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Team Coaching for Rolls Royce
Marine in China
Rolls-Royce Marine (RRM) has a world leading
position in the design, development, supply and
support of products and systems to commercial and
naval customers worldwide and has significant
manufacturing assets in Asia. Piet Daenen, VP of
Operations for RRM in Asia, identified the
development of his Senior Operations Team in
Shanghai as a key element in delivering strategic
change and growth in Asia. Piet is passionate about
the development of leadership capabilities in China
and he asked Values Based Leadership (VBL) to
design and deliver a team coaching development
programme for the team.

“By taking this approach we were
able to ensure that as each Module
took place, it was designed to be
tailored to the exact and changing
needs of the team while at the same
time also being focussed on
delivering the overall objectives of
the programme.”
Some of the key outcomes that were identified for
the programme were:


To develop personal leadership impact and
effectiveness.
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Background:







To develop into a high performance Senior 
Operations Team that was a role model for the

Division and had the full confidence of the RRM
Senior Leadership Team.

To
develop the
behaviours,
skills
and attitudes to
lead, influence and
work effectively in a
global organisation.
To develop RRM’s
talent pool of Asian
leaders.

Solution:
VBL worked with Piet
Daenen and the Senior

Leading self
Leading the team
Leading across the organisation.

“I regarded this leadership program as
valuable and a benefit. It broke the ice
between the team; we can be more
open and honest when we discuss the
issues. I did emotion control better. I
realized the choice is made by myself
and the result is actually decided by
how I deal with the beginning.”
Julia Liang - Business Improvement
Leader

Operations Team to
design a team coaching programme tailored to
the need of the team covering:

By taking this approach
we were able to ensure
that as each Module
took place, it was
designed to be tailored
to the exact and
changing needs of the
team while at the same
time also being focussed
on delivering the overall
objectives
of
the
programme.

The Programme contained a number
of elements including:

Leadership
Effectiveness
Analysis

A 1-2-1 interview with each leader to understand how they viewed leadership, their leadership role in RRM and their effectiveness in that role.

360
Degree
Feedback

Using a 360 degree feedback tool gave the leaders an understanding of their
strengths and areas of development as well as how their leadership was being
received by their team members and other colleagues.

Leadership
Development
Modules

This comprised of a number of modules over an 18 month period customised
to the specific development needs of the Operations Team. Some of the key
topics covered in the Modules were:

Personal leadership effectiveness and impact

Connecting and engaging the organisation through purpose, vision and
values

Leading high performance teams based on mutual trust, respect and support

Influence and conflict management

Cross-cultural leadership and communication in a global business environment
 Performance coaching

Performance management

Leading strategic change

Leading across organisational boundaries

1-2-1
Executive
Coaching

Between modules 1-2-1 executive coaching support was provided by professionally qualified VBL coaches based in Europe and Asia. The coaching supported the leaders in the implementation of the programme learning.

The 1-2-1 executive coaching ensured that the
team coaching programme was tailored to the
development needs of each leader as well as to
the team as a whole.

Behavioural Change and Results:

We asked the team to identify behaviours that
they had changed and the results these changed
behaviours had achieved. This is what they told
us:

Behavioural Change

Results

The team are much more open with each
other in their communications. They challenge but in an empathetic way that is supportive of their colleagues.

The improved openness with increased levels of
trust has meant that communication has been
improved. The team are making much better
decisions which is translating into bottom line
performance improvements.

The team members choose to be more positive and think about what they can do to effect and change a situation.

The team are taking more accountability and
ownership of what we want to achieve so they
take a more positive attitude to change even
when there are difficulties in implementation
and are learning from their mistakes.

The team uses coaching as a daily working
practice to support both colleagues.

The coaching has supported the development of
the Operations Team and also means that they
have been able to increase the delegation of the
day to day operations to their direct reports.

Giving performance feedback at work.

The team take more time to appreciate people
and recognise effort. They have also achieved a
much better influence with colleagues in the
team, the customer facing business units and in
other global business units.
External supplier performance improvement to
97% on time.

Team working and supporting each other
as well as finding new ways to influence colleagues and make business performance
improvements.

In 2014 exceeded cost savings target by
£1.3million.
Quality ‘escape’ continuously improved by 20%
per year meaning the cost of non-quality was
improved by 30% in 2014.
Improvement in customer
performance by 57%.

on-time delivery

The team has encouraged direct reports to
offer ideas for the improvement of projects.

Opportunities for improvement are averaging
60 per month double the benchmark for the Division.

The team has worked together to create
more flow in the production line from supply chain to despatch by being more demanding of all elements in the production
chain and challenging existing practices.

Production efficiency more stable at close to
100% and averaged 90% over the whole of
2014. Previously this was very variable.

Key Outcomes:

Overall the company identified that the
programme has achieved:
 The development of personal skills and
behaviours that have noticeably improved
personal leadership impact.
 Considerably improved team performance
based on significantly improved levels of
trust, respect and support amongst the team
members.

"It is very important to have the
coaching session from the
facilitators, not only during the
course but also after the
session….which provides trainees
more opportunities to be open to
self/and others, refresh what he/she
learned from the session, and
correct or improve themselves
through the real life. And with the
initiated trust created from the
session, it extended to post-session
for further discussion how we can
improve further as one team."
Steven Huang - Operations VP
 A team of talented Asian leaders who have
the skills, behaviours and attitudes to
operate effectively in a global organisation.
 A noticeable improvement in the confidence
of the team members to engage with,
challenge and influence their colleagues.
 A Senior Operations Team in the Division
now widely recognised as a high
performance team and a role model to other
teams in the Division and across Rolls Royce.
 Improved confidence in RRM to implement a
strategy of moving the manufacture of
products and new product development to
China.
 A stable team in a Chinese economy where
the competition for talent is fierce. Key

people have been retained even though they
have had attractive offers from other
organisations.
By John Frost
Managing Director Values Based Leadership

Book Review
Will it Make the Boat Go Faster?
By Ben Hunt-Davis and Harriet
Beveridge
This book is co-authored by Ben Hunt-Davis - a
member of the British rowing team who won a Gold
Medal at the 2000 Summer Olympics in Sydney and Harriet Beveridge, a Leadership Consultant.
The book focusses on a simple idea but one that informed the team as they prepared for and ultimately
achieved their goal of winning Olympic gold. In exploring how to achieve their
goal in terms of behaviours, beliefs and attitudes they constantly asked themselves this
question – ‘will it make the boat
go faster?’ If the answer was
no, they chose not to behave
that way or chose to change
their belief and attitude.
The eleven chapters of the book
are divided into specific episodes in the crew’s journey recounted by Ben and
then analysis from Harriet in which she gives some
practical thoughts on how to apply the lessons that
the team learned to our everyday business and life
situations.
The power of the book is its simplicity. I really like
that fact that Ben and Harriet have not tried to create a complex new model of team performance.
They are simply sharing ‘the key points that made
the biggest difference’ for the team. This is a good
read and a useful reminder that, in a world of ever
greater complexity, simple ideas implemented consistently will often make the biggest difference.
By John Frost
Values Based Leadership
Publisher: Matador

Battling for Success
In our article, Inspiring Women, Graham Smith and Karen Frost; spoke about how men battle to bond and
women tend to bond before they battle; and the way
they bond is through shared emotions. So setting aside
time for women to connect emotionally before they get
into a process, whether that be onto the competitive
sports field or into the Board Room, is, in our opinion,
vital.

Performance Impact

So how do you do this? How do you enable women either as a single gender team or as part of a mixed gender
team to make the emotional connections so they can be
at their best? You first need to acknowledge this need
for emotional connection and then, secondly, as managers and coaches, think about what else you need to add
to enable the bonding to take place.

part of enabling women to connect emotionally with an
organisation and a team. After that, it is important to set
aside the time and commitment to enable them to build
personal relationships with their colleagues. And as we
have suggested in our Inspiring Women article, it is
about making sure they have the support they need such
as a buddy or a mentor for a period of time. Again, in the
world of work setting aside time to do team events and
team activities can be extremely important to women, so
team time away from the day job works well.

But why do you need to do all of this and what benefits
does it offer? Every good coach and manager seeks to
create a high performing team and there are a number of
team development models available that help us to understand how teams
develop and what
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and run specifically to create the bonds.
so often happen. So although there can be some ‘team
effectiveness’, simply because they know each other, a
In the world of business it is less obvious
‘Working Group’ is not sustainable. The route that team
what needs to happen, because it is unusudevelopment offers is the dotted line route, the route to
al to have an all- women’s team - other
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step is to understand that building trust is a fundamental

From there, it is important to maintain the strong emotional links that enable a team to perform, learn from
each other, trust each other and reap the benefits of success. For us, when you are part of a team that achieves
high performance and a team that is successful and outperforms other teams, then there is a feeling of calmness.
Interestingly, this calm feeling is an emotion that single
and mixed gender teams talk about, so it is something
that we would consider to be a universal measurement
of high performance. In this environment decisions are
made easily and mutual trust is high throughout the
team. People know when they have been to this level;
once felt it is never forgotten
and it is something that is
continually strived for.

In sport it is well respected and understood that teams
need to have time together. For all women teams the
impact of a week away, off-site and all living together is
an essential part of the build-up to major championships.
What happens for women as opposed to all men teams is
that women can be emotional with each other and they
come away from such events feeling like they have a
sense of family, that they belong. This transfers to the
playing field. In business, team events are generally well
understood and well respected. But in some business
sectors this is not the norm and you will hear people being resistant to ‘all this touchy feely stuff’, often asking,
‘can’t we just get on
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leaders and for sports coaches alike is to know how to
get movement in team development. Once this is underSo our message is clear. Women need to bond, to get
stood and accepted, then it is about using
that emotional connection before they will fully trust
Graham Smith
the right set of skills to move teams towards
their colleagues or their team mates before the team can
high performance. Good interventions
even consider being high performance. For men, that
like team building events and on-going bonding may not need to happen, but they still need to
team meetings help. The key to getting
trust and respect each other if they are going to outthe trust you need is about having honperform other teams. By definition, if you have mixed
est conversations where nothing is left
teams then you do need to do the bonding or else people
unsaid and individuals feel safe and seare starting from different places emotionally. And what
cure in their environment. Then they
we are all aiming for is that calm place, where we are
will start to perform. And remember,
truly high performers.
because teams change, this is a continual process, something that needs to be Karen Frost
focused on regularly otherwise the Director of Coaching Values Based Leadership
openness and honesty in the team di- Graham Smith
lutes, then the trust starts to disappear and teams find Assistant Coach of England’s World Cup Rugby Cup
themselves slipping back and eventually becoming a
winning side
group of individuals again.

Our Favourite Videos and Articles
Marshall Goldsmith - Becoming the Person You Want to Be
How Coaching Works
Building your inner coach - Brett Ledbetter

Book Review
The Extraordinary Coach: How the
best leaders help others grow.
By John H Zenger & Kathleen Stinnett
At the beginning of this century Daniel Goleman and
his team published their research on the different
styles of leadership that were required to make successful leaders. The team at Harvard emphasised, on a
number of occasions, the importance of a coaching
style of leadership to support visionary leadership.
Their research showed that without the coaching style
as support, leaders were less successful.
So when I read this book it
underpinned all that a leader needed to know about
being a leader as coach.
Zenger and Stinnett emphasise the value of coaching
inside the organisation and
then go on to offer all the
tools and techniques required to become a leader
as coach. Like Goleman,
they did their research and
found, through 360 feedback assessments, that the most effective leaders in
business were those that were excellent coaches. They
state that when you coach individuals to success, you
lead your entire organisation to success because
“coaching helps individuals discover answers within
themselves and helps them feel more personally empowered. The coach is also dedicated to helping to ensure the implementation and long-term followthrough of planned actions."
The book is packed with ideas, approaches and practical ways to develop your coaching style and there is
even advice for those leaders who struggle to identify
time for coaching. Each chapter also has a summary to
remind you what you have been learning.
I would highly recommend this book as an excellent
reference for those leaders who want to gain more
from the relationships they have with their team and
want to create more of a coaching culture where their
team’s individual skills can be effectively utilised.

Reviewed by Karen Frost
Values Based Leadership
Publisher: McGraw Hill Professional

Case Study:
Governor
Reviews
Background
Since 2013 Karen Frost, of Values Based Leadership,
has been accredited as a National Leader of Governance (NLG). She was able to apply to the National
College for Teaching and Leadership to gain the
qualification to become an NLG because she has
been Chair of Governors at a large high school for a
number of years and because the school is graded
outstanding for leadership and management. NLG’s
go through additional training to develop their skills
as school governor reviewers and this has resulted
in Karen undertaking a number of Governor Reviews requested by Ofsted (Office for Standards in
Education, Children’s Services & Skills).
Karen recently worked with a rural Primary School
set in the heart of the Herefordshire countryside in
England. The school received a very challenging
Ofsted report following a full inspection in June
2013. Leadership and management were graded as
‘requires improvement’ and the report recommended that the school undertake a full review of governance because governance of the school was found to
be weak. The subsequent Section 8 visit in October
2013 identified that not enough progress had been
made by governors and again a governor review
was recommended.
In November 2013 the Executive Headteacher
asked Karen Frost to undertake a full review as part
of the Post Ofsted Action Plan. There was a clear
recognition that the existing practices of the governing body were not adequate for the current leadership challenges and the on-going scrutiny of Ofsted.
Solution
There is a set format for how an NLG should facilitate a governor review, however, there are significant differences between schools and the range of
challenges they face. So, although there were specific requirements included in the review and the subsequent report, Karen was able to offer her extensive knowledge and understanding of governance,

running Boards and leadership development to the
situation at the Primary School. Once there was an
agreement to run a review by the Chair of Governors, Karen’s next step was to meet all the governors to explain the current requirements of school
governance and how effective governance is defined. She also ran a governor self-review, as part of
a full governor meeting, using a 20 minute technique and process she has developed for this sort of
review. This raised awareness and gave the governors a clear insight
into what was working
and more importantly,
what was not.
The next stage in the
process was to review
all aspects of governor
activity
by
going
through minutes, reports and national data for the school, to
review the current position, make observations and include recommendations for change in the final report.
Karen made additional visits to the school to talk to
staff and to meet governors to understand what was
possible and what may need to change. Her final
visit to the school was to present the governor review report and to make the recommendations that
she felt were required to improve overall effective
governance. Once the findings and recommendations had been accepted, the governing body moved
quickly to implement the changes and Karen was

able to offer well tried and tested approaches that
the governors could adopt and adapt. Within two
terms they were well on track and ready for the imminent Ofsted inspection.
Outcomes
Ofsted came to the school again in July 2014. They
graded the school ‘good’ overall and they also found
leadership and management had improved to
‘good’. They commented ‘Governance has improved
significantly and governors
now play an effective role in
holding the school to account for the quality of education it provides’.
In addition to the hard measurement of an Ofsted inspection, governors also reported that they had much more
confidence in the way they
behaved as a whole team
and have continued to develop since the 2014 inspection.
Karen has stayed in contact with the Chair of Governors since the second inspection and continues to
offer advice and support so that the school governors can continue to develop their skills and hold
senior leaders to account.
The school detailed in this case study would be happy
to provide a reference to any school interested in or
requiring an external review of governance.
By Karen Frost
Director of Coaching Values Based Leadership

Final Thoughts
“Fate is the hand of cards we’ve been dealt. Choice is how we play the hand.”
- Marshall Goldsmith
“Develop and empower others.
If you cannot be replaced, you cannot be promoted.”
- Robert F. Solomon Jr
“Win together, lose together, play together, stay together.”
- Debra Mancuso
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