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Abstract: 

This paper examines how coaching effectively develops leadership competencies in today's dynamic 

work environment. It reviews theoretical concepts of leadership development and various coaching 

approaches (systemic, solution-focused, integrative), highlighting their objectives and target groups. The 

study analyzes key success factors like clear goals, trusting relationships, and coach expertise, while 

also addressing challenges such as leader resistance and time constraints. A case study of RHI 

Magnesita demonstrates successful agile coaching implementation during organizational change and 

the pandemic. The paper concludes that coaching is a powerful tool for fostering leadership skills and 

offers recommendations for its professional integration, emphasizing its growing importance in a 

transforming workplace. 
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Introduction 

In today's dynamic and complex work environment, leaders face increasingly demanding challenges. 

Beyond the traditional tasks of a manager, such as organizing and motivating teams, additional 

competencies like agility, resilience, and the successful management of change processes are coming 

into focus. These new requirements necessitate targeted and continuous leadership development, as 

they significantly influence not only the personal performance of the leader but also the success of the 

entire organization (Lüneburg, 2020, p. 10). 

Leadership development is an integral part of human resource and organizational development and is 

crucial for fostering the aforementioned abilities. In practice, however, there is often a deficit of 

individually tailored and practice-oriented approaches that insufficiently consider the needs of leaders 

and the strategic goals of companies. In this context, coaching has established itself as an instrument 

of organizational consulting. The use of coaching enables leaders to further develop their competencies, 

promote self-reflection, and work out concrete solutions for specific challenges in their daily leadership 

roles (Strommer & Buchinger, 2023, p. 5 ff.). 

The central question of this paper is: "How can coaching, as an instrument of organizational consulting, 

effectively contribute to the development of leadership competencies?" To answer this question, a 

systematic literature review will first be used to explain the theoretical framework of leadership 

development and coaching as a consulting approach. The focus will be on the goals of leadership 

development and the role coaching plays in this context. Building on these theoretical foundations, the 

paper will analyze the specific goals and approaches of coaching in the context of leadership 

development and which target groups can benefit from it. 

Another focus of the paper is the examination of success factors and challenges in the coaching 

process. In the practice-oriented part of the paper, a specific best-practice example will be presented to 

illustrate successful coaching programs in leadership development. 

The aim of this paper is to comprehensively examine coaching as a consulting approach and to derive 

recommendations for action for effectively integrating coaching into leadership development. The results 

of this paper are intended to make both a theoretical and practical contribution to the understanding of 

coaching as an instrument of organizational consulting. 

Theoretical Foundations 

This chapter examines the theoretical foundations of leadership development and the role of coaching 

as a consulting approach. It begins by explaining general concepts and approaches to leadership 

development, followed by an introduction to the coaching approach within leadership development. 
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Leadership Development: Concepts and Approaches 

Leadership development is a crucial component of human resource management, aiming to foster the 

skills and competencies of leaders to achieve company objectives and ensure long-term success. The 

development of leaders encompasses both technical and social skills that can be directly applied to 

leadership tasks in practice (Stadlober, 2017, p. 30). 

Various concepts and approaches to leadership development exist, differing in their objectives and 

methodology. These can be broadly divided into four approaches (cf. figure 1). 

 

Figure 1: Leadership development, derived from Ehrlich (2020, p. 36) 

The first category consists of formal development activities, which include institutionalized measures 

such as seminars, workshops, or continuing education programs. These take place within a clearly 

structured and often theoretical framework, aiming to provide leaders with foundational knowledge and 

practical skills. 

The second category encompasses integrated development activities, which are directly embedded in 

daily work. Examples include targeted projects, coaching, or mentoring. These measures enable leaders 

to acquire new skills in a real-world context and immediately apply them in practice (Ehrlich, 2020, p. 

37). 

Another important category is self-development activities, where the responsibility for further 

development lies with the leaders themselves. This includes independent learning through specialized 

literature, reflection on one's own behavior, or exchanging ideas within networks. This area particularly 

promotes initiative and personal development (Ehrlich, 2020, p. 38). 

The model is rounded out by informal development activities, which are based on everyday experiences 

and often occur unconsciously. These include learning through observation, exchanging ideas with 

colleagues, or dealing with challenges in daily work. This form of learning emphasizes the importance 

of practical experiences and their influence on the development of leadership competencies (Ehrlich, 

2020, p. 38 f.). 

Formal development activities Integrated development activities

Informal  development activities Self-development activities

Leadership 
Development
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Overall, this model clarifies that a holistic approach to leadership development cannot be reduced to a 

single method. Rather, a combination of formal, integrated, self-initiated, and informal measures is 

necessary to comprehensively prepare leaders for their diverse responsibilities. 

Coaching as a Consulting Approach: Definition and Importance 

Organizational consulting represents a central aspect of corporate management, aiming to increase the 

effectiveness and efficiency of an organization. To this end, structures, processes, and the corporate 

culture are subjected to careful analysis. In this context, coaching serves as a valuable consulting 

approach that specifically supports leadership development (von Ameln, 2015, p. 9). 

The German Federal Association for Coaching (2004) defines coaching as: "The professional advice, 

guidance, and support of individuals with leadership/management functions and experts in companies" 

(Kühl & Schäfer, 2019, pp. 7-8). 

Coaching is an interactive, person-centered consulting and guidance process aimed at fostering an 

individual's personal and professional development. This process occurs through targeted 

conversations and exercises between the coach and the coachee. The coachee is the person being 

coached (Helmold, 2022, p. 122). Coaching is present- and future-oriented, designed to help the 

coachee develop their own solutions and strategies (Kühl & Schäfer, 2019, p. 11). 

Coaching has gained significant importance in organizations in recent years. Due to rapid change, 

technological advancements, and increasing demands on companies, it's crucial to employ staff who 

are willing to develop and are capable of learning. Coaching is therefore increasingly recognized as a 

strategic instrument for promoting organizational development and performance enhancement (Kraft, 

2024, p. 7). 

This effective approach helps leaders optimize their leadership qualities and make more effective 

decisions. It has thus established itself as an important instrument in leadership development. Flexible 

and individually tailored to the coachee's needs, it supports leaders in self-perception and self-reflection, 

improving leadership competencies, and addressing topics such as communication, conflict 

management, and change processes (Löwer-Hirsch & West-Leuer, 2017, pp. 10 f.). 

A key focus is on fostering emotional intelligence, which is highly significant in crisis situations and 

change management. Furthermore, coaching helps align personal values and goals with professional 

demands, leading to greater self-confidence and agency, and positively impacting team dynamics. As a 

long-term process, coaching promotes continuous professional development and the realization of 

potential (Stadlober, 2017, pp. 14 f.). 
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Coaching in Leadership Development 

This chapter will delve deeper into the specific contribution of coaching to leadership development. The 

following section will detail the objectives of coaching, various coaching approaches, as well as the 

target groups and areas of application within the context of leadership development. 

Objectives of Coaching in Leadership Development 

Coaching in leadership development pursues several central objectives that promote both personal and 

professional growth. A key goal is self-awareness and self-reflection, enabling leaders to recognize their 

strengths and weaknesses, question behavioral patterns, and adapt their leadership style (von Au, 2017, 

p. 12). 

Another focus is on fostering emotional intelligence to better understand and regulate one's own 

emotions and those of employees, which positively impacts team dynamics and the working atmosphere 

(Berger & Fischer, 2017, p. 128). 

Leadership means steering a complex system in a constantly changing environment. Coaching aims to 

help leaders better understand their role and specifically develop their competencies. This particularly 

involves promoting key competencies such as strategic thinking, decision-making, conflict management, 

and communication (Balz & Heisig, 2022, p. 194). 

Coaching supports leaders in clearly defining goals, developing effective strategies, and critically 

reflecting on their leadership role. By analyzing communication patterns, decision-making processes, 

and personal behaviors, optimization potentials are identified. Additionally, coaching uncovers blind 

spots and opens new perspectives for overcoming challenges. Through practical methods like timelines 

or psychodrama, critical situations are analyzed, and alternative solutions are practiced. Coaching 

accompanies leaders through change processes, supports their adaptation to new frameworks, and 

fosters their career development by clarifying and actively shaping long-term goals. Thus, coaching can 

contribute to the sustainable development of leadership competencies in a dynamic environment (von 

Ameln & Kramer, 2016, p. 331). 

Coaching Approaches in Leadership Development 

In leadership development, various coaching approaches exist, differing in their methods, goals, and 

target groups. The choice of the right approach depends on the specific situation, the leader's needs, 

and the company's strategy. 

Systemic Coaching 

A frequently applied coaching approach is systemic coaching. This approach assumes that an 

individual's behavior must always be viewed in connection with their social and professional 
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environment. Systemic coaching focuses on the interactions between the leader and the various 

systems in which they operate – for example, the team, the organization, or the corporate culture. The 

goal of systemic coaching is to sharpen the leader's perception of the system and to highlight courses 

of action that positively influence the overall system (Schmitz, 2022, pp. 26 ff.). 

Solution-Focused Coaching 

In solution-oriented coaching, the focus is not on analyzing problems but on developing solutions. The 

coach supports the leader in defining concrete goals and finding solutions for existing challenges. This 

approach is particularly helpful when quick and tangible results are desired. The solutions are directly 

derived from the leader's strengths to achieve fast and sustainable success (Middendorf, 2019, pp. 3-

5). 

Executive Coaching in the Context of Change Management  

In the context of change management, coaching is geared towards accompanying leaders during 

change processes. The leader is supported in mastering the challenges of change, making the right 

decisions, and guiding employees through the change process. Coaching helps to integrate the personal 

and professional aspects of the change process, enabling leaders to successfully shape the 

transformation (Schmitz, 2022, pp. 32 f.). 

Integrative Coaching 

The integrative coaching approach combines various methods to adapt flexibly to the individual needs 

of the coachee. By using systemic, solution-oriented, and cognitive approaches, the leader's 

development is supported. Person-centered integrative coaching focuses on "self-actualization" rather 

than "self-optimization" and helps coachees better utilize their resources to meet demands (Hellwig, 

2020, p. 102). 

Target Groups and Application Areas 

Coaching in leadership development is an extremely flexible tool that can be tailored to different target 

groups and areas of application. There is no "one-size-fits-all solution"; instead, it is always individually 

adapted to the needs of the leaders and the organization. 

Target Groups in Coaching 

Within leadership development, coaching is particularly offered to junior executives who are facing the 

challenge of transitioning from a specialist role to a leadership position. Coaching supports junior 

executives in developing leadership competencies and acquiring the necessary social skills to succeed 

in their new role. 
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Furthermore, coaching can also be beneficial for experienced leaders in middle management, especially 

when they are confronted with new challenges. These include changes in company structure, 

transitioning to another leadership position, or managing complex change processes. 

Leaders facing difficult situations such as corporate crises or high pressure receive support through 

coaching to strengthen their resilience, think strategically, and make clear decisions. 

Additionally, coaching is used in top management for reflection at the highest level to develop their 

visions, expand their leadership competencies, and effectively implement the corporate strategy (Rauen, 

2004). 

Application Areas of Coaching 

The areas of application for coaching in leadership development are diverse and align with the individual 

needs and challenges of leaders. A central area is preparation for a new leadership role, where coaching 

helps them adjust to new demands and responsibilities and develop the necessary leadership 

competencies. 

Moreover, leaders are offered support in managing challenging, innovative projects by opening up new 

perspectives and developing suitable implementation strategies. 

Another important area of application is self-assessment in connection with critical situations, where 

leaders can reflect on their own strengths and weaknesses and gain insights for their further 

development. 

A key aspect of coaching is also the analysis of individual leadership behavior. By reflecting on and, if 

necessary, adapting this behavior, leaders can increase their effectiveness. 

Coaching also makes a significant contribution to decision-making in complex situations by providing 

leaders with well-founded decision-making bases and expanding their options for action. 

Furthermore, coaching is a helpful tool in daily work, for example, in improving behavior in meetings, 

delegation skills, or optimizing team interactions. 

Finally, coaching is also used to address stressful or sensitive topics and problems, helping leaders 

reflect on difficult situations and develop solution strategies that benefit both themselves and the 

company (Becker, 2002, pp. 398 ff.). 

Success Factors and Challenges 

Coaching is a vital part of leadership development because it allows leaders to expand their 

competencies, foster their personal and professional growth, and meet the demands of modern 

corporate management. However, the success of coaching depends on various factors, while practical 

application also presents challenges and limitations. 
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Success Factors of Coaching 

The success of a coaching process in leadership development hinges on several factors concerning 

both the leader and the organizational environment. A crucial factor is individual goal clarity. Leaders 

must define clear and realistic goals at the beginning of the coaching, such as improving leadership 

skills or preparing for new challenges. These goals serve as guidance for the entire process and 

establish a common ground between coach and coachee. Without clearly defined goals, the process 

can become unstructured, and the desired results might not materialize (Kraft, 2024, pp. 73 f.). 

Developing a trusting relationship between coach and coachee is critical for coaching success. Leaders 

must perceive the coach as competent and supportive to openly discuss challenging topics. In a safe 

and appreciative environment, personal development areas can be honestly reflected upon, and 

changes can be initiated. The coach's role is to build trust and encourage openness (Jochum & Jochum, 

2001, p. 494). 

The qualification and experience of the coach are of crucial importance for coaching success. A qualified 

coach is characterized by expertise, methodological competencies, and experience to address the 

leader's needs while also providing challenging impulses. The combination of specialist knowledge, 

methodological diversity, and empathy constitutes the professional coach (Kutz, 2020, pp. 41–44). 

Coaching success also depends on the leader's commitment and willingness to be open. The leader's 

readiness to actively engage in the process, accept feedback, and confront their own behavioral patterns 

and areas for development is considered an essential factor for the full realization of coaching's impact. 

The willingness to reflect and change is a vital prerequisite for achieving the goals defined in the process 

(Strommer & Buchinger, 2023, p. 69). 

Another success factor in leadership coaching is the voluntary participation of those involved. The client 

must be willing to bring about changes and take responsibility for them. Secondly, the coach's 

independence is crucial to ensure there are no hidden agendas. High appreciation and respectful 

communication between coach and client are fundamental for the client to open up. Finally, discretion 

is central to building and maintaining trust, with information only being shared at the client's request 

(Gasche, 2021, p. 58). 

Challenges and Limitations 

Despite the numerous benefits of coaching in leadership development, there are also several challenges 

and limitations that must be considered to ensure the effectiveness of the coaching process. 

One challenge is the resistance of the leaders themselves. Some leaders are skeptical of coaching or 

hesitate to engage in a personal development process. This reluctance can stem from feeling they don't 

need support or from the fear of admitting weaknesses. Such internal blockages hinder the coaching 
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process by preventing openness and active participation. A study by the ULA (United Leaders 

Association) shows that while coaching is valued as a training format, only a small percentage of leaders 

actually utilize such offers, often out of fear that seeking coaching might be perceived as a weakness 

(Sicking, 2013). 

A common problem in leadership coaching is the lack of time and resources. Leaders are often under 

high pressure and rarely find sufficient time for regular coaching sessions or the consistent 

implementation of solutions. This can impede progress and requires close coordination with the coach, 

as well as organizational support to create time slots for coaching (Gasche, 2021, p. 152). 

Organizational barriers such as rigid structures or a lack of support from superiors often complicate the 

sustainable implementation of coaching results. Coaching should therefore be understood as a strategic 

development instrument and embedded in the corporate culture (von Au, 2017, p. 3). 

Practical Example – New Work and Coaching (RHI Magnesita) 

In this chapter, a practical example from RHI Magnesita, a world-leading company in refractory products, 

will be presented. It demonstrates how the company supported its leaders during times of market 

changes and the pandemic through targeted coaching measures. The coaching methods applied and 

their successful integration into the change management process will be described. 

The pandemic and the associated market changes demanded a swift response from RHI Magnesita. 

The company established a task force that implemented a reorganization and an international 

digitalization campaign to prepare leaders for the new challenges. Coaching played a central role in 

supporting leaders during the implementation of change processes and in fostering their personal and 

professional development. 

Within these extensive changes, coaching was used as a central element in the change management 

process to prepare leaders for the new demands. In addition to strengthening their strategic 

competencies, the focus was on personality development and dealing with uncertainties, as well as agile 

work processes. Leaders were not only expected to implement strategic goals but also to expand their 

leadership competencies in the new work environment. 

A three-month learning cycle allowed for continuous adaptation of content and responsiveness to 

feedback and current challenges. This ensured high adaptability to the constantly changing situation. 

Regular feedback rounds with leaders helped identify important topics and align coaching content 

precisely. 

Given the pandemic and the reorganization, coaching was utilized to support leaders in effectively 

designing virtual teams and digital collaboration. Agile methods enabled the rapid provision of tailored 

learning content directly aligned with the current needs of leaders. 
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A holistic coaching approach combined various formats to ensure the comprehensive development of 

leaders. 360° feedback promoted leaders' self-reflection and helped identify potential areas for 

improvement in their leadership work. Virtual masterclasses served as catalysts, supporting 

independent further development and knowledge exchange. Strategic and practice-oriented content 

was provided to strengthen leadership competency directly within the company's context. With tools like 

LinkedIn Learning and a Leadership Toolbox, leaders gained flexible and individualized learning 

opportunities that met their specific requirements. 

Through this agile coaching approach, RHI Magnesita ensured that its leaders were optimally prepared 

for the changes. The continuous adaptation of learning formats and content, as well as the use of digital 

platforms, provided practical and tailored support that helped leaders quickly adapt to the new 

circumstances and further develop their leadership competencies. More than 800 leaders worldwide 

benefited from this innovative approach, which ensured sustainable success (Altenberger, 2021, pp. 

167-178). 

Conclusion and Outlook 

In this paper, we examined how coaching, as an instrument of organizational consulting, can contribute 

to the development of leadership competencies. The central research question, "How can coaching, as 

an instrument of organizational consulting, effectively contribute to the development of leadership 

competencies?" was investigated using theoretical concepts and a practical approach. The analysis has 

shown that coaching is a powerful and flexible tool that can be specifically employed to equip leaders 

with the competencies required to navigate the diverse challenges of a dynamic work environment (Kühl 

& Schäfer, 2019, p. 11). 

The theoretical discussion of leadership development and the various coaching approaches clarifies 

that coaching in leadership development functions not only as an individual development tool but also 

as a long-term process that fosters personal and professional reflection. Specifically, systemic and 

solution-oriented coaching offer diverse approaches to support leaders in their complex roles. Coaching 

is particularly successful when it is specifically tailored to the individual needs of the leader and the 

strategic goals of the company (Böning, 2016, p. 19). 

Throughout the paper, the significant success factors for effective coaching were analyzed, and the 

challenges that can arise from practical implementation were discussed. The quality of coaching was 

identified as a central element for success, rooted in the coach's expertise, clear goal setting, and a 

trusting collaboration with the leader. At the same time, challenges such as lack of time and resistance 

within the company must be considered to make coaching effective (von Au, 2017, p. 21). 

The practical example of RHI Magnesita illustrates the implementation of coaching within the context of 

"New Work," aiming to prepare leaders for the challenges of a changing work environment. This 
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contribution highlights that the implementation of coaching into specific leadership development 

strategies makes a significant contribution to optimizing leadership competencies (Altenberger, 2021, 

pp. 169 ff.). 

In summary, coaching is an effective instrument for promoting leadership competencies when it is 

specifically and professionally integrated into leadership development. The investigations and practical 

case studies support the hypothesis that coaching fosters the personal development of leaders, 

strengthens their ability to act in daily leadership, and has a positive influence on the success of 

companies. To fully exploit the potential of coaching, it is crucial that coaching processes are 

professionally guided and continuously adapted to the changing demands of leaders and organizations 

(Lüneburg, 2020, pp. 34-36). 

The recommendations in this paper offer practice-oriented approaches for integrating coaching into 

leadership development and emphasize the necessity of targeted, individualized support for leaders to 

sustainably strengthen their competencies. 

In the future, coaching in leadership development will continue to gain importance, especially in the 

context of digital transformation and hybrid work models. Further research could focus on integrating 

new technologies such as online coaching and artificial intelligence. Additionally, topics like diversity and 

the long-term effects of coaching offer potential for future studies. Overall, coaching remains a valuable 

tool to sustainably foster leadership competencies and adapt them to the dynamic demands of the 

working world. 
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