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Introduction
Effective leadership is important for organisational survival and growth, especially in today’s 
dynamic global business environment. Coaching is a planned intervention and part of a strategy 
for leadership development that is aligned with organisational strategic objectives (Reich, 
Ullmann, Van der Loos, & Leifer, 2009). Traditionally, coaching has focused on individual 
empowerment and achievements. Organisations are now beginning to rely on team coaching to 
enhance organisational performance (Hackman & Wageman, 2005). Even though organisations 
depend on teams to achieve their goals (Kozlowski & Ilgen, 2006), many leaders are uncertain 
of how to optimally lead their teams in order to enhance performance (Wageman, Fisher, & 
Hackman, 2009).

Research on coaching in practice appears to mainly focus on coaching individuals, managers and 
executives and less on team coaching (Klein, 2012). The lack of empirical evidence in the full 
value chain from need identification to implementation is regarded as a weakness in the research 
into team coaching (Hagen & Aguilar, 2012; Peters & Carr, 2013b). Reviewing South African 
literature, there appears to be a lack of research with regard to team coaching in organisations. 
However, in support of the effectiveness of team coaching, two South African studies suggest 
that collective coaching is more effective than dyadic coaching (Martiz, 2012; Reid, 2012). There 
is also a call for coaching interventions to evolve beyond one-on-one to collective coaching 
(Martiz, 2012).

Orientation: There is a scant availability of clear practice guidelines for the implementation of 
team coaching in organisations. Challenges and enabling factors in the implementation of 
team coaching require further exploration.

Research purpose: This study aims to develop a conceptual framework that identifies the 
critical success factors that play a role in the implementation of team coaching in organisations.

Motivation for the study: This study contributes towards the understanding of team 
coaching implementation in the workplace. Informed knowledge of critical factors may 
guide the practice of team coaching and assist in the development of a conceptual framework 
for such coaching.

Research approach/design and method: A constructivist qualitative research method was 
adopted. A case study approach was used, with seven experienced subject matter experts 
selected by means of purposive snowballing. Data were collected using semi-structured 
interviews and analysed using thematic analysis.

Main findings: Results of the thematic analysis indicate that to integrate successful team 
coaching into any organisation, effective analysis of an organisational context is required, 
that is, leadership stakeholders, team effectiveness, competency of a coach and employee 
engagement. Constraints that may prevent successful implementation of team coaching are 
identified.

Practical/managerial implications: The findings provide a platform to enhance the 
understanding and knowledge of the complexities of team coaching within organisations.

Contribution/value-add: The main contribution of the study is the identification of critical 
factors in the pre-, during and post-implementation phases of team coaching. This conceptual 
framework could serve as a guide for team coaching interventions in South African contexts.
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Purpose
The aim of this study was to identify critical factors that 
could enable organisations to implement team coaching.

Coaching: An overview
Traditionally, coaching has been anchored in western 
approaches that value individualism and achievement 
(Joo, 2005; Kampa-Kokesch & Anderson, 2001). The focus has 
been on individuals, leadership development and the growth 
of the leader’s capacity to take on effective leadership roles 
and responsibilities. Coaching is furthermore used as a tool 
to assist the coachee in realising sustainable change and 
personal development (McDermott, Levenson, & Newton, 
2007; Odendaal, 2016). Given the amount of attention devoted 
to the topic of coaching, one might expect that there would 
be a common agreement on its definition (Clutterbuck, 
2013; Hamlin, Ellinger, & Beattie, 2008). This is not, however, 
the case. Currently, the definitions of coaching reflect the 
diversity of contexts or domains in which the practitioner 
operates, the specific methodological approach employed 
and the outcomes to be achieved (Standards Australia, 2010). 
Descriptions of coaching that are in line with the purpose of 
this study define coaching as a process of helping individuals 
or teams in achieving their goals (Grant, 2012a; Kampa-
Kokesch & Anderson, 2001).

Team coaching
Group coaching is at times used interchangeably with team 
coaching, but the current study will use group coaching and 
team coaching as differentiated terms. In group coaching, 
members come together as relative strangers, and the purpose 
is explicitly to facilitate the self-directed learning of the 
members, using a variety of individual goals in a cross-
fertilising learning experience (Hawkins, 2014). Team 
coaching, as a collective strategic intervention, focuses on the 
improvement of team productivity, increased engagement 
levels and reaching commonly agreed team goals (Bandura 
& Lyons, 2017; Morgeson, DeRue, & Karam, 2010). Team 
coaching augments performance, collaborations, synergies 
and the alignment of employees towards achieving a 
common goal (Clutterbuck, 2013; Hackman & Wageman, 
2005; Peters & Carr, 2013a, 2013b; Thornton, 2010). It is a 
process whereby a coach works with the entire team, with 
one common objective aimed at assisting participants in 
attaining their full potential. Team members, however, share 
responsibilities and expertise, resulting in the team being 
increasingly recognised as more effective than individuals 
(Mathieu, Heffner, Goodwin, Salas, & Cannon-Bowers, 2000).

The coaching of a team is seen as a powerful strategy in 
organisational development (Clarke, 2010). When a team is 
coached, knowledge is transferred from individuals to 
work for the team, with positive organisational outcomes 
(Rousseau, Aubé, & Tremblay, 2013). Teams provide the 
platform for knowledge sharing and exchange, of which 
organisational learning becomes the product. Therefore, 
team learning is evident where there are transformed skills, 

knowledge and behaviour in the team (Sessa, London, 
Pingor, Gullu, & Patel, 2011; Vesso & Alas, 2016).

Numerous factors determine the efficacy of this form of 
intervention. Team characteristics play an important role in 
encouraging participation in all activities. The greater the 
social support and competence of the team, the better the 
participation levels within the team (Solansky & McIver, 
2017). Self-reflection and self-awareness practices are critical 
for a team to uncover their learning processes (Peuker & 
Kiss, 2018). It is of fundamental importance that the team 
coaching process takes place in a favourable environment to 
yield positive results (Ingleton, 2013).

A case analysis of team coaching indicated that team coaching 
initiatives should be linked to organisational strategies and 
objectives (Mukherjee, 2012). All stakeholders’ expectations 
must be recognised and aligned to the organisational goals, 
especially where the organisation is the ultimate sponsor 
of such an intervention. Sufficient resources and active 
leadership support are critical factors in ensuring that 
coaching is successfully implemented, as interventions are 
often not successful without executive backing (Avolio, Avey, & 
Quisenberry, 2010; Goldman, Wesner, & Karnchanomai, 
2013). Indeed, the coaching of managers improves both team 
and individual learning (Matsuo, 2018).

Accurate assessment of the impact of interventions, such 
as coaching, is not easy to obtain other than through the 
solicitation of feedback from participants. However, well-
designed pre- and post-coaching evaluation questionnaires 
may be useful in ascertaining the effectiveness of a team 
coaching programme (Rousseau et al., 2013). Team diagnostics 
and assessments early in the implementation of a coaching 
programme are key to establish the needs of a client, which in 
turn must inform the design of a coaching programme 
(Britton, 2015; Rekalde, Landeta, & Albizu, 2015). It would 
also be instructive to track the operational performance of the 
team over an extended period of time after team coaching 
(Anderson, 2011; Avolio et al., 2010; Osatuke, Yanovsky, & 
Ramsel, 2016).

A team coaching contract must preferably be employed, 
setting out the roles and responsibilities of all stakeholders, 
rules of engagement and accountability of the coach to 
an identified party within the organisation (Kahn, 2011). 
Failure to do so may result in restricted accountability and 
unnecessary discomfort. At the outset of the intervention, the 
coach and the coachees must establish mutual understanding 
with regard to trust, confidentiality and empathetic response 
(Clutterbuck, 2013).

Constraints to team coaching
The absence of leadership support and lack of resources will 
adversely affect the team coaching intervention (Anderson, 
2011; Chapman, 2010). This may also reduce the interest in 
the programme and thus affect participation (Ashley-Timms, 
2012; Goldman et al., 2013). The presence of rigid silos and 
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the absence of collaboration and commitment, which are 
endemic and characteristics of an organisational culture, 
may pose a potential threat to successful team coaching 
implementation (Bond & Naughton, 2011). Lastly, inadequate 
coaching experience and a poor appreciation of team 
dynamics can undermine the team coach’s good intentions 
and effectively derail the coaching project (Yates, 2015).

Problem statement
From the review of the literature, it is evident that the 
availability of clear practice guidelines regarding the 
implementation of team coaching in organisations is limited. 
Challenges and factors that facilitate the implementation of 
team coaching, especially within the South African context, 
require further exploration. Against this background, the 
aim of this study is to explore and describe critical success 
factors that may enable organisations to implement effective 
team coaching.

Research question
The main research question posed is the following: what 
are the critical success factors that need to be taken into 
consideration for the implementation of team coaching?

Method
A qualitative research method was adopted to explore and 
accumulate descriptive data regarding the implementation 
of team coaching as a phenomenon. Qualitative research 
affords the opportunity to gain detailed knowledge and 
a better understanding of opinions, experiences and 
thoughts as presented by respondents (Miles, Huberman, & 
Saldana, 2013). Based on the ontological and epistemological 
assumption that the experiences of research participants will 
be subjective, the constructivist paradigm allows for the 
interpretation of the observed phenomena (Scotland, 2012). 
The ontological view of reality follows an epistemological 
subjective reality that interprets knowledge as socially 
constructed through the interconnected patterns of the 
integration of the different perspectives of participants.

Research strategy
This study applied a case study strategy to answer the 
research question. This research strategy was used to collect 
comprehensive data from experts in coaching (Leedy & 
Ormord, 2001), with the purpose of understanding team 
coaching implementation. A case study inquiry allows the 
researcher to address the complexity of social phenomena 
(Baxter & Jack, 2008; Blumberg, Cooper, & Schindler, 2011), in 
this case coaching expertise. The principles of thematic 
analysis are applied to provide clarity on this phenomenon.

Participants
Two non-probability sampling procedures were utilised: 
purposive and snowballing techniques. The participants 
were deliberately chosen to reflect a unit of analysis and 

process of interest (Mayan, 2009; Welman, Kruger, & Mitchell, 
2005) of having expertise in the field of team coaching. 
Sampling parameters were centred on the participants being 
subject matter experts in the coaching field and having 
implemented team coaching. Selection criteria required that 
participants had at least 5 years of experience in executive 
coaching in any economic sector and had implemented team 
coaching interventions within organisations. The sample 
comprised four men and three women, with age ranging 
from 36 to 67 years. All the participants had more than 
5 years of experience, ranging from individual to executive 
and team coaching. They had all implemented team coaching 
in various private- and public-sector industries, such as 
engineering, financial services, mining and manufacturing.

Procedure
The research focused on seven team coaching practitioners 
with specific expertise in team coaching in the workplace. 
Individual semi-structured interviews were conducted with 
the team coaching practitioners. Access to the participants 
was gained via email invitation to participate in the 
study, and the snowballing technique assisted in obtaining 
additional participants. The purpose of the research, as well 
as ethical considerations of anonymity and confidentiality, 
was explained. All interviews were recorded and field notes 
were taken with permission.

Data collection method
Two rounds of semi-structured interviews were conducted. 
Saturation was determined when no new information was 
generated from the participants (Greeff, 2005; Mayan, 2009). 
Permission to record the interviews was obtained from 
the participants prior to the interviews. For the purpose of 
eliciting in-depth responses, a semi-structured interview 
schedule was formulated to keep the interviewing process 
focused on the research objectives. This ensured consistency 
across different interviews. Interviews were fully transcribed 
to provide raw data for an orderly analysis. Audio recordings 
further allowed for the capture of information that could 
have been missed during note-taking (Guest & Mitchell, 
2007). A hand-written journal of personal notes was made 
after each interview and while listening to audio recordings. 
The journal enabled the recording and reflection of 
observations, during and immediately after each interview. 
The first phase of semi-interviews solicited individual, 
in-depth, detailed information from the respondents. The 
second phase of interviews facilitated clarification and 
confirmation from the initial respondents.

Data analysis
All the interviews and raw field notes were captured and 
transcribed (Pope, Ziebland, & Mays, 2000; Welman et al., 
2005). Audio recordings were transcribed verbatim, without 
changing their intended meaning (Patton, 1990; Pope et al., 
2000). Thematic analysis was employed and emerging 
codes and themes were identified. First- and second-level 
interpretations were used for analysing the data and 
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verifying patterns and themes (Collis & Hussey, 2009; 
Newman, 2012). The process involved identification and 
coding of significant phrases in terms of insights they 
furnished into key enablers, constraints and challenges, as 
well as outputs of the process of implementing team coaching. 
Comparisons and contrasting ideas allowed for analysed 
variations in answers, resulting in common central themes 
and individual uniqueness (Welman et al., 2005).

Ethical considerations
The participants were informed about the objectives of the 
study and that participation was voluntary. It was made clear 
that participants could opt out without any negative 
consequences. The participants were assured that anonymity 
and confidentiality would be maintained by numbering the 
participants, with non-disclosure of organisations where 
team interventions had taken place. To incentivise their 
contribution to the study, participants have been granted 
access to the completed research report. Permission was 
obtained from the University of Johannesburg’s ethics 
committee (Ethical clearance number: FOM2017IPPM068).

Findings
Seven main themes emerged from the analysis of the findings: 
(1) organisational culture, (2) coaching agreement, (3) team 
effectiveness, (4) common team goal, (5) engagement, 
(6) competencies of the coach and (7) constraining factors. 
These themes are summarised in Table 1 and explained in the 
discussion that follows.

Organisational culture
Culture is regarded as the setting of tone of employee 
actions and leadership orientations, thus cultivating a 
platform for transparency and collaboration. A favourable 
organisational culture needs to be in place to produce a 
receptive environment for team coaching. This has to be 
done with ‘open-mindedness, a flow of communication, 
cultural optimisation and acceptance, … there must be 
trust’ (Participant 3, male, 55 years old). The environment 
should be such that the team feels safe and trusts the system. 
Trust has to be ingrained within an environment that 
promotes open and honest communication.

There needs to be an organisational readiness (Participants 
2 [female, 51 years old]; Participant 3 [male, 55 years old]; 
Participant 4 [female, 40 years old] and Participant 7 [male, 
65 years old]) and willingness for organisational members to 
work together to bring about organisational change: ‘the 
organisation must be ready for the intervention’ (Participant 
3, male, 55 years old); ‘One has to look at the rationale behind 
the organisation wanting to implement team coaching’ 
(Participant 7, male, 65 years old). There needs to be a shared 
vision (Participants 3, [male, 55 years old]; Participant 4 
[female, 40 years old] and Participant 7 [male, 65 years old]) 
that if various stakeholders are committed to implementing 
the change, one can be confident that their collective wisdom 
will bring about the desired results.

The majority of the participants indicated organisational 
culture supported by leadership as a key enabling factor for 
the successful implementation of team coaching. Leadership 
support is fundamental as a strategic priority in achieving the 
objectives of team coaching. The leadership of the organisation 
must be actively engaged in the successful implementation of 
team coaching. Participant 1 (male, 67 years old) emphasises 
a ‘robust organisational culture that supports team coaching 
interventions, strong sponsorship and buy-in from senior 
leadership’. An effective leader collaborates with either his or 
her counterparts and subordinates. Such a leader creates an 
opportunity to mitigate the challenges faced when a manager 
tries to influence areas that are outside of his or her span of 
control. The coach is the moderator and facilitator aiming at 
helping the team members’ preparation to engage objectively 
with challenges in the workplace.

The team coach must relate to the organisational culture 
and have the capacity to understand the diverse nature of 
the team from a cultural and demographic perspective 
(participants 3, 4, 5 and 6), ‘paying attention to cultural 
sensitivity’ (Participant 5, male, 55 years old). Every level 
from senior management down to the production line of the 
workplace should strive to embrace diversity ‘… you need to 
get the richness of information from the diverse culture 
within South Africa’ (Participant 3, male, 55 years old). The 
acknowledgement of diversity acts as a value-adding tool 
with an improved understanding of all the various units 
within the workplace: ‘An understanding of diversity allows 

TABLE 1: Main themes that support team coaching (current authors)
Themes Subthemes

1. Organisational  
culture

Culture sets the tone
Safe receptive, trusting environment
Organisational readiness

- to bring about change
- shared vision

Leadership support
2. Coaching  

agreement
Agreement between client and coach
Agreement in line with organisational vision
Agreement defines method, goals and expectations
Agreement clarifies agreed outcomes
Agreement allows for changes
Sufficient resources made available
Fulfilment of expectations of all stakeholders
Coach must manage conflicting ideas of stakeholders

3. Team effectiveness Cohesive collaboration of all team members
Coordination of organisational processes involved
Clarity of organisational strategy
Clarity regarding team deliverables

4. Common team goal Confidentiality
Alignment of all team members towards goals or objectives
Commitment to complete tasks
Consistent feedback in monitoring of process

5. Engagement Strategies must be clarified
Collaborative approach towards stakeholders
Continuous monitor and reflection
Regular progress evaluations
Post-intervention evaluations 

6. Competencies 
of the coach

Qualifications of the team coach
Skilled in dealing with team dynamics
Create safe space for individual expression

7. Constraining  
factors

Lack of resources
Lack of time allocation
Inexperienced team coaches
Lack of transparency
Lack of integrity, trust and commitment to goals
Lack of leadership
Lack of trust between members
Absence of commitment
Interference due to personal agendas or clash of values
Silo effect
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one to avoid misguided conclusions’ (Participant 4, female, 
40 years old). The coaching environment should enable the 
team to be relaxed and free to provide input without fear of 
criticism or victimisation. ‘New understanding helps them 
think about how they can relate to one another more 
effectively, at the same time it breeds tolerance’ (Participant 
3, male, 55 years old).

Coaching agreement
An agreement must be made between the client, who is 
the sponsor, and the coach. ‘Contracting with the sponsor 
upfront with clear objectives and deliverables …’ (Participant 
1, male, 67 years old); it has to be done ‘upfront and [with] 
goal clarity’ (Participant 6, female, 58 years old). This has to 
be in line with the vision of the organisation. The contract 
should specify the method, goals and expectations of the 
team coaching intervention. There need to be ‘clear objectives, 
… [which] get the team to integrate with the individual 
dynamics as a team’ (Participant 4, female, 40 years old). The 
agreement must define the roles of all parties as well as the 
relationship structure. ‘Role clarity is important at the 
contracting stage’ (Participant 7, male, 65 years old). The 
contract must explicitly clarify the agreed outcomes and 
direction of the process. Coaches must state their flexibility 
and limitations. This implies that the agreement must not be 
rigid, but rather should allow for future amendments. The 
coach needs to be able to ‘change direction’ if the process does 
not work well (Participant 2, female, 51 years old). Sufficient 
resources must be allocated to meet these objectives within 
team coaching. This may require budget, time allocation and 
commitment (participants 1, 3 and 7). It may also necessitate 
the logistics of moving resources to where they are needed to 
accomplish the set objectives. Organisational dynamics 
require that the team coaching intervention must fulfil all 
stakeholders’ expectations (Participants 1, 2 and 7). A clearly 
stated contract, guided by the coach who accommodates 
team dynamics, allows an opportunity to navigate across the 
stakeholder expectations of the coaching process: ‘you need 
to look at the relationship between the team and its 
stakeholders, what the various stakeholders are expecting 
from the team … and if the team is delivering’ (Participant 7, 
male, 65 years old). The coach must be prepared to manage 
conflicting ideas from various stakeholders by finding a 
balance between different expectations.

Team effectiveness
Team effectiveness is based on the ability to encourage team 
members to work cohesively towards a common goal within 
an organisation. Organisations make team effectiveness 
problematic, as evident from one participant’s response: 
they ‘advocate teamwork, however, rewards are based on 
individual performance’ (Participant 3, male, 55 years old). 
Organisational processes must be coordinated and should 
combine cognitive, motivational and behavioural resources. 
Values include encouraging listening and responding 
constructively to all views expressed, being supportive and 

acknowledging the interests and achievements of others. 
The organisational strategy should be clear to the team. If 
unclear, there will be ‘a lack of transparency, lack of integrity 
and trust, lack of commitment to the goal and the team’s 
performance and poor communication’ (Participant 3, male, 
55 years old). The outcomes of team coaching implementation 
have to align with organisational priorities. With effective 
team coaching implementation, the organisation establishes 
a synergy across the entire employee engagement system. 
There has to be an ‘agreement with team deliverables’ 
(Participant 2, female, 51 years old). This should take place 
at the vertical element of senior to lower reporting structures, 
as well as horizontal reporting levels. Clear team objectives 
must be set with accurate and timely pre-assessment 
guidelines. Assessments allow to uncover effective and 
ineffective team practices. Pre-assessment enables an 
organisation to determine how to frame the entire engagement 
and address existing challenges.

Common team goals
Common team goals allow the ‘team to focus and hold each 
other accountable to the agreed deliverables’ (Participant 5, 
male, 36 years old) and ‘pull together towards the same 
objectives’ (Participant 7, male, 65 years old). However, the 
organisation must first determine what its goals are such that 
their achievement ‘serves the organisations and not 
individuals’ agendas’ (Participant 2, female, 51 years old). 
Confidentiality is vital for the effective implementation of 
team coaching to safeguard the information shared by the 
coached individual and to establish a trusting relationship. 
Successful team results require that all the members of the 
team are aligned with the objectives. The team then has ‘a 
common team goal which they agree to focus on and hold 
each other accountable for deliverables’ (Participant 5, male, 
36 years old). The effect of the sum of multiple agents combined 
and working in concert will be greater than that of individuals 
working in isolation. Team coaching adds value through 
facilitating the collaborative attainment of organisational 
goals. Parties concerned must invest themselves fully in the 
activity by giving the necessary attention and effort to 
complete the task. Individual goals may have to be sacrificed 
to achieve team goals. Without common goals, a team is just a 
group of individuals with their own agendas: ‘it is designed to 
achieve its objectives … example: you can’t have 11 players on 
the soccer field – each person must have their role and 
complement each other’ (Participant 3, male, 55 years old). 
Consistent feedback will further enhance the team coaching 
implementation. Feedback can positively contribute to change 
as stakeholders begin to see the initiative take shape and link 
the ‘why’ questions to the results achieved. The coach should 
provide continuous feedback on team performance, to both 
the team and the sponsor.

Engagement
The implementation of new strategies must be clear, as 
this will bear an impact on the performance of the 
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organisational deliverables. Keeping employees engaged 
should become an organisational priority as employee 
engagement serves to enhance a positive mindset. ‘The aim 
of team coaching is to foster team engagement which results 
in team performance’ (Participant 1, male, 67 years old). 
Often organisational leadership formulates new strategies 
for implementation. Such implementation is optimally 
introduced through a collaborative approach towards all 
organisational stakeholders. A collaborative approach is likely 
to yield higher success when implemented through team 
coaching. ‘Organisations need to implement programmes 
that improve employee engagement … team coaching 
implementation is one of the strategies that can be used to 
improve employee engagement’ (Participant 1, male, 67 
years old). A collective approach, where all those affected 
regularly share their experiences through constant open 
communication, may promote a healthier environment for 
team learning.

The continuous monitoring and evaluation of strategies 
enables all stakeholders to reflect on the effectiveness of team 
coaching implementation (participants 1, 2, 3, 4 and 7). It 
allows the organisation to remain objective on executing 
strategies. A perspective that emerges from the evaluation 
provides insights into the viewpoints of participants. The 
organisation is able to measure the successes of the initiative 
against the established criteria. Regular in-progress evaluations 
(participants 1, 2, 3, 4 and 7) and post-intervention evaluations 
of performance continuation should be conducted at intervals 
ranging from 3 and 6 months to 1 year subsequent to the 
coaching intervention (participants 2, 3, 4 and 7).

Competencies of the coach
Qualifications of the team coach also play a vital role in the 
facilitation of the intervention and competencies of a coach 
should be well-capacitated in personal development, conflict 
management, effective communication and team coaching 
(participants 1, 2, 6 and 7). The coach should be skilled in 
dealing with team dynamics and in creating a safe space 
for the team members to express themselves. Participant 7 
(male, 65 years old) explains the skills of the coach as a 
prerequisite in detail:

‘Coaching, experience, and sensitivity to understand the difference 
between individual and team... What works with individual 
won’t work with a team. A good coach should be comfortable 
with working at all levels … Coaches must understand the 
difference between coaching, training, facilitation, mentoring, 
skills development. All different things ... Coach must be fit for 
purpose and know when to recommend someone else ... Recognize 
your own competencies.’ (Participant 7, male, 65 years old)

Constraining factors in the implementation 
of team coaching
Participants 1 and 7 cited lack of resources, insufficient 
budget, lack of priority and time allocation, inexperienced 
team coaches without good facilitation skills or record of 
accomplishment as contributing factors to poor results 

in team coaching implementation. Participants 2 and 4 
identified lack of transparency as another key constraining 
factor, along with lack of integrity, trust and commitment to 
goal attainment for the team. Participant 6 expressed that if 
the system is not safe for all participants, and there is a lack 
of leadership, there will be poor trust from the members. 
The absence of a stakeholder commitment may serve as a 
major obstacle. This develops when stakeholders are ‘not 
in agreement with the team deliverables and members of 
the team show resistance to the team coaching intervention 
… it will affect results’ (Participant 2, female, 51 years old). 
Competing for personal goals and values may serve as a 
constraining factor during the implementation phase. The 
silo effect could also serve as an inhibitor to team coaching 
implementation (participants 5, 6 and 7), where people 
prefer to work individually.

A conceptual framework for the implementation 
of team coaching
The conceptual framework in Figure 1 depicts the key steps 
involved in the implementation of team coaching. The 
process is divided into three phases, namely, pre, during and 
post-implementation, in line with core activities, enablers 
and constraints.

The framework in Figure 1 highlights the key steps involved 
in the three phases (pre, during and post) of implementation. 
The three phases are aligned with core activities, enablers 
and constraints. The core activities of the pre-implementation 
stage involve the identification of the need for team 
coaching and the initiation of a team coaching intervention. 
During the implementation phase, the core activities are the 
execution of team coaching, monitoring and assessment of 
the coaching process, as well as learning, correction and 
feedback. The post-implementation core activities imply 
an evaluation of the coaching process, reflection and 
improvement of the coaching process. Team coaching is 
implemented in the form of a project with a specific start 
and end date. Thus, at the end, team coaching would 
include a project reflection step. This reflection step focuses 
on the final monitoring and evaluation of team coaching 
implementation. The outcomes are evaluated against the 
pre-set objectives. The core activities depict team coaching 
as a dynamic process, containing a feedback loop, which 
translates feedback received from assessments and 
evaluations into learning and self-correction. These learnings 
are applied to re-assess the core of the team coaching 
implementation process.

The enablers of the pre-implementation phase involve 
organisational factors such as the optimisation of cultural 
diversity and a readiness to participate in the team 
coaching process. Organisational leadership support refers to 
sponsorships, the establishment of team coaching outcomes, 
the allocation of resources to enable a coaching environment 
and contracting with a coach. Team effectiveness implies the 
alignment with the strategic goals of the organisation and a 

http://www.sajhrm.co.za�


Page 7 of 11 Original Research

http://www.sajhrm.co.za Open Access

thorough pre-assessment of what should be accomplished. 
The pre-implementation phase involves addressing the 
needs of all stakeholders. Enablers that play a role during 
implementation include team effectiveness and the skills 
of the coach. Team effective factors include commitment, 
identification of common goals, ensuring confidentiality, 
establishing synergy and providing feedback. The skills of 
the coach are of utmost importance. The coach needs to be 
experienced and establish a trusting relationship with both 
management and employees. Post-implementation enablers 
refer to continuous monitoring of employee engagement 
through collective performance and establishment of team 
effectiveness.

There are certain constraints that may play a role in the 
pre-, during and post-implementation phases. At pre-
implementation, there is a danger of a lack of organisational 
resources because of budget limitation, scheduling challenges 
and unhealthy team dynamics. These negative team 
dynamics may lead to non-alignment, a lack of commitment, 
resistance and mistrust in the coaching process and aims of 
leadership. During implementation, the process can be 
adversely affected by counterproductive team dynamics, 
such as conflict, unhealthy competition and a lack of 
participation by preferring to work in silos. Post-
implementation, the lack of the continuation and monitoring 

of successful implementation can have a deleterious effect on 
the ongoing achievement of goals.

Discussion
Outline of the findings
Despite the increasing evidence that teamwork can be a 
powerful strategy for the realisation of organisational goals, 
evidence suggests a failure to take advantage of this useful 
tool (Peters & Carr, 2013b). In an attempt to establish the 
factors critical to successful implementation of team coaching, 
data from the participants were reviewed. The themes 
are discussed in terms of existent literature and based on 
the identified phases of team coaching implementation. The 
identified critical factors that play a role in the successful 
implementation of team coaching are discussed in terms of 
existent literature. The first part of the findings focuses on the 
positive contributors to team coaching implementation, 
while the latter part of the section focuses on constraining 
factors.

Pre-implementation phase
The framework highlights the two key steps during the pre-
implementation phase: (1) identification of a need for team 
coaching and (2) initiation of team coaching implementation.
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FIGURE 1: Conceptual framework of critical success factors for the implementation of team coaching in associated organisations (current authors)
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Organisational context
Attributes such as culture, strategic objectives, and parameters 
of team coaching relationship may play a role in the interaction 
between the coach and the team. In essence, organisational 
contextualisation refers to strategy and culture, with a focus 
to improve team engagement and productivity (Bandura & 
Lyons, 2017; Morgeson et al., 2010). Strategic contextualisation 
aligns the objectives, content and outcomes of the team with 
those of the organisation. This is in line with the argument 
of Clarke (2010) that team coaching is regarded as a 
powerful initiation of organisational development. Cultural 
contextualisation aligns the coachee to the traditions of the 
organisation. A positive enabling organisational culture may 
enhance successful implementation of team coaching, where 
responsibilities and expertise are shared (Mathieu et al., 2000). 
This finding corresponds to and expands the findings of 
Nieminen, BiermeierHanson and Denison et al. (2013) which 
revealed that a coaching culture may play a critical role in 
building a responsive team of committed leadership.

For the coaching to be beneficial, the teams need to be well 
structured and supported by leadership (Avolio et al., 2010; 
Goldman et al., 2013) and may improve both individual and 
team learning (Matsuo, 2018). Top leader sponsorship will 
promote a positive experience of team coaching. Leadership 
should be firmly established and capable of nurturing and 
channelling the rest of the organisation towards successful 
team coaching implementation. Team coaching has to be 
aligned with organisational strategies and should receive 
leadership support (Mukherjee, 2012). A well-managed 
diverse workforce may enhance organisational strategic 
goals. Participants with a wide range of experiences and skill 
sets result in progressive productive levels and increase 
the likelihood of breakthrough innovations (Agrawal, 2012). 
The diversities in skills and experiences allow team members 
to tackle a project or a task from different points of view, thus 
creating an opportunity for out-of-the-box thinking.

The findings indicate that leadership trust and competence 
are key factors for team coach intervention. A leader’s trust 
in team members serves as a crucial element of a high-
quality leader-team relationship. Both trust in the coaching 
relationship (Clutterbuck, 2013) and trust in leadership must 
be respected. The current study emphasised the importance 
of contracting at the onset of the intervention, clearly defining 
the obligations and expectations of all stakeholders. This is in 
line with the arguments of Mukherjee (2012) that initiatives 
need to be aligned with organisational strategies. The 
participants highlighted the need to consider stakeholders’ 
expectations prior to team coaching implementation, as this 
will enable the alignment of team coaching interventions 
with organisational goals. Ashley-Timms (2012) emphasises 
that all stakeholders’ anticipations need to be acknowledged 
and aligned with organisational needs, especially when the 
organisation is the ultimate sponsor of such intervention.

The findings emphasise the importance of organisational 
readiness and pre-assessment as a key to the team coaching 

implementation strategy. This may provide guidance to best 
proceed and indicate expectations. Rousseau et al. (2013) 
confirm that analyses of pre-coaching questionnaires will 
assist in measuring the level of interest and key areas to focus 
on. Such information could contribute to the application of 
the most appropriate approach according to the dynamics 
and structure of the team. It provides a platform for the 
transformation of skills and development of knowledge 
behaviour (Sessa et al., 2011; Vesso & Alas, 2016).

During implementation phase
During the implementation phase, key activities are the 
execution of team coaching, monitoring, assessment and 
evaluation. The framework reflects the team coaching 
process as a dynamic process, containing a feedback loop 
that translates feedback received from assessments and 
evaluations into learning and self-correction. Information 
gained through feedback should be applied to rectify the 
core team coaching implementation process where necessary. 
The themes associated with the implementation phase are 
subsequently discussed.

Team effectiveness
Any meaningful team coaching initiative should be linked to 
some organisational strategic objectives rather than conducted 
for its own sake. Team effectiveness is about maximising 
the team’s contribution to the attainment of organisational 
strategic objectives (Rousseau et al., 2013). Regardless of the 
level of the team coach engagement, the sponsor and the team 
coach must formulate a plan that is cognisant of and integrates 
organisational strategy, vision and values (Clutterbuck, 2013). 
The participants’ consent and commitment are viewed 
as critical to team coaching implementation. The coachees’ 
willingness and buy-in from the team members along with 
the team coaching intervention allow for improved success. 
It is fundamental that team coaching takes place in a conducive 
environment (Ingleton, 2013). The participants posited that 
an effective team coaching process requires confidentiality 
and trust. At the outset of the intervention, the coach and 
the team must establish a common understanding of trust, 
confidentiality, empathy and deep listening (Clutterbuck, 
2013). Self-reflection and sensitisation to self-awareness may 
play an important role in this regard (Peuker & Kiss, 2018). 
Team coaching is viewed as a strategic space for the 
enhancement of collective member capabilities and 
improvement of participation levels (Solansky & McIver, 
2017). Collaborative teams share information and promote 
knowledge empowerment that translates to innovative 
teams (Gallant & Gilham, 2014), with subsequent perceived 
influence on organisational culture.

For effective team coaching, the participants emphasised 
that coaches should be competent, accomplished and skilled. 
A team coach should seek to simplify organisational strategies 
and objectives (Mukherjee, 2012), vision, team dynamics, 
team incentives, responsibilities, timelines and measures. 
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The study conducted by Vandaveer, Lowman, Pearlman and 
Brannick (2016) reveals three top critical success factors that 
impacted the implementation of team coaching: (1) coach 
quality, (2) coachee readiness and (3) strength of the 
coach–team relationship. Establishing the coach–coachee 
relationship is the primary step in any coaching engagement. 
This provides a platform for the rules of engagement and 
accountability (Kahn, 2011) and ultimately influences 
the strength of their relationship. A fundamental factor 
influencing the ability of a coach and coachee to work well 
together is the establishment of a list of criteria compiled by 
both parties (Clutterbuck, 2013). This is in line with Kahn’s 
(2011) observation that the role and accountability of the 
parties should be established and contracted from the start. 
The majority of the participants cited the importance of 
having periodic and consistent feedback sessions between 
team members and to leadership. These feedback sessions 
can comprise regular checking in sessions. The sponsor should 
receive feedback during and after team implementation. The 
type of feedback must be agreed in advance, during the 
contracting, pre-implementation phase.

Post-implementation phase
In a workplace setting, team coaching is implemented in the 
form of a project with a defined start and end date. Thus, at 
the end, team coaching should include a project reflection 
step where the continuation of intervention outcomes 
is closely monitored (Anderson, 2011; Avolio et al., 2010; 
Osatuke et al., 2016). Critical reflection focuses on the final 
monitoring and evaluation of team coaching implementation 
against the objectives, as well as any correction that may be 
required in future team coaching interventions. The post-
implementation phase would include a project reflection 
step. This reflection step focuses on the final monitoring and 
evaluation of team coaching implementation. Set objectives 
may allow an organisation to obtain in-time outcomes, as 
they give the organisation an opportunity to critically assess 
progress, and an opportunity to intervene if necessary.

Employee engagement
Participants identified employee engagement as a critical 
factor for successful team coaching implementation, which 
resonates with Nelson and Hogan’s (2009) assertion that 
organisations should prioritise engagement with employees. 
The participants highlighted that employee engagement 
promotes a progressive relationship as managers begin to 
trust their employees’ input. According to the participants, 
these improved relations contribute to employee performance 
and turnaround time, further enhancing productivity. The 
coach-client relationship further influences the way in which 
a coach challenges and supports the team so that new ways 
of thinking are developed in order to achieve team-
personalised and organisational goals. Through an input of 
learning and transformation, an output of the relationship 
and task orientation is achieved that influences levels of 
engagement (Vesso & Alas, 2016). Participants identified 

team learning as a pivotal objective to organisational values. 
Central to team coaching is the cultivation of learning among 
team members. Teams provide the platform for knowledge 
sharing and exchange for which organisational learning 
becomes the product. Team learning is effective when there is 
a permanent change in skills, knowledge and behaviour of 
the team (Sessa et al., 2011).

Monitoring and evaluation
Participants highlighted that a variety of techniques can be 
applied to sustain and embed coaching in organisations, 
such as evaluation of the post-coaching implementation 
outcomes vis-à-vis or compared to the initial team coaching 
expectations. Surveys of the team and all stakeholders after 
the intervention are crucial for the evaluation of the team 
coaching exercise. As affirmed by Anderson (2011) and 
Avolio et al. (2010), the business impact, emergence of team 
relations and collaborations are aspects that must be 
measured after team coaching. This evaluation should 
perhaps take place a couple of months after the activity to 
allow reasonable time for gathering evidence to provide an 
authentic assessment.

Constraining factors
The study identified some constraining factors, with 
insufficient budget cited by the majority of participants 
as one of the critical factors in team coaching failure. This 
is similar to Chapman’s (2010) argument that resource 
limitations could hinder the success of team coaching. The 
participants highlighted the absence or lack of commitment 
to overall team performance. This ties in with the reasoning 
of Guidroz, Luce and Denison (2010) that the absence of 
collaboration and ‘working in silos’ hamper the success of a 
team coaching intervention.

Practical implications
The literature demonstrates that dyadic coaching remains 
dominant. The findings of the current study provide a 
platform that enhances our understanding of the complexities 
of team coaching within organisations. High performance is 
at the centre of successful team coaching, which promotes 
meaningful collaboration. Team coaching signifies a method 
of leadership development that moves beyond the individual 
to development at a team level. Team coaching could serve as 
a critical platform for team work, collaboration and leadership 
development.

Limitations and recommendations
The study only concerned itself with teams within the 
workplace. The study did not include other team settings. 
Findings reflect the views of team coaches and not the 
coachees. Sample bias may have played a limiting role, as 
purposive and snowballing techniques were employed. 
Future research could benefit by including all the 
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stakeholders, coaches, coachees, leadership and executive 
management to provide multiple perspectives on team 
coaching. Future quantitative investigations could add 
insights into the effectiveness of team coaching. The 
advantages and disadvantages of dyadic coaching compared 
to team coaching need further investigation.

Conclusion
The current study contributes to the body of evidence on 
team coaching in the workplace. A number of critical success 
factors were identified, which contribute to the foundation of 
a conceptual team coaching framework. This framework 
represents team coaching as an interactive process with 
feedback loops that provide continuous review and 
improvement opportunities for the pre-implementation, 
implementation and post-implementation stages.
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