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EXECUTIVE COACHING – THE TOGUNA WAY 

 

A summary of what you need to know when you consider working  

with one of us as your coach 
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THE TOGUNA APPROACH …  

Our approach to individual coaching of executives is solution-focused 

and strengths-based.  

What does that mean? 

Solution-focused means that we start by jointly developing a very clear 

idea of what the ‘success’ we’re working towards means and looks like.  

Strengths-based means that we initially look at what you naturally do 

and enjoy doing when you are ‘at your best’, at your most resourceful. 

We seek to comprehend what allows you to excel already, in order to 

discover ways of building on this.  

Yet as much as we love understanding what already works for you, we 

also need to look at the potential pitfalls of doing too much of a good 

thing. We all have a handful of default behaviours, which work for most 

situations, yet undermine us in others (think of how much somebody 

who can only pull off an accommodating style will struggle in tough 

negotiations). Or, taking your cue from what you see yourself doing or 

not doing in your current line of work, you might arrive at some very 

unhelpful assumptions of what you are and aren't able to do, or even 

who you are and who you are not (e.g. "I am not a sales person"). 

 

Coaching can help you flex your leadership and communication style as 

we all know that to progress further “what got you here, (often) won’t 

get you there”. We help you unpack what gets in the way, smile in 

recognition of what’s underneath and define, what ‘success’ really 

means for you. 

The majority of our coaching clients seek support through key  

transition stages, be it moving into a new or broader leadership role, 

accepting a stretch assignment in a different country or culture, or 

seeking a re-orientation of their career.  

 

WHAT SOME OF OUR CUSTOMERS SAY 

“You ask the right questions in the right way. I see more clearly, when I 

hear myself talking to you.” (Senior Manager) 

 

 

 

Coaching is the art of 

supporting somebody to tap 

into their ‘un-thought known’ 

(W. Bion). 

 

What got you here  

- won't get you there. 
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“In my mind, I know exactly what to do and how to do it. I still don’t do 

it, though. Preparing and actually practising those sorts of situations 

made all the difference.” (First time manager) 

“I’m never taking the time to think: what do I really want?  

I’m stuck in: ‘I ought to …’ and there is nobody inside my organisation  

I can have an honest debate with around this. Not because I don’t trust 

people, but because we have roles and responsibilities and my worries 

and doubts are for me to sort.” (Manager on the brink of deciding if to 

put his name forward for assessment for the next level of seniority) 

 

HOW DOES IT WORK? 

A coaching assignment typically consists of the following stages: 

 

Chemistry meeting (60 – 90 min) 

 Learn what ‘confidentiality’ means in a coaching context 

 Talk about your goals for coaching (how will you know that the 

coaching has been worth your while? What will be different as a 

result of it? What will you be able to do that you find difficult right 

now? What will you no longer do?) 

 Define the kind of situations, when you are at your best – what 

enables that? 

 Describe the kind of situations that are really challenging for you 

right now – what gets in the way? 

 Express, what you expect from your coach and what helps you to 

learn (balance of support and challenge, your preference for talking 

through vs. acting out, etc.) 

 Jointly develop a basic roadmap for a coaching relationship: what 

are the key topics; how they will be tackled; how will progress be 

measured; number of sessions; will they be in person sessions vs. 

telephone conversations; any pre-work that might be useful, such as 

360 feedback, psychometric testing; how to involve any key 

sponsors, such as appraisal partners or partners you do a lot of work 

for, etc. (They are typically interviewed for about 20 min, either with 

the coachee present as a so-called 3-way contracting, or in a 

separate conversation) 

A process focused exclusively 

on your needs. 
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 Agree next steps (how and when will you let the coach know if you 

want to work with her/him; who needs to be informed, who will take 

charge of getting in touch with sponsors, etc.) 

Written coaching roadmap 

Once you have confirmed your coach, you will get a written summary of 

the roadmap (goals, topics, approach) as a basis for your coaching. This 

is a working document and is subject to change as the coaching 

relationship evolves. 

Active coaching relationship 

The subsequent coaching relationship typically consists of anything from 

3 – 15 sessions of 60 – 90 min each. Coaching can take place face-to-

face, or on the telephone, yet it can also mean that your coach 

'shadows' you in a real life situation (a meeting, a court hearing that's 

open to the public, etc.). What will work best for you depends entirely 

on your coaching goals. Often it makes sense for the initial session to be 

a double session (2-3 hours).  

Sponsor interview or three-way contracting  

If you want to involve a sponsor - and our experience suggests that that 

is a really good idea - then the interview between your coach and your 

sponsor or the three-way conversation to jointly define your coaching 

goals will typically take place after the first coaching session. Why? 

Because by that time both you and your coach will be entirely clear on 

what it is you want to achieve and thus more able to ask the questions 

that will illicit you sponsor's point of view of what will help or hinder you 

to get there. Another typical question your coach will ask of your 

sponsor is: "What will you do, to help … achieve these goals?" 

Ongoing feedback 

Each coaching session will finish with a short reflection on what worked 

well and why and what has to change for your needs to be met even 

more poignantly. After the first application/practice period, each session 

will start with a short reflection on what happened since the last 

meeting/call. 

Mini-Assignments 

In between sessions, you will undertake mini assignments that have 

been agreed in the coaching session. This might be to actively try out a 

specific way of doing things and keep notes on how effective this is, this 

might be to write down your responses to reflective questions, this 
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might be to draft a business plan, or a presentation which can then be 

shared with your coach for feedback. 
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Evaluation  

Half way through the coaching assignment and at the end of the 

assignment, a broader feedback conversation will take place to 

determine what has been achieved, what made that possible and to 

agree how to keep in touch beyond the assignment. 

Handing over 

If sponsors were involved, there will typically be a conversation with 

them, too, to round off the coaching relationship and to agree, how they 

can continue to support the consolidation of the learning that took 

place. 

Dormant coaching relationship 

Even when the active coaching relationship has finished, we hope that 

you will stay in touch with us, to use us as an occasional sounding board 

and to share successes and the odd set-back. Clearly, no fees apply. 

 

WHAT MIGHT BE USEFUL TO KNOW 

 

 Personal development is work. Often even hard work. With 

coaching you have an ideal challenge and support structure 

within which to engage with your gremlins and embark on a 

game changing personal growth journey. We strive to make it as 

enjoyable as possible yet it will still feel uncomfortable and 

tough at times.  

 Before the chemistry meeting, we will usually have agreed 

hourly rates and the terms and conditions for invoicing with the 

relevant professionals in your organisation (typically HR or 

Learning and Development/Talent Development). 

 We will usually have signed a confidentiality agreement with 

your firm, which means that you can comfortably speak about 

live business issues. Yet even if no such formal document is in 

place, we are not allowed and will not talk about your business. 

Ever. 
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 Confidentiality goes well beyond any business matters: as 

coaches we are obliged to treat everything you say to us 

absolutely confidential. We will never give specific feedback 

about you, unless you have explicitly asked us to do so (in those 

cases, we still recommend that feedback is given as part of a  

3-way conversation which means you are present and can 

comment). In conversation with your HR/Learning and 

Development/Talent Management we will only ever provide 

information on typical issues discussed in coaching. Those will 

be non-attributable to individuals.  

 Some organisations request for a short summary of the 

coaching objectives and the agreed approach to be shared. This 

will be high level and agreed with you, before you are asked to 

pass it on to HR/Learning and Development/Talent 

Development. 

 As part of your in-house quality control, at the end of a 

coaching assignment, your HR/Learning and 

Development/Talent Development will most likely ask you for 

feedback on the effectiveness of coaching as a development 

measure and your view on the quality of the coaching you 

received.
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About TOGUNA 

 

Toguna Leadership Development creates  

bespoke learning experiences that give leaders 

 

 protected space and time to focus 

 a deep sense of self-efficacy 

 a ferocious appetite to act 

 permission to stumble, laugh and learn 

 awareness of their personal growth 

 

Toguna Leadership Development 

Coaching House 

Maximilianstraße 43 

80538 München 

Germany 

 

www.togunaleadership.com 
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