
Developed by Leslie Hamilton   leslieh@leslieh.com for Christchurch CPSIG       13/33/03/14     1 

Case Study: Coaching as a Component of Changing Culture 

Client: Productivity, Ltd 
Service Provider: R Company 

 
Productivity, Ltd. is a large organisation that has been successful in the past but is 
not going to be successful in the future if it does not change. A new leader has been 
brought in to champion the change and, after observing, assessing and canvassing 
the employees, has set 4 objectives: 
- Create a ‘one team’ culture across the organisation  
- Focus the executive team on leading the organisation as a whole, not  
     Just their functional areas 
- Engage the second and third level managers to hold staff  
     Accountable to high standards of performance that align with  
     the vision and values of the organisation 
- Hold everyone responsible for delivering on the KPIs; no one can be successful if 

everyone isn’t successful 
 
R Company, a transformational leadership and organisational change consulting 
company, was called in because it was highly recommended by the leader’s 
colleague who we had hired us to provide transformational leadership development 
and create organisational alignment in her company. 
 
We developed a plan that included leadership behaviour assessments, individual 
coaching, group coaching, workshops, strategic planning and meeting facilitation, 
feedforward coaching and communication skill development. 
 
Specifically, the role of coaching was to provide Individual support in order for 
employees to: 

 Imbed workshop learning 

 Align with the agreed-upon purpose 

 Build confidence in their personal leadership 

 Contribute to organisation 
 
The plan was accepted, but the budgeted wasn’t. It was clear that the leader and the 
HR manager were committed to creating the culture but needed to cut corners to 
meet the budget. Very reluctantly, we agreed to a discounted fee because we were 
excited to work with such a passionate leader, aligned with his vision for the 
organisation and committed to his desire to develop employees. 
 
Factors supporting to the success of the programme came from: 

 The strong commitment from the leader 

 Clear plan & well-defined goals 

 The senior lead team beginning to demonstrating the ‘one team’ approach in 
their leadership and decision-making activities 

 Aligning the KPIs with the desired culture of the organisation 

 Strong attendance at the workshops and coaching sessions  

 Enthusiastic engagement in feedforward coaching and other internal 
processes to continue the professional development in daily organisational 
life 
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However, the reality of the workplace made it extremely difficult to properly plan, 
prepare and deliver the programme.  

 Planning and briefing meetings with the SLT were postponed unexpectedly 
due to work pressures but the development deadlines didn’t change so the 
planning and preparation were sometimes rushed.   

 Many employees had not received clear communication from their managers 
and didn’t understand the purpose, process or goals of the intervention 
activities they were attending. 

 Because the organisation had regularly experienced a change in top 
leadership, some employees were cynical & felt the change was a ‘passing 
fad’ they could ride out, particularly because the organisation had a history of 
not addressing poor performance issues effectively.  

 Front line employees felt that the senior leadership team was not in touch with 
their issues and concerns and made decision without appropriate information 

 Supervisors didn’t’ have the confidence to share problems with their 
managers for fear they would look bad 

 
Even with the issues we were facing, we were getting good engagement from the 
workshops and coaching sessions, with 89% of participants opting to participate and 
attending 94% of the possible coaching sessions. Average satisfaction with the value 
derived from the coaching was 8.6 on a 10-point scale Participants on average rated 
their confidence in achieving the actions plans developed in the coaching session at 
8.3 on a 10-point scale  
 
Coachees reported that coaching had enabled them to  

 Stop worrying 

 Increase results 

 Increase confidence 

 Create practical solutions 

 Get inspired 

 Create new ideas and perspectives  

 Have trusting, honest conversation 

 Be challenged 
 
The senior leadership team was pleased, not only with the trust and connection they 
were developing among themselves, but the engagement and support they felt the 
second and third level managers were demonstrating.  
 
Based on the feedback, both information and formal, those of us at R Company felt 
we were meeting, if not exceeding our client’s expectations. However, nothing we did 
helped us prepare for the sudden announcement that the leader had taken a new job 
and was leaving the organisation in 6 weeks.  
 
Over the next 6 months, we worked with three acting leaders, spending time with 
each of them in turn, reviewing the desired outcomes, the opportunity to lead by 
example and the value of holding the leadership team accountable for championing 
the values and goals.  Although each acting leader agreed in principle with the need 
to support the strategy, each of them was focused on learning the new role and 
meeting the KPIs. And, although the HR Manager believed our work was making a 
significant difference in the organisation and also focused her attention on aligning 
the organisation’s HR policies and procedure with the new strategy, she was not a 
member of the senior leadership team and did not have the power to make the 
decision to continue to support the programme. 
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Fortunately, we had a great deal of data to support the value the programme was 
providing the organisation. Each participant had taken a pre and post 360-degree 
leadership survey, a satisfaction survey after each workshop and coaching session, 
an annual staff engagement survey and annual employee performance reviews. 
There were also business KPIs measures of customer satisfaction improved during 
our time working with the orgnanisation.  
 
Even though we had taken it out of the budget during the negotiations, we decided to 
provide the current acting leader with an evaluation report. The purpose of the report 
was to demonstrate the impact of the work we had done and clarify how it aligned to 
not only the original goals of the programme but to the goals and objectives that he 
had instituted when he took the acting leadership role. 
 
Unfortunately, after spending many long hours collating our data and creating a 
report, the acting leader read the executive summary and flipped through the 30 
pages in less time than it takes to poach an egg to announce that he didn’t feel that 
measuring the ‘fluffy stuff like job satisfaction’ was meaningful or relevant.  
 
We are currently awaiting a new leader to be appointed. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
About Leslie Hamilton, BA Psych, MEd, MBS 
 
Leslie is a masterful international executive coach with 20 years experience using 

researched and “best-practice” techniques customised to the need of the client. From 
her business experience in training, consulting, strategic planning, managing and 
leading, she has identified practical tools, models and processes that lead to results. 
From her training in psychology, education, marketing and management, Leslie 
brings insights into the issues of engaging and motivating people. As co-chair of a 
virtual international coaching research forum, she brings the latest thinking in the 
field to her coaching practice. Together, this creates an energising coaching experience 
that translates into success and satisfaction.  
 


