
 
Empirically speaking, our position-coaching showed two main directions: One group of 
coachees repositioned themselves, hereby re-stabilizing themselves on a level they had 
formerly reached in terms of professional satisfaction. The second group focused on a 
functional re-orientation. In this case, coaching initialized professional development with 
evident long-term effect. 
 
The efficiency of coaching can be demonstrated on three levels: 

 
1. On an individual level as to 

self-management; 
2. On a social level in the form of 

professionally related 
interactions and in the 
interaction with the coach; and  

3. On a functional level by being 
more structured and goal-
oriented in managing new tasks. 

 
 
 
 
 
 

 
Surprisingly, during the coaching managers noticed little if any positive changes compared to 
three months earlier. Three months later, however, there is a distinct positive overall 
development. This indicates that coaching needs to be ‘digested’ before positive results are 
visible. In the course of the process, uncertainties are also likely to occur. Since our coaching 
is based on a theory of self-organization [Schiepek 1999], we interpret this observation as an 
initial destabilizing of behavioral ‘change of pattern”. 
 

Fig. 1
Research question: What is the estimated increase in the coachee‘s
competence based on the individual benchmark of the ‚successful manager‘?

Functional Level
1. Goal orientation
2. Use of strengths
3. Being directive
4. Efficiency
5. Structure

Social Level 
1. Empathy with self and others
2. Self-marketing
3. Adaptation to environment
4. Empowerment
5. Networking

+ 27,7%

+ 15,4%

Individual Level 
1. Inner Balance
2. Professional Flow
3. Ability to differentiate
4. Authenticity
5. Self-reflection

+ 34,7%

Personal Increase in Competence
(Difference before/after coaching)



On the first level of self-reflection, a constant and encouraging impulse to improve can be 
observed in all participants. This confirms that position-coaching continuously increases inner 
balance and the ability to differentiate. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Uncertainties on the second level of social interaction were measured as a drop in self-
assessment in important professional aspects during coaching. This drop is mainly related to 
mutual empathy, own empowerment and networking. The need for an adequate assessment of 
interpersonal interactions becomes more important and the coachee seeks to re-orientate him- 
or herself where social behavior is concerned. 
 
Finally, on the functional level, uncertainties emerge concerning one’s own directiveness and 
efficiency. The coachees find that they can no longer continue to do their jobs in the same 
manner as they have been accustomed to. As a result, they feel less competent than before the 
coaching (Fig. 3). 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Fig. 2
Coaching success on individual level: Continuous improvement of self-
reflection can be observed in all five clusters

In
di

vi
du

al
Le

ve
l

3 months before coaching
During coaching
3 months after coaching

Inner Balance

Ability to differentiate

Professional Flow

Authenticity

Self-reflection

Overall performance

100% Degree of performance0%

12 %

6 %

4 %

4 %

9 %

Topic 
frequency

Fig. 3
Coaching success on functional level: Drops in the ability to be
directive and structured are observed during coaching due to increased 
self-reflection.
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Three months following the coaching, the uncertainties on the functional and social level 
disappear and managers assess themselves in a distinctively more positive way. The 
benchmark for our study was always the ideal image of a ‘successful manager’ as described 
by the individuals themselves. These self-generated associative descriptions were used as 
indicators as to how successful a change was: Managers will only perceive positive change if 
they feel they are progressing towards their personal model of an ideal manager and notice 
‘the difference that makes the difference’ [Bateson, 1981] in the course of the coaching 
process. 
 
Coaching leads to a decrease in the extent to which managers adapt to their environment. In 
our view, this is a logical consequence given that the interviewees described themselves as 
being distinctively more authentic, more balanced and more in the flow professionally. Some 
even said: ‘I am now able to look myself in the mirror again’.  
 
After a short while a distinctive increase in personal competence is perceived in five areas. 
Only three months after coaching, coachees considered themselves clearly more structured in 
terms of their own actions (Fig. 4). This observation concerns the functional level where the 
greatest positive change could be noted short-term. It is understandable that all other areas 
sensitive to the short term relate to the individual level. After a short period of time, the 
coachees notice the changes in themselves first. However, these changes remain internal at 
this stage and are not yet externalised. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
We also examined areas which were sensitive to coaching in the mid-term. I.e. we identified 
those distinctive changes which occurred in the time period beginning three months after 
coaching and an interview held approximately one year following coaching (Fig. 5). This 
time, results showed that changes could be observed on all three levels. Coaching appears to 
reinforce more focused use of one’s strengths as well as improving self-marketing. There was 
also a significant improvement in their ability to differentiate. In this respect, by way of 
coaching, so-called metaskills can be learnt (in this case the ability to differentiate and take on 
different perspectives), which facilitates independent problem-solving.  

Fig. 4
3 months after coaching, 5 areas proved to be particularly sensitive, i.e. 
showed positive changes in the short-term

Authenticity +53%

Inner balance +36%

Professional Flow +37%

Ability to differentiate +42%

� 27%
overall

Difference between
3 months before coaching

and 3 months after coaching

specific increase
per area

Structure +53%

3 mths before 3 mths after

Average increas in competence



In addition, our research showed that coachees improved in their ability to focus on goals and 
in networking only in the mid-term.  
 

Fig. 5
Surprisingly, distinctive positive changes in five areas were observed only in 
the mid-term (approx. one year after coaching).

Use of strengths 25% � 44%

Self-marketing 20% � 38%

Networking 22% � 35%

Goal orientation 33% � 47%

Ability to differentiate 42% �  56%

� 35%

Difference between
3 months after coaching

And‚job at current‘ 
interview

3 mths after

specific increase
per area

Job at current 27%

Average increase in competence

3 mths. before

 
 
Outlook 
 
Our research questions may be answered clearly today: 
 

1. Concrete benefits in coaching managers can be quantitatively proven as well as 
qualitatively defined with differentiation.  

2. Clearly measurable success can be identified after four structured coaching sessions.  
There are no differences in results between male and female coachees. 

3. In coaching, coachees benefit most from the clarification of functional issues as well 
more efficient self-management. 

4. In our study, clients compared their coach with their ideal image of a coach. We are 
therefore able to clearly identify the actual and ideal profile of a good corporate coach.  

 
Professional coaching features a further reason for its good cost-benefit ratio which deserves 
more attention: As a method, it fulfills all the requirements of effective learning for adults. 
Adults want to  
 

a) know why they have to learn or change something 
b) learn out of free will and their own conviction 
c) be treated as a mature person 
d) actively integrate their experiences into the learning process and last but not 

least 
e) solve real problems of their own. 

 
 
 
 



If these insights are taken seriously [Knowles 1990], the conclusion is that corporate coaching 
fully meets the requirements of adult training. Many management training programs provided 
both internally and externally only partially meet these requirements, leading to a very limited 
and ineffective increase in competence.  
 
In today’s economic world, we can observe a change in management development. In future, 
companies will  
 

1. invest selectively in individual and specific problem-solving coaching for  
management 

2. make less resources available for unspecific management training 
3. be more selective in choosing corporate coaches on the basis of their performance 
4. measure goal orientation and the result of their investments in terms of increase in 

competence.  
 

Summary 
 
Corporate coaching is an efficient as well as effective approach to management development 
because it is tailor-made and takes into account key criteria in personal development of adults. 
Professional corporate coaches will apply proven methods of solution-focused short-term 
intervention. Increase in competence through coaching can be clearly measured by means of 
innovative evaluation methods and made comparable interindividually. Managers will 
experience positive changes in terms of self-perception on an individual, social and functional 
level. 
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