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It’s not just one thing
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Coaching in corporations
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HOW DO ORGANIZATIONS decide that 
coaching is for them? Who is the decision 
maker inside the organization and how 
do they choose and implement a coaching 
program? How do coaches market and get 
into corporate coaching programs? What are 
the different types of coaching required in 
corporations? What qualifications and tools 
do you need to be a corporate coach? Join 
us as we explore coaching in corporations.

TAKING CARE OF  
BUSINESS
What does it take to be a great  
corporate coach? 
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VOLUME 16 NUMBER 142

SHIFTING  
   the POWER

10 simple ways to scale coaching to everyone 
in your organization
 
By Pam Boney, MA, PCC, MTC
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We’ve proven coaching will change 
behavior. We’ve demonstrated 
the evidence. We’ve even shown 
calculated returns. Now, there’s 

a new question. How do we scale what we’ve 
learned to the masses so we can touch the lives of 
every generation in the workforce and find ways 
to align at every level?

What if this transformative people-development 
solution (of coaching) can be designed to touch lives 
in all levels of the hierarchy? What then? Wouldn’t 
the culture change rapidly with growing numbers of 
people with high levels of self-awareness, intentional 
choice and conscious action? 

We think so. Our clients think so, too. We are a  
research-based organization, so our interest is in  
finding predictive approaches to scale the effect of 
coaching to everyone. This article is written to help 
others who want to isolate must-have elements 
involved in such coaching solutions. Some of these 
ideas are still being researched, but we invite others 
to share their learnings back with us too. In that way, 
we can shift the power to the masses in the same way 
social media does, to effect much-needed change in 
the world. 

1EVIDENCE-BASED DISCOVERY ASSESSMENT 
One of the most costly aspects of the scope of 
work in coaching are the qualitative interviews 

that are conducted during discovery. This entire pro-
cess can be replaced with an evidence-based discovery 
tool that measures perceptions from others in tools 
that remove biases from the data. We use several new 
scientific methods that help people isolate the ways 
they are unconsciously triggering counterproductive 
behavior. This narrows down the goals for coaching 
to a very targeted, detailed short list of goals that can 
expand their positive influence rapidly.

2SELECT A COACH ONLINE 
Rather than coordinating phone interviews 
with coaches for chemistry interviews, we have 

streamlined this process to keep costs down. Using 
coach-matching algorithms and search functions that 
match the coaching goals to the right coach, we find 
people are more than willing to find and select a  
coach online instead of waiting to have coach bios 
vetted and sent via email. It’s much more efficient  
and satisfaction level with coaches is just as high. 

3OWNERSHIP OF THE PROCESS BY CLIENTS 
People today don’t want to be subject to processes 
that happen to them. They want to participate in 

processes that are managed by them instead. In order to 
increase a sense of ownership in the process, we like to 
put the responsibility where it belongs: squarely on the 
shoulders of those who have chosen to develop them-
selves. For this reason, we think it’s important to create 
trackable coaching programs where people can opt-in, 
manage themselves and take responsibility for becoming 
the researcher of their own positive influence. 

4A VISUAL FRAMEWORK FOR COACHING 
Consistency is an important part of scaling any 
system, so we anchor the work in a visual frame-

work that clarifies the relationship and process, as well 
as how it will effect change. Much of coaching today 
is based solely on conversation and doesn’t engage 
the visual memory of the brain. We believe that in 
order to act differently, people need methods that are 
memorable or they won’t apply it. This helps clients 
quickly understand the elements of coaching, how it 
works and provides a means to track their progress in 
metrics that document the change. Lastly, it provides 
an important control variable to the program so that 
predictive analytics can be used to evaluate whether we 
are spending our resources wisely and effectively.

5TARGETED GOALS  
The tools we use to complete the discovery pro-
cess lend themselves to quick selection of goals 

along with one interview of the supervisor. With the 
360 feedback and manager point of view, it is easy to 
isolate one targeted goal that can have a halo effect on 
their positive influence. For example, imagine a client 
that is often judgmental and critical. That one trait 
can have a serious implication on their career success, 
so changing it can have the desired reverse effect too. 
When goals are clear, succinct and directly related to 
influence, the coaching can be much more focused. 

6 THE NEW NORMAL FOR  
FACE-TO-FACE MEETINGS 
Another very costly part of coaching is the effort 

and cost of in-person meetings. Meeting face-to-face 
has benefits that can help the coach read body lan-
guage, tone and facial expressions that represent over 
90 percent of the meaning being communicated. We 
used to work almost exclusively face-to-face for this
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reason. But over the last few years, technological ad- 
vances in web-cam services have improved the quality 
and reliability of online interactions dramatically.  
We find that most of our clients now use Skype or 
Zoom meetings regularly and in many cases, seem to 
prefer them to the extra effort of travel. Having used 
Zoom rooms almost exclusively for coaching over the 
last two years, we have found it increases efficiency 
without losing much in the way of effectiveness. 

7LASER COACHING ON SPECIFIC GOALS 
When the goal is very clear, the client can  
select the coach and purchase a set number of 

sessions to target that specific goal. In this way, the 
goal is either met or not met and results can be  
reported more clearly for predictive analysis over time. 
This enables L&D leaders to get much-needed budget  
support for future programs that further expand learn-
ing and development. 

8INCREASING SKILL SETS IS KEY 
In the past it was thought that longevity in a 
role was an important indicator of success on 

a person’s VC. Today things are much different. The 
next generation of leaders and influencers are much 
more interested in adding skillsets and experiences to 
their resumes. For this reason, we feel that coaching 
should be paired with a learning management system 
and offer skill-building opportunities that will help the 
change stick. Short courses in brain science, the bene-
fits of meditation, the power of habit-change, transac-
tional analysis and more, can help learners understand 
why and how behavior change works. We’ve built a 
knowledge base that is open source so learners can help 
one another and provides sources for self study. 

9GAMIFICATION & TRANSPARENCY 
Gamification of the experience makes it even 
more powerful and increases the odds that 

change will stick. We’ve built new technologies that 
reward learners for the activities that will help them 
change. Logging in to check results, clicking to 
research a topic, sharing a topic, journaling, sharing 
results, interacting with others who are working on  
the same goal, joining a habit change challenge or  
submitting answers on a dilemma. Research has indi-
cated that engagement in one’s own learning increases 
retention and wires the brain for new connections. 
Adding social reinforcement through social media 
exchanges can help learners with support from others 
working on similar goals. 

10MEASURABLE TRACKING OF CHANGE 
In today’s feedback-hungry online environ-
ment, we’ve found that people will not only 

share their goals, but periodically check for change over 
time if they have the right tools. Instead of a once-and-
done approach to feedback, learners get interested in 
feedback along the way, by collecting a little at time. 
This reduces fear about feedback and makes it more 
manageable to work with the coach about one group at 
a time. After all, we can show up very differently with 
various groups of people based on our mindset about 
them. This enables chunking the goals into smaller bites 
of information and greater success at change. 

Applying these concepts requires a paradigm shift 
regarding how coaching works at all levels. At the senior 
level, coaching objectives will be more complex, contex-
tual and strategic in nature, where other levels may be 
designed more for tactical and targeted objectives. 

The first step is to think about how to cascade the 
resource at all levels, including more customized solu-
tions at the top levels and more structured solutions as 
you cascade. You might also allow senior executives to 
elect from a variety of development experiences, but 
limit options for entry level roles to self-assessments 
and debriefing to assist with job and culture fit ques-
tions at orientation. Then graduate to other develop-
ment options at key transition points, when coaching 
can help reduce stress levels during change. 

In some cases, even performance management 
coaching can be an option if the right coaches are 
matched with those solutions. There is no cookie-cut-
ter plan that works for all companies, but is instead a 
customized strategy typically led by the L&D Leader-
ship Team. The main point is that coaching comes in 
all sizes, shapes and forms today, and technology has 
greatly enabled scaling it more effectively now that  
we know how to measure its effectiveness through 
quantitative research. 

The world of coaching is changing whether we  
plan for change or not, so we need to be creative as  
we consider and test a variety of alternatives. Reaching 
the masses is an imperative if we aspire to broad- 
scale health in our organizations and culture. My  
personal belief is that coaching is about ONE thing:  
Character Strength Development. There is no prob-
lem I can think of that isn’t solved, or at least im-
proved, by greater internal strength of character.  
This is the authentic part of us that embodies the 
four levers for a healthy culture: Humanity, Wisdom, 
Courage and Resilience. 
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