
                                                                                                            

Distributed leadership to achieve longed-for change (2018-19) 
 

– Water U)lity Company (350 staff) 

 
 
The context 
 
This organisa/on was needing to scale and increase profitability, but its culture was old-
fashioned and resistant to change.  HR had long wanted to transi/on to a ‘coaching culture’, 
and the number of managers had rapidly reduced, along with morale.  A staff engagement 
survey and an Investors in People report made it clear that things had to change.  
 
We were brought in to recruit, equip, and support a team of internal ‘Coaching Champions’ 
who would design and deliver the change.  The process was:  

 
We completed the first cycle of the programme in 18 months with immediate results.  Staff 
engagement scores were much higher around support, clarity of goal seMng, career 
progression, team targets and learning and development.  Investors in people described the 
impact as ‘fantas/c’.  Through monthly bitesize sessions, the ini/al intensive work with the 
coaching champions spilled over to include addi/onal early adopters to the job + programme 
to volunteers who were looking for new skills and ways to enhance their leadership toolkit.   
At the end of programme review the 8 coaching champions evaluated the culture to have 
progressed across all 24 metrics (see over). 
 
What the client said 
 
“We’re really proud of the results we’ve achieve over the past few years.  Our coaching 
provision is unrecognisable from where we were, and that’s testament to a lot of hard work 
by a lot of commiXed people.  We couldn’t have done it without the exper/se and support 
that Will has brought to the process, helping us get clear about what we really wanted, and 

1. Identify and 
recruit change 

leaders (based on 
360 feedback 

data)

2. Unite change 
leaders around a 
compelling, co-

created vision for 
the much-

needed impact

3. Plan an 
effective stragegy 

for 
communicating, 
evaluating and 
adapting the 
change plan 

4. Support, 
stretch and equip 
change leaders to 

design, deliver 
and embed the 
new initiative



                                                                                                            

pushing us when we needed it to keep moving forwards.  Most of all it’s been amazing to see 
more people across the business energised about contribu/ng in this way and pressing in to 
learn new skills.” 
 
The end of programme review 
 

  

  

9 out of 24 = +1 progress, 6 out of 24 = +2 progress 
 

Key: Orange = non-mover; Green = +1 progress; Yellow = +2 progress 
 

                                                                                                                 

 

 

 

 

 

A. coaching happens 
without reference to 
strategy and process

B. coaching is 
referred to in 

strategy documents

C. coaching is seen 
as a key vehicle for 

delivering the 
strategy

B. coaching is used 
to contribute to 

performance of all

C. coaching is used 
as the main driver 

of performance

D. managers are 
managed on the 
effects of their 

coaching

A. a coach is seen as 
nice to have 

B. coaching is 
compatible with 

core business drivers

C. core business 
driver articulated 

and coaching is the 
means of delivering 

it

A. coaching is seen 
as a specialist 

activity separate 
from normal 

managing

B. Coaching is used 
by bosses one-on-

one to improve 
perforamance

C. coaching is widely 
used as a way of 
working in teams 

and projects

A. people are 
coached only if their 

boss is keen on it

B. coachees are 
coached as part of 

performance 
management 

process

C. from induction to 
retirement, people 

expect to be 
coached

B. staff frequently 
ask for coaching

C. the right to be 
coached is accepted 

throughout the 
organisation

D. coachees will 
coach their coaches 
in coaching if they 

need it

A. learning to be 
coached comes from 
being lucky to have a 

coaching boss

B. training of 
coachees has as 

much attention as 
coach training

C. the coachee's 
drive to learn and 

perform stimulates 
coaching

B. external coaches 
widely available to 
support a range of 

development issues

C. external coaches 
support supervision / 

development of 
senior managers as 

coaches

D. external coaches 
work with internal 

leaders to steer 
coachee-led 

development agenda

9 out of 24 = +1 progress, 6 out of 24 = +2 progress 
 

Key: Orange = non-mover; Green = +1 progress; Yellow = +2 progress 
 

                                                                                                                 

 

 

 

 

 

 

 

 

A. managers do 
a range of coach 
training or none 

at all

B. coach training 
is widely 
available

C. different 
coach training 
offerings are 

integrated

B. coaches get 
feedback from 

staff on whether 
they coach

C. coaches get on-
going feedback 

from coachees on 
how they coach

D. all managers get 
360 feedback on 
how they coach

B. coaches get follow-up 
support from tutors after 

training

C. coaches get feedback 
between and after 

training workshops from 
peers, coachees and 

tutors

D. coaches have on-going 
support for their practice 

from peers and tutors

A. the organisation 
does not recognise 

or certificate 
coaches

B. coaches are 
recognised for their 
contribution to the 

performance of 
others

C. coaches have 
opportunities to 

deepen their 
learning through 

certification

A. knowldege is used 
as a source of power

B. knowledge 
sharing is common 
from experienced 

staff to new 
colleagues

C. knowledge 
sharing is used, 
recognised and 

valued

A. coaching happens 
without reference to 
strategy and process

B. coaching is 
referred to in 

strategy documents

C. managers are 
managed on the 
effects of their 

coaching

A. top team 
members who 
are coached do 
not talk about it

B. top team 
members talk 

about their 
coaching

C. top team talk 
about challenges 
in their coaching 
/ being coached

9 out of 24 = +1 progress, 6 out of 24 = +2 progress 
 

Key: Orange = non-mover; Green = +1 progress; Yellow = +2 progress 
 

                                                                                                                 

 

 

 

 

 

 

 

 

A. coaches 
encourage 

coachees to take 
responsibility

B. coaching is led 
as an HR / 

development 
project

C. line people 
take significant 

leadership of the 
move to coaching

A. coaches focus 
on plugging skills 
gaps as seen by 

the coach

B. coaching 
begins from 

development 
goals of coachees

C. coaching is 
fuelled by 

learners' dreams 
or aspirations

A. coaching 
starts from 

individual needs

B. coaching 
involves shared 

learning and 
dialogue

C. networks of 
coaches develop 
together, using 

co-coaching

A. there are several 
different initiatives 

on coaching that are 
not connected

B. coaching 
initiatives have their 

own life and are 
linked to each other

C. coaching is used 
to develop an 

enquiring stance 
towards organisation 

agendas

B. coaches are often 
candid and forthright

C. Mutual dialogue 
about touch issues -
coach and coachee 

open to learning

D. organisation blind 
spots and weaknesses 
addressed in coaching 

relationships

A. coaching is an 
HR / 

development 
initiative

B. senior group 
endorse the 

move to coaching

C. senior group 
demonstrate the 

use of coaching in 
achieving goals

A. some individuals 
are enthusiastic 

about being a coach

B. line managers 
lead coaching 

initiatives in their 
own areas

C. line managers 
take responsibility 

for coaching 
throughout the 

organisation

A. coaches are 
conscious of the 
need for culture 

change

B. coaches use 
coaching to 

advocate culture 
change

C. coaches make the 
link abetween 

management style, 
coaching and culture

9 out of 24 = +1 progress, 6 out of 24 = +2 progress 
 

Key: Orange = non-mover; Green = +1 progress; Yellow = +2 progress 
 

                                                                                                                 

 
 

A. coaches encourage 
coachees to take 

responsibility

B. coaches provide or 
create opportunities 

for coachees to 
perform

C. coachees and 
coaches actively 
manage mutual 

support and challenge 
between them


