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When the CIPD commissioned this report, we did so on the
basis of evidence from our recent annual Learning, Training
and Development surveys, which have shown that line
managers are increasingly responsible for the delivery of
coaching in the workplace. This was also evident in our 2008
Developing Coaching Capability in Organisations Research into
Practice report — as well as in the rich stream of research and
evidence that the CIPD has brought to bear on the world of
coaching. Having identified line management to an extent as
the load-bearers of workplace coaching and mentoring, we
were concerned to know exactly how coaching was
contributing or otherwise to the effectiveness of line managers
and to good people practice and performance. We
commissioned the research team from Portsmouth University
to research the attitudes and behaviours of line management
in delivering coaching and mentoring. The team has delivered
what we believe to be an insightful and even groundbreaking
piece of work. They broke new ground for several reasons:

They approached the project as investigators with a
brief to find out exactly what the coaching role meant
for line managers and their organisations. They were
not championing coaching, although like the CIPD they
see coaching and mentoring as crucial aspects of HR.
The starting point of this project was ‘what’s going on?’
To that extent we ensured that the terms coaching and
mentoring were absent because we were looking at
behaviours, processes and attitudes, unadorned by any
attempt to influence or promote coaching activity.

The methodology — their research approach used a rich
mix of good case study material, in-depth interviews
and rigorously statistically verifiable data based on a
large survey of line managers in key organisations. This
has allowed us to say something about the underlying
behaviours, processes and attitudes that drive coaching
by line management.

They used their extensive engagement with
practitioners, both through their involvement as leading
CIPD course tutors and in their practical day-to-day
research, to reach out and find out.

This practice-driven curiosity and ingenuity has resulted in a
publication that we believe will have wide-ranging implications
for practitioners at all levels:

It identifies and pins down the sets of behaviours that
make coaching an effective method of line
management. So using advanced statistical techniques,
they were able to identify two types of line
management coaching behaviour operating at various
levels. Primary coaching characteristics comprise: a
development orientation; a performance orientation;
effective feedback processes; and successful planning
and goal-setting activities. Mature coaching
characteristics, which are also associated with a
participative style of management, include: using ideas
from team members; powerful questioning; team-
based problem-solving and shared decision-making.

The team was able — through the rich description of
case study material, the insight from the numerous
individuals and case studies, and the survey evidence —
to demonstrate the real value that coaching brings, in
both good times and bad. The resilience-building role of
coaching is something that emerged from the project,
equipping line management with a key skill.

They were able to build on our previous work on line
managers in learning and development and reward
(Hutchinson and Purcell 2007), and our research on
developing coaching capability (Knights and Poppleton
2008) to look at coaching from the trenches rather than
from the operational headquarters. Much coaching
research has focused on coaches and HR professionals,
so evidence about the coaching role of line managers
will add to our understanding and help us to design
better coaching programmes.

While coaching skills may be part of a manager’s
development "toolkit’, it is unrealistic to expect the deep
rapport, level of confidentiality and ‘boundary
maintenance’ expected from formal coaching
relationships. The ‘line manager as coach’ role is better
understood as a style of management, integrated
within a move from a ‘command and control’ approach
to a more participative style of management. Since
coaching is about awareness and responsibility, this can
make quite an impact.
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However, the report warns that line managers need to be
listened to. Whatever the perceived benefits of coaching, line
managers will not engage if they feel that it is either an
imposition from above — which doesn‘t recognise the other
challenges they face — or a visionary approach from learning
and development. The report identifies real obstacles to
manager involvement, which are challenges for HR and the
business. Not surprisingly, time constraints are the most
significant barrier; organisation culture can get in the way; a
perceived lack of skills and a lack of confidence to deal with
difficult people can inhibit a coaching style of management.
Yet resolving all of these issues can provide a big payback for
the organisation.

Coaching and mentoring need to be positioned as
interventions for the business, not just for HR or learning and
development. Both of these functions have roles in design and
support, but if line managers are to engage then coaching
needs to have the imprint of business strategy — as evidenced
by the organisations we spoke to, such as Southern Railway, VT
Group and the Child Benefit and Tax Credit Office. That way
the payback from coaching will be realised. This report will also
reward those who read it and build on its insights.

Dr John McGurk

CIPD Adviser, Learning, Training and Development



Line managers have a crucial role to play in people
management and development and the ‘line manager as
coach’ role is increasingly being advocated as an important
part of line managers’ responsibilities. The CIPD Coaching at
the Sharp End project represents the first systematic research in
the UK to assess the implications of the devolution of coaching
to line managers. It examines the issues from the perspective of
line managers and develops a framework through which line
managers and HR professionals can work together to foster a
coaching style of management.

Opinion is divided about the extent to which line managers can
fulfil all of the requirements of formal coaching. While
coaching skills may be part of a manager’s development
‘toolkit’, it may be inappropriate to expect the deep rapport,
level of confidentiality and "boundary maintenance’ expected
from ‘formal’ coaching relationships. The ‘line manager as
coach’ role is better understood as a coaching style of
management, integrated within a move from a ‘command and
control” approach to a more participative style of management.

Information from the Coaching at the Sharp End project
enabled a two-stage model of coaching characteristics to be
identified, which together make up a coaching style of
management. Primary coaching characteristics comprise: a
development orientation; a performance orientation; effective
feedback processes; and successful planning and goal-setting
activities. Mature coaching characteristics, which are also
associated with a participative style of management, include:
using ideas from team members; powerful questioning; team-
based problem-solving and shared decision-making.

Line managers identify time constraints as the most significant
barrier to achieving a coaching style of management. In
addition, organisation culture, a perceived lack of skills and a
lack of confidence to deal with difficult people can inhibit a
coaching style of management.

Three factors were shown to affect a coaching style of
management: manager self-confidence, manager—team
relationships, and the development and support that is

provided. The research indicates that senior managers are more
likely to exhibit mature coaching characteristics. This may
indicate the inhibiting effect of the operational challenges
faced by those who are closer to ‘the sharp end’, which may
limit the extent to which they can fulfil the expectations of a
coaching style of management.

Personal factors such as a manager’s age, gender, level of
qualification and experience as a manager do not determine
the extent to which a coaching style of management can be
developed. Coaching as a management style is also just as
appropriate for organisations facing the challenges of hostile
economic conditions as it is for those enjoying business growth
and development.

However, successful implementation of coaching at the sharp
end requires HR professionals to work with their line
management colleagues to diagnose the most effective way
forward in implementing and embedding coaching so that it
becomes part of ‘business as normal’. If a coaching style of
management is to be consistently achieved in organisations, it
requires that coaching is seen by top managers as a business
issue rather than a learning and development department
initiative and that senior managers communicate their
commitment to coaching and role-model coaching
characteristics in a consistent way. In addition, consistent
coaching at the sharp end requires:

Clarity about coaching roles and expectations are clearly
communicated.

Consistent attention is given to the time and resource
constraints facing all managers, particularly those
closest to ‘the sharp end’.

Appropriate and relevant training and support is offered
to enable managers to develop and maintain coaching
characteristics as part of their ‘management repertoire’.

Effective teamworking and relationships between and
within teams is fostered and encouraged.

Managers are encouraged rather than inhibited from
developing confidence in their coaching capability.
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Line managers have a crucial role to play in people management and development and the
‘line manager as coach’ role is increasingly being advocated as an important part of line

managers’ responsibilities.

Line managers have to cope with a range of different responsibilities and competing
priorities. It is unlikely that all line managers will have the personal qualities, skills and
attitudes needed to fulfil a coaching role. The pressures on line managers to achieve
multiple and frequently changing objectives may also mean that they have insufficient time
and attention for people development and coaching processes.

Three sets of factors affect the extent to which the idea of the manager as coach is likely to
become a reality: individual managers’ perceptions of their role and priorities;
organisational culture and systems relating to coaching; and the support and development

that is available.

The CIPD Coaching at the Sharp End project represents the first systematic research in the
UK to assess the implications of the devolution of coaching to line managers. It examines
the issues from the perspective of line managers and develops a framework through which
line managers and HR professionals can work together to foster a coaching style of

management.

This report focuses on line managers, specifically the ‘line
manager as coach’. The report is grounded in the practical
challenges that managers face, particularly as the implications
of the economic downturn begin to hit home in their
organisations. This report is as relevant to line managers as it is
to HR professionals because it is managers ‘at the sharp end’
who make a difference to the development of their staff and
are increasingly expected to undertake some form of coaching
for them.

The manager as coach is not a new idea but it has been
increasingly emphasised during the last ten years (Ellinger
2005). This report examines the manager as coach idea. It
focuses on the role of the line manager as coach, but not on
executive coaching processes, externally provided coaching
services or the development of the role of internal ‘specialist’
coaches in organisations.

Line managers are crucial for people management and
development, particularly in an increasingly hostile economic
climate characterised by diminishing markets and increasing
competition for resources where difficult employment
decisions have to be made. CIPD research has highlighted the
importance of line managers for translating organisational
imperatives into practice and encouraging ‘discretionary
behaviour’ from members of their teams (Hutchinson and
Purcell 2003).

The job of the line manager becomes more difficult by the day.
Line managers have a wide range of responsibilities to
undertake. They have to ensure that tasks are achieved and are
increasingly expected to fulfil new roles in relation to people
management and development without relinquishing any
existing responsibilities. Their work is characterised by
‘messiness’ and multiple priorities, a situation that can easily
lead to work overload, insufficient time and role ambiguity.
Line managers can make a crucial difference to people
development but very little is known about how they achieve
this in practice: the factors that inhibit it and those that
facilitate it (Hutchinson and Purcell 2007).
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The popularity of coaching as a development approach has
come about as organisations increasingly focus more on
workplace learning than on traditional approaches to training.
In this way instructor-led training activities designed to impart
knowledge and initiate skills are increasingly being
complemented or replaced by work-based processes (that
include coaching) that allow learners to acquire and apply
knowledge, skills and attitudes in a more self-directed way
(CIPD 2005). Coaching has become a widely used tool that can
enable individuals to enhance their performance as
organisations seek to realise benefits, such as: improved
communication processes; higher productivity; greater clarity
about goals and objectives; effective knowledge-sharing
processes; increased creativity; enhanced staff engagement
and the development of an effective leadership style (Thomas
1995; Clutterbuck and Megginson 2005).

Coaching draws on a range of disparate traditions, the most
prominent of which have included (Parsloe and Wray 2000):
sports coaching; life/career counselling; personal effectiveness/
‘fulfilment’ interventions; and participative management style
theories and frameworks.

The rapid expansion of the use of coaching at work means that
practice has outpaced theory, so that (Jackson 2005; Griffiths
and Campbell 2008; Ives 2008):

Definitions of coaching vary from practitioner to
practitioner and from organisation to organisation. This
can lead to misunderstanding and a lack of consistency.

HR practitioners, specialist coaches, managers and
employees in organisations may have very different
understandings about the purpose of coaching and its
appropriateness for different situations.

Very little agreement has yet been possible about the most
appropriate way to manage and deliver coaching in an
organisational setting.

What organisations, individuals and managers expect coaching
to deliver will vary from organisation to organisation. Four sets
of stakeholders can be identified as having an interest in the
coaching activities being considered here (Jarvis 2004):

the individual (sometimes referred to as the ‘coachee’ or
‘client’)

the coach
the line manager

the organisation.

Over the last 20 or so years an increasing number of specialists
have offered their services as ‘coach’ to individuals and
organisations, and a vast and often confusing array of
approaches have been identified (D'Abate et al 2003). No
organisation will develop the same approach to coaching but
there are a range of people who may be involved, including:

specialist executive coaches (usually external to the
organisation)

internal coaches whose role in the organisation involves
some coaching in addition to their other duties

internal coaches whose full-time role involves coaching,
either as a ‘generalist coach’ or in a particular specialist
task area

managers and team leaders acting as a coach to their
team members through what can be called a coaching
style of management (Rock and Donde 2008).

The idea of managers as coaches is not new. Indeed, line
managers coaching those who report to them may well be the
main provider of coaching in over one-third of UK
organisations (CIPD 2008b).

Linked with this many organisations aspire to achieve a
coaching culture where a coaching style of management is
adopted throughout the organisation and is embedded in
meetings, reviews, one-to-one working relationships and team
and workgroup processes (Megginson and Clutterbuck 2006).

While there is a vast and growing body of knowledge and
expertise to support those in specialised coaching roles, very
little attention has been paid to the implications for managers
of the development of a coaching culture or for managers
whose day-to-day role now involves them in coaching their
team members. This report represents the first systematic
assessment of these issues in the UK.

Given the lack of attention so far paid to the issues
surrounding the line manager as coach, this research project
set out to assess the implications of the devolution of coaching
to line managers and to provide practical guidance appropriate
for line managers to enhance their effectiveness in their role as
coach.

The specific project objectives were:

to investigate the implications of the development of a
coaching culture for the role of line managers

to examine the extent to which line managers report using
behaviours associated with a coaching style of
management

to assess the individual and organisational influences on a
coaching style of management

to develop a framework through which HR professionals
can work with line management colleagues to foster
managers as coaches.

The research made use of three main approaches to gathering
data. First, data from discussion groups involving 95
participants representing 69 organisations at the CIPD
Coaching at Work Conference in November 2008 provided
useful information about the challenges and opportunities of
developing a coaching culture in organisations. In addition,
in-depth interviews with four organisations provided the



opportunity to probe into issues surrounding the reasons for
the introduction of coaching in their organisations and the
implications for the role and expectations of line managers.
These discussion groups and interviews were held mainly with
HR professionals and coaching specialists.

The third important part of the research was an extensive
online survey for line managers to find out about coaching at
the ‘sharp end’. Survey respondents came from a wide range
of organisational types and sizes and represented different
levels of seniority, age, gender and backgrounds. Over 500
managers from ten organisations were enrolled to the survey
and their contributions are gratefully acknowledged (see
Appendix 1). A copy of the survey questions is included in
Appendix 2.

Chapter 2 draws particularly on the insights of HR and
coaching specialists who participated in the ‘sharp end’
interviews and discussion groups. It considers the implications
of the development of a coaching culture for the work,
practice and people development behaviours of line managers.
Specifically it considers whether the line manager as coach is a

realistic and feasible aspiration given the range of
responsibilities and priorities (such as performance
management, maintenance of operational processes and
employee reward) that managers have.

Chapter 3 presents a two-stage model of a coaching style of
management based on the outputs from the Managing at the
Sharp End survey and uses information from it to highlight the
behaviours and characteristics that comprise a coaching style
of management as well as the barriers that inhibit its
achievement.

Chapter 4 provides further in-depth examination of the
factors that influence a coaching style of management: both
inhibiting and facilitating factors. It proposes a model of
coaching at the sharp end that organisations can use to direct
their effort if they wish to introduce and embed a coaching
style of management in their organisations.

Chapter 5 draws together the features of the research, both
qualitative and quantitative, to develop a model that HR
professionals can use with line management colleagues to
foster a coaching style of management at the organisational
and individual levels.
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A coaching culture — where a coaching style of management is adopted throughout the
organisation - is increasingly advocated as a means to meet organisational and individual
development goals leading to: improved performance; enhanced confidence; effective
integration of organisational learning and development processes; robust talent and career
management; and better relationships with customers and other external stakeholders.

Establishing and embedding a coaching culture is not for the faint-hearted; it takes time and
there are obstacles to overcome. Specifically, organisations must face up to the challenges
of: an ‘inhospitable’ organisation culture; lack of clarity about coaching styles and
expectations; and time and resource constraints.

There is no ‘one right way’ for the development of a coaching culture. Options include: a
centralised and structured approach; an organic and emergent process; or a ‘tailored middle

ground’ route.

Opinion is divided about the extent to which line managers can fulfil all the requirements of
formal coaching. While coaching skills may be part of a manager’s development ‘toolkit’, it
may be inappropriate to expect the deep rapport, level of confidentiality and ‘boundary
maintenance’ expected from ‘formal’ coaching relationships.

The line manager as coach role is better conceived in management style terms as a coaching
style of management, integrated within a move from a ‘command and control’ to a more

participative style of management.

This chapter explores what is meant by a coaching culture and
examines the implications for line managers operating ‘at the
sharp end’. A coaching culture has been defined as an
approach where ‘coaching is the predominant style of
managing and working together, and where a commitment to
grow the organisation is embedded in a parallel commitment
to grow the people in the organisation’ (Clutterbuck and
Megginson 2005, p19). The idea of a coaching culture can be
an appealing proposition promising a win—win situation where
both organisational and individual development goals can be
met. Although tension between individual and organisational
goals may lie "beneath the surface’ (Knights and Poppleton
2008), a situation where ‘people coach each other all of the
time as a natural part of meetings, reviews and one-to-one
discussions and team activities' is attractive (Hawkins and
Smith 2006, p105).

This chapter draws on information from facilitated discussion
groups and semi-structured interviews involving over 90

people from more than 70 organisations. The experiences of
those whose organisations have gone some way in the
development of a coaching culture provide the basis for an
examination of what led them to this journey as well as the
obstacles and challenges they faced and the implications for
the role of the line manager.

The journey towards a coaching culture has been characterised
as a staged process (Clutterbuck and Megginson 2005):

nascent — coaching is seen as a specialist activity separate
from ‘normal’ management processes

tactical —individuals are coached as part of organisational
performance management activities

strategic — coaching is an ‘expectation’ of employees at
all stages of their careers in the organisation
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embedded — coaching is used in all settings and levels
throughout the organisation.

No two organisations will take the same pathway between
these stages and, whatever route is taken, it will take time and
involve a degree of experimentation with different behaviours
(Whitmore 2002). Organisations will have to work hard to
embed any coaching initiative and develop momentum and
critical mass, at some point reaching a ‘tipping point’ where
coaching is no longer seen as an initiative but becomes part of
‘the way we do things around here’ (Knights and Poppleton
2008).

A number of factors are likely to affect progress towards a
coaching culture (Rock and Donde 2008; Clutterbuck and
Megginson 2005; Hawkins and Smith 2006; Knights and
Poppleton 2008):

the extent to which there is a clear vision/purpose for
coaching linked to business priorities

whether buy-in is achieved from everyone as potential
‘coachees’

the scope and effectiveness of an appropriate learning
and development climate to develop and sustain coaching
behaviours and skills

the provision of supporting ‘coaching experts’ or
champions within the organisation

the development of coaching measures and reward and
recognition processes for coaching behaviours

whether the development of coaching is managed and
embedded throughout the organisation over the long
term.

A review of what has been written about a coaching culture
suggests that this journey is not for the faint-hearted; it takes
time and there are a number of potential obstacles in the way.
Nonetheless, its benefits can include significant performance
enhancement, transformational culture change and important
improvements to management and leadership capability and
style (Hawkins and Smith 2006).

CIPD studies have been able to track the drivers and context
that have promoted a coaching culture over a number of years.
In 2004 (CIPD 2004) the focus was on perceived benefits for
individual performance. Four years later (CIPD 2008a), a
broader range of organisation-wide issues formed the context
for coaching (see Table 1). The evidence suggests, therefore,
that in addition to the demand for individual performance, HR
professionals and others are articulating organisation-wide
reasons to develop a coaching culture.

Table 1: The context for coaching

CIPD research in 2004
(Jarvis 2004)

CIPD research in 2008(CIPD
2008a)

improving individual general personal

performance development
dealing with wider management/
underperformance

leadership development

improving productivity
performance
career planning/growing improvement

future senior staff
achieving behaviour

change
support during transition

management capability-
building

development of senior
executives

organisational culture
change

specific organisational
objectives

A clear priority for the Coaching at the Sharp End project was
to probe more deeply into these aspirations and to assess the
drivers and the obstacles as they are experienced by
organisations that have embarked on a journey towards a
coaching culture. HR and coaching practitioners contributed
their views as part of a facilitated discussion process at the
CIPD Coaching at Work Conference in November 2008. In-
depth interviews with organisations that have gone some way
towards achieving a coaching culture enabled a further
probing of the issues. An overview of the questions that they
tackled can be found in Table 2.



COACHING AT THE SHARP END

Coaching at Work Conference discussion questions

«“ Why bother with coaching? What does a ‘coaching
culture’ have to offer managers and employees in your
organisation(s)?

<+ What are the obstacles to coaching in your
organisation(s)?

< Can aline manager also be a coach? What factors
encourage this and what factors make it difficult or
impossible?

<+ Is HR still committed to coaching in the organisation(s)
where you work?

< If yes —why?

< If no—why?

WHY BOTHER WITH A COACHING
CULTURE?

In addition to the motivations for coaching identified in
previous studies, this study identified some new reasons for
coaching, including the opportunity for coaching to form part

Coaching at the Sharp End interview questions

Background and context questions

<+ Why did your organisation introduce coaching?

< What does the term ‘coaching’ mean around here?

< From your perspective, what does coaching promise?
<+ In your experience, what are the obstacles to coaching?

< How does the approach you take to coaching affect line
managers?
The manager as coach questions

<+ How would you describe the idea of ‘the line manager as
coach’?

&

In practice, what does this mean?

£y
3

# Thinking about "the line manager as coach’, what do
managers here do well and what could they do better?

Support for managers’ development questions

< What support arrangements are available to help line
managers develop relevant coaching skills?

< What other means of support would be helpful?
Final question

< Inyour view —what is the future for coaching?

of effective talent and career management processes, and the
prospect of fostering effective coaching relationships with
customers and other external stakeholders. Table 3 provides
examples of some of the challenges that coaching has been
used to address.
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Table 3: Why bother with a coaching culture?

Culture change ‘[Coaching was part of] quite a deep analysis of what we thought we really needed to do to
embark upon a change journey.’ (Andy Farrar, CBO/TCO)

Leadership development ‘[We] introduced a leadership programme for about 250 of our middle and senior manager
population. It was a huge investment in terms of money, time, resource . . . We launched
into this year-and-a-half long leadership programme that really looked at equipping
managers with the core skills to do their job. Many of them had been promoted through
technical ability — particularly in the railway industry that’s quite common — as opposed to
their people skills. So it was really to try and give these managers a toolkit . . . of how to
manage and how to give them the people skills and confidence to deal with people.” (Zoey
Hudson, Southern Railway)

Talent management ‘We want the managers to look at their teams in terms of talents, and in order to do that
and to grow them you need to have that coaching mindset going all the time — the message
[is] not to see [coaching and talent] as two HR initiatives. These [are] two business initiatives
that sit alongside each other . . . intertwined.” (Michael Staunton, VT Group plc)

Customer relationships ‘Coaching tools . . . [are] used by front-line staff to: question the customers and to
recognise the style that the customer may want to be talked to in, [and] to help them ask
the right questions, get the information quickly [so] they can get to the root cause of the
problem [thereby] . . . giving a much better customer service.” (Andy Farrar, Child Benefit
and Tax Credit Office)

Performance reasons ‘Because we're a service organisation our people are the most important part of the
business and we've got a very strong focus on enabling our people to be the best they can
be. We have a series of initiatives to support that and coaching plays a very big part. We put
a very strong emphasis on creating the capability within the organisation for people to have
coaching conversations, as well as the discreet, off-line one-to-one coaching. So it's very
much viewed as forming both part of the overall talent agenda and also incorporating
much bigger parts of the firm’s broader people agenda.’ (Sara Hope, KPMG)

Management style ‘[Managers now are] facilitating their meetings in a coaching style as opposed to feeling
that they have to come with all the agenda laid out and all the answers for their people . . .
which sounds really simplistic but in the rail industry that was the culture, that was the kind
of command and control culture; you were a manager and you had to have the answer to
everything . . . so that is quite a shift in culture for this industry.” (Zoey Hudson, Southern

Railway)
Integrating learning and ‘A person may choose to see a coach if they're part of the leadership track . . . or they've
development processes got feedback from a development centre . . . they might find it useful to go and see a coach

to help them create a development plan.’ (Sara Hope, KPMG)

Information from the discussion groups and interviews also the prospect of fostering more effective relationships
allowed for a deeper probing into the importance of a within the work environment

coaching culture as part of wider culture change processes.
Three interrelated factors were highlighted within the overall
culture change 'agenda’ (see Figure 1):

the chance to develop management style in organisations
away from a ‘command and control’ towards a more
participative approach.

the objective of developing a people-centred culture



Management
style
issues

Figure 1 Culture change issues

A coaching culture is an attractive proposition for a variety of
reasons. However, there may be a tendency for those who
have invested in a journey towards it to overstate its benefits
and to overlook the obstacles that exist (Clutterbuck and
Megginson 2005). Individual factors, such as a lack of self-
belief or lack of clarity about performance weaknesses or
learning needs may well inhibit the development of a coaching
culture (Hawkins and Smith 2006). In addition, there are likely
to be a range of other organisational factors that must also be
taken into account. So discussion group participants and
interviewees were asked to reflect on the obstacles that they
had experienced.

Three important obstacles were identified through the
discussion groups and interviews:

organisational culture
lack of clarity about coaching styles and expectations

time and resource constraints.

Concerns about an ‘inhospitable’ corporate culture and the
challenges of time and resource constraints where coaching is
concerned are well documented in the coaching literature
(Hawkins and Smith 2006; BlessingWhite 2008; Knights and
Poppleton 2008). The Coaching at the Sharp End project also
highlighted the importance — if a coaching culture is to be
achieved - of achieving clarity throughout the organisation
about what can, and what cannot, be expected from the
process.

Participants highlighted different experiences with coaching,
particularly the problems that can result when there is:

confusion about whether coaching is ‘remedial’ or
‘developmental’

a prevalence of ‘coaching sceptics’ in some parts of the
organisation

People-centred
culture

Effective
working
relationships

conflict between coaching and other performance
management and performance improvement processes.

The Coaching at the Sharp End interviews suggest that the
approach taken to the management of the coaching process
makes a significant difference (see Figure 2). Previous CIPD
research (Knights and Poppleton 2008) has described three
broad options for the management of coaching:

centralised and structured - coaching is introduced
with a high level of senior support and consistency and
structures are used to initiate the process

organic and emergent —variation in coaching practices
is accepted and uniformity of approach is not seen as a
key issue in different parts of the organisation

tailored middle ground — some combination of a
centralised and ‘organic’ approach is adopted.

Participating organisations in the Coaching at the Sharp End
project represented all of these positions. It became clear that
organisations with a centralised and structured approach had
more clarity about the purpose of coaching than organisations
that were more organic and emergent in their route towards a
coaching culture. Although the organic approach is attractive
where an organisation comprises a number of different
businesses, styles and locations, a challenge to be met is the
likelihood of different (sometimes competing) interpretations
about the purpose of coaching and the expectations of the role
of individuals, coaches and line managers.

Participants in the Coaching at the Sharp End project also
reflected on the challenges of time and resource constraints
and the close links with the attitude of line managers towards
coaching. All of the organisations in the study who had gone
some way towards a coaching culture reported the importance
of ‘selling’ a coaching approach to their line managers (see
Table 3 on page 8) through effective training and
communication. All of the interview organisations had invested
heavily up front in training managers in the tools, techniques
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Figure 2 The three broad structures
and mind-set of coaching. This, in itself, can be a complex training in coaching had been provided for over 500 managers
logistical exercise. In the Child Benefit and Tax Credit Office, for  in six months, something that was seen as an essential part of a
example, coaching training was rolled out to 5,000 wider culture change process.

administrative staff in seven months. Previously management

The background

Bad publicity, poor customer satisfaction and a demoralised workforce were just some of the daunting challenges facing
the Tax Credit Office when it merged with the rather less controversial Child Benefit Office in 2003. Part of HR Revenue &
Customs, the newly merged CBO/TCO is a large and labour-intensive operation employing over 5,000 people in the north
of England. At the time of the merger it was characterised by a ‘command and control’ culture and over the following
months and years a clear need for radical improvements to management capability, employee engagement and a customer
focus was identified. In autumn 2006 Richard Summersgill, the director of the organisation, and Andy Farrar, his deputy, set
about initiating a coaching programme as part of a wider business transformation process.

Coaching as a style of management

Since its inception in 2006 the approach to coaching at CBO/TCO has been to ‘mainstream’ it. Andy set about driving
forward an approach ‘led by operational people for operational people’. Four main principles underpinned the programme:

Trust and invest in your own people.
Take a practical approach rooted in workplace realities.
Make coaching adaptable to different levels and functions within the organisation.

Keep up the rate of momentum, including the rate of manager and staff involvement.

The vision was to achieve a situation where coaching was seen as ‘business as usual’ rather than being a specialised process
remote from the everyday experience of everyone in the organisation. They wanted to embed a simple, practical coaching
system relevant to every level in the organisation and based on operational realities and everyday conversational skills.

The first phase of this ambitious project was to initiate coaching as a style of management among all 1,000 managers in
the organisation. Volunteers who were interested in delivering the first phase were invited to come forward. Eighteen
people were selected to become licensed coaches. Once licensed, their role was to introduce coaching as a management
style to their management colleagues through a series of two-day workshops and to offer support to managers in their use
of this new approach in their everyday workplaces.

Two years on, managers exhibit visibly higher levels of confidence; they know much better what they are (and are not yet)
achieving and what they need to do to improve further. Whereas managers had previously spent most of their time in
isolated offices, the development of coaching as a style of management has given them the confidence to ask people for



their opinions, unearth and exploit talent in their teams and drive things forward in the organisation that previously they

would never have been trusted to do.

Coaching and front-line staff

Introducing coaching as a style of management to 1,000 managers in a context where command and control was so firmly
embedded was challenging enough, but after six months Andy chose to ‘up the pace’ and take the coaching approach to
all 5,000 administrative and front-line staff in the organisation. This time they advertised within the organisation and
recruited 36 people who were licensed to deliver shorter (four-hour) ‘coaching for confidence’ events on a peer-to-peer
basis across the organisation. Nearly 700 events were organised over a period of 12 months. The focus here was on
equipping front-line staff to have the confidence to engage in coaching conversations with customers, many of whom find
the Tax Credit system confusing and unhelpful and who are not always able to articulate their problems. This has enabled
TCO staff to use their influencing and ‘helping conversation’ skills to coach customers to provide relevant information so
that the TCO can get things ‘right first time’. The coaching approach has also led to much greater engagement by front-
line staff and the realisation that every individual in the organisation can make a difference.

Organisational outcomes

At CBO/TCO the introduction of coaching formed part of a wider transformational change process within the HMRC's
‘Pace-Setter’ programme. This focused on ‘lean” working, quality and productivity improvements, and ‘upskilling” of all
employees. Continuous investment to embed and sustain coaching throughout the organisation has also been required.
Subsequent workshops have enabled managers to have greater confidence in areas like giving and receiving feedback. It
has not all been plain sailing. Andy Farrar is aware that not all managers have bought in to the new approach with equal
enthusiasm and time, primarily the pressures of short deadlines and a relentless concern with productivity remain a
challenge to coaching as a style of management. The time issue is a conundrum; on the one hand managers find it hard to
allocate sufficient time to their ‘coaching behaviours’, but on the other hand Andy is aware that investment in time for
coaching will release time in the long term for the proactive management of the business and so reduce the time needed to

deal with reactive and operational problems.

A productivity increase of 25%, an increase in customer satisfaction of 6% (not withstanding poor publicity over the loss of
Child Benefit data in 2007) and an increase in staff satisfaction of 11% speak for themselves. In 2005 CBO/TCO lagged
behind the rest of HM Revenue & Customs in these indicators; by 2009 it was seven percentage points above the HMRC

average.

Internal stakeholders — top managers, HR practitioners,
individuals, coaches and line managers — are all important if a
coaching culture is to be achieved. Line managers are crucial if
coaching is to become ‘the predominant style of managing
and working together’ (Clutterbuck and Megginson 2005).
Previous CIPD survey research (CIPD 2008b) suggests that
almost three-quarters of organisations that report making use
of coaching rely on line managers to have some involvement or
to take the ‘main responsibility’ for coaching those who report
to them.

However, little is known about the processes involved when
the line manager is also the coach and opinion is divided about
the extent to which the line manager can act as a coach.
Alexander and Renshaw (2005) and Mayo (2008) argue that
every manager should be concerned with the development of
their staff and so coaching forms a natural part of the
manager’s ‘toolkit’. On the other hand, there are a number of
difficulties with the idea of the line manager as coach (Howe
2008).

First, coaching involves establishing a ‘deep rapport’,
something that is not always possible for managers where the

composition of their team may frequently change. Second,
coaching involves an investment of time and is not always
possible for managers facing various deadlines and work
priorities. A third issue is that of ‘mixed motives’. As managers
have to deal with a range of issues, such as performance
improvement, maintenance of operational processes,
employee development and reward, so the addition of
coaching as yet another role expectation is a further (possibly
unwelcome) burden. While the idea of a coaching culture relies
on a coaching style of management throughout an
organisation, therefore, ‘boundary issues’ between line
management and coaching processes may make it impossible
to deliver a coherent, aligned coaching strategy.

Participants in the Coaching at the Sharp End project
articulated four areas of ambiguity in the ‘line manager as
coach’ idea:

The nature of the relationship between manager and
subordinate — to what extent can this be the same as the
relationship between a coach and ‘coachee’?

Conflicting priorities — to what extent can ethical issues
about a ‘confidential coaching relationship’ be aligned
with a manager’s responsibility for performance
management and reward?
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Skills and personal qualities — to what extent are all
managers able to demonstrate the skills, confidence and
personal qualities that would enable them to demonstrate
effective coaching behaviours?

Management style — to what extent is a coaching style of
management always appropriate in different
organisational situations and contexts?

When discussing these issues, the participants highlighted that
the expectations of a coaching style of management are
distinct from the expectations of a coaching relationship at a
more intense level, such as in executive coaching. They also
indicated that the ‘line manager as coach’ role is better
conceived in management style terms as a coaching style of
management. It involves a move away from a ‘command and
control” and towards a more participative management style.

No clear consensus on this issue emerged; some participants
argued that development is ‘of itself’ the function of
management and so coaching sits squarely within this
responsibility. Others suggested that the idea of a manager
acting as a specialist coach with members of their team is
problematic. Instead, they advocated a more general coaching
style of management as a means of providing a reasonable
‘coaching coverage’ across the organisation.

This is an important issue, so participants were encouraged to
describe the characteristics that comprise a coaching style of
management and the following views emerged (see Figure 3):

engagement with ‘coaching conversations’ (not a direct
‘copy’ of a more intense executive coaching process)

involvement in honest and developmental feedback
processes

a developmental approach to identifying and promoting
performance from within the team or workgroup

fostering and maintaining effective and trusting
relationships within teams, between teams and with
external stakeholders.

Many organisations aspire to achieve a coaching culture where
coaching is adopted throughout the organisation and is
embedded in meetings, reviews, one-to-one working
relationships and team and workgroup processes. There are
various pathways to achieving a coaching culture and different

Ongoing coaching
conversations

Development

of productive Line manager Effective
and trusting as coach feedback
relationships processes

Enabling superior
performance

Figure 3 Line manager as coach

organisations may adopt a structured and centralised approach
or an emergent and organic approach to the introduction and
management of coaching. Organisations that seek to achieve a
coaching culture have to overcome a number of obstacles,
specifically the attitude, support and confidence shown by line
managers as well as variable levels of top management support
and the prevalence of a ‘command and control’ management
style. Time, workload and resource constraints are further
challenges that must be overcome.

The benefits offered by a coaching culture are considerable
and include: the opportunity to develop a people-centred
culture; the prospect of fostering more effective relationships
within the work environment; and an increase in confidence
levels, both for managers and for individuals. However, the
requirement for all managers to fulfil a ‘manager as coach’ role
may be problematic. And the aspiration for all managers to be
able to develop the full range of skills and techniques that
might be expected from an external or internal specialist coach
is unrealistic and inappropriate. The role of ‘manager as coach’
is more effectively articulated as one of ‘management style’
that is characterised by: regular coaching conversations;
effective feedback processes; the encouragement of superior
performance; and the development of productive and trusting
relationships in the workplace.

These insights were generated by those who already have a
commitment towards coaching and management
development. Those involved in coaching at work have, so far,
not assessed these issues from the perspective of line
managers themselves. This issue is addressed in the next
chapter.



The CIPD Managing at the Sharp End survey was developed to enable a robust
understanding of the manager as coach issues from the perspective of line managers. It was
completed online by more than 500 managers from public, private and not-for-profit
organisations during a five-week period in December 2008 and January 2009.

Survey responses enabled the development of a two-stage model of coaching
characteristics that make up a coaching style of management: primary coaching
characteristics and mature coaching characteristics.

Primary coaching characteristics comprise: a development orientation; a performance
orientation; effective feedback processes; and successful planning and goal-setting

activities.

Mature coaching characteristics, which are also associated with a participative style of
management, include: using ideas from team members; powerful questioning; team-based
problem-solving; and shared decision-making.

Line managers identify time constraints as the most significant barrier to achieving a
coaching style of management. In addition, organisation culture, a perceived lack of skills
and a lack of confidence to deal with difficult people can inhibit a coaching style of

management.

Chapters 1 and 2 of this report highlighted how coaching is
increasingly seen as a way by which organisations and
individuals can develop the skills and qualities needed to
achieve and sustain competitive advantage, whatever the
economic and environmental circumstances they find
themselves having to cope with. Where organisations aspire to
develop a coaching culture there are implications for the role of
line managers. Very little systematic research has been
undertaken into the implications for line managers ‘at the
sharp end’. This forms the focus of the next two chapters.

No consensus has yet emerged about whether ‘the line
manager as coach’ is a feasible or desirable ambition. CIPD
research (CIPD 2008a) as well as data from the USA
(BlessingWhite 2008) have suggested that there may be a gap
between organisational aspirations and ‘talk” about ‘the line
manager as coach’ and the daily realities and challenges faced
by line managers and those who work for them. Line managers
have many different roles: they have to cope with competing

priorities; their objectives can change without warning; and
they face increasing time and resource constraints. In this
context, the additional demands of the ‘line manager as coach
role may be unwelcome (Hutchinson and Purcell 2007;
BlessingWhite 2008).

’

The experiences of many (but not all) of the coaching
specialists and HR professionals involved in the Coaching at the
Sharp End project, whose organisations have gone some way
towards a coaching culture (see Chapter 2), lend support to
the view that the expectation that managers can fulfil all the
expectations of a ‘specialist’ coaching role may be unrealistic;
rather, a ‘coaching style of management’ may be more
appropriate.

The third part of this research examined this issue, focusing
specifically on the perspective of line managers themselves,
their attitudes and perceptions towards the behaviours
associated with a coaching style of management, and the
individual and organisational factors that might inhibit or
facilitate coaching at work.
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A Managing at the Sharp End questionnaire was developed for
this purpose. A description of the survey questions is included
in Appendix 2.

Although many questionnaires and inventories about coaching
have been developed and used over the last ten years, these
have tended to focus on the skills and qualities of specialised

coaches. Less attention has been paid to the perspective of line
managers, so it was necessary to develop a new survey
instrument specifically aimed at examining a coaching style of
management. The design process took account of a number of
issues, which are outlined in Box 1.

A number of key issues underpinned the design of the questionnaire. First, an acknowledgement that line managers may
not all agree about the value of coaching and its relevance to them. Some managers may be convinced of the benefits and
make use of a range of coaching behaviours as part of their management style. However, others may be ‘agnostic’ at best
and some are likely to be hostile or sceptical to the idea. A ‘coaching questionnaire’ is unlikely to be completed by
‘coaching sceptics’. Second, managers have limited time for questionnaires and rarely appreciate additional paperwork;
withdrawal or refusal rates for long questionnaires are high. Third, line managers may view (or ‘rate’) their own patterns of
behaviour ‘in general terms’ more positively than others might do.

To maximise participation in the questionnaire, the design incorporated the following principles:

The word ‘coaching’ was not used in the survey; its title and language focused on ‘managing at the sharp end'.

The survey was designed to be completed in ten minutes.

The survey was designed and published to be completed online through a secure Internet web link.

Line manager respondents were asked to reflect on behaviours during the previous three-month period, rather than to

reflect on their ‘general behaviour’.

A summary of the survey responses is provided in Appendix 2.
In total there were 521 eligible responses, which are divided
almost equally between male and female managers (52 %,
48%).

Other features of the questionnaire respondents are shown in
Table 4. About one in ten respondents describe themselves as a

senior or board-level manager and the remaining respondents
are fairly evenly spread between middle managers and first-line
managers. Nearly one-fifth of the respondents have been in
their current post for less than a year and just over half of them
have been in post between one and five years. Aimost half of
the line managers in our survey sample (46.3%) report that
they have no management qualification.



COACHING AT THE SHARP END

Gender

Male

Female

Age

Under 25 years
25-35 years
35-44 years
45-54 years
55-64 years

Over 64 years
Level in hierarchy
First-line manager
Middle manager

Top-level/ board manager

All responses
(%)
n=>521

52

48

33

33

42
47

11

Length of time in current position

Under 3 months
3 months -1 year
1-5 years

Over 5 years
Qualifications

None

NVQ (levels 2-4)

Other business qualification

3

15

51

31

46

17

37

Private sector
(%)
n=261

72

28

14
39
35

12

38
49

13

14
51

32

39

17

44

Public sector
(%)
n=174

30

70

22
31
29

16

58

40

17
46

33

66

13

21

Not-for-profit
sector (%)

n=42

36

64

36
24
29

10

26
64

10

24
52

24

33

17

50

Sector unknown
(%)
n=44

39

61

21
50

16

23
55

23

75

21

23

30

48
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developing trusting relationships and rapport

encouraging superior performance (a performance
orientation).
The insights of participants in the Coaching at Work discussion
groups and the interview organisations (see Chapter2) Existing published questionnaires and lists relating to coaching
provided a useful starting point when identifying the questions styles, behaviours and characteristics were also consulted.

about a coaching style of management to be incorporated in These are summarised and paraphrased in Appendix 4.
the questionnaire. The behaviours and qualities that they

identified were: . : .
Features from these published inventories as well as the

insights from practitioners (see Chapter 2) provided a useful
basis to devise an initial set of 12 survey questions for the
Managing at the Sharp End survey associated with ‘a coaching
style of management’ and these are shown in Table 5.

engaging in a productive dialogue with team members
(listening, questioning, a development orientation, and so
on)

facilitating effective feedback processes

Table 5: Characteristics of a coaching style of management

Characteristic Questionnaire item

Development orientation I have helped them all to develop themselves as individuals.
| actively help them all find and get training/learning to improve their performance and
skills.

Performance orientation | am very good at observing their work to guide my management of them.

Planning and goal-setting I am very good at helping them all to express their own action plans.

Engagement with dialogue The time | spend helping them is not valued by any of them.*

| ask questions of all of them rather than providing solutions.

Mutual support If any of them has a good idea, | always use it.
| give them all a good share in the decision-making.
I want them all to be able to solve problems for themselves.

Effective feedback I am very conscientious in giving them all feedback on their work — positive and negative.
[ find it difficult to raise performance shortfalls directly and promptly with all the people |
manage.*

Effective listening Whenever | meet them | spend more time listening than questioning.

* |tem asked as a ‘negative’, so reverse coding’ was applied when the questionnaire data were analysed.

A summary of the responses to these different survey questions is shown in Table 6.



Table 6: Coaching characteristics

Think about your behaviour in the last 3 months with the people you manage. Please choose the
appropriate response for each item: ‘all of the time’ (3); ‘most of the time’ (2); ‘some of the time’ (1); 'none

Average rating
(rating of 3is

of the time’ (0). high)
n=>521
I am very conscientious in giving them all feedback on their work — positive and negative. 2.55
The time | spend helping them is not valued by any of them.* 2.49
I want them all to be able to solve problems for themselves. 2.48
| find it difficult to raise their performance shortfalls directly and promptly with all the people | manage.* 2.36
If any of them has a good idea, | always use it. 2.13
| actively help them all find and get training/learning to improve their performance and skills. 2.05
Whenever | meet them | spend more time listening than questioning. 1.91
| give them all a good share of the decision-making. 1.88
I am very good at observing their work to guide my management of them. 1.88
I am very good at helping them all to express their own action plans. 1.79
I have helped them all develop themselves as individuals. 1.80
| ask questions of all of them rather than providing solutions. 1.65

* Scoring reversed for this negatively expressed item.

To analyse the data more meaningfully it was important to
assess the extent to which the pattern of responses to the
survey provide some confidence that these questions taken
together constitute a consistent reflection of a coaching style
of management. A statistical factor analysis test was
undertaken to assess this (see Appendix 3). A number of
interesting insights arose from this procedure, in particular the
existence of two discrete ‘clusters’ of characteristics. The first
cluster to emerge from the analysis relates to five of the survey
questions, which have been called primary coaching
characteristics (see Figure 4).

I have helped them all develop themselves as individuals.

I am very good at observing their work to guide my
management of them.

I am very good at helping them all to express their own
action plans.

| actively help them all find and get training/learning to
improve their performance and skills.

I am very conscientious in giving them all feedback on
their work — positive and negative.

A second cluster of questions was also evident from the
analysis, referred to here as ‘'mature coaching characteristics’,
comprised from the following four survey questions (see Figure
5).

| ask questions of all of them rather than providing
solutions.

| give them all a good share of the decision-making.
If any of them has a good idea, | always use it.

I want them all to be able to solve problems for
themselves.

Key features of the primary coaching characteristics identified
here are a development orientation and a performance
orientation as well as effective feedback and planning and
goal-setting skills.

In addition to these primary coaching characteristics, there are
further characteristics that have been called mature coaching
characteristics, which include: powerful questioning; using
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ideas; shared decision-making; and encouraging problem-
solving (see Figure 5). The data suggest that these mature
coaching characteristics are more disparate, however, and they
lack a clear and coherent relationship with each other. This may
reflect the way in which these mature features of a coaching
style of management are associated with a participative style of
management. For example, whereas primary-level questioning
would form an important feature of effective feedback skills,
powerful questioning focuses on empowering team members
to identify potential solutions to problems for themselves. In
addition, mature coaching is characterised by a focus on
affirming and using good ideas offered by team members,
giving them a share in the decision-making and encouraging

an approach where they solve problems for themselves — all of
which may be associated with what is often referred to as a
‘participative style of management'.

Every organisation is different, but the analysis of survey
responses suggests that organisations that encourage
managers to develop and use primary coaching skills will, over
time, develop a less directive management style as mature
coaching characteristics reflect a more participative approach
to management. The Southern Railway case study included
here provides an example of this process as part of a wider set
of organisational changes.

Development Performance
orientation orientation
Primary
Effective coaching Planning and

 ——— characteristics 9
feedback goal-setting
Mature
Using ideas ¢ > coachn:\g. Powe.rfull

characteristics questioning
Shared Team-based

decision-making

problem-solving




The background

Southern Railway is a train operating company operating a mix of suburban commuter and mainline routes between
London and England’s south-east coast as well as the prestigious Gatwick Express non-stop rail service between London
Victoria and Gatwick Airport. Around 4,200 people work for Southern; its staff manage over 160 stations and maintain a
fleet of more than 300 trains, which run seven days a week on a nearly 24/7 basis. The company won the southern England
rail franchise from Connex in 2001. At that point morale was low, performance was poor and management style was
dominated by a command and control, directive approach. A key issue for Southern was to initiate an organisation-wide
change process embracing all those involved in driving the trains, selling the tickets and maintaining and cleaning the train
fleet to achieve the delivery of a customer-focused high-quality service for passengers.

In line with other train operating companies many of the management staff at Southern have been with the company and
its predecessor organisations for many years. Historically they were promoted on the basis of their technical ability rather
than for their people skills. A key issue for Zoey Hudson, Southern’s Leadership and Behavioural Development Manager,
was to find a way to ‘give these managers a toolkit of how to manage and to give them the people skills and confidence to
deal with people’.

An organic and emergent approach to coaching

Coaching has been introduced in an incremental and organic way at Southern. Since 2005 about 20 people each year have
undertaken an intensive one-year accredited coaching course. Each of those people has then gone on to coach three to
four others within Southern and so the effect of coaching has gradually ‘spread out’. Over the years a robust internal
coaching service has been built and by mid-2009 there will be more than 80 qualified coaches, of whom several are
executive-level managers. A system of coaching supervision is also being developed to ensure appropriate support for the
coaches themselves and to enable a process of continuous reflection and enhancement of the internal coaching provision.

Southern does not encourage line managers who are trained as coaches to undertake formal coaching with members of
their own teams, nor indeed with anyone in the same functional area of the business. A fundamental feature of the
Southern approach is the encouragement of a confidential professional relationship between the coach and the ‘coachee’.
Coaching is developmental rather than ‘remedial’ and there is a separation of coaching processes from the line
management relationship so that ‘boundary issues’ do not arise and a ‘neutral power zone’ can be maintained.

Coaching and the line manager

Although Southern’s coaches do not engage in any formal coaching with members of their own teams, coaching skills for
managers have been introduced into general management training and development programmes. At Southern the
development of this coaching style of management means that people can move beyond seeing feedback as focusing on
things that people are doing wrong and encourage them instead to engage in a dialogue around people’s strengths to
build on them and maximise effectiveness. Creating two-way rapport, developing quality development plans, listening
more and using incisive questions are further skills that are encouraged as part of the less directive management style.

The incremental and emergent approach taken at Southern has enabled coaching to become gradually embedded. The
need to have leaders who coach and facilitate their people to improve what is delivered to passengers is accepted
throughout the organisation. The newly introduced appraisal system, for example, has been developed around the
requirement for a coaching and engaging style of leadership. All appraisers have been trained in the new system, which
includes what is, in effect, a coaching skills module to enable them to conduct an appraisal in a coaching style.

Organisational outcomes

Coaching has had an important ‘informal’ impact on people at all levels at Southern, particularly in moving the
organisation away from its old command and control culture. It is no longer expected that managers should have the
answer to everything. Instead a developmental and empowering approach to draw on the skills and knowledge of team
members is being established. Zoey comments that, ‘Coaching has brought this organisation to a position where people at
all levels are able to feel more empowered about the decisions they make on a day-to-day basis.” Anecdotally she hears that
managers at all levels are adopting new approaches, for example, facilitating meetings in a coaching style rather than
coming along with all the agenda laid out and all the answers for their people ready in advance.
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Hard data about the impact of coaching is also becoming available. In 2008 a Gallup business impact survey showed that
staff engagement at Southern was significantly improved; interestingly, engagement among the teams of those who had
been trained as coaches was even higher than for the rest of the organisation.

Other Southern achievements include: improved train performance and train reliability; best ever customer service survey
results; and reduced levels of staff absence. Coaching is part of a wider package of change initiatives at Southern but the
business now accepts the important role it plays. A coaching steering group has been established and its members include
senior managers from the engineering, operations and commercial functions as well as the HR director. Coaching is now
too important to be an HR initiative; it is owned, driven and valued by the business.

Developing a model of a coaching style of management
provides a useful step forward in understanding coaching at
the sharp end. It is also necessary to assess the extent to which
both primary coaching characteristics and mature coaching
characteristics were reported by the line managers who
responded to the survey. Analysis of the responses to these
questions indicates that these characteristics are not associated
with any particular group within the data (defined, for
example, by age, experience or gender), although there is a
correlation between seniority (first-line manager, middle
manager, top-level/board manager) and mature coaching
characteristics.

This suggests that all managers have the potential to develop
and implement a coaching style of management.

The responses to another of the survey questions shed further
light on this. Coaching and HR specialists (see Chapter 2)
identified the importance of managers’ willingness to respond
flexibly to the different development and performance
priorities of individuals within their team if a coaching style of
management is to be realised. The survey examined this issue
(see Appendix 2) and asked respondents to reflect on the
approach that underpinned their personal approach to
managing their staff. Over 64% of respondents report that
they take account of individual differences in the way that they
manage their staff, suggesting a good level of flexibility and
responsiveness by managers in response to the different needs
of the members of their teams and that most, but not all,
managers have the potential to develop and implement a
coaching style of management.

Further analysis, taking into account levels of seniority (first-line
manager, middle manager or top-level/board manager)
indicates that first-line managers respond more frequently to
the "treat them the same’ response options; middle managers,
by contrast, respond more frequently to the ‘treat them
differently’ options. Therefore, although the data suggest that
most managers have the potential to develop and make use of
a coaching style of management, it seems that first-line
managers may be less likely to feel able to exhibit the flexibility
and responsiveness required.

The ability of first-line managers to respond in a flexible way to
the development needs of their staff is highlighted here as a
key issue for organisations that wish to develop a coaching
culture.

Organisations must also be aware of, and tackle where
appropriate, any further ‘barriers’ that inhibit the development
of a coaching style of management. The survey provided the
opportunity for managers to highlight what they saw as the
barriers and these are considered in the next section.

Three important obstacles to a coaching style of management
were identified by HR and coaching practitioners (see Chapter
2): organisational culture; a lack of clarity about coaching styles
and expectations; and time and resource constraints. The line
manager survey also examined these issues.

First, respondents were asked:

In an ideal world, would you have liked to have done more
or less of this type of (coaching) work with your team?

Over half of the sample (56 %) responded ‘more’ and the
remaining 44% responded ‘neither, it has been just right’. A
series of supplementary items were offered to those
respondents who replied that they would like to do more in
order to identify what they saw as barriers to coaching.

The responses are shown in Table 7. Concern about the time
implications of coaching, highlighted in Chapter 2, was by far
the most significant barrier identified by the questionnaire
respondents. The other items that were noteworthy relate to
organisational culture ('it's not the style in our organisation’) as
well as issues of confidence to deal with difficult people and a
perceived lack of skills.



Table 7: Barriers to coaching

Barrier Mean rating
(out of 100)
n=284

I haven’t the time. 62

It's not the style in our organisation. 10

They are difficult people. 9

I lack the skills. 6

I don’t know where to start. 4

[t's not my style. 3

I haven't got the patience. 2

It's not part of my job. 2

There's no reward for me. 2

My staff would leave 1

The most frequently cited issues must be tackled if an
organisation-wide coaching culture is to be achieved and line
managers are to feel able to develop a coaching style of
management in a consistent way. The analysis does show a
strong correlation between two of the barriers: ‘I don’t know
where to start’ and ‘I lack the skills’. In addition, a weaker link
is also evident with these two barriers and ‘they are difficult
people’. These findings indicate that organisational support for
managers, to develop their levels of skill, confidence to cope
with “difficult people” and knowledge about coaching, is a
priority if a coaching culture is to become a reality.

The two-stage model of coaching at the sharp end presented
here highlights important implications for organisations if a
coaching culture is to be achieved. First, it is important to
recognise that ‘the manager as a coach’ role cannot be a full
substitute for specialised coaching activities and relationships.
Instead, it is important to give clarity to managers about
behaviours that comprise ‘a coaching style of management'.
The exact mix of behaviours, tools and techniques will vary
somewhat in different organisational situations, cultures and
contexts, but the two-stage model of coaching characteristics
developed here provides a useful starting point for
organisations wanting to develop a coaching style of
management:

primary coaching characteristics:
a development orientation
a performance orientation
planning and goal-setting skills

feedback skills

mature coaching characteristics:

powerful questioning
using ideas
shared decision-making

team-based problem-solving.

The survey responses confirm that a coaching style of
management is associated with an approach that is more
participative and developmental. A brief assessment of the
barriers to coaching in organisations also suggests that
different factors will influence the extent to which a coaching
style of management is achievable. These are considered in
more detail in Chapter 4.
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The Managing at the Sharp End survey examined in more detail four factors that may affect
a coaching style of management: manager self-confidence; the work and task environment;
manager-team relationships; and development and support offered to managers.

The survey data indicate that levels of manager self-confidence are closely associated with
coaching characteristics. It is not possible to say which comes first. It is likely that the
development of a coaching culture leads to increased levels of self-confidence in managers,
although increased self-confidence is also a prerequisite for a manager to engage in a

coaching style of management.

The survey suggests that the overall work and task environment within which managers
and their teams operate is not a factor that will, of itself, diminish or enhance the chances of
achieving a coaching culture. However, mature coaching characteristics are positively
associated with levels of seniority in the organisation. This suggests that the operational
constraints experienced by first-line managers who are closer to ‘the sharp end’ may inhibit

a coaching style of management.

Our analysis indicates that a coaching style of management is more likely in organisations
that also foster effective team relationships and provide opportunities for managers to

develop their level of self-confidence.

The survey shows that most managers appreciate the value of a range of formal and
informal training and support avenues in the development of their management approach.
Importantly, attitudes towards training and support are correlated with both primary and
mature coaching characteristics. Training and support are necessary to foster a coaching
style of management, but the development of coaching characteristics is also likely to lead
to a greater commitment to learning and development more generally.

No evidence is found of an association between the age, gender, qualifications or length of
experience of managers with variables such as manager self-confidence, manager-team
relationships or attitudes towards training and support. In other words, all managers have
an equal chance of being able to develop these qualities and characteristics.

Chapter 3 introduced a two-stage model of a coaching style of
management that emerged from analysis of the Managing at
the Sharp End survey. It also highlighted how managers, HR
professionals and coaching specialists need to be aware of the

barriers that can inhibit the development of a coaching culture.

This chapter builds on this initial assessment and examines in
depth some of the issues that affect coaching at the sharp end,
both inhibitors and facilitators.

A number of influences affecting a coaching culture were
identified by the interview and discussion group participants
(see Chapter 2). Research into coaching and into the role of
line managers in learning, training and development also
highlights the importance of encouraging ‘facilitating factors’
and tackling inhibitors to coaching (Clutterbuck and
Megginson 2005; Hutchinson and Purcell 2007; BlessingWhite
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2008). From this basis a provisional model of the factors that
affect coaching at the sharp end was derived (see Figure 6); the
Managing at the Sharp End survey provided the opportunity to
test these. Specifically, the survey examined four factors:

manager self-confidence
work and task environment
manager—team relationships

development and support for managers.

Confidence (or a lack of it) emerged as an important issue from
both HR and coaching practitioners (see Chapter 2) as well as
from the initial assessment of barriers to coaching indicated
from the survey responses (see Chapter 3). To understand more
about the relationship between coaching characteristics and
self-confidence, the survey included a number of measures
related to ‘self-efficacy’. These have been developed to detect
the confidence that an individual has in their ability to cope
and successfully complete tasks. The survey made use of six
guestions to assess manager confidence/self-efficacy (Rigotti et
al 2008):

I can remain calm when facing difficulties in my job
because | can rely on my abilities.

When | am confronted with a problem in my job | can
usually find several solutions.

Whatever comes my way in my job | can usually handle it.

My past experiences in my job have prepared me well for
my occupational future.

I meet the goals that | set for myself in my job.

| feel prepared for most of the demands in my job.

Analysis of the survey responses shows no correlation between
characteristics such as age, gender or management
qualifications and this group of ‘self-confidence’ questions. In
other words, a young, female manager with or without
qualifications is just as likely to report high (or low) levels of

Manager
self-confidence

self-confidence as an older male colleague who has been in his
post for a significant period of time. However, the analysis does
show a strong link between manager self-confidence with
primary coaching characteristics as well as a weaker link with
mature coaching characteristics (see Appendix 3). Manager
self-confidence is, therefore, an important influence on a
coaching style of management. It is not possible to determine
whether developing coaching characteristics leads to self-
confidence or whether self-confidence is a necessary first step
towards coaching behaviours. Most probably both are true,
which makes it all the more important that organisations that
seek to develop a coaching culture should ensure sufficient
support and development to line managers to enable them to
develop in both of these important areas.

In addition to self-confidence issues it is likely that coaching
behaviours may also be influenced by the nature of the
environment and context in which management takes place
(Clutterbuck and Megginson 2005; Hutchinson and Purcell
2007). Three features of the Managing at the Sharp End
guestionnaire enabled this feature to be assessed:

the respondent’s position in the organisational hierarchy
(first-line manager; middle manager; top manager/board
manager)

autonomy levels within the workgroup — the extent to
which it is expected that people can take responsibility for
their own work and determine, within agreed limits, how
they will achieve their objectives

the task variety involved in the work of their team — the
extent to which work patterns and methods are
prescribed and standardised, leaving little room for
manoeuvre for individuals or their managers.

A good level of association was seen between seniority and
mature coaching characteristics. This may indicate that senior
managers have more opportunity to exercise the behaviours
associated with this characteristic with their (middle
management) direct reports, than those who are closer to ‘the
sharpend'.

Training and
support

Coaching at

the sharp end

Manager-team
relationship
factors

Figure 6

Work and task
environment

A provisional model of coaching at the sharp end



In addition, to examine the work and task environment, the
Managing at the Sharp End questionnaire drew on influential
research that has explored the impact of situational factors
(including task variety and autonomy) on the behaviour of
managers and leaders (Kerr and Jermier 1978; Jermier and Kerr
1997). The results indicate that, although the work and task
environment is important, these factors are not significant for
the development of a coaching style of management. This
means that organisations of different types and with different
approaches to job design can benefit from the development of
a coaching culture. However, the data also suggest that
constraints on managers in the lower positions in the hierarchy
may limit the extent to which they can fully develop a coaching
style of management.

Another factor in the coaching equation, highlighted
particularly by HR and coaching practitioners (see Chapter 2), is
the quality of relationships within the organisation, particularly
between members of workgroups and their manager. Effective
coaching requires a trusting relationship to be established
between those involved in the process. The Managing at the
Sharp End survey focused on the perspective of line managers
towards their team members. The six survey statements were:

| admire their professional skills.
I respect their knowledge and competence on the job.

I work for them beyond what is specified in their job
description.

The background

I am willing to apply extra effort to further their interests.
| do not mind working hard for them.

| am impressed with their knowledge of their job.

As with levels of manager self-confidence, analysis of the
survey responses indicates that the quality of manager—team
relationships is not influenced by a person’s age, seniority,
gender or length of experience as a manager. Male or female
managers with or without a senior position in the
management hierarchy, management qualifications and with
different patterns of experience are all just as likely (or unlikely)
to be able to engage in productive working relationships with
members of their teams. In addition, the analysis of the survey
data shows a strong correlation between manager—team
relationships and with levels of manager self-confidence.

More importantly for this analysis, the survey responses
indicate a good level of correlation with primary coaching
characteristics as well as a correlation (albeit less strong) with
mature coaching characteristics. Again, it is not possible to
determine whether coaching causes better manager—team
relationships or whether good relationships form the basis
from which coaching behaviours by line managers can thrive;
indeed both may be true. However, the clear message for those
who wish to promote a coaching culture is to ensure that the
background factors such as organisational culture and team
relationships are addressed if a coaching style of management
is to be achieved. The VT Group case study provides an
example of how coaching has formed a major part in
improving relationships within teams, within different business
functions, and with suppliers and customers.

The VT Group is a leading defence and support services company which, in addition to its well-known ship-building
business, operates across a wide range of markets providing engineering and other services to governments and large
organisations throughout the world. VT employs over 14,000 people and operates in a startling array of market sectors
including defence, logistics, communications, education and training. The group has over 100 offices in the UK and has
extensive operations in the USA as well as in South America, Europe, Asia and the Pacific and Atlantic Oceans.

VT's vision is to develop the organisation to build on its traditional engineering strengths to become the number one
international government services group. In 2006 the top team recognised that achieving this vision would require a step-
change in the development and leadership of people. Paul Lester, CEO, was keen to ‘improve performance a couple of
notches’ (a phrase that is often used in VT), and Jo Robbins, HR Director, also recognised the need to ‘shift the organisation
culture from command and control in our ship-building days to a more modern participative style’. Their Coaching for High
Performance Programme was initiated as part of the change process.

Coaching for high performance

VT took a ‘top—down’ approach to the introduction of a coaching culture. An ambitious programme of development for
senior executives was launched in November 2006 and 45 executives from across VT's five business units committed to
undertake a specially developed VT Henley Certificate in Coaching’ programme. The second stage began in April 2007
and a further tier of 120 managers undertook a shortened and more practical programme, ‘Coaching for High

Performance’, which was developed by VT in collaboration with Roffey Park. It is intended that this process will continue to
include a further 500 managers throughout the organisation.
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A key driver for VT's approach is its commitment to develop a ‘performance-led coaching culture’. Coaching is now seen as
something that forms part of each manager’s work and is directly connected with business priorities. The emphasis is on
enabling better performance through the application of simple and practical techniques and behaviours, without
necessarily engaging all of the time in ‘formal coaching sessions'.

The organisation is working hard at embedding coaching and ensuring that all managers are clear about why coaching is
important to VT and what is expected of them. They are encouraged to make use of important behaviours and qualities
that make up a coaching style of management, such as giving and receiving feedback, building rapport and listening. They
are introduced to the GROW model of performance coaching (Alexander and Renshaw 2005) and the DELACT model of
more directive coaching (see, for example, Holbeche 2005). ‘Master classes’ to further develop specific aspects of their

coaching expertise are currently being planned.

Embedding the coaching culture

Michael Staunton, Executive Development and Succession Planning Director, who has spear-headed coaching in the group,
highlights how VT have tackled the issue of embedding its coaching culture: first, through its top—down approach, which
has led to coaching being actively sponsored by the board and executives, all of whom have participated in the
programme, and which is now being cascaded throughout the organisation; second, by building a critical mass of
‘coaching-enabled’ managers focused on ‘a performance-led coaching culture and common language’; third, encouraging
managers to spend time with their subordinates regularly and, when required, to improve individual and team
performance; and finally, integrating coaching development with other forms of talent management and succession

planning.

The VT approach is to communicate clearly that coaching is not additional to a manager’s day job but is part of every
manager’s day-to-day management style. Michael Staunton reminds them that coaching outcomes can sometimes be
achieved through ‘a few minutes here, a few minutes there’. He stresses that coaching can give managers more time
because: 'If your team members need your help less because they are more capable, then time is less of an issue.’

VT take a very public approach to their commitment to coaching, both within the organisation and when working with
customer and partner organisations. Michael Staunton puts it like this: ‘If you are joining the company there’s a promise
that you are going to be in a coaching environment and you are going to be coached rather than managed in a traditional,
top—down way. If you're working with us as a customer then you know that we've got that coaching mindset; you're going

to be treated fairly to achieve shared goals.’

Organisational outcomes

In the two years since the launch of the ‘coaching for high performance’ initiative, VT has posted some impressive results.
Both revenues and profits have increased and other, ‘softer’ areas of business effectiveness have shown improvement.
Talented executives are reaffirming their desire to remain within the VT Group and business relationships with customers
and partner organisations are improving — in some cases enabling VT managers to engage in ‘buddy coaching’

relationships with key contacts in partner organisations.

Paul Lester, the CEO, comments: ‘The benefits are starting to come through. | can see much more confidence in the
management team.’ For Michael Staunton, the coaching culture is increasingly helping the organisation to get the best out
of people at all levels, whether they are experienced managers, technical experts, new graduates or apprentices, by
encouraging greater personal responsibility and autonomy and helping those who previously worked in ‘business silos’ to

feel confident to work across divisions and business units.

Team relationships and levels of managers’ self-confidence are
clear influences on coaching as a style of management.
Another issue identified by participants in the Coaching at the
Sharp End interviews (see Chapter 2) was the development and
support needed for line managers. Research and practice
relating to learning and training in the workplace has
highlighted the limitations of relying on instructor-led training
provision for managers. Additionally, a range of work-based
formal and informal methods of development are important as

part of a development and support package for managers
(Hutchinson and Purcell 2007; CIPD 2004; CIPD 2008d). Five
survey questions were included to address these issues. Line
managers were asked ‘in an ideal world" whether they would
find the following opportunities helpful to develop their
coaching behaviours:

in-house training course
external training course
being given space to learn by trial and error

advice and guidance from a senior manager/mentor



one-to-one coaching from their manager. support activities, regardless of the sector background of
respondents. The overall picture is that all types of learning
The frequency findings (see Table 8) indicate almost no opportunity, formal and informal, are perceived by most
variation in preference for different types of learning and managers to be helpful in developing coaching behaviours.

Table 8: In an ideal world, what would be helpful to improve these activities with the people you manage?

In-house training course Very helpful Helpful Not very helpful Not helpful

(%) (%) (%) (%)
All respondents

29 50 14 7
n=>521
Public sector

31 47 16 7
n=174
Private sector

30 52 13 5
n=261
Not-for-profit sector

24 52 17 7
n=42
Sector not known

27 50 " 11
n=44
External training course
All respondents

18 52 21 8
n=>521
Public sector

20 48 22 9
n=174
Private sector

15 56 23 7
n=261
Not-for-profit sector

21 52 21 5
n=42
Sector not known

27 48 9 16

n=44
Being given space to learn by trial and error

All respondents

20 49 22 9
n=>521
Public sector

19 53 20 8
n=174
Private sector

18 45 25 12
n=261
Not-for-profit sector

24 62 12 2
n=42
Sector not known

32 43 23 2

n=44
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Very helpful
(%)

Advice and guidance from a senior manager/mentor

All respondents

33
n=>521
Public sector

31
n=174
Private sector

35
n=261
Not-for-profit sector

29
n=42
Sector not known

39

n=44
One-to-one coaching from my manager

All respondents

25
n=>521
Public sector

20
n=174
Private sector

28
n=261
Not-for-profit sector 19
n=42
Sector not known

32

n=44

Most importantly, the analysis confirms a link between the
reported helpfulness of different training and support
opportunities with both primary and mature coaching
characteristics, confirming the views expressed in the
organisational interviews. Training and support, it seems, is an
‘input factor’ for the development of a coaching style of
management. In addition, as managers adopt coaching
characteristics, they are more likely to appreciate the value of
different learning and support opportunities.

Chapter 3 of this report identified patterns of coaching
characteristics that make up a coaching style of management
and presented a model that comprises both primary coaching
characteristics and mature coaching characteristics. This
chapter has further assessed the extent to which different
individual and organisational factors may affect the extent to

Helpful Not very helpful Not helpful
(%) (%) (%)
55 8 4
53 12 5
55 6 4
60 7 5
52 2 7
49 17 9
49 20 12
49 17 6
45 24 12
55 7 7

which a coaching culture is possible from the perspective of
line managers themselves.

Four key factors have emerged from the analysis (see Figure 7).
First, a range of training and support opportunities are
perceived to be helpful by line managers to enable them to
develop a coaching style of management. Formal training
courses have an important role to play but work-based
learning opportunities, such as advice and guidance from a
senior manager or mentor and the opportunity for one-to-one
coaching with their manager, may also be valuable.

Second, levels of management self-confidence are shown to
be an important influence on a coaching style of management.
Managers need to feel confident in themselves to demonstrate
coaching characteristics. At the same time, engagement with a
coaching style of management may also lead to enhanced
levels of a manager’s self-confidence. No relationship is
discernible between self-confidence and perceptions of the
helpfulness of different training and support methods,
suggesting that there is ‘'no one right way’ through which
levels of self-confidence can be developed.



Third, although the reliability of these questions is less strong
than for other parts of the survey, the nature of the work and
task relationship is not significant for the development of
coaching characteristics. Coaching behaviours, appropriately
‘tailored’, can be just as appropriate where levels of task variety
are low and work is standardised and routine as when higher
levels of worker autonomy feature as an aspect of job design.

Fourth, relationships between managers and their team
members is an important influence on the extent to which a
coaching style of management is likely to be possible. Both
primary and mature coaching characteristics are correlated
with relationships between leaders and their team members.
This is a factor that may influence coaching behaviours and
also may be an outcome of the development of a coaching
culture. Relationships between managers and their team
members are also positively correlated with levels of self-
confidence, indicating that these are important interrelated
factors.

The model of coaching at the sharp end presented here
indicates that organisations that are serious about developing
a coaching culture need to adopt an integrated package of
individual, team and organisation development processes to
ensure:

appropriately devised and tailored training and support
interventions to enable managers to develop their primary
and more mature coaching capabilities

teamworking and relationships between managers and
their team members

levels of manager self-confidence.

Training and
support

Coaching at
the sharp end

e ™

Manager— Manager
team self-
relationship < > confidence
Figure 7 A model of coaching at the sharp end

The model indicates that coaching at the sharp end can
become something of a ‘virtuous circle’. Levels of management
self-confidence and manager—team relationships are important
influences on the development of a coaching style of
management. However, as managers are increasingly able to
use their coaching skills, so good-quality team relationships
and levels of self-confidence are likely to be reinforced and
enhanced.

Chapter 5 of this report brings together the analysis from the
Managing at the Sharp End questionnaire with the insights of
the Coaching at the Sharp End discussion groups and interview
organisations. It examines the most appropriate ways by which
organisations can ‘move forward’ with coaching at the sharp
end.
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The expectation that line managers can fulfil all the functions of a specialist coach is not
realistic and probably not desirable. The manager as coach role is better described as a

coaching style of management.

Primary and mature coaching characteristics comprise a coaching style of management and
these can form part of the wider development of a participative style of managementin

organisations.

A coaching style of management is as appropriate for organisations facing the challenges of
hostile economic conditions as it is for those enjoying business growth and development.

Successful implementation of coaching at the sharp end requires HR professionals to work
with their line management colleagues to diagnose the most effective way forward in
implementing and embedding coaching so that it becomes part of ‘business as normal’. This
involves: giving consistent attention to the time and resource constraints facing all
managers, particularly those closest to ‘the sharp end’; providing appropriate and relevant
training and support; fostering effective teamworking and relationships; and encouraging
managers to develop confidence in their coaching capability.

The Coaching at the Sharp End project set out to assess the
role of the line manager as coach. Line managers are crucial to
people management and development and the increasing
emphasis on the role of the line manager as coach is part of a
wider trend in some organisations towards a coaching culture.
This report examines the line manager as coach issues from the
perspective of line managers themselves, taking into account
the different responsibilities, competing priorities and resource
constraints that they have to deal with.

Opinion is divided about the extent to which the line manager
as coach idea is feasible, or even desirable. While coaching
skills may be part of a manager’s ‘toolkit’ it may be
inappropriate to expect them to engage in the deep rapport,
high level of confidentiality and ‘boundary maintenance’
agreements expected from ‘formal’ coaching relationships. The
position adopted here is that the line manager as coach role is
better understood as a coaching style of management. As
managers adopt a coaching style of management, so their
overall approach to management is likely to move away from
one characterised as ‘command and control’ towards a more
participative style.

Survey data as well as information from interviews and
discussion groups provided the basis from which to examine

the skills, behaviours and characteristics that are needed for a
coaching style of management. Three important issues
emerged from the research. First, there are two elements to a
coaching style of management: primary coaching
characteristics and mature coaching characteristics. Primary
coaching characteristics include a development orientation and
a performance orientation as well as engaging in effective
feedback processes and successful planning and goal-setting
activities with their staff. Mature coaching characteristics,
which are also associated with a participative style of
management, involve: using ideas from team members;
powerful questioning; team-based problem-solving; and
shared decision-making.

Second, a coaching style of management is not something that
can be achieved in isolation. Training and support is required
and managers need to have personal confidence in their
abilities. In addition, coaching as a style of management has to
be grounded in constructive relationships both within and
between teams. Third, time constraints are a serious and
significant barrier to ‘living out’ a coaching style of
management. Neither personal factors, such as a manager’s
age, gender, length of experience or level of qualifications, nor
the overall work and task environment within which they work
make a significant difference to whether or not managers
adopt a coaching style of management. However, mature
coaching characteristics are more likely to be achieved by those
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in more senior positions, who often have more ‘discretionary
time’ and are less caught up in the operational and short-term
challenges that pervade life for first-line managers, who are
closer to 'the sharp end’.

This chapter examines the implications of these issues. First, it
presents a model of coaching at the sharp end, derived from
the insights gained from those who participated in the research
(see Figure 8). On the basis of this model it considers coaching
at the sharp end in the light of the sustained economic
downturn in which organisations are now operating. It also
assesses the roles and responsibilities of top managers, line
managers and HR professionals for organisations that wish to
promote coaching as a style of management as part of their
strategy to manage the short-term challenges as well as the
longer-term issues with which they are faced. This provides the
basis for a framework through which those involved in
organisations, at all levels of management, can move forward
with coaching at the sharp end.

The model of coaching at the sharp end developed here is
based on the insights of line managers and HR and coaching
professionals who participated in the research project. The
model includes three important features. First it takes account
of the dual nature of a coaching style of management (see
Chapter 3), which are summarised in Table 9.

Table 9: Primary and mature coaching characteristics

Mature coaching
characteristics

Primary coaching
characteristics

development orientation powerful questioning

performance orientation using ideas

planning and goal- shared decision-making

setting skills
9 team-based problem-

effective feedback skills solving

Second, the model indicates important influences and
outcomes of the development of a coaching style of
management at the personal and team levels. These are:
training and support; manager—team relationships; and
manager self-confidence. These influences enable managers to
develop coaching characteristics, but once the process has
started a "virtuous circle’ is possible where levels of manager
self-confidence, constructive teamwork and a positive outlook
towards learning and development are more likely.

Third, the model makes clear that organisational climate and
business-wide factors (see Chapter 2) also influence the extent
to which a coaching style of management can be achieved (see
Figure 9). Senior management ownership of coaching as a
business issue and top management role-modelling of
coaching characteristics are necessary. In addition, clarity about
coaching roles and expectations combined with a clear
acceptance of the time and resource constraints on the extent
to which managers ‘at the sharp end’ can develop and sustain
coaching characteristics as part of their role are needed.

Ownership of
coaching by
the organisation

(not HR)
Time and
Clarity about Coaching resource
coaching > style of ¢ constraints
roles and management consistently
expectations on the
agenda

Role-modelling
of a participative
management
style by senior
managers

Figure 8

Business-wide influences on coaching as a style of management



Ownership of coaching by
the organisation (not HR)

—

Clarity about

Training and
support

A coaching

‘_

1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
LR
1 Time/resource
1

coaching Primary Mature constraints
roles and coaching style of coaching are on
expectations characteristics characteristics the agenda
management
> 4+—

Constructive
team <

Manager
P self-confidence

relationships

Role-modelling of a
participative management style
by senior managers

Figure 9 A model of coaching at the sharp end

Organisations in the UK as elsewhere now find that they face
difficult economic circumstances and their employees are
equally conscious of uncertain labour market conditions. In the
past coaching has been promoted as a means of equipping
people to cope with organisational growth and individual
development. The challenges facing individuals and
organisations are now very different. Many organisations face
declining revenue growth; customers or suppliers may be
seeking to renegotiate contracts; HR budgets are under threat;
'headcount’ is in the spotlight and tensions in the employment
relationship are surfacing, leading to diminished levels of
employee engagement and commitment. Change is occurring
in many organisations, although not for reasons that are
welcomed by organisations or their stakeholders.

On the one hand, an examination of the consequences of
curtailed organisational growth and environmental uncertainty
might lead to pessimism about the future of coaching and the
role of the line manager as coach. First, there may be a danger
of a return to ‘'macho management’ rather than participative
management as circumstances change. Headcount reductions
can mean that managers and their teams are expected to cope
with significant additional work so that time and other
resources are even more constrained — both of which are
factors that will diminish the extent to which a coaching style

of management is likely. Second, many organisations have not
yet developed levels of management capability to cope with
‘slimmed down’ budgets and headcounts; overconfidence in
managers is clearly inappropriate, but overcautious
management strategies may be equally unsuitable. Third, new
skills are needed to manage relationships with employees in a
situation where traditional reward strategies are no longer
available and where engagement and commitment will be
harder to achieve. Finally, coaching is considered to be a
developmental approach where the benefits are achieved over
the medium to long term; current economic constraints in
organisations can easily lead to a fixation with the short term
so that talent management and development issues are
neglected.

However, the coaching at the sharp end model presented here
also suggests a positive case for coaching at the sharp end ‘in
adversity’. First, hard economic circumstances emphasise the
performance imperative in organisations. The development
and retention of high-performers must not be neglected so
that sufficient people of good quality will be in place to ensure
a head start when economic recovery begins. At the same time
a robust and proactive approach is needed to manage poor
performance. The research reported here clearly indicates the
contribution that a coaching style of management can make to
both of these priorities; it is unlikely that a return to directive,
command and control approaches will achieve them. Second,
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coaching of managers by managers can contribute to the The extent to which a coaching style of management is

development of newer management capabilities that developed and sustained during the current period of
individuals require if they are to make the transition to economic insecurity cannot be predicted; the inhibiting and
managing in a slimmed down organisation. Third, employee the driving factors may well be finely balanced (see Figure 10).
engagement and commitment are key variables for However, the experience of KPMG gives some confidence that
organisations during difficult times and the Coaching at the a coaching culture can enable organisations to tackle

Sharp End project has shown that a coaching style of challenging business conditions in a flexible and proactive way.

management delivers benefits that are manifested in better
team relationships, enhanced levels of self-confidence and
more general improvements to engagement, flexibility and

commitment.
Inhibitors . . Drivers
1 1
1 1
Return to ‘macho ! ! Performance
_’ 1 1 ‘_
management’ 1 1 imperative
1 1
1 1
1 1
1 1
1 1
! ! Need to develop
and retain
: I e
Time and resource . . igh-performers
constraints made > ! !
worse with : Coachi :
headcount reductions . oaching . Need to deal
eed to de
: style of : 44— with poor
. . performance
! management !
1 1
. . Support transition
' ' and development
Managers lack 1 i &— ofnew management
capabilities to > ! ! capabilities
cope with new : :
business models . .
1 1
Tensions in the ! ' Enhance team and
employment —_p | 4——— individuals’ confidence
relationship . . and engagement
1 1
Figure 10 Coaching at the sharp end — where now?
The background

KPMG is a leading provider of professional audit, tax, financial and risk advisory services. KPMG in the UK has over 10,000
partners and staff working in 22 offices. In 2008-09, KPMG in the UK, Germany, Switzerland, Spain and Belgium merged
to form KPMG Europe LLP. This innovative step, the first in the accountancy profession, was part of KPMG’s vision to
provide integrated audit, tax and advisory services for international clients on a pan-European basis. Delivering this
ambition means that KPMG has to recruit and retain the best talent and must invest in their development to ensure that the
talent needed to support long-term success is available.

KPMG has invested in coaching over a number of years. Coaching was first developed in response to a retention issue six or
more years ago, but the position and purpose of coaching has evolved over time and, in addition to being part of the
organisation’s talent retention and career management strategy, coaching is also seen as a key part of performance
management.

A team of full-time internal coaches provide the bedrock of coaching at KPMG; their role is to provide one-to-one coaching
for individuals. Team coaching has also been developed and operational management occurs through performance
management leaders, who are expected to fulfil their role using a coaching approach.



The line manager as coach

KPMG's coaching culture is now firmly embedded. The organisation employs its own full-time coaches and all its
performance management leaders are expected to adopt a coaching style in the way that they interact with their staff. The
firm are also exploring new and innovative ways of developing those people whom the business has identified as having
particularly strong capability as a coach in addition to their very strong client skills. Coaching conversations are, therefore,
part of ‘business as normal’ at KPMG and a good level of collective trust in the value and credibility of coaching as a style of
management has been achieved.

In a service-oriented organisation like KPMG, where time away from client-facing activities is always under pressure, it has
been important for managers to appreciate the value of the investment of their time and that of their team members in
coaching processes. Although practice and opinion can vary in different functional parts of the business, there has been
progress towards a situation where a coaching style of management is seen as a way of being a manager rather than an
extra requirement on top of the ‘day job’. The crucial factor here has been the attitudes and expectations of executive-level
partners.

Where now for coaching?

KPMG has developed its leading position within the professional services market by recruiting, developing and retaining
talented individuals. Coaching has become an accepted part of enabling all partners and staff within the organisation to
respond flexibly to client and business requirements. This commitment has not changed as economic circumstances have
altered, but KPMG has been prepared to take bold and creative action to ensure that they continue to develop and retain
high-performing employees during times of business uncertainty.

In January 2009 KPMG recognised the need to respond to potential fluctuations in demand for its services without
reverting to staff redundancies. The ‘Flexible Futures’ package has been put forward to ensure that the organisation is
flexible enough to respond proactively and positively to any change in the market while also retaining and developing
talented employees. The scheme is designed to allow KPMG to request that employees who agree to the change can be
required to work a four-day week or take between four and 12 weeks’ sabbatical at 30% of their pay. The proposed
change to the terms and conditions will last for 18 months, and the maximum salary loss in one year will be capped at
20%. The firm will continue to provide full benefits throughout that period.

The provision of coaching, like the proactive approach to dealing with challenging business conditions, represents part of a
wider employment approach that seeks to value and retain talent and build trust and commitment. KPMG’s flexible
coaching provision is well placed to succeed in spite of inhospitable economic circumstances. The infrastructure is robust
and the model has been seen to be cost-effective. For KPMG coaching is a business issue, an important part of ensuring
that partners and staff can continue to develop flexible, creative and customer-focused approaches to the delivery of its

high-quality professional services.

The model of coaching at the sharp end developed here (see
Figure 9 on page 33) provides a framework through which HR
professionals and their senior management colleagues can
move forward with the development of a coaching style of
management. The report has identified a number of important
issues with implications for both HR professionals and their line
management colleagues.

Line managers are crucial for people management and
development, whether their organisations are doing well or
struggling to adapt to current economic circumstances.
Coaching has become a widely used tool in organisations and
those that are able to develop a coaching style of management
as part of a more general participative management style can
realise benefits such as improved communication processes,
higher productivity, greater clarity about goals and objectives,
and enhanced staff engagement.

Managers and HR practitioners who are considering whether a
coaching culture is appropriate for their organisational
circumstances may find that the questions that have been
adapted from those used for the Coaching at Work discussion
groups offer a useful way to review the issues:

Why bother with coaching? What does a ‘coaching
culture’ have to offer managers and employees in your
organisation(s)?

What are the obstacles to coaching in your
organisation(s)?

Can a line manager also be a coach? What current
organisational factors encourage this and what factors
make it difficult or impossible?

Are top managers committed to coaching in the
organisation? If yes —why? If no — why?

Additionally, the development of a coaching style of
management requires that:
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Coaching is seen by top managers as a business issue
rather than a learning and development department
initiative.

Senior managers communicate their commitment to

coaching and role-model coaching characteristics in a
consistent way.

Clarity about coaching roles and expectations is achieved
and clearly communicated.

Consistent attention is given to the time and resource
constraints facing all managers, particularly those closest
to ‘the sharp end’.

Appropriate and relevant training and support is offered
to enable managers to develop and maintain coaching
characteristics as part of their ‘management repertoire’.

Effective teamworking and relationships between and
within teams is fostered and encouraged.

Managers are encouraged rather than inhibited from
developing confidence in their coaching capability.



In October 2008 the CIPD appointed members of the
University of Portsmouth Business School to undertake the
Coaching at the Sharp End research project. The research was
commissioned to assess the implications of the devolution of
coaching to line managers and to provide practical guidance
appropriate for line managers to enhance their effectiveness in
their role as coach.

The specific project objectives were:

to investigate the implications of the development of a
coaching culture for the role of line managers

to examine the extent to which line managers report using
behaviours associated with a coaching style of
management

to assess the individual and organisational influences on a
coaching style of management

to develop a framework through which HR professionals
can work with line management colleagues to foster
‘managers as coaches’.

Data were gathered from three sources:

discussion groups organised as part of the CIPD Coaching
at Work Conference, which took place in November 2008

four semi-structured interviews with an HR or learning
and training practitioner with experience of developing
the role of the line manager as coach in their organisation;
these were held during November and December 2008

responses to an online survey between 17 December
2008 and 21 January 2009 — there were 534 responses by
line manager respondents from organisations within the
public, private and not-for-profit sectors. Thirteen
responses were deemed ineligible as the respondent was

not responsible for the direct management of any staff
and these were discounted, leaving a response size of
521.

An incremental approach to the research process, which
commenced in October 2008, was adopted as follows:

The construction of questions for the discussion groups at
the Coaching at Work Conference and the organisational
interviews was informed by the literature about coaching

at work.

The construction of questions for the survey was informed
by the literature about coaching and management and
leadership behaviours as well as the issues emerging from
the discussion groups and organisational interviews.

A purposive sampling strategy was used for the discussion
groups and organisational interviews. Expert respondents
formed the basis for these data sources; those who attended
the CIPD Coaching at Work Conference were HR or coaching
professionals with experience of or interest in the promotion of
coaching within the workplace. The discussion groups took
place on 25 November 2008 and 95 people from 69 different
organisations participated. The organisational interviews were
held between 4 November and 22 December 2008. The
following organisations participated in the organisational
interviews:

VT Group plc
KPMG
Southern Railway

Child Benefit and Tax Credit Office.

Line managers from ten organisations participated in the
Managing at the Sharp End web-based survey. The
participating organisations included:

B 153ro¥d HOYVISIY IHL (L XIANIddY

w
~



38

Bromley Mytime Leisure Trust

The Children’s Society

Institute of Leadership and Management
London Underground — Operations
Middlesex University

Ministry of Justice

Napp Pharmacueticals Ltd

Red Funnel Group

VT Group plc.

A written briefing about the discussion group questions was
provided as part of the delegate packs for the CIPD Coaching
at Work Conference. Delegates all tackled the same broad
questions (see Chapter 2, page 7) and participants generated a
written summary of the points that were made.

Interviewees were given the same advance briefing and the
same questions were asked in each case (see Chapter 2, page
7). Interviewees were reassured that the purpose of the
research was to find out about their perceptions about
emerging practice in their organisation. Interviews were all
audio-recorded (with permission) and transcribed for later
analysis.

Each participating organisation was provided with a separate
hyperlink through which their line managers could access the
online survey. Responses from each organisation were stored
separately (to enable a data summary to be provided for each

organisation) and a merged data set was also generated to
enable an analysis of the data set as a whole. Managers were
not asked to indicate the organisational sector in which they
worked (public, private or not-for-profit) because these were
derived from the discrete data sets. A small number of
respondents were members of the UK Institute of Leadership
and Management, whose employment sector is not known.

Interview data were analysed using the NVivo 7 qualitative
data analysis software. Recurring themes from the discussion
group data and the interview transcripts were identified and
these themes were used as a basis for coding and analysis of
the data.

Survey data were analysed using the SPSS software. Descriptive
frequencies were produced for the data set as a whole and for
each of the employment sectors. This identified that the
responses represented a normal distribution. The main
analytical tools that formed the basis of the subsequent
interpretation of the data were:

principal component analysis (a form of factor analysis)
Cronbach Alpha reliability test

Pearsons correlation test.

The research was undertaken in accordance with the ethical
guidelines of the University of Portsmouth Business School.

The key conclusions from the research were used to inform the
development of the CIPD Coaching at the Sharp End online
tool, which was published in April 2009.



APPENDIX 2: SURVEY RESPONSES

The frequency of responses to the survey instrument are summarised here.

Are you (please choose only one of the following):
Male 48.0
Female 52.0

Your age range (please choose only one of the following):

Under 25 1.5
25-34 18.0
35-44 33.4
45-54 33.2
55-64 13.4
Over 64 0.4

How many people report directly to you (please write your answer here)?

Which best reflects your level in the organisation hierarchy (please choose only one of the following)?

First-line manager 42.0
Middle manager 47.4
Top-level/board manager 10.6

If you have management qualifications, please select the highest level (please choose only one of the following):

None 46.3
NVQ Level 2 4.8
NVQ Level 3 52
NVQ Level 4 6.7

SISNOASIY AIAYNS :ZXIANIddVY

w
O



I COACHING AT THE SHARP END

Y
o

Business qualification, for example degree, DMS, CIPD

How long have you been in your current position (please choose only one of the following)?

Less than 3 months
3 months — 1 year
1-5 years

More than 5 years

37.0

3.1

14.8

51.2

30.9

APPENDIX2: SURVEY RESPONSES

Applies to all people  Applies to some people

you manage

Their duties are so simple that almost
anyone could perform them after 8.3
some instruction and practice.

Rules and guidelines exist for their 62.4
tasks, which they have to follow. '
They work as a team and | don’t have
. 14.8
to interfere.
Their competence and knowledge
means they solve all their problemson 14.6
their own.

Itis best all round if I just tell them
what to do all the time.

you manage

33.2

28.2

70.2

77.5

28.8

Applies to no people you
manage

58.5

15.0

70.2

They are alike and | mostly treat them the same.
They are alike and I mostly treat them differently.
They are different and | mostly treat them differently.

They are different and | mostly treat them the same.

64.1

29.6
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All of thetime Most of the Some of the None of the time

time time
I have helped them all develop themselves as 171 478 334 17
individuals. ' ' ' '
I am very good at observing their work to 179 537 273 12
guide my management of them. ' ’ ' '
Iam very goo.d at helping them all to express 150 50 9.9 31
their own action plans.
The time | spend helping them is not valued by 19 60 338 580
any of them.
| ask questions of all of them rather than 94 509 363 33

providing solutions.
I find it difficult to raise their performance

shortfalls directly and promptly with all the 1.0 5.6 50.3 43.2
people I manage.

All of thetime Most of the Some of the None of the time

time time
Iglvc_a them all a good share of the decision- 173 55 9 246 23
making.
| actively help them all find and get training/
learning to improve their performance and 30.7 455 21.9 1.9
skills.
I am very conscientious in giving them all
feedback on the work - positive and negative. 38.4 48.9 123 0.4
\{Vher!everl meet thgm_l spend more time 19.4 535 6.5 10
listening than questioning.
If any of them has a good idea | always use it.  32.1 50.6 16.7 1.0
I want them all to be able to solve problems 547 392 5g 04

for themselves.
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More
Less

Neither, it has been just right

54.5

42.6

APPENDIX2: SURVEY RESPONSES

I haven't the time.

| don‘t know where to start.

They are difficult people.

I'lack the skills.

It's not my style.

| haven't got the patience.

It's not part of my job.

No reward for me.

It's not the style in our organisation.

My staff would leave.

In-house training course
External training course

Being given space to learn by trial
and error

Advice and guidance from a senior
manager/mentor

One-to-one coaching from my
manager

Very helpful

294

18.0

61.99

3.76

9.43

1.82

1.67

9.68

1.05

Helpful

50.1

52.2

48.9

54.5

49.3

Not very helpful ~ Not helpful

14.2

21.3

22.1

17.3

4.4
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1=Strongly 2
agree
Iadmlr(_e their ] 18.8 379
professional skills.
I respect their
knowledge and 334 39.0
competence on the
job.
| work for them
beyond what is 278 357

specified in my job
description.

I am willing to apply
extra effort to further 34.9
their interests.

I do not mind working
hard for them. 384
I am impressed with
their knowledge of 271
the job.

44.0

44.0

39.0

3

26.9

17.1

21.3

14.4

10.2

21.7

9.1

54

9.4

4.2

3.3

6.3

3.8

3.8

2.7

2.9

4.4

2.6

0.8

0.8

7=
Strongly
disagree

0.8

0.4

1.3

0.4

0.6

0.4

I can remain calm when
facing difficulties in my job
because | can rely on my
abilities.

When | am confronted with a
problem in my job I can
usually find several solutions.

Whatever comes my way in
my job | can usually handle it.

My past experiences in my
job have prepared me well
for my occupational future.

I meet the goals that | set for
myself in my job.

| feel prepared for most of
the demands in my job.

1=

Completely

true

30.5

25.1

32.8

36.7

20.9

23.8

2

48.6

53.0

51.2

42.8

52.0

52.2

16.5

18.6

12.9

134

20.9

154

3.6

2.3

2.1

4.0

4.4

6.3

0.8

0.8

6 =Not at all
true

0.2

0.4

0.6
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APPENDIX 3: DATA ANALYSIS

FREQUENCY DISTRIBUTION general skew towards positive responses as would be expected

from a self-reporting survey.

Descriptive frequencies for the sample respondents as a whole o
are shown in Appendix 2. Responses to most Section 1 The survey structure and a summary of the distribution pattern

guestions were normally distributed across the range of of responses are as follows:
responses (except Question 5). Other sections showed a

Section Theme Question no. Range Mean Standard
deviation
1 Biographical/demographic 1 2 1.48 0.5
2 6 34 0.993
3 n/a
4 3 1.69 0.654
5 5 1.83 1.851
6 4 3.1 0.756
2 Work and task environment 1 3 1.5 0.645
2 3 2.53 0.662
3 3 2.0 0.546
4 3 1.93 0.47
5 3 1.31 0.482
3 Personal approach to management 1 4 3.18 0.69
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Section Theme

4 Coaching behaviours (1)

5 Coaching behaviours (2)

6 Personal management approach
7 Support and development

8 Manager—team relationship

9 Manager self-confidence

46

Question no.

Range

Mean

1.8

1.88

1.79

0.61

1.65

2.36

1.88

2.05

2.25

1.91

2.13

2.48

2.52

3.02

2.8

2.8

2.9

2.52

2.12

2.34

1.97

1.93

2.27

1.96

2.01

1.87

1.95

2.14

2.12

Standard
deviation

0.732

0.696

0.727

0.696

0.701

0.632

0.705

0.775

0.677

0.7

0.713

0.623

0.555

0.831

0.832

0.861

0.748

0.87

1.233

1.142

1.269

1.001

1.067

1.161

0.827

0.794

0.782

1.016

0.871

0.938
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FACTOR ANALYSIS (PRINCIPAL assess the extent to which different questions could be
COMPONENT ANALYSIS) considered as a coherent ‘cluster’. The principal component

test creates a matrix of correlations and assesses the variance
that is accounted for by each of the questions in the clusters.

Some groups of questions in the survey set out to examine Results (factor loadings) of 0.4 or above were taken as valid.

variables that are multidimensional in nature:

#  coaching characteristics A Cronbach Alpha test of reliability was applied to each of the
clusters isolated in this way. A Cronbach Alpha (o) of 0.75
<+ manager self-confidence indicates a good level of reliability.

< work and task environment ) L )
Factor analysis results are indicated in Tables 10-12. The factor

< manager—team relationships. analysis for manager self-confidence identified that the group
' . ' o of questions are so robust that only one component could be
A number of different questions were included within the extracted (and therefore the cluster was confirmed). The

groups for these variables and it was intended that these
questions would cluster together to collectively represent these
broader variables. The principal component test was used to

Cronbach Alpha reliability (o) for the six questions taken
together was 0.85.

Primary Mature
coaching coaching
o= 78 o= A48

I have helped them all develop themselves as individuals. .690

| am very good at observing their work to guide my management of them. 762

I am very good at helping them all to express their own action plans. 739

I ask questions of them all rather than providing solutions. 440

| give them all a good share of the decision-making. 422

| actively help them all find and get training/learning to improve their performance and skills.  .649

I am very conscientious in giving them all feedback on the work — positive and negative. .668
If any of them has a good idea, | always use it. .604
I want them all to be able to solve problems for themselves. .782

* Extraction method = principal component analysis

Standard work  Autonomy

o=.45 o= .55
Their'duties are so simple that almost anyone could perform them after some instruction and 738
practice.
Rules and guidelines exist for their tasks, which they have to follow. .659
They work as a team and | don‘t have to interfere. .838
Their competence and knowledge means they solve all their problems on their own. .807
Itis best all round if I just tell them what to do all the time. .681

* Extraction method = principal component analysis
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APPENDIX3: DATA ANALYSIS

| admire their professional skills.

I respect their knowledge and competence on the job.

I work for them beyond what is specified in my job description.

I'am willing to apply extra effort to further their interests.
| do not mind working hard for them.

| am impressed with their knowledge of the job.

* Extraction method = principal component analysis

TESTS OF CORRELATION

The Pearson correlation test was used to examine the strength
of association between variables included in the survey. In
addition to an examination of association between
demographic variables (such as age, gender, experience in
current post, and so on) and the perceived usefulness of
different training support methods, the Pearson test was used
to assess the correlation between the following broader
variables:

< primary coaching characteristics
< mature coaching characteristics

< work and task environment

4 autonomy
.+ standardised work
< manager self-confidence

<+ manager—team relationship.

(ofor all 6 factors = .86)

Respect Effort
.889
.884
.820
.879
.841
.868

Tables 13-15 show the correlation tables. With a sample size of
over 500, a correlation ‘rating’ of 0.1-0.4 can be regarded as a
good level of association. A correlation of more than 0.4
represents a strong level of association between the two
variables.
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Gender

Age

Seniority

Qualifications

Tenure in this position

Autonomy

Standardised work

Manager—team relationship

Manager self-confidence

Primary coaching

Mature coaching

Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation

Sig. (2-tailed)

** Correlation is significant at the 0.01 level (2-tailed).

Primary coaching
112
.010
-.020
.645
.068
123
.077
.077
A21(%%)
.006
.087
.046
.01
.802
371(%*)
.000
A35(**)
.000

1

A18(**)

.000

Mature coaching
.038
.383
.082
.063
231(**)
.000
L130(*%)
.003
.067
127
144(%*)
.001
A31(**)
.003
.307(**)
.000
.203(**)
.000
A18(**)
.000

1
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In-house course

External course

Trial and error

Advice/guidance

One-to-one

Gender

Age

Seniority

Qualifications

Tenure in this
position

Pearson
Sig. (2-tailed)
Pearson
Sig. (2-tailed)
Pearson
Sig. (2-tailed)
Pearson
Sig. (2-tailed)
Pearson
Sig. (2-tailed)
Pearson
Sig. (2-tailed)
Pearson
Sig. (2-tailed)
Pearson
Sig. (2-tailed)
Pearson
Sig. (2-tailed)
Pearson

Sig. (2-tailed)

In-house
course

517(**)
.000
A76(**)
.000
.290(**)
.000
.304(**)
.000
-.052
236
-.005
1906
-.138(**)
.002
.001
974
054

216

** Correlation is significant at the 0.01 level (2-tailed).

External
course

517(**)

.000

126(**)
004
262(**)
000
222(**)
000
-.017
703
-.058
187
010
812
088
044
-.075

.087

Trial and
error

176(**)
.000
J126(**)

.004

214(**)
.000
J148(**)
.001
.073
.095
-.101
.021
.024
.589
.098
.025
-.010

813

Advice/
guidance

.290(**)
.000
262(**)
.000
214(**)

.000

622(**)
.000
.055
207
- 169(**)
.000
.007
879
-.003
938
-.088

.045

One-to-one
.304(**)
.000
222(**)
.000
J148(**)
.001
.622(**)

.000

-.020
649

- 130(**)
.003
-.051
247
.009
837
-.064

144



COACHING AT THE SHARP END

In-house course

External course

Trial and error

Advice/guidance

One-to-one

Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation
Sig. (2-tailed)
Pearson Correlation

Sig. (2-tailed)

** Correlation is significant at the 0.01 level (2-tailed).

Primary coaching Mature coaching
245(**)

.000

.188(**)

.000

142(%*) 183(**)

.001 .000

154(%*)

.000

M

.011
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APPENDIX 4: BEHAVIOURS,
ATTRIBUTES, STYLES RELATING TO
COACHING IDENTIFIED IN PUBLISHED
QUESTIONNAIRES AND INVENTORIES

Ellinger et al (2003) <+ Effective development dialogue

Seek and provide constructive feedback

3
@
<+ Provide appropriate resources for performance
< Effective questioning

KN

Set appropriate expectations

Griffiths and Campbell (2008) Establish trust

Active listening

Powerful questioning

Direct communication

Suggest (development) opportunities

Plan and set goals

Manage progress and accountability

Hawkins and Smith (2006) Contracting/negotiating skills

Listening skills

+ Explore development needs

&

&

< Questioning skills
4

< Planning

@

Giving and receiving feedback
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De Haan and Burger (2005) Relationship skillsyfmanagement of expectations

Behavioural styles:
discovering

releasing
challenging
prescribing
informing

supporting

Grant (2007) Establishing appropriate goals

Establish effective rapport/relationship
Managing processes

Understanding and using emotions

Clutterbuck and Lane (2004)* Development orientation

Communication skills
Self-awareness

Mutual support and development
Goal-focused

Relationship skills

Listening skills

Ellis (2004) Effective development dialogue
Seek and provide constructive feedback
Listening skills
Questioning skills
Explore development needs
Relationship skills
Plan and set goals

Manage progress and accountability

* This research focused on the skills and behaviours of mentors rather than coaches.
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Training DVDs

A series of high-quality DVDs from the CIPD to
aid trainers in the delivery of key HR subjects
and increase the effectiveness of the training.

* Give sharper, better tailored and more effective
training sessions

¢ Offer clients’employees and session participants better
value for their investment

e New approach uses actors to illustrate learning points
rather than dramatise a performance discussion

¢ Versatile format allows trainers to screen a selection of
learning points most relevant to a particular training
session

Buy 2
DVDS save

Buy 3 Buy 4

DVDS save DVDS save
£200* £400* £550*

*When quoting TK9, until 30 June 2010. Offer not available in
conjunction with any other offer except CIPD membership discount (not
organisation membership/subscription)

¢ Additional resources such as handouts, quizzes and
evaluation tools available in an online Trainer’s Guide to
support each DVD
Unlike many similar products, these DVDs do not present a
targeted drama. Instead, each scene is firmly centred around
a set of key learning points which helps to focus the viewer’s
attention and consolidate his or her learning. It represents
real employees in an environment that is modern yet neutral,
and can be used by any type of organisation.

To request your free sample go to www.cipd.co.uk/dvd

Practical Leadership Skills

To be successful, today’s organisations need
leadership not just at the top of their structure
but throughout it. This DVD will enable you to
deliver practical and impressive leadership
training, giving managers at all levels a clear
understanding of leadership and how to apply
that understanding on a day-to-day basis.

ISBN: 978 1 84398 248 7
Price: £995 CIPD Member price: £895

cipd

Practical Leadership Skills

4B,

QPO Training DVDS

Coaching Skills for Line
Managers

Assists you on subjects such as coaching for
attitude change and agreeing goals, helping
line managers to build successful relationships
with their colleagues and optimise their
performance at work. This DVD tackles
coaching issues that every manager will come
across at some time during his/her career.
ISBN: 978 1 84398 224 1

Price: £995 CIPD Member price: £895

Customer Service Skills in
your Organisation

Picks up key points that will give your course
—— participants the skills they need to become

N more customer-focused and deal with a whole

range of scenarios such as delivering excellent

8 service, understanding customer needs and

5 dealing with complaints.

ISBN: 978 1 84398 225 8
Price: £995 CIPD Member price: £895

_Customer Service Skills

i

CPD Tralning DVDS

Performance Management
cipd| . . .

=% Appraisals, objectives and career
«  development

— — .
Performance management and appraisal are

essential tools of good management, but trainers
ja Can struggle to enthuse managers on the topic.
== This DVD will enable any trainer to engage
managers and show them the real benefits of
effective performance management and appraisal.

ISBN: 978 1 84398 220 3
Price: £995 CIPD Member price: £895

Presentation Skills

Scripted by a subject expert and trainer, and with an
accompanying Trainer's Guide. Comprised of short
clips which allow the trainer complete flexibility and
control to intervene at any point and jump around
to relevant scenes. Scenes demonstrate good
practice and bad practice and cover: preparing,
structuring, engaging with the audience, building.

ISBN: 978 1 84398 245 6
Price: £995 CIPD Member price: £895

Presentation Skills

Persuade, Influence and
Negotiate

Covers each of these valuable skills in sufficient
detail to be used when training on just one or all
three areas. Demonstrates practical ways to get
better deals, manage other people and influence
processes more effectively, whether on a one-to-
one basis, in meetings, face to face or via email or
telephone.

ISBN: 978 1 84398 235 7
Price: £995 CIPD Member price: £895

Persuade, Influence

Selection Interviewing Skills

Scenes highlight the fundamental interviewing skills
required by interviewers at all levels, including
preparation, short-listing, probing, objectivity and

= selling the job to the right candidate. This DVD
emphasises the importance of both technical and
personal skills when selecting candidates — aspects
which can often be overlooked.

ISBN: 978 1 84398 229 6
Price: £995 CIPD Member price: £895

Communicating in Difficult Situations
This DVD will improve any manager's ability to handle difficult work
situations and conversations effectively. Verbal and non-verbal
techniques are demonstrated in a variety of scenarios, from dealing
with challenging people to communicating bad news, and will be
invaluable to participants both inside and outside the workplace.

ISBN: 978 1 84398 239 5 Price: £995 CIPD Member price: £895

This is a very well prepared and detailed resource,
the script is well written and constructed, and the ,
Trainers Guide is excellent.

Paula Haywood, Group Personnel Manager, The Mill

Order online at www.cipd.co.uk/dvd

Order Hotline 0844 800 3366

All prices exclude VAT.



Toolkits

CIPD Toolkits provide everything you

need to design, deliver and evaluate a
high-quality training course or
development programme. Each Toolkit
comes with a dedicated website providing
customisable versions of the tools. This
enables you to adapt or brand the tools to
your specific company requirements.

Buy 2
Toolkits save

Buy 3
Toolkits save

£200**

Buy 4
Toolkits save

£300**

£100**

**When quoting TK9, until 30 June 2010 excluding Mini Toolkits: offer not

available in conjunction with any other offer except CIPD membership discount
(not organisation membership/subscription)

Thank goodness for the CIPD Toolkits.

Lifesaver for training people!

3:07 AM Oct 8th from Hoots.

carl_potentio

Carl White

Order online at www.cipd.co.uk/toolkits

Performance Management
and Appraisal
Terry Gillen

This Toolkit will support the implementation of your
performance management and appraisal system
and includes guidance on setting up your own
appraisal system, sample appraisal documentation,
and advice on making the case for appraisals.

Pages: 386 Published: Feb-07 ISBN: 978 1 84398 170 1
Price: £415 CIPD Member price: £370

Customer Service in Your
Organisation
Sarah Cook

Successful organisations are those which attract
and retain satisfied and loyal customers. Yet few
organisations today are truly customer-centric.
This Toolkit shows the reader how to develop,
implement and sustain a service excellence
strategy for his or her organisation.

Pages: 400 Published: Nov-08 ISBN: 978 1 84398 211 1
Price: £415 CIPD Member price: £370

Organisational Development
and Change

James A. Cannon and Rita McGee
This Toolkit provides a comprehensive set of
practical OD tools for individuals faced with the
difficult task of changing their organisations and
the individuals within them, from making the
business case to change project management,
and from successfully gaining buy-in from
employees and dealing with resistance, to evaluation.
Pages: 400 Published: Apr-08 ISBN: 978 1 84398 194 7
Price: £525 CIPD Member price: £470

Negotiating, Influencing

and Persuading

Terry Gillen

Although vital to successful business
relationships, effective relationship skills are
not innate but can be learned by everyone,
and with the right skills your employees will be
better equipped to reach agreement with
clients, suppliers or colleagues with fewer
complications and less stress.

Pages: 400 Published: Feb-08 ISBN: 978 1 84398 182 4
Price: £380 CIPD Member Price: £340

HR Strategy

Rita McGee and Ann Rennie

HR Strategy is designed for any organisation
wanting to realise the fuller potential of HR and
for aspiring HR professionals wanting to
explore their own practice and increase the
value they personally add to their organisation.
Pages: 400 Published: May-09

ISBN: 978 1 84398 212 8

Price: £525 CIPD Member price: £470

HR Business Partnering
Shirley Dalziel, Judith Strange and
Mike Walters

Many, even within HR, doubt that HR teams will
be able to perform as business partners without
acquiring new skills. This Toolkit helps you to first
identify those skills gaps and develop your
team's capability, and then to apply those skills.
Pages: 362 Published: Aug-06

ISBN: 978 1 84398 154 1

Price: £525 CIPD Member price: £470

OD is fundamental to my role. Our organisation is
experiencing significant and ongoing change, as are
most workplaces. The topics covered within this
publication are crucial to what | do. In particular | found
it contained invaluable insights and practical hints and
tips into business needs analysis and evaluation.
Overall, the style is easy to understand without being
overly simplistic and the approach is very practical and
constructive. It's perfect for what | need.

Julie Mansfield Training and Development Consultant
Somerset County Council.

Developing Strategic
Leadership Skills
John Potter and Alan Hooper

This Toolkit is primarily designed for HR
professionals, trainers and learning professionals
to enable them to develop the leadership skills
of senior and middle managers, or for junior
employees with high potential. Coaches can also
use it with clients, and individuals can work
through it by themselves.

Pages: 304 Published: Sep-05 ISBN: 978 1 84398 107 7
Price: £415 CIPD Member price: £370

Training

ToolClicks

COMING

SOON

We are developing a new practical online product for all your
training delivery needs. Register your interest today to be the first to
hear about it when it publishes. Visit www.cipd.co.uk/ttc

Order online at www.cipd.co.uk/toolkits

Order Hotline 0844 800 3366

All prices exclude VAT. VAT on Toolkits is never more than £2 per Toolkit!
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Team Development Exercises
Alison Hardingham and Charlotte Ellis

The need for teams to work effectively together is
critical to organisational success.

This Toolkit enables teams, and those who coach
or facilitate teams, to develop quickly in response
to the demands of the work they have to do,
including virtual teams, matrix organisations, and
sustaining high performance.

A Manager's First 100 Days
Tony Bray and Tessa Simpson

This Toolkit will help you get your new managers
up to speed and delivering value to your
organisation as quickly as possible. It will enable
you to deliver a self-managed programme for all
your new managers, ensuring that they are
equipped to deal with the challenges of a
management role.

Competencies
Steve Whiddett and Sarah Hollyforde

This simple, authoritative Toolkit from the
CIPD is designed to make it easy for you to set
up or refresh effective competency
frameworks, link them to your systems and
successfully increase the performance
capability of your organisation.

Icebreakers and Energisers
for Effective Training

Suzy Siddons

This Toolkit contains over 60 highly practical
activities for anyone wanting to enliven their
training, engage training delegates and make
their training as effective as possible. It is packed
full of ideas, hints and tips to ensure that training
doesn‘t become repetitive and stale, and each
tool is directly linked to learning.

Managing Diversity
Pearn Kandola

Managing diversity is not just socially desirable but a driver of
organisational competitiveness. This unique and comprehensive set of
tools shows you how to ensure that diversity — the vision and policies —
gains organisational acceptance and forms part of the overall strategic
framework that supports long-term business goals.

Train the Trainer

Tony Bray and Tessa Simpson

This Toolkit brings together in one handy package all the key skills to
enable anyone to quickly function as an effective trainer. The clear easy-
to-use structure takes you from the initial stages of designing a course to
icebreakers, delivery skills, facilitating learning, dealing with problems
and evaluating the learning. Also easy to run this as a train-the-trainer
programme. It is also easy to run as a train-the-trainer programme.

Order online at www.cipd.co.uk/toolkits

Adair’s Leadership

Development Activities
John Adair

This is a unique collection of over 40 practical
learning exercises devised and tested by John
Adair, one of the world's acknowledged
authorities on leadership development. All the
exercises, classic and new, are designed to
facilitate the development of core leadership skills.

Coaching

Julia Lampshire and Lise Lewis

The Coaching Toolkit is divided into a series of
units which take you through the whole process
of setting up a coaching programme in your
organisation, from the initial process of winning
buy-in to the final review and evaluation of the
benefits gained.

Talent Management and

Succession Planning

James A. Cannon and Rita McGee

This Toolkit shows you how to implement a
policy tailored to your organisation's needs. It
includes clarifying what talent management and
succession planning are, identifying your
organisation's needs, setting up talent
management and succession planning, and
evaluating the success of your policies.

Management Development Activities
David Duerden

This Toolkit can be used as a development option for existing managers,
an induction tool for new managers and a way of increasing the general
level of management capability throughout your organisation. There are
over 70 exercises on topics ranging from managing under-performers to
creating team objectives.

Learning Evaluation
Frances Bee and Roland Bee

This complete easy-to-use package covers all aspects of learning
evaluation — the concepts, models, methodology and approaches. It
contains tried and tested approaches and tools such as questionnaires,

checklists and worked samples to enable you to start right away. Use it

for all types of learning intervention — from the traditional classroom-
based approach to on-the-job and e-learning.

Order Hotline 0844 800 3366

All prices exclude VAT. VAT on Toolkits is never more than £2 per Toolkit!



Handling Difficult People and Difficult Situations

Greg Whitear and Geoff Ribbens

This Toolkit contains tools and techniques that can be tailored to a wide range of training needs such as customer service, combating stress in the
workplace, communication skills, influencing skills, assertiveness, leadership and management skills, and interpersonal skills.

Pages: 300 Published: Nov-07 ISBN: 978 1 84398 175 6 Price: £415 CIPD Member price: £370

Mini Toolkits

Learning Needs Analysis
Fiona Robson

Learning Needs Analysis can be easily tailored in
line with your organisation's objectives, and
comes with professionally designed PowerPoint
presentations to save you valuable time. This
Toolkit will help you to take the stress out of
carrying out learning needs analysis, implement
the LNA process in a clear and structured way,
ensure that you are allocating your training
budget effectively and motivate and up-skill
staff for improved productivity.

Pages: 120 Published: Oct-09 ISBN: 978 1 84398 236 4
Price: £165 CIPD Member price: £145

Time Management

Teresa Williams

Effective time management makes employees
more efficient, more effective and less stressed.
This Toolkit from the CIPD is ideal for HR managers
and consultants wanting a time management
resource which they can either give to individuals
to work through or which they can adapt to run a
training course.

Pages: 120 Published: Nov-08 ISBN: 978 1 84398 215 9
Price: £165 CIPD Member price: £145

Effective Inductions

Fiona Robson

With over 40 practical induction tools, as well as
organisational documents and case studies, this
resource will enable you to assess your
organisation’s needs and adapt the Toolkit to meet
those needs, customise and brand the Toolkit, gain
buy-in from your colleagues at all levels and
implement a programme from pre-course to evaluation.
Pages: 120 Published: Jun-09 ISBN: 978 1 84398 230 2
Price: £165 CIPD Member price: £145

Managing Performance
Problems
Rita McGee

Poor performance by individuals can have serious
consequences for organisations and the need to
tackle these issues effectively is paramount. This
practical Toolkit can be used by in-house HR
professionals, external trainers, consultants and
coaches to help line managers to tackle
performance issues effectively.

Pages: 120 Published: Apr-08 ISBN: 978 1 84398 207 4
Price: £165 CIPD Member price: £145

This range of Toolkits provides practical hands-on

information on specialist subjects at an accessible price.

Managing Remote Workers
Suzy Siddons

Packed with activities, policies, checklists and
slides that can be customised to meet your
organisations specific needs, as well as guidance
on how to use these tools to the greatest effect.

Its flexible design means it can be used straight
off the shelf to run an effective training course or
given directly to managers to work through,
taking the time and cost out of delivering
training remote teams.

Pages: 120 Published: Jul-09 ISBN: 978 1 84398 237 1
Price: £165 CIPD Member price: £145

Assertiveness
Terry Gillen

For an organisation to be successful, its employees
must behave and communicate in an assertive
manner. This resource is designed for anyone
required to train in assertiveness. It provides a
comprehensive grounding in the subject and
includes a host of new ideas that can be added to
existing portfolios.

Pages: 120 Published: Apr-08 ISBN: 978 1 84398 202 9
Price: £165 CIPD Member price: £145

Stress

Robertson Cooper

This Toolkit provides a one-stop comprehensive set
of resources for managing workplace stress
effectively. It is consistent with the Health and
Safety Executive’s guidelines on stress management
and will take the effort out of trawling different
avenues for credible information and guidance on
workplace stress.

Pages: 166 Published: Apr-08 ISBN: 978 1 84398 208 1
Price: £165 CIPD Member price: £145

Absence Management

Fiona Robson

Absence management is a key priority for most
organisations due to the costs of absence and the
impact that it can have. This practical easy to follow
Toolkit will enable trainers to support their HR
practitioners and line managers to gain the skills,
knowledge and confidence they need to both
manage absence effectively and encourage
attendance.

Pages: 120 Published: Aug-08 ISBN: 978 1 84398 210 4
Price: £165 CIPD Member price: £145

Order online at www.cipd.co.uk/toolkits

Order Hotline 0844 800 3366

All prices exclude VAT. VAT-on Toolkits is never more than £2 per Toolkit!



Professional books

Apractical guide to

CIPD professional books cover a range of topics and provide HR professionals
with the detailed information that they need on specific subjects.

Title Author ISBN Price Member
Price
Becoming an Employer of Choice Judith Leary-Joyce 978 1 84398 057 5 £30.99 £27.89
Case for Coaching, The Jessica Jarvis, David Lane 978 184398 134 3 £30.99 £27.89
and Annette Fillery-Travis
Coach’s Coach, The Alison Hardingham 978 184398 075 9 £30.99 £27.89
Everyone Needs A Mentor 4th Edition David Clutterbuck 978 1 84398 054 4 £30.99 £27.89
Leadership Coaching Graham Lee 978 085292 996 4 £30.99 £27.89
Learning Needs Analysis and Evaluation 2nd Edition Frances and Roland Bee 978 085292 967 4 £36.99 £33.29
Making Coaching Work David Clutterbuck and David Megginson 978 1 84398 074 2 £32.99 £29.69
Managing Performance 2nd Edition Michael Armstrong and Angela Baron 978184398 101 5 £36.99 £33.29
A Practical Guide to Competencies 2nd Edition Steve Whiddett and Sarah Hollyforde 978184398012 4 £30.99 £27.89
Psychological Testing 4th Ediition John Toplis, Victor Dulewicz 978 085292 968 1 £42.99 £38.69
and Clive Fletcher
Recruitment and Selection 2nd Edition Gareth Roberts 978 184398 117 6 £32.99 £26.69
Talent on Tap Emma Brierley 978184398 1404 £28.99 £26.09

To enquire about electronic versions of these, or any books from our professional list, please contact us at rightsandpermissions@cipd.co.uk

Student books

CIPD textbooks are designed to cater for students studying on HR or Business
degree programmes at both undergraduate and postgraduate level. We also

provide books to support students studying for CIPD qualifications. Many
books offer companion websites and extra resources for students.

context

Human Resource

Practice

Business Environment: Managing in a John Kew and John Stredwick 978 184398 204 3 £41.99 £37.79  £33.59

Strategic Context 2nd Edition

Business Research Methods: A Practical Approach Sheila Cameron and Deborah Price 978 184398 228 9 £39.99 £3599  £31.99

Business Skills Handbook Roy Horn 978 184398 2180 £3499 £31.49 £27.99

Continuing Professional Development 2nd Edition David Megginson and Vivien Whitaker 978 1 84398 166 4 £2799 £25.19  £22.39

NEW (Nov 2010) Critical Issues in Human Uracha Na-Ayudhya, lan Roper 978 1 84398 242 5 £39.99 £35.99 £31.99

Resource Management and Rea Prouska

Cross-Cultural Management in Ray French 978 184398 243 2 £3899 £35.09 £31.19

Working Organisations 2nd Edition

Designing and Delivering Training David Simmonds 978 085292 992 6 £37.99 £34.19  £30.39

Developing and Applying Study Skills Donald Currie 978 1 84398 064 3 £2899 £26.09 £23.19

NEW (Sep 2010) Developing Skills for Business Leadership Gillian Watson and Stefanie Reissner 978 1 84398 260 9 £4199 £37.79  £33.59

Employee Relations in an Organisational Context Kathy Daniels 978 184398 138 1 £4199 £37.79  £33.59

Employee Relations in Context 2nd Edition David Farnham 978 085292 876 9 £4199 £37.79  £33.59

Employee Reward: Alternatives, Consequences, Contexts Stephen J. Perkins and Geoff White 978 1 84398 156 5 £36.99 £3329  £29.59

Employment Law: An introduction for Kathy Daniels 978 184398 188 6 £2799 £25.19  £22.39

HR and Business Students 2nd Edition

Equality, Diversity and Discrimination Kathy Daniels and Lynda Macdonald 978184398 112 1 £32.99 £29.69  £26.39

Essentials of Employment Law 70th Edition David Lewis and Malcolm Sargeant 978 184398 2319 £35.99 £32.39  £28.79

HRM: A Case Study Approach Michael Muller-Camen, 978184398 1657 £40.99 £36.89 £32.79
Richard Croucher and Susan Leigh

Human Resource Development Margaret Anne Reid, 978 184398 013 1 £4199 £37.79  £33.59
Harry Barrington and Mary Brown

Human Resource Management at Work 4th Edition Mick Marchington and Adrian Wilkinson 978 1 84398 200 5 £4199 £37.79  £33.59

NEW (Jul 2010) Human Resource Management in a John Kew and John Stredwick 978 1 84398 252 4 £41.99 £37.79  £33.59

Business Context

Human Resource Management in Rosemary Lucas, 978 184398 109 1 £37.99 £34.19  £30.39

an International Context Hamish Mathieson and Ben Lupton

NEW (Sep 2010) Human Resource David Farnham 978 184398 259 3 £4199 £37.79  £33.59

Management in Context 3rd Edition

Human Resource Management for MBA Students lain Henderson 978 1 84398 147 3 £37.99 £34.19  £30.39

Human Resource Management in Organisations Izabela Robinson 978 1 84398 066 7 £4199 £37.79  £33.59

NEW (May 2010) Human Resource Practice 5th Edition Malcolm Martin and Fiona Whiting 978 1 84398 253 1 £4199 £37.79  £33.59

International Human Resource Management Chris Brewster, Paul Sparrow 978 184398 159 6 £37.99 £34.19  £30.39

2nd Edition and Guy Vernon

NEW (Sep 2010) Introduction to Human Resource Charles Leatherbarrow and Janet Fletcher 978 1 84398 258 6 £41.99 £37.79 £33.59

Management: A Guide to HR Practice 2nd Edition

NEW (Apr 2010) Leadership and Management Jeffrey Gold, Richard Thorpe 978 1 84398 244 9 £3499 £3149  £27.99

Development 5th Edition and Alan Mumford

NEW (Sep 2010) Leading, Managing and Ray French and Gary Rees 978 1 84398 257 9 £39.99 £35.99 £31.99

Developing People 3rd Edition

Learning and Development 5th Edition Rosemary Harrison 978184398 216 6 £4199 £37.79  £33.59

NEW (Sep 2010) Learning and Development Practice Kathy Beavers and Andrew Rea 978 1 84398 261 6 £39.99 £3599 £31.99

NEW (Nov 2010) Learning and Talent Development Jim Stewart and Clare Rigg 978 1 84398 250 0 £4199 £37.79 £33.59

NEW (Sep 2010) Managing Change: Mark Hughes 978 1 84398 241 8 £41.99 £37.79 £33.59

A Critical Perspective 2nd Edition

Managing and Leading People 2nd Edition Charlotte Rayner and Derek Adam-Smith 978 1 84398 217 3 £3499 £31.49  £27.99

NEW (Jul 2010) Managing Employment Relations John Gennard and Graham Judge 978 1 84398 256 2 £39.99 £35.99 £31.99

5th Edition

Order online at www.cipd.co.uk/bookstore
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Author

Member Student
Price Price*

Managing Financial Information 2nd Edition David Davies 978 1 84398 003 2 £37.99 £34.19 £30.39

Managing for Results 2nd Edition Gillian Watson and Kevin Gallagher 978 184398014 8 £39.99 £35.99 £31.99

Managing in a Strategic Business Context 2nd Edition David Farnham 978 0 85292 998 8 £41.99 £37.79 £33.59

Managing Information and Statistics 2nd Edition Frances and Roland Bee 978 0 85292 995 7 £37.99 £34.19 £30.39

Managing People 2nd Edition Jane Weightman 978 085292 994 0 £41.99 £37.79 £33.59

Organisational Theory David Crowther and Miriam Green 978 0 85292 999 5 £37.99 £34.19 £30.39 V‘vEx'nployment'
Personal Development and Management Skills Chris Routledge and Jan Carmichael 978 184398 148 0 £35.99 £32.39 £28.79 Rl
Personal Effectiveness Diana Winstanley 978 1 84398 002 5 £37.99 £34.19 £30.39

People Resourcing 4th Edition Stephen Taylor 978 1 84398 198 5 £40.99 £36.89 £32.79

Research Methods in HRM 2nd Edition Valerie Anderson 978184398 2272  £39.99 £35.99 £31.99

Researching and Writing Dissertations Roy Horn 978 184398 199 2 £27.99 £25.19 £23.39 rcing and Talent
NEW (Aug 2010) Resourcing and Talent Stephen Taylor 9781843982517  £4199  £37.79  £33.59 T
Management 5th Edition

Reward Management in Context Angela Wright 978 085292 993 3 £41.99 £37.79 £33.59

Strategic Human Resource Management Aston Centre for Human Resources 978 184398 1718 £36.99 £33.29 £29.59

Training in Practice Stephen Truelove 978 184398 150 3 £36.99 £33.29 £29.59

Training Practice Penny Hackett 978 085292 980 3 £37.99 £34.19 £30.39

Bringing Policies to Life 978 184398 053 7 £59.99 £34.99

Changing HR Function: Transforming HR? 978 184398 197 8 £59.99 £34.99

Coaching at the Sharp End 978 1 84398 238 8 £59.99 £34.99 COACHING
Developing Coaching Capability in Organisations 978 184398 209 8 £59.99 £34.99 GROANISATIONS
Discrimination and the Law 978 1 84398 104 6 £24.99 £19.99

Employee Share Plans 978 184398 1190 £59.99 £34.99

Evaluating Human Capital 978 085292 974 2 £59.99 £34.99

Fit for Business 978184398192 3 £24.99 £19.99

Flexible Benefits 978 1 84398 203 6 £59.99 £34.99

Globalising HR 978 085292 971 1 £59.99 £34.99

Growth of Direct Communication, The 978 085292 954 4 £59.99 £34.99

Helping People Learn 978 184398 105 3 £59.99 £34.99

HR and Technology 978184398 183 1 £59.99 £34.99

HR Outsourcing 978 184398 136 7 £59.99 £34.99

HR: Making Change Happen 978 184398 113 8 £59.99 £34.99

HR's Contribution to International Mergers and Acquisitions 978 1 84398 031 5 £59.99 £34.99

HR'’s Role in Organising 978 184398 143 5 £59.99 £34.99

Improving Health through Human Resource Management: 978 184398 201 2 £59.99 £34.99

The process of engagement and alignment

Improving Health through Human Resource Management: 978 184398 153 4 £24.99 £19.99

Mapping the territory I
Information and Consultation 978 1 84398 0339 £59.99 £34.99 RESGURCE
International HR Networks in Multinational Companies 978 184398 124 4 £59.99 £34.99 ReRid 0t
International Mergers and Acquisitions 978 184398 213 5 £59.99 £34.99

International Recruitment, Selection and Assessment 978 1 84398 169 5 £59.99 £34.99

International Reward and Recognition 978 1 84398 176 3 £59.99 £34.99

Investigating Knowledge Management 978 085292 899 8 £59.99 £34.99

Large Employers and Apprenticeship Training 978 184398 167 1 £59.99 £34.99

Line Managers in Reward, Learning and Development 978 184398 195 4 £59.99 £34.99

Making Consultation Work 978 184398 114 5 £59.99 £34.99

Managing Across Boundaries 978 184398 1916 £59.99 £34.99 Sl
Managing and Developing HR Careers 978 184398 161 9 £59.99 £34.99

Managing Diversity: Words into actions 978 184398 168 8 £24.99 £19.99

Managing Diversity and the Business Case 978 184398 223 4 £24.99 £19.99

Managing Diversity and the Glass Cliff 978 184398 190 9 £59.99 £34.99

Managing Diversity in Practice 978 1 84398 184 8 £24.99 £19.99

Managing People in Networked Organisations 978 184398 233 3 £59.99 £34.99

Managing the Careers of Professional Knowledge Workers 978 1 84398 065 0 £59.99 £34.99

New Directions in Managing Employee Absence 978 184398 1855 £59.99 £34.99

People and Performance in Knowledge-Intensive Firms 978 085292 976 6 £59.99 £34.99

Reward and Diversity 978 184398 158 9 £24.99 £19.99

Rewarding Customer Service 978 184398 142 8 £59.99 £34.99

Stakeholder Pensions 978 085292 890 5 £59.99 £34.99

Talent: Strategy, Management, Measurement 978 1 84398 189 3 £59.99 £34.99

Tapping into Talent 978 1 84398 240 1 £24.99 £19.99 =
Technology and People Management 978 1 84398 128 2 £59.99 £34.99 §

Value of Learning, The 978 184398 196 1 £59.99 £34.99 g
Understanding the People and Performance Link 978 085292 987 2 £59.99 £34.99 %

Vision and Values 978 184398 1107 £59.99 £34.99 3

Web 2.0 and Human Resource Management 978 184398 2340 £59.99 £34.99 @

What's the Future for Human Capital? 978 184398 163 3 £59.99 £34.99 E_
Working Life 978184398179 4 £59.99 £34.99 P
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www.cipd.co.uk/hr-infor

esk-side
Assistance

i irect from the CIPL

Introducing HR-inform
the new online subscription service from the C

Now you can get up-to-date HR information from the most tru
source in the industry, expert advice and time-saving resources i
one easy-to-use online service.

HR-inform is an exciting new online subscription service from the CIPC
brings you expert assistance direct to your desk on every aspect of yo
role, saving you time and money.

You'll find all the information you need for your job, along with advic
and guidance to help you interpret and use the information effectivel
The site is simple to use with fast search capabilities, plus there’s a hos
time-saving resources and a free legal advice line. With an annual www.cipd.co.uk/h r-inform
subscription of just £1,320 (or only £1,200 for CIPD members), you'll

wonder how you managed without it! 0844 826 7328

Prices exclude VAT. Prices subject to cha:

Subscription Information Services

A selection of subscription information Employment Law for
People Managers

services offering people managers the Price: £474.18

complete information solution at work. CIPD Member price: £424.27
Subscription services provide regularly
updated reference on a range of
important topics.

Policies and Procedures
for People Managers
Price: £499.14

CIPD Member price: £449.22

Prices are subject to change.
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Chartered Institute of Personnel and Development
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