
 1. Introduction - Academic Business 
Coach Handbook 

 

1 - ABC 

Entrepreneurship has become an increasingly prominent topic among young Europeans. The idea of not 

just being employed but making a difference in the world grows stronger in the last years, especially 

among students and young scientists at European universities. The image of creating an impact is seen 

by the latter as strongly associated with being an Entrepreneur. While creating an own idea seems easy, 

its development to a sustainable business is very challenging. Some universities already address the 

need for a support structure for their students and scientists in order to foster such ideas and help them 

overcome initial obstacles. But many other European universities do not dispose of such facilities, while 

their students and researchers, as well as academic teachers, have to deal with questions which 
inevitably arise when one wishes to bring an idea to the market. 

This manual aims to offer a supportive framework to all university staff members who endeavour to 

launch their students in the area of entrepreneurship and of starting up a business. We would like to 

describe the former as “ABC”: Academic Business Coaches, as they are coming from and are still working 
in an academic environment while wanting to also guide their students in creating a company.  

The present manual describes a process one can go through with material provided by the two 

ERASMUS+ projects called MELES (More Entrepreneurial Life in European Schools), carried out by five 

European Universities, namely the University of the Aegean, the Bialystok University of Technology, the 
Maritime University of Szczecin, Universidade de Aveiro, and Leipzig University.  

What to do if a team decides after this course to create a company? 

This manual aims at guiding academics bringing an entrepreneurial spirit to their higher education 

institutions. This can be achieved by supporting students or colleagues by providing a basic 
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entrepreneurship course, which can be used from “MELES handbook”. Students will learn in a hands-on 

course, which will take place for one academic semester, how to develop and present a business model 

as the first step towards a business plan. In a second course, which focuses on special know -how to 
write a business plan, the gained knowledge can be further enriched. 

The course content is available here: http://meles-project.eu/files/ebook.pdf 

Once the course is completed new questions will arise such as: How can a team who decides to create a 

company? What to do if a team decides after this course to create a company? How can individual 

support be organized at a University or research institute level? 

At this stage students will not expect only a mere evaluation of a business model or p lan by a supervisor; 

they are bound to expect more substantial support in getting access to the much- needed resources. by 
a supervisor but actual support to get access to the resources they need.  

A tailor-made process can then be embarked on with the team, guiding them with management tools 

towards a position where they can start their business. This manual provides guidelines on how to 
structure the process. 

It would like to emphasize two points: 

•   The shift of the university professor’s role in this support process. 

•   The fact that till then tools structure the process but now the structure comes from the team and the 
project. 

2.   How to use this manual 

The manual follows two major lines. One can be seen as a technical guideline, the second one as a 

personal guideline. The technical guidelines show the general process of startup creation from invention 

to finance strategy. This technical process will group the specific developmental stages of idea and team 

into described phases. Those phases hold several elements, the so-called “Fields of action”, which 

illustrate the importance and the insights of each of them and underline what the ABC should know 

about it and why. Each “Field of action” represents a specific topic in a phase of a startup process in 
need of special attention by the team. 

 

This manual mentions the management tools appropriate to each field of action, the use of which 

supports the idea and information structuring from different angles. To keep the manual short, 

informative and “useable”, several references for each “Field of action” are given. A detailed description 

of a number of tools is available in the MELES 1 Handbook. At every step of the support process, the ABC 

will get an overview of the topic and will be provided with references on how to use specific tools and to 
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more material. By using this part of the manual only, the ABC should already be in a position to support 

startup teams in many situations as well as to draw attention to critical instances, which can lead to 

mistakes. He/she then can assist the student in avoiding them. 

The second direction of the manual’s guidelines defines the role of the ABC during the support process.  

The second direction of the manual ’s guidelines defines the role of the ABC during the support process. 

The behaviour of the ABC and his/her way of structuring the process has a great influence on the team. 

The way knowledge is transferred is crucial to the development of the team and the idea. Several roles 

can be endorsed, presenting advantages and disadvantages in different situations: Coach, Mentor and 

Consultant are among them. They can be put to use to foster the development of the team and the idea 

behind it. While the advantage of being in the role of a coach is that the team can explore many ideas 

and pursue personal goals, the role of a consultant is to give answers to exact posed questions. The 

possibility of playing different roles during the guiding process is the key approach of the ABC. This 

manual intends to identify the right role mix for specific situations in the guiding process. This role mix 

or blended coaching approach demonstrates its advantages when used in different phases of the startup 
guiding process. 

3.   The Tool based Guiding process 

The ABC experiences quite a number of different situations when teams come ~to~ him/her for support. 

He/she has to address specific challenges with each team and he/she has to be able to structure the 

process for them. Despite the fact that challenges may differ, questions are often quite similar. The tool-

based guiding process of the present manual provides the ABC with a structure where she/he can 

understand the current situation of the team. This allows her/him to define a field of action she/he can 

work in with the team. To each field of action correspond several management tools from different 
sources; the ABC can choose from them the most appropriate. 

The present manual advocates the use of specific tools in a specific order. This sequencing offers the 

advantage of using the output of one phase as input for the following one. The effectiveness of the tool 

and the process, in general, are thus enhanced. For example, the findings from market research can be 

used for completing a Value Proposition Design. The results of a Value Proposition Design  can be the 

starting point of a Business Modell Canvas. The complex process of starting a business can thus be 

broken down to several steps that are easier to go through. The Phases allow you to step back at any 

stage and to decide if it is worth investing more of your time in the increasingly time-intensive following 

steps. The ABC has to be aware that sometimes the process is not simply linear and it does not follow 
the provided structure in this manual. 

He/she has to address specific challenges with each team and he/she has to be able to structure the 

process for them. 



In a typical scenario, a team of students or researchers who have an invention/idea are looking for 

someone to support them when managing their new challenges. It can be assumed that team members 

are well-educated people who can learn fast. What they expect is a process they can go through where 
they can reach milestones they can evaluate before making decisions. 

They expect some guidance while they are going through such a novel process. The present manual 

provides a four-phase process where the ABC can provide a set of tools to facilitate going to an investor 

or having access to other financial resources, step by step. Normally the team approaches the ABC with 
one key goal in mind, such as starting a crowdfunding campaign. 

Starting a new business is heading for a risky and insecure field. The teams will often ask for evidence as 

they are used to in their scientific work. The ABC can provide a line of tools, but he/she has to not only 

be aware of the fact that developing a new business is not a linear process and that there will always be 
new circles of using the tools again, but also to raise the teams’ awareness with regard to the fact. 

 

This manual breaks down the process of pre-incubation to four phases. Each phase is connected to a 
major question: 

Is it worth starting the process, or are there general restrictions to work as a business? 

Who will be my client, and what should a product for him look like? 

How can I organize the business around the product? 

Where do I start? 

May a team have already answered some of these questions. So, the ABC can help them to find out, 

wherein the process they stand at the moment. Teams often want to start with the last question, but 

only the solid base of having answers to the first ones enables you to start. By defining several fields of 
actions for each question this manual enables the teams to go through the process one step at the time.  

In the beginning, the teams come with an idea or invention. In the first phase, three points have to be  
clarified. The first crucial point is: What will be the relationship between the coach and the team? 

The second point will be the first verification of the legal aspects of the invention. Is there “freedom to 

operate” and are there possibilities to protect the idea or at least parts of it. In those specific questions, 
other specialized departments of the university can be involved. 

The third point is the development of a coaching plan. The means of the coach to support the team 

should be made transparent as well as the specific situation of the team, like running contracts, other 

options, number of team members, third stakeholders in the project.  

If it is clear that from the legal perspective when the team is able to work with the idea the next step is 

to introduce customer-focused thinking of entrepreneurs the team. Here the tool of killer application 

can help. Shifting the view away from the product the team will create and guiding it to the problems 

the customer may want to solve with it, an overview of competing products and the identification of the 



most important implementation of a future product, in order to be able to develop a strong USP (unique 

selling proposition). Often the teams ask at a very early to create a business plan. Only with a clear id ea 

of a USP and a focus of what the most important characteristics the business plan will be can be this be 

achieved. At the end of this phase, there should be a decision with regard to whether if it is worth 

started writing a business plan. If the answer is yes, a milestone plan that respects the individual 

situation of the team members is developed. 

. 

In phase two the ABC provides the way to transform an idea to a product by making the team focus on 

the customer, with the use of the tools “Market research”, “Understanding Customer Needs” and 

“Value Proposition Design”. In our experience, academic teams have a tendency to initially resist 

changing the focus because it is easier for them to work with scientific evidence, rather than with 

assumptions based on the data you can reach. In a phase before any financial means are organized.  

These tools will be repeated until the team finds the customer segment they want to continue working 

with. 

Now the team has to use the tools “Business Model Canvas”, “Customer Growth Canvas” and “Market 

test” to develop an understanding of what they will have to do to satisfy the customers. The use of the 

second and third tools will always generate modifications of the Business Model Canvas. In this phase, 
the ABC constantly encourages the team to be responsible for their decisions. 

In the fourth phase, the ABC can give some technical advice on how to write a “Business Plan”, and 

he/she can support with his experience teams with regard to “Scan funding”. He/she can also offer 
training of “Pitches”. 

 

2 - Tab. 2: The tool-based guided process. 

3.1. Phase 1 – Invention to the business idea 
The general aim in phase one consists of classifying the invention itself and explore the possibilities to 

create a product as well as understand the motivations of the inventor. An individual road map is fixed. 

Field of Action – Agreement & Coaching Plan 



At first contact, the ABC should clarify your relationship, the ways you can support the team and allow 

the team to explain their goals. One tool which can be used is “active listening 

“ (https://coachfederation.org/blog/10-tips-for-effective-listening), to understand the intentions and 

goals of the team. Fix an agreement, define what you support will be about and what will stay in the 
room, so that everybody will feel save. 

Let the team develop their timeline. Which obstacles and pressures are likely to influence it? The end of 

a working contract or the studies can signal an obstacle to start now and pressure to start the project at 

the same time maybe another. Here you can find a first milestone planning tool 

(https://dieprojektmanager.com/milestone-plan/) which can help to structure your support. According 

to the timeline, the ABC can structure his/her support around. The more the institution behind the ABC 

can offer to future entrepreneurs (space, access to investors through organised events) the more the 
ABC should structure the timeline of the development process. 

 

https://coachfederation.org/blog/10-tips-for-effective-listening 
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Field of Action – IP Management 

“A wise man will always allow a fool to rob him of ideas without yelling “Thief.” Ben Hecht 

Sharing an idea might be in some ways a friendly way of spreading knowledge but when it comes to 

intellectual property in science, then protected knowledge is sometimes the base and core value of an 

invention and later business model. 

Therefore, the topic of IP Management becomes an important issue especially in the beginning of a 

strong scientific-related start-up project. In general, the term intellectual property (IP) encompasses 

industrial property rights (including patents, utility models, brands, design rights), as well as copyrights, 

property rights related to copyright (e.g. on photographs, rights of the database manufacturer, rights to 

the film work), specific know-how (if the will to protect knowledge is clearly identifiable) and intangible 
assets. 

In the context of the university, we want to focus on the protection of new techniques and know -how. 

The most chosen way in this environment is the use of patents and utility models.  

The overall goal in this matter should be to make sure that the team and the represented invention 
has the “Freedom-to-Operate”! 

This topic will essentially be represented by two major actions: On one hand, the IP management should 

use “Freedom-to-Operate” (FTO) analyses before the market launch to clarify whether the new product 

may violate the rights of third parties or not. On the other hand, own inventions made in the R&D 

process, as well as other intangible product aspects such as a product name, should be protected from 

imitation. The latter includes, among other things, accepting inventions or registering, maintaining and 

enforcing property rights. 
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You as an ABC should be aware of this importance and pose questions like: 

•   Is there a publication on the way that could interfere with the possibility to protect the IP of the idea? 

•   Are there somewhere patents that could interfere with the operation of the new enterprise? 

Most European universities have special offices where issues of patents concerning the research are 

processed- The ABC should provide the link between current entrepreneurs and in-house expertise. 

Otherwise, he/she has to support the team with the research of patents in the national databases.  

A patent gives the owner the exclusive right to use its invention for twenty years. Investors often ask if 

the IP is protected by a patent. There is no standard how universities and research institutes apply for 

patents and how they organize the transfer the ownership of the patents to the researcher in case he 

wants to create a company. They all have individual processes and conditions. Here the ABC should get 
informed about the rules of his own institution. 

Results of this research may necessitate a quick response, in order not to lose any advantage over future 
competitors. 

The results of this field of action can interfere again the time planning. 

 

 

Freedom to operate - the ability to use or commercialize a product or process without infringing 
another party's valid intellectual property rights. 

Freedom to operate analyses – searching in the patent literature if there are patents pending or issued 

which could cause an infringement of them regarding the actual invention and patenting attempt.  

Some universities have specific offices to check for such causes.  

 

 

 

1.   http://www.iprhelpdesk.eu/news/intellectual-asset-management-university-booklet-ukipo 

2.   Patent Freedom to Operate Searches, Opinions, Techniques, and Studies. American Bar Association 
2019 

3.   European patent database https://www.epo.org/ 

4.   http://patft.uspto.gov/ 

Field of Action – Killer Application 

After the legal fact is checked, it is time to turn the view from the team and the invention to the 

business. Often at universities, the starting point is the research-based results. These should be formed 

in a product or service, a customer can use now. This field of action is a test if the team is able to switch 

http://www.iprhelpdesk.eu/news/intellectual-asset-management-university-booklet-ukipo
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the perspective to a customer’s viewpoint. A switch that is necessary to develop entrepreneurial skills. 

At the same time, we will see if we can identify some business opportunities. Here the ABC can use the 

tool “Killer application”. A tool that was developed in the IT sector. In our case the Killer application is 

used in a more general sense: Do we have a way to offer our idea/invention to the customer that he can 

apply it in a comfortable way? The thesis behind is, if it is not comfortable, he will not be interested to 

try it. So, the Killer Application is a part of the Unique Selling Proposition of your product: The central 
argument why customers decide for your product and not your competitors one.  

 

3 - Tab. 3 USP and Killer Application. 

The history shows that there were several very interesting inventions that could make their 

breakthrough only in combination with an application that made them easy to use. An example is the 

first spreadsheet applications that made the pc popular. Now it i s for the team to develop an idea about 
the way customers could use their product. 

Maybe the team has already a Killer Application, then they could benchmark with other products from 

competitors. If not, then they can compare their future application with the most important competitors 
of the field in which it could be. 

Or they could use creativity techniques in moderation of the ABC to develop an idea. If the ABC realises 

that the team is focused on technical development and has difficulty to imagine the f uture uses their 

product will be put to, the ABC should involve the team in events with other students in order for them 
to collect a bunch of ideas 

When such ideas emerge, the ABC should evaluate them with the help of benchmarking with 
competitors, so as to prioritize the ideas the team will start with. 

 

 

How are those tools linked? 



 

4 - Tab. 4 The linkage of the tools 1 

It is based on assumptions, why the invention is needed by some people (who build the market). In the 

early phases of our approach, we try to generate those assumptions based on the input of the 

supported team, as well as some basic market research. As an outcome of those first steps, the ABC and 

the team should have a much better understanding of their own invention and for whom it might have 

some value. It is also important to understand that those assumptions are on a certain level speculative, 

which leads usually to changes and corrections as soon as new information is gathered. For the ABC it 

should be a great starting point to pose certain detailed questions after those puzzles of assumptions 

has been assembled. Furthermore, it gives the opportunity to design tests to verify those assumptions 
and proceed with the product and customer development. 

Dornberger Utz, et al: Entrepreneurship promotion at higher education institutions. Leipzig 2015; 

http://online.fliphtml5.com/qwmj/srzz/#p=36). 

3.2. Phase 2 – Business Idea to Product 

In phase two the team should get a clearer understanding of the reason customers will buy their 
product. This is the base for developing the product and calculating the costs.  

Field of Action – Market research 

The start-up can become successful only when the business idea is implemented in the marketplace. 

Checking where and how your start-up can be positioned in the sector and market is necessary. First, 

the start-up team should analyse the sector and the market precisely. They should procure data on the 

sector (size, growth rates, etc.), on the competitors, their market strategies as well as their distribution 

channels. Considering the market’s entry barriers, providers and the typical sector prices, costs and 
returns would be necessary. 

The data required for the market and sector analyses are easier to obtain than what one might think. 

First, one has to list which data are required for your analysis and from which sources you can obtain 

this data. Available information sources are the publicly accessible statistics from public agencies, sector 

associations, unions, guilds, chambers of handicrafts, industry, or commerce and last but not least, 



specialized industry press. Other information sources are sector reports and databanks (for example, the 
financial organizations). Conversations with experts and market rivals can also give valuable information. 

The start-up team should be creative and use all available information in order to correctly evaluate the 

chances of success for their product or service in the market. Frequently, taking the telephone in the 

hands and calling potential customers and players in the market is helpful. To prepare your telephone 

research, its recommended to write brief guidelines, so that one can determine the questions and their 

sequence of the interview. With pointed questions, one can save not only time but also increase the odds 
of getting the right answers from the call. 

SECTOR 

In order that potential investors can appreciate your idea and objectives, first, give an overview of the 

sector that your firm will be joining. Describe the current situation of this sector and the future 

development of important factors like technical innovation, modification on legal bases or modifications 
in customer behaviour. Describe factors that influence your enterprise. 

 

 

Guiding Questions: 

• How big are the sales and turnover totals of the sector? 

• Is the sector growing, so that turnover increases are reachable without displacing competition?  

• Which current trends could favour or restrain your product? 

• Which influence do the innovations on the sector have? 

• Which other economic developments influence the sector? 

• How do prices, costs and returns evolve in the sector? 

• How is the growth of the sector determined? 

• How can lawmaker initiatives affect the sector? 

• Which environmental developments influence the sector? 

The start-up can only exist in the market if the customers accept your products or services. To estimate 

the market potential and to target the customers, it is important to define the target group. For that, 

one should arrange potential customers in customer groups (segments). Segmentation criteria are e.g. 

customer benefits, buying behaviour, regions, and usage of the products. One can choose the criteria for 

your segmentation freely if the start-up team is sure that the customers in the same segment are 
reachable through the same sales strategy. 

COMPETITORS 

The start-up team should not underestimate the competition. Hence, they should explain and describe 

the current market position of all the competitors (actual and potential) based on the same criteria.  



Going into the sales, turnover, pricing, volume, growth, market share, costs situation, location, target 

groups, distribution channels and service is necessary. Then, evaluate the own start-up in the same way. 

Comparing the strengths and weaknesses of the competitors to the ones of their own start-up and 

explain your competitive advantage. Comparing the competitor profiles to their own start-up in a 

tabular overview could be helpful. This can be relevant for the competitive advantage in terms of the 

location, closeness to customers or suppliers, availability of labour force, advisory quality of the 

personnel, rent, labour costs and or regulatory obligations. The start-up team should describe the 

environment of the target market, the competitive situation and the strengths of start-up as precisely as 

possible, so that that they can get a comprehensive view of the own market position. 

Guiding Questions: 

• Which important competitors offer comparable products or services? 

• What is the market share of your competition? 

• How profitable is your competition, now and in the future (estimation)? 

• Which customer groups do your competitors target? 

• Which marketing strategies do your competitors use? 

• Which distribution channels do your competitors use? 

• How is the pricing in general? Do you have price ranges? 

• Which new developments are expected in this sector? 

• How can you practice your competitive advantage? 

• Are market entry barriers present and how can you overcome them? 

 

 

 

In the market environment, besides the direct competition, there are other competitive forces. These 

are illustrated in the graphic below and are “Porter’s 5 Forces”, according to the Harvard Professor 

Michael Porter. The start-up team should not forget to have a clear idea of these factors. Possible 

dependencies of important clients or providers belong thereto; and hence, resultant influence like, for 

example, the enforceability of prices, as well as the question about which substitutes, or new entrants 

can endanger in the business. On could meditate during the analysis of the direct competition, how will 

they react to the start-up entry into the market and what one must do to be prepared for this reaction 

and manage it? 



 

5 - Tab. 5: Competitive Strategy 

Hague, Paul N et al: Market research in Practice: How to get Greater Inside from Your Market, 2013 

Field of Action – Understanding Customer Needs 

Understanding Customers Needs is the starting point to develop a product for a client. Only if the team 

has an understanding of the needs their customer may have, can they respond to them with their 

product. It is important to remember, that many needs are not met with the core of the product, but 

with services offered in tandem with them. This field of action is connected to the precedent field, the 

market research, and the subsequent one, the Value Proposition Design. You will have to go through 

these three fields of action with the team several times like a circle until a clear idea of the customer 

and their needs is developed. If different potential target groups are identified, you must analyse them 

all. For which group can we develop are clear understanding of their needs? Which group do we know 

the best? Questions such as how much we know about the representatives of this customer segment 

and are we able to get more precise and reliable information need to be asked. You can support the 

team collecting and measuring the quality of the information by providing them with the tools:  

 

6 - Tab. 6: Elements of a Customer 

What makes a customer a customer? 



Basically, a customer holds three elements: the decision, the benefit, and the payment. As an example, 

let’s imagine the buy of a beverage in a store. There are many options like water or some juice. If you 

stand in front of the shelf with all those options, you will eventually make a decision for a specific drink. 

You also will be the one which pays this drink at the cashier. And finally let ’s assume you are the one 
which is drinking it afterwards, therefore you benefit from the transaction. 

In this easy example you see that the overlap of those criteria, usually implies an end consumer, and 

with this comes a so-called Business-to-Consumer market. 

There also exist more difficult constellation though. Let’s image you run a pharmaceutical startup that 

comes up with a great new drug for the common cold. It heals it in a shorter time but it ’s quite 

expensive. Now you need somehow to address your customer. But who is that? The benefit of a drug 

that cures the disease is naturally the sick patient. But does this patient also decide to take a specific 

drug? In most cases, such a decision will be taken by a doctor, which decides if the medication is the 

right one. Also, when it comes to payment, usually an insurance company will cove r these costs, 

therefore function as a gatekeeper. In this scenario, you have to address and convince three different 
entity’s as a “customer” to sell your product. 

As an Academic Business Coach, you have to analyse those elements and support your teams in  
answering the question: “who is my customer?” 

-Personas (Meles 1 Handbook, http://meles-project.eu/files/ebook.pdf) 

-Empathy Map (Meles 1 Handbook, http://meles-project.eu/files/ebook.pdf) 

-The customer profile (Check: Osterwalder et al.: Value Proposition Design, Hoboken 2014.)  

These first two tools help to develop an understanding of what our customer considers “normal”. With 

the next tool “customer profile” the team goes a step further and sets this customer in relationship with 

its future product: What will he expect from the product, what will make him/her excited and what will 
he/she fear? 

The team has to go several times through the process until they found and know a customer, they would 

like to develop their product for. The outcome of these steps is the base for later prioritizing the 

characteristics of our product. Necessary compromises the team will have to do because of lack of 
resources should not tangent the central needs of the most important customers.  

The tool” Persona” provides the team with a “real” person, a representative of an abstract customer 

segment. This tool helps the team to define, who they are talking about. So, they can develop a common 

understanding for future discussions. There is no right or wrong persona, but helpful and useless ones.  

The “Empathy Map” encourages to look around the defined Personas. This helps to get an 

understanding of what is now normal for our future customer. It directs the look also to aspects that are 

on a first view not directly connected to the product or service, but may well help to develop later 

solutions that are more specific. 

With the third tool in this action line, the “Customer Profile” the team will go back to its product. With 

the deeper understanding of the personas and their empathy map, they differentiate the customer's 
needs in jobs, gains and pains. 

http://meles-project.eu/files/ebook.pdf
http://meles-project.eu/files/ebook.pdf


It is important for all three tools, not to develop them only in your study room, but to make immediately 
the reality check. 

 

 

Field of Action – Value Proposition Design 

The next field of Action is meant to facilitate getting an understanding of what we can offer to the 

customer. Also. Osterwalder provides here a tool called Value Proposition design. (Check: Osterwalder 
et al.: Value Proposition Design, Hoboken 2014.) 

We try to get here a better understanding of the cluster of need a customer expects the product to 

meet and match them with product characteristics that are needed. Here we develop the understanding 

of the product’s dimensions to be designed. 

For this, we use the tool from Osterwalder that provides the next step which is to match the identified  

expectations of the customers with characteristics of the future product. (Check: Osterwalder et al.: 

Value Proposition Design, Hoboken 2014.)  The development of the product is still in process, but with 
this tool, it is possible to sketch the most important of its characteristics. 

This will be the starting point to evaluate in the next two phases the realisation of the product. The 

important point made in this phase by the ABC and the team is that the starting point of the business 

model does not only concern the technical data of the research, but also the customer’s needs while 
applying/using the product. 

 

7 - Tab. 7: The linkage of the tools 2 

What do we know from here? 

All assumptions will stay assumptions until you test them. In order to test them in a way that the given 

answers are useful enough to change our view of the whole business idea, you need to ask the right 

questions. As you as an ABC generated some assumptions together with the team. While on one hand 

the collected information on the invention and the USP of it might be precise, the assumptions about 



the potential customers are still vague and incomplete. To get more light on those black stains in your 

assumptions, we have to ask the right questions to potential customers in order to verify or modify our 

assumptions. The tools “Personas”, “Empathy Map” and the “Value Proposition Design” should help to 

find the right questions, and enable you and your supported team to get in contact with the right people 
to ask those questions. 

The best order in using those tools is shown in the table above, first, take all assumptions from phase 

one and do the “Personas” tool with it. You will come up with some focused, specific assumptions about 

one representative of your customer group. Enrich those specific assumptions by using the “Empathy 
Map”. The output of those two tools can be filled into the “Customer Profile” tool. 

In the “Customer Profile” tool you will have some very specific assumptions constructed with your team. 

Its time to test them! A good way to do it is to send your supported team out and find some of those 

specifically designed people (“Personas”) and ask those specific questions that should have popped up 
by using the tools. 

As a result of those testing the assumptions, you as an ABC can get come back together and analyse the 

answers and results. If some or even all assumptions were correct, then you can be  sure that a need for 

the team’s product exists in the respective customer segment. If there are some unexpected answers, 

which leads to a falsification of some assumptions, then the task will be to adapt to those. The main 

result could be that the customer group is not the “right”. You can use the tools again to start with 

another customer group until there is a match between assumptions and “real-world” information, 
which turn the assumptions facts. 

 

 

Meles 1 Handbook, http://meles-project.eu/files/ebook.pdf 

Osterwalder et al.: Value Proposition Design, Hoboken 2014 

3.3. Phase 3 - Product to market 

Only after an interesting USP for a relevant customer group is identified we can start calculating what 

the new company will need to offer the new product. We can set the priorities in the characteristics the 

product should and must have. Compromises and cutting corners from the ideal will always be 

necessary to be realistic. Only when an understanding ex ists about the core argument which will sell the 
product to the customer, the team can avoid compromises on essential elements.  

Field of action – Business model design 

Developing a business model is the first step to structure the ideas before writing a de tailed Business 

plan. Developing a business model allows the team to discuss the direction of the business and to bring 

different activities and experiences together. It provides the team with a common-sense perspective 

and saves a lot of time when going through further steps, developing the business plan and searching for 

financial means. The Business Model is the draft of your plan. So, you have to see it as a working tool 

where you can fast sketch your ideas before you go to the details.  

http://meles-project.eu/files/ebook.pdf


Osterwalder created a standard by introducing his Business Model Canvas in 2010.  (Osterwalder, 

Alexander et al: Business Model Generation, Hobroken 2010). It is a perfect tool to get a first overview 

of how the business could work. 

You as ABC encourage the team to map their ideas in a Canvas, after having decided for a USP for a 

customer group. And repeating: The business Modell Canvas is a working tool. As such, it presents the 

risk of once filled, forcing to redefine the customer group or rethink the USP. The ABC should  motivate 

the team to question the single boxes constantly until they find a model that sounds convincing.  

The ABC will check which points in the nine boxes are pure speculations or wishes and which are 
validated by data or tests. 

Creating a business model takes less time than writing a business plan. The BMC still gives room to 

redesign your idea and add new solutions or delete expensive ideas. So you should remind the team 

that it is still in a creative phase and you should make sure that the team has a concrete idea of each 

keyword they are filling in by avoiding general assumptions. Here critical questions and digging deeper 

are the helpful methods. You as ABC are always pointing to the relationship between the individual 

boxes of the canvas. You make it easier to realise whether current assumptions affect older assumptions 

in other boxes. The important advantages of the canvas are that it is useful for further development.  

 

Osterwalder, Alexander et al: Business Modell Generation, Hobroken 2010 

https://www.youtube.com/watch?v=RpFiL-1TVLw  

https://www.strategyzer.com/blog/posts/2015/3/23/14-ways-to-apply-the-business-model-canvas 

 

 

Field of action – Minimum viable product 

Once the team agrees on a Business Model, it has to validate its assumptions. The team has to create a 

first product that can be shown to chosen potential clients so as to test their reactions.  In order to get a 

fast reaction, the team should focus on the creation of a Minimum Viable Product (the MVP). The team 

has to have in mind that the reduction of the product to its core has to take place in accordance with the 
USP. 

In every start-up project it is necessary to develop a prototype of the respective product or service 

based on an innovative business idea. This is not so easy very often, because this step requires 

additional resources. It would be recommendable that an Entrepreneurship Hub at HEI could provide a 

small funding of up to 5.000 EUR to finance these prototyping activities in selected start-up projects. In 
some HEIs, one could use existing laboratory facilities for implementing prototyping projects.  

Field of action – Market test 

As soon as it is possible the team the first markets tests should be conducted. You as ABC should 

encourage the team to get out of their laboratory and check the reaction of potential customers. So, the 

team should develop something visible or tangible they can talk with potential customers about, 

https://www.youtube.com/watch?v=RpFiL-1TVLw
https://www.strategyzer.com/blog/posts/2015/3/23/14-ways-to-apply-the-business-model-canvas


Scientists have the tendency to constantly improving (technically) their ideas before offering them to an 

open discussion. This technical approach sometimes neglects the needs of the customers. In an 

entrepreneurial approach you need to get some early feedback in order to redirect your development as 

soon as possible towards the needs of the customers. If this is not the case, the resources are not 
efficiently spent. 

Here the ABC can support with his/her resources as a member of the university. 

The support during the testing phase covers the following basic elements: 
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Possible formats for Market Test could be implemented as follows: 

• Market Test with customers (e.g. Focus groups, interviews) 

• Market Test with event character (booth at local fairs, etc.)  

• Feedback-Café (discussions in a small group) 

Are students a first target group? Can tests via the university institutions be organized? Are there selling 

points such as dorms, cafeterias, libraries? Here the ABC can act as the facilitator. He has to be helping 

to find the right conditions that the teams get support without commercializing the University. Limited 

time frames can be a keyword here. 



Can the university be used as a vehicle to present ideas (of teams that are not established yet) on fairs 

or other events?  The university can be here a partner of the fairs. A public non-commercial organisation 

often gets better conditions than companies. Here it is important to check the status of the team: Have 

the already established a company and does it fit to the presentation of the university? On the long run 

the university will stay a non-commercial partner of the fairs so condition do not change. There is good 

experience in this field if we talk about prototype presentation of very early stage start ups.  

The ABC can support the team with his/her creative ideas as to where they can find locations, events to 

participate in or digitals spaces. Use for example “Open Days” or similar events of your university to 
organize a space where teams and start Ups can present them and their products.  

https://www.uni-leipzig.de/transfer/wissen-kommunizieren/messen/ 
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        4.   Phase 4 – Finance Strategy 
        If the assumptions expressed in the business model are supported by the first market tests, it is 

time to put together a business plan and seek the needed financial resources. The  higher the number of 

realistic reactions of potential costumers’ customers the team can show, the more the potential 
investors. 

        Field of action – Business plan 

        The business plan is the document where the team extensively describes its plans, estimations and 

calculations. This document brings all previously accomplished steps together. It is needed as an 

argument in favour of what should be done and why. Business plans can be written for different 

purposes and different addressees. They can be written for the team, to get a common understanding of 

the path for the next three years, or it can be written for financiers, to prove that their investment will 

be profitable. A business plan describes possible scenarios and you have to be aware which  scenarios 

are interesting for your potential financiers. There is no right or wrong business plan, but only a 

convincing or non-convincing business plan. Even though ~the~ financiers, supporters or project 

partners want in the beginning only a presentation of the team’s business idea, being able to provide 
information on their calculations is always a prerequisite. 



        The business plan is the document where the team calculates the costs of their business model. 

There is no right or wrong business plan, but only a convincing or non-convincing business plan. The 

team should try to include in it all available data to support their assumptions and comprise all costs 

that are needed to carry out what they had promised. So, they will get for the first time an overview of 
the size of the project. 

        The business plan should consist of seven building blocks and, if necessary, an annex.  

• BUILDING BLOCK 1 – EXECUTIVE SUMMARY 

• BUILDING BLOCK 2 – PRODUCT/SERVICE DESCRIPTION 

• BUILDING BLOCK 3 – MARKET AND COMPETITOR ANALYSIS 

• BUILDING BLOCK 4 – MARKETING AND DISTRIBUTION 

• BUILDING BLOCK 5 – BUSINESS SYSTEM 

• BUILDING BLOCK 6 – ENTERPRISE MANAGEMENT 

• BUILDING BLOCK 7 – FINANCIAL PLANNING 

Dornberger, U., Adu-Gyamfi, R. & Sommer, P. (2015). Entrepreneurship Promotion at Higher Education 

Institutions (HEIs) and Research Centres. International Small Enterprise Promotion and Training (SEPT). 

http://online.fliphtml5.com/qwmj/srzz/#p=1 

Field of action – Scan funding 

If the first version of a business plan is finalized the dimension of the investment gets clear. It should be 

also possible to define the potential growth rate and the time until the first turnover allows 
reimbursement. 

With this information the ABC can support the team to focus on the most interesting investors. You 

have to get determine the most import criteria for the investors who could be reached. Financing can be 

organized by state support programs, credits or investors. All of these “sources” have different interest 

and fears which the ABC should help to identify. You should be able to give an overview of the existing 

programs an actor in your region. 

State support programs often have a focus on specific goals (innovation, positive input). There are often 

preconditions to be met, such as an already established company, turnover exceeding a specific amount, 

etc. The advantage is often, these programs don’t ask for shares. Scan with the teams existing 

accelerator programs. They give sometimes give support (also in the form of nonfinancial support as 
free infrastructure) and help to get contact to investors. 

The banks who provide credit need guarantees that they will get their money back. They check facts 

such as experience, other investors, other values as securities, etc. The entrepreneurs often have to 

show that he is sharing the financial risk. Banks prefer investing in the growth of existing businesses. So, 
a first client and first sold products increase enormously the position of the entrepreneur. 

Investors want to be part of the business. They often focus more on chances than on risks. And they 

often get more involved in the businesses with their experiences, networks and regular meetings. But 



even at this point, we have to differentiate between venture capital funds investors who spread their 

risk by investing in many projects or private investors with experience in the business field. When the 

team does not have any capital the investor is the chance, but he will be involved in the business. The 
investor you can convince with an idea and the team. 

The ABC should help the teams get an understanding of the pros and contras of the different forms of 

investments. As universities produce several potential business ideas, events can be organised where 

selected investors (easier to start with institutional investors) see short presentations of selected teams ’ 

ideas. The ABC should consider in his selection of teams that the most important point is an interesting 
event for them. 

Bringing in contacts with different actors helps the team to decide with whom to go further. The ABC 

can use the institution of the university to organise events to meet each other without commitment:  

For some idea’s alternative ways of the first financing can be interesting. If ideas can catch potential 

clients emotionally, you can think about a crowdfunding campaign. Here a number of small investors 

can invest to see getting the project realized. Several platforms help the entrepreneurs to promote their 

project and collect the investors. A crowdfunding campaign cost resources: money and time. Only if you 

present yourself in a professional way you have a chance of success.  

 

https://www.existenzgruender.de/DE/Gruendung-
vorbereiten/Finanzierung/Foerderprogramme/inhalt.html  

https://www.bmwi.de/Redaktion/EN/Downloads/financing-start-ups-and-growth-overview-of-funding-
instruments.pdf?__blob=publicationFile&v=9 

Example of a crowdfunding platform: https://www.startnext.com/home.html?newLanguage=en  

 

 

 

Field of action - Pitches 

The most powerful person in the world is the storyteller. The storyteller sets the vision, values and 

agenda of an entire generation that is to come. 

                                                                ○   Steve Jobs 

Ideas usually don´t come to reality by the will and workforce of the inventor alone. To bring great 

invention and ideas to the market it requires a set of different resources al ong the way. Those essential 

resources consist mainly of people with different skills and abilities, specific networks and nevertheless 

money. To acquire all those, especially the money component, it will arise the task to the investor to 
convince other people from the idea and himself. 

In the business world, where decision-makers are not willing to take a huge amount of time to listen to 

an idea in depth until making a decision, the key is to catch the attention in a short time. In the last 

https://www.existenzgruender.de/DE/Gruendung-vorbereiten/Finanzierung/Foerderprogramme/inhalt.html
https://www.existenzgruender.de/DE/Gruendung-vorbereiten/Finanzierung/Foerderprogramme/inhalt.html
https://www.bmwi.de/Redaktion/EN/Downloads/financing-start-ups-and-growth-overview-of-funding-instruments.pdf?__blob=publicationFile&v=9
https://www.bmwi.de/Redaktion/EN/Downloads/financing-start-ups-and-growth-overview-of-funding-instruments.pdf?__blob=publicationFile&v=9
https://www.startnext.com/home.html?newLanguage=en


decades, a specific format has risen to a “gold-standard” of delivering exactly this task, the so-called 
pitch. 

In the New Economy around the turn of the millennium, those pitches were very popular in the form of 

an “elevator pitch”. At that time, many young companies were looking for capital for their business 

ideas. Since it was almost impossible to get an appointment with the potential investors, they adjusted 

them in the entrance hall of their company and climbed into the elevator with them. There they had the 

duration of an elevator ride (maximum 30 seconds) to sell their idea. 

The era of the new economy is long gone, but the idea of the elevator pitch is more current than ever. 

The modern pitching concept concentrates on bringing the essential core information of new  ideas to 

decision-makers. That can be done in different timeframes, starting from the very short “elevator pitch” 

and its 30 seconds, over to some short presentation pitches with 3 to 5 minutes, as well as even longer 
full pitch presentations with 30 minutes and more. 

All those pitch formats have in common that the idea presenter not simply present and a handful of 

facts about the new idea. It is about creating awareness and interest to learn more details about it. The 
best way to do is to tell a story. 

How can you as an ABC use storytelling and pitching  

to help your team convince other people? 

The story that has to be developed and will be told later on will slightly change every time your team will 

tell it. This has to do with the fact that not every information in the story is equally relevant to 

everybody. When the team, assuming a strong scientific academic origin, develop a story to be told, 

then the highlight will lie mostly on scientific facts, functionalities and connections. In the scientific 

community that may be considered a good story, but usually, the people who have to be convinced 
about the idea have other points in mind then only the scientific aspects. 

The ABC can assist the team by designing a convincing story. The best stories follow more or the less the 
same script. 

1. Problem 

2. Solution 

3. “Underlying magic/Innovation” 

4. Business-Model 

5. Go-to-market-plan 

6. Competitors 

7. Team 

8. Financials 

9. Call to Action 



Starting with this structure or script, you as an ABC can “force” the team to address all those points in 

regarding the idea. During a pitch, usually, the use of some graphical display of the information´s is 

standard, such as PowerPoint slides. Those slides visualize the story the idea presenter is telling the 

audience. Also audio-visual material or a role play can be as a valid form of telling a story based around 
the idea. 

How can you make sure that the pitch 

will become a success? 

The simple answer is practice, practice, practice. 

The best advice and support you as an ABC can give, as soon as the first story is composed, is to let them 

practice the pitch. Also, involve more persons than yourself. The more people with different 

backgrounds hear the pitch and ask different questions, the more will your support team get an idea 

about what elements of the story work, what information´s stick and more importantly when the does 

the audience get confused or bored with the pitch presentation.  

With that positive and negative feedback, you can prepare the team for a public “real” pitch outside the 

safe environment of the university. In every country of the European Union, there are many pitch 

competitions in the city, regional and even national level. The best way i s to encourage those teams who 

you think tried enough in between university walls, to enter such a pitch event. It is unlikely that the first 

pitch will be the successful one where investors are fully convinced and will give your team an 

investment on spot. The important thing is that the experience gained by telling a convincing story will 

lead to completely different feedback from anyone who hears it. This can be a potential new team 

member who is looking for new opportunities or even an investor who has some crucial remarks on the 
idea. 

 



Field of action - Teambuilding 

Listening to investors talking you may sometimes hear phrases like this: “I would always invest in an 
extraordinary team with a mediocre idea, but never the other way around.” 

Investors understand what makes a business huge and profitable. It is rarely the pure idea itself, it is 

always the people who handle this idea, shape a business model around it and turn it into success. It is 

important to understand that the major driver for the success of an idea lies in the people, a fact which 

makes people the biggest asset for the entire endeavour of Entrepreneurship. This medal nevertheless 

has two sides, the thing that on one side is the greatest strength, becomes the greatest weakness on the 
other side. In many parts of the support process, team conflicts are very often the case.  

Teambuilding is a crucial cross-phases “Field of action”, the ABC has pay special attention to it. 

Here it is important to consider the following competences in the start-ups team: 

SPECIALIZED/TECHNICAL QUALIFICATION 

In the analysis of the qualifications of the start-up team, one should point out the ones of particular 
importance for the establishment of the start-up. 

PROFESSIONAL EXPERIENCE 

Successfully practiced specialized/technical know-how gives an important indication of the 

establishment chances of the start-up project and corroborates the credibility of the predicted market 

and sector’s development. 

COMMERCIAL KNOW-HOW 

The commercial management of the start-up is of high importance for the success in the market. 

Guiding Questions: 

• How do the specialized/technical qualifications and professional background of the enterprise 
management team and of the keypersons look? 

• What kind of commercial knowledge/experience does the business management team have? 

• Is there a necessity to strengthen some positions in the management level? 

• To which extent do you depend on important employees? 

“Effective People Management: Your Guide to Boosting Performance, Managing Conflict and Becoming 
a Great Leader in Your Start Up”, Pat Wellington, Kogan Page Ltd, 2017 

4.   Guiding as an Academic Business Coach – behavioural model 

4.1. Ways of guiding - aspects of different roles 

A person in academia who wants to support teams in becoming entrepreneurs has to understand that to 

be a Teacher is only one role of many in the purpose of transferring knowledge to another person. There 

exist other specific roles and even professions with a different approach but also aiming for the same 



goal. The main roles for knowledge transfer we want to focus on, in order to describe the role of an ABC 

more in detail, are the Mentor, the Consultant and the Coach. What all of those roles have in common is 

their major aim, namely, to provide a certain growth of person abilities they interact with. Growth can 

be seen as growth in knowledge, in problem-solving abilities or simply as the growth of a person's 
characteristics. 

 

Tab. 10: The table shows a comparison of different roles by their specific characteristics. As an example, 

the Agenda setting has to be done in all of the roles, but who sets it to structure the process is different 

in every case. While the Teacher sets the agenda all by himself, the Coach will fully comply with the 
Agenda set by the Client. 

The table shows several shapes of different roles. The main differences in facilitating specific growth in a 

person from role to role can be observed in the purpose, focus, method and agenda setting. The 

purpose can be seen as the reason or the motivation of the action to facilitate growth in a person as well 

as the specific field of growth. While on the one hand, the roles of teacher and mentor invol ve a great 

deal of transfer of knowledge to the target person, consultants and coaches barely transfer any kind of 

(specific) knowledge. The same extreme positions in those several roles can be observed also in other 

characteristics. Agenda setting is important for every relationship involving one of those roles. The 

agenda provides guidelines or a structure for the whole process or parts of it. While on the one hand, 

the teacher’s role presupposes that the agenda is set entirely by this facilitator, the role of a coach only 

allows to fully comply with the agenda set ~s~olely by the client. Same differences can be observed in 

the duration aspect of these relationships involving different roles. While a consultant ’s role is to solve a 

problem, a process which usually takes a very short time, a coach focuses on future goals set by the 
client, which can take a long time to achieve. 
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Tab.11 shows the balance of the input from different sides. 

The ABC- Approach combines elements of pure coaching, mentoring and consulting. Teaching is no 

teaching used in this approach. While the process of supporting is still on, the ABC has to endorse 

different roles. A pure coaching element will be present over the whole time of the process, while 
Mentoring and Consulting elements make specific appearances according to the needs of the team.  

The role of the Mentor or Consultant is much closer to the professor’s role: You give input from a 

position of superior knowledge. The coach helps the teams to find their new roles as entrepreneurs. 

They have to be able to take their decisions and they have to learn to select the new relevant questions. 

Business questions differ from the research questions. The role of the coach is the role that requires the 

most behavioural changes form the academic teacher in the start-up support process. This is the reason 

why we will focus on this role and you will find reflections from the professional business coach 

Katherina Kanelidou who is normally acting purely with coaching. She will provide you with some 
questions and techniques to support you in this role change. 

4.2. Coaching – how a Coach operates 

In a coaching process, it is defined that the client (individual, group or team) is the expert in their 
context, and clients are creative, resourceful and whole. The coach is the expert in their field: coaching!  

When a university professor decides to embark on an ABC career, he/she may lack experience in several 

fields to work as a (business) mentor. Using coaching techniques you can support the team by guiding 

the process. The idea is that the team will be seen as the experts. So those techniques can provide 

strong structural help and accelerate the definition as a business. Therefore, ABC has to be familiar with 

some characteristics and techniques of coaching. As the teams are starting a business in a new field, this 

phase can be characterized by insecurity and doubt. Here a coach can help them sort their arguments 
when they want to change from academia to business. 

Excursion: Reflections by IFC Coach Katherina Kanelidou 
What is Coaching? 



“Coaching is the art of facilitating the unleashing of people’s potential to reach meaningful, important 
objectives.” 

Philippe Rosinski 

The International Coach Federation (ICF) defines coaching as partnering with clients in a thought-

provoking and creative process that inspires them to maximize their personal and professional potential. 

For Philippe Rosinski, the key elements of coaching, that are reflected in his definition are: 

Objectives: Coaching is about helping the coachee to define and achieve specific objectives. Alain 
Cardon, MCC, describes coaching as a meta-profession because it has to do with results. 

Meaningful, important: These objectives must be relevant to the coachees’ inner motives and values. It 

is part of the job of the coach to help coachees identify what is specifically important to them. Also, 

depending on the market, the coach works with the stakeholders (clients, employees, shareholders, and 
community) the views of which are taken under consideration when identifying such objectives.  

Potential: In the same perspective as the definition of the ICF, coaches are the catalysts that help people 
achieve their potential. That means that coaches deeply believe in the potential that people have. 

Facilitating: Coaching happens in conversations, and in these conversations, the coach uses the right 

tools and techniques and co-creates with the coachees the space in which the latter will find their own 

answers, solutions, and opportunities. 

People: Coaches work with people, individuals, groups or teams. The same core competencies apply for 

any case; when coaches work with teams or groups, they work at more than one level. We will explore 
team coaching further on. 

Art: Coaching requires specific skills. Over the last years, more information and research about the 

science behind it is offered. Additionally, the list of models, tools, and techniques keeps being enriched, 

providing the coach with a plethora of options. At the same time, the coach is called to choose at any 

given moment the most appropriate tool for the coachee ’s needs. This Art of Choosing, based on the 

coach’s intuition and synthetic intelligence, which goes beyond any mechanical mastery and automatic 
application is one of the factors that distinguish great coaches. 

Coaching is a self-regulated profession. 

The International Coach Federation (ICF) is the world’s largest organization of professionally trained 

coaches. ICF offers the only globally recognized, independent credentialing program for coach 

practitioners. 

What is Business Coaching? 

Business coaching is the process of engaging in regular, structured conversation with a client: an 

individual or a team who is working in a business, profit or non-profit organization, institution or 

government and who is the recipient of business coaching. The goal is to enhance the coachee ’s 

awareness and behaviour so as to achieve business objectives for both the coachees and their 

organization. In the case of the ABC-MELES 2.0 project, these organizations are start-ups or business 
ideas on which the students-coachees are working. 



The business coach helps the coachee discover how changing or accommodating personal 

characteristics and perspectives can affect personal and business processes both. Successful coaching 

helps the client achieve agreed-upon business outcomes as an individual or team within the context of 
an organization. 

Business coaching establishes an atmosphere of mutual trust, respect, safety, accountability  and 

challenge. To that end, the business coach must conduct an ethical and competent practice, based on 

appropriate professional experience, business knowledge and an understanding of individual and 
organizational change. 

Key descriptors of coaching approach for the academic teachers 

1. “Ask vs. Tell” approach. Do not tell the students what to do, instead ask powerful questions. This 

allows them to create their own solutions. When they go through the thought process to get to the 

solution, they are more committed and motivated — it is their idea. 

2. Focus on the person vs. the task — it is about their development. 

3. It is not about “fixing” anyone. Again, it is about their development and about facilitating the learning 
process. 

4. Set up a clear accountability structure for action and outcomes. It helps keep students focused on 
achieving the desired objectives. 

 

How can you behave more like a Coach? 

We, the academic teachers, are trained to deliver knowledge. This is why they deliver the agenda of the 

meeting, while the typical coaching approach is to allow the team to set the agenda and the outcomes 

of the process. Very often academic teachers are in a position that they know “everything” ~and~ that 

students really need ~it~. To behave more like a coach, it is better to meet students where they are, to 

ask questions, which facilitate the process and the conversation and finally to support students ’ 

ownership of their objectives, responsibilities and action steps.  

• Ask good questions to enable the process. 

• Meet the students where they are. 

• Allow them to set the agenda/outcomes of the coaching. 

• Facilitate the conversation (through questions, not suggestions) to the priorities of development 
and progress. 

• Support students’ ownership of their objectives, responsibilities and action steps. 

Types of Coaching 

We will have to differentiate between several types of coaching. Coaching can be categorized as follows: 

A. Based on the goals/client the coaches serve: 



Life or personal coaching, Career coaching, Executive, Business, Relationships, Performance coaching, 
Entrepreneurial / Startup coaching, Corporate coaching, and more. 

In this categorization, the focus of the coaching 

is the context, the environment, and who the client is. One must pay attention to the cases where there 

is a 3-way party agreement, that is when the coach is hired for working with a coachee by a third party, 
either an organization, a company, a university, or any other sponsor.  

B. Based on the number and characteristics of the coachee(s): 

Individual (1-1) coaching, group coaching and team coaching. 

Core Competencies 

The International Coach Federation has developed eleven core competencies to support greater 

understanding about the skills and approaches used within today's coaching profession as defined by 

the ICF. These Core Competencies are grouped into four clusters according to those that fit together 

logically based on common ways of looking at the competencies in each group. (from ICF, Core 

Competencies, https://coachfederation.org/core-competencies). A coach should be able to apply these 
core competencies in contact with his clients: 

Establishing Trust and Intimacy with the Client: The coach’s goal is to create a safe, supportive 

environment that produces ongoing mutual respect and trust. It starts with establishing clear 

agreements and keeping promises. The coach, who shows genuine concern for the client's welfare and 

future, continuously demonstrates personal integrity, honesty and sincerity and respect for the client's 

perceptions, learning style, personal being has much higher changes to create intimacy with the client 

and provide ongoing support for and champions new behaviours and actions, including those involving 

risk-taking and fear of failure. It is worth to mention, that touching new, sensitive client’s areas, always 

require prior permission from the clients’ side. 

Intimacy definition: Psychological intimacy: the sense that one can be open and honest with a partner 

about personal thoughts and feelings not usually expressed in other relationships. Per social 

psychologists, intimacy refers to a process of interaction in which social partners, as a result of sharing 

personal and private thoughts and feelings, come to feel understood, appreciated and cared for each 
other. 

Defining Trust: Trust is choosing to risk making something you value vulnerable to another person ’s 

actions. (Charles Feltman). Interpersonal trust can be defined as a willingness to accept vulnerability or 

risk based on expectations regarding another person’s behaviour. (Borum, 2010). Trusting is something 

we individually do; it’s something we make, we create, we build, we maintain and sustain with our 

promises, commitments, emotions, and our sense of our own integrity. Trust is an option, a choice. It 

involves skills and commitment, not just good luck or mutual understanding. (Solomon, Flores). Trust is 

an integral part of every relationship we have and to a certain extent is present in all human interactions. 

The three layers of Trust that the coach brings to the coaching relationship trust in oneself, trust in the 

coachee, and trust in the coaching process. They all come together and the complete space of trust is 

created and experienced. Coaching works in an environment of trust. What happens when we are in a 

space of trust: Neuropsychologically, we have normal to elevated levels of oxytocin; we also have full 

https://coachfederation.org/core-competencies


availability of neocortex (our «thinking brain») and the limbic brain structures to make decisions and 

take action, and the ability to intervene in and change pre-programmed neural patterns. Some of the 

behaviours which can be observed are cooperation, collaboration, engagement in conversations, 

listening, communicating freely, support of others, sharing information, offering ideas, the expectation 
of the best and willingness to examine own actions. 

Coaching Presence: The Coach is present and flexible during the coaching process. The ability to be fully 

conscious and create spontaneous relationship with the client is a must. To acquire it, the coach has to 

access his/her own intuition and to trust~s~ his/her inner knowing and he/she must be open to not 
knowing and taking risks. 

Communicating Effectively 

A way of communicating that strengthens the client’s position and clearly leads to the goals is essential 

for a successful coaching process. In the following, you will find some methods that will help to organise 
the communication. 

Active Listening 

Active Listening is the ability to focus entirely on what the client is saying and not saying, to understand 

the meaning of what is said in the context of the client's desires, and to support client self -expression. A 
good coach is someone who: 

• Attends to the client and the client's agenda and not to the coach's agenda for the client.  

• Hears the client's concerns, goals, values and beliefs about what is and is not possible. 

• Distinguishes between the words, the tone of voice, and the body language.  

• Summarizes, paraphrases reiterates and mirrors back what the client has said to ensure clarity 

and understanding. 

• Encourages, accepts, explores and reinforces the client's expression of feelings, perceptions, 
concerns, beliefs, suggestions, etc. 

• Integrates and builds on the client's ideas and suggestions. 

• "Bottom-lines" or understands the essence of the client's communication and helps the client 
get there rather than engaging in long, descriptive stories. 

• Allows the client to vent or "clear" the situation without judgment or attachment in order to 

move on to the next steps. 

• Being empathetic and non-judgmental: Empathize with the client, and let go judgments, which 
judgments can impair our listening. 

• Use intuition 

• Listen from the heart and share with the speaker things you are sensing and feeling. 

When listening empty your mind of assumptions and judgments. He/she must be present and tune in to 

the client. The goal is to connect, learn and understand. Do not afraid to ask questions to which he/she 



has no answers. Be aware of the fact, that client wants to share your story with you the coach must 

listen with an open mind and heart. Finally, the coach must summarize what he/she heard to make sure, 

that he/she understands correctly. 

Powerful Questioning 

Powerful Questioning is the ability to ask questions that reveal the information needed for maximum 
benefit to the coaching relationship and the client. A good coach is someone who: 

• Asks questions that reflect active listening and an understanding of the client's perspective. 

• Asks questions that evoke discovery, insight, commitment or action (e.g., those that challenge 
the client's assumptions). 

• Asks open-ended questions that create greater clarity, possibility or new learning.  

• Asks questions that drive the clients toward what they desire, not questions that ask them to 

justify themselves or look backwards. 

“The usefulness of the knowledge we acquire and the effectiveness of the actions we take depend on 

the quality of the questions we ask. Questions open the door to dialogue and discovery. They are an 

invitation to creativity and breakthrough thinking. Questions can lead to movement and action on key 
issues; by generating creative insights, they can ignite change.” (Vogt et al, 2003, pp1.) 

One of the reasons why coaches use questioning is because a great question has the capacity to stop the 

receiver of the question in their tracks and to get them to start~ ~thinking in a different way. It can 

create an awareness that they hadn’t realized. As humans, all man develop a particular way of thinking. 

This thinking becomes a little internal machine going on in our mind. It goes around and around in the 

same way, always the same way. Powerful questions can stop this inner machine and help the clients 
think outside the realm that they are used to, in which ideas and thoughts come to them.  

Probing questions ask us to extend our knowledge. Questions challenge a different part of our brain 

bringing about a different emotional response. Questions support us in seeing another perspective, in 

raising our awareness that another perspective exists and is possible.  

Direct Communication 

Direct Communication is the ability to communicate effectively during coaching sessions and to use 
language that has the greatest positive impact on the client. A good coach is someone who, … 

• Is clear, articulate and direct in sharing and providing feedback. 

• Reframes and articulates to help the client understand from another perspective what he/she 
wants or is uncertain about. 

• Clearly states coaching objectives, meeting agenda, and purpose of techniques or exercises.  

• Uses language appropriate and respectful to the client (e.g., non-sexist, non-racist, non-

technical, non-jargon). 

• Uses metaphor and analogy to help to illustrate a point or paint a verbal picture. 



Giving Feedback 

We give feedback for one reason and one reason only: to help the other person improve himself/herself. 
Feedback is information-specific and based on observations. 

• Manner – How you say it 

• State observations, not interpretations! Observations have a far more factual and non-

judgmental aspect than do interpretations. 

Facilitating Results 

Facilitating Results is the ability to accurately evaluate and integrate multiple sources of information and 

to make interpretations that help the client to gain awareness and thereby achieve agreed-upon results. 
A good coach is someone who, … 

• Goes beyond what is said in assessing the client's concerns, not getting hooked by the client's 

description. 

• Invokes inquiry for greater understanding, awareness, and clarity. 

• Identifies for the client his/her underlying concerns; typical and fixed ways of perceiving 

himself/herself and the world; differences between the facts and the interpretation; and 
disparities between thoughts, feelings, and action. 

• Helps clients to discover for themselves the new thoughts, beliefs, perceptions, emotions, 
moods, etc. that strengthen their ability to take action and achieve what is important to them.  

• Communicates broader perspectives to clients and inspires commitment to shift their 

viewpoints and find new possibilities for action. 

• Helps clients to see the different, interrelated factors that affect them and their behaviours (e.g., 
thoughts, emotions, body, and background). 

• Expresses insights to clients in ways that are useful and meaningful for the client. 

• Identifies major strengths vs. major areas for learning and growth, and what is most important 
to address during coaching. 

• Asks the client to distinguish between trivial and significant issues, situational vs. recurring 

behaviours when detecting a separation between what is being stated and what is being done.  

Creating Awareness 

“Simply put self-awareness is knowing yourself better as you really are. Getting to know yourself is a 

continuous journey of peeling back the layers of the onion and becoming more and more comfortable 
with what is in the middle – the true essence of you”.  (Travis Bradberry & Jean Greaves) 

Planning and Goal Setting 



Goal setting is about having a clear idea of what you want to achieve - the big picture. Objectives are the 

action plan to help you get there. Action planning will help the coachees achieve their goals as efficiently 

and effectively as possible. 

An example of this could be a client who wishes to learn how to fly. Breaking it down, we have:  

• Long Term Objectives - To be able to fly a light airplane and hold a pilot’s license by the end of 
next year. 

• Medium-Term Objectives - To take and pay for flying lessons by the summer of next year. 

• Short Term Objectives - To collect all necessary information (time, cost, etc) by the end of next 
month. 

When external factors impact, one may have to re-evaluate and re-plan his/her approach by looking at 

amending his/her short- and medium-term objectives, but without losing sight of his/her long-term 
goals. 

You as ABC should try to internalise the reflections and practise these recommendations.  This will help 
find your relationship with the teams. To go into this topic, find here some literature about Coaching: 

• International Coach Federation: https://coachfederation.org/ 

• The Coaching Tools Company: https://www.thecoachingtoolscompany.com/ 

• Bradberry Travis & Greaves, Jean: Emotional Intelligence 2.0, 2009 

• Goldvarg, Damian et al.: Professional Coaching Competencies: The Complete Guide, 2018 

• Richards, Martin: The coach in the classroom: https://www.amazon.co.uk/Coach-Classroom-

Martin-

Richards/dp/1548158291/ref=la_B073TZ6PMQ_1_1?s=books&ie=UTF8&qid=1524475331&sr=1-
1 

• Solomon, R. & Flores, F.: Building Trust in business, politics, relationships and life, 

• Rosinski, Philippe: Coaching Across Cultures, 2003 

3.3. Mentoring – learning from experience 

"Mentoring is a complex relationship and factors including interpersonal skills, level of commitment to 

the mentoring relationship and organisational influences can all impact on its (Woolnough and Davidson, 

2007)." 

The core of mentoring is the direct relationship between mentor and mentee. A learner (mentee) should 

receive support and advice in the context of this relationship. The mentors - as experienced 

professionals - assure the younger ones for an agreed period of time their support, in order to help them 

with their decisions and to accompany them on their way to the leadership career (according to 

Hofmann-Lun, 2001). 

https://www.thecoachingtoolscompany.com/
https://www.amazon.co.uk/Coach-Classroom-Martin-Richards/dp/1548158291/ref=la_B073TZ6PMQ_1_1?s=books&ie=UTF8&qid=1524475331&sr=1-1
https://www.amazon.co.uk/Coach-Classroom-Martin-Richards/dp/1548158291/ref=la_B073TZ6PMQ_1_1?s=books&ie=UTF8&qid=1524475331&sr=1-1
https://www.amazon.co.uk/Coach-Classroom-Martin-Richards/dp/1548158291/ref=la_B073TZ6PMQ_1_1?s=books&ie=UTF8&qid=1524475331&sr=1-1
https://www.amazon.co.uk/Coach-Classroom-Martin-Richards/dp/1548158291/ref=la_B073TZ6PMQ_1_1?s=books&ie=UTF8&qid=1524475331&sr=1-1


The Mentor wants to share the experience he made in the past. He needs an intrinsic motivation to 

support here someone with all its knowledge. In contrary to a coach or consultant he is not defining the 

goals. He is more helping to avoid errors. 

In order to conduct a good mentoring, the following features, Nele Haasen proposed that the following 
features should be reflected: 

• The one-to-one relationship between a mentor and a person seeking advice (= mentee)  

• Regular conversations over a longer period of time 

• Discussion of everyday questions and general topics 

• Objective: Developing the personality and ability of mentees, promoting his/her professional 
career 

• Mentoring = professional and personal relationship between two people 

• Prerequisite: mutual benevolence and respect 

• The basis for good discussions: TRUST (Personal things should not be passed on to third parties)  

• Protected frame for conversation: learning, making mistakes and talking about weaknesses 
should be possible 

• The real interest for the person of the mentee 

(based on Haasen, 2001) 

Mentors have to be aware that they are advisors, knowledge brokers, sparring partners, career 

counsellors as well as door openers, all in one person. 

So, good Mentors should be active in a different field. They should check if he can talk about job 

requirements, industries, markets etc. to their mentees.  Also, information on vocational orientation can 

be useful. They always check in different stages of the process if he can help through further contacts. 

When challenging tasks appear the Mentors can always check if they can help to provide their own 

abilities through. Mentors are allowed to involve themselves personally. They are not afraid to give the 
mentee critically constructive, well-founded feedback. 

They support the mentee to reflect their short- and long-term goals critically, reformulate them realistic 

and develop steps for their implementation. A good mentor is someone who… 

• Help develop strategies to achieve mentoring goals. 

• Involve the mentee in developing his/her own ideas. 

 

http://www.mentoring-association.org 

http://en.wikipedia.org/wiki/Mentor 

https://www.startupdirect.org/wp-content/uploads/2015/06/MENTOR-Handbook-final-version-.pdf 

http://www.mentoring-association.org/
http://en.wikipedia.org/wiki/Mentor
https://www.startupdirect.org/wp-content/uploads/2015/06/MENTOR-Handbook-final-version-.pdf


Hofmann-Lun, Irene; Schönfeld, Simone; Tschirner, Nadja (2001): Mentoring für Frauen. 

Haasen, Nele: Mentoring (2001) 

Decisive in all these actions is that you do not have solutions for the mentee, but support him to find his 
own! 

4.4. Consulting – expert at the right time 

A consultant is “A person in a position to have some influence over an individual, group or organisation, 
but who has no direct power to make changes or implement programmes” (Block, 1981) 

The consultant role is typically defined through its separation from the system (company, institution…) it 

serves: the consultant holds neither responsibility nor budget, though he/she may often have status and 

recognition. But he should be a person with superior knowledge or access to so he is able to provide 

information. He has the training or experience to analyse the information in order to give clear advice 

for the best solution or decision to take. He is paid for providing this advice. He can give this advice from 
outside or he is integrated into the company for a specific period of the consultation process.  

The process of consultation can be seen as a dynamic one within which defined roles exist: the client 

and the consultant. At the starting point of this relationship, the client experiences a certain 

dissatisfaction with the current state of affaire, and where there is at least a tacit understanding that the 

consultant is there to provide some sort of help. Given their externality to the client system and lack of 

formal power to impose change, the most consultants can hope for is to influence the client through 

their credibility, expertise, skills, knowledge and understanding and to change something. Without this 

soft power, the consulting can do nothing. They do this by intervening, coming into the client system 
and leaving once the client has been helped. 

The ABC has to reflect here his own power to decide where he can intervene as a consultant: Does he 

has his own experience an entrepreneur in this field? Does he have insides in the market where the 

startup wants to be active, to give the right advice? Does he know the story of other startups with 

similar problems? Often, he starts with clear advice when applying for financial means: What are the 

indicators different donors or investors need. Here he can intervene in the writing process of the team. 

In general, the role of the consultant will be more and more important for the ABC the longer he will 
work as ABC and the more experience he will have gained. 

4.5. The ABC guiding process – a blended approach 

During the coaching process, the ABC will realize that progress can be observed through four different 

stages. Guiding the team during this process will shift their needs from pure Coaching to Mentoring and 

back ~as~ while also adding some Consulting elements to the mix. 

In each phase, the ABC can use several tools suited to the specific situation in the process.  

In the beginning, the academic professor and the student do not meet in a neutral setting. A teacher is 

defined as a person with superior knowledge or skills who will share it with his/her student or client. 
This role is the role the student is expecting from university faculty.  
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In the case of entrepreneurship support, we will stay in this role, while teaching the entrepreneurship 

courses. In the case of a team’s individual support, roles have to change. A critical success factor when 

starting a new business in the role of the entrepreneur as someone who can make decisions and will 
gather knowledge from wherever he/she can get it. 

For the Coaching Process, we would like to offer our ABCs a set of tools that will help him/her to 

structure the process. In the first phase he/she can use the tools supporting as a cluster of 

competencies: “Setting foundations”, “Co-creating the relationship”, “Communicating effectively” and 

“Facilitating results” to start his/her individual support. All these tools can and will be used during all the 
process in order to strengthen the potentials of the coachee. 

In phase two the ABC provides slightly more guidance and shows the way to transform an idea to a 

product by helping the team focus on the customer with tools such as “Market research”, 

“Understanding Customer Needs” and finally a “Value Proposition Design”. These tools will be used 
repeatedly until the team finds the customer segment they want to continue working with.  

Now the team has to use the tools “Business Model Canvas”, “Customer Growth Canvas” and “Market 

test” to develop an understanding of what they will have to do to satisfy the customers.  The use of the 

second and third tool will generate modifications of the Business Modell Canvas. During this phase, the 
ABC increasingly encourages the teams to be responsible for their decisions.  

5.   The Academic Business Coach 

 

Phase 1 

At the first contact of the team with the ABC, usually, the team/coachee describes the achievements 

they wish to carry out. The latter can be formulated by some teams very clearly while other teams may 

have an unclear vision about them. In this phase, the ABC has the task to develop along with the 

team/coachee a clear goal. Because nearly all the knowledge lies with the coachee, the ABC will have to 

use a pure coaching approach. When the questions of intellectual property and killer application arises, 

the ABC helps the team to focus on some important questions. In this phase, the agreement of the 



coaching framework will also be decided upon. A possible outcome of this phase can be also the 
abortion of the whole process. The goal is the (re)definition of the relationship. 

Phase 2 

A major part of the idea development will take place in this phase. The ABC will work with the 

coachee/team on the roadmap to achieve the goal which was described and developed in phase 1. In 

most cases, this will be a specific business-related goal like a well-described business idea or a market-

entrance strategy. Therefore, the input of knowledge shifts from the coachee/team to the ABC. While 

the coachee will give the necessary information about his/her idea, the coach will give more and more 

input on how to structure all that information. At this point, a specific set of tools comes into action 
which supports the process and can help raise important questions in the business case.  

The ABC can give also guidance and inspiration by bringing his/her own ideas and examples onboard. 

This should be not misinterpreted as giving solutions to a problem, but must be seen more as an 

important approach of “thinking-out-of-the-box”, to show to which direction the coachee/team can 

think and find the solution. It has to make clear that the coachee/team need to find THEIR solution 
rather than THE solution. 

In this phase, the ABC may tend to switch roles and shift back to “teaching”. There is not one single 

“correct” solution or approach, there are many alternatives and approaches to deal with a problem. The 
“right” solution is always the one the coachee/team is comfortable with and capable of implementing.  

 

 

Phase 3 

In this phase, the coachee/team has already chosen the key aim of the business idea. Therefore. it is 

now necessary to evaluate, verify and even test some of the assumptions that were made in the 

previous phase. Ideally, the first sketch of a business model has been developed together with the ABC. 

In this model, many assumptions were made about customer groups, desires of products and services, 

competition, market sizes and so on. The challenge to strengthen the business-model lies in the 

verification of some of those assumptions. The most important assumption which has to be checked is 

the product-market-fit, that is to see whether the customer group behaves as expected, as well as to see 

the USP of the product/service the team provides. In this phase, the ABC can use some tools and give 

knowledge about their use. For example, the preparation of questionnaires to evaluate potential 

customer groups, conceptualize focus groups with a small number of the potential customer group. 

Another field for verification of assumptions is the competition in the specific market the coachee/team 

wants to address. In this case. the ABC can show ways of identifying and evaluating competitors. These 

actions will be carried out by the coachee/team. Therefore, the coachee/team will get some knowledge 

and information about tools from the ABC at the beginning of this phase. Once e xecuting the 

Coachee/team collects more and more knowledge by executing those evaluation processes. So, the mix 

of roles for the ABC will change and from being mainly “Mentor” he/she becomes more a “Coach”. 
He/she will help structure the collected information provided by the team. 



Many times, the ABC will face a situation where assumptions by the coachee/team, especially regarding 

customers, are erroneous. In this case, the ABC has to use this new information to produce a change in 

the business model and guide the process of re-evaluation of the new assumptions. This process is 

exhausting for the team and often single team members give up letting the others behind doubting. 
Never forget that part of your role can be one of the motivators.  

 

Phase 4 

In the final phase in the majority of cases, the business model is well prepared and the product-market-

fit is strong. Mostly the challenge in the late part of the process will be to get the funds to set the 

business–model in motion. Here the ABC will provide information about the way to pitch the idea to 

investors or the way to write a proposal to acquire public funding. The more experience you have, the 

better you will fulfil this role.  Those proposals are generally comprised in any well-written business-plan 

which is a major outcome of this phase. The ABC needs to endorse a consulting role in this case if he/she 

is capable of it. Consulting tasks can be carried out by, the ABC, if he/she are capable of performing the 

requested task. Otherwise, he/she shouldn’t be afraid searching for a qualified consultant you can 

connect with her/his institution. 

6.   Appendix 

Below is the copy of the ICF Code of Ethics 

(The training of the Learning Coaches during MELES 2.0, included this professional code. LC 

acknowledged the importance of the code and the alignment with it.) 

In line with the ICF core values and ICF definition of coaching, the Code of Ethics is designed to provide 

appropriate guidelines, accountability and enforceable standards of conduct for all ICF Members and I CF 
Credential-holders, who commit to abiding by the following ICF Code of Ethics: 

Part One: Definitions 

● Coaching: Coaching is partnering with clients in a thought-provoking and creative process that inspires 
them to maximize their personal and professional potential. 

● ICF Coach: An ICF coach agrees to practise the ICF Core Competencies and pledges accountability to 

the ICF Code of Ethics. 

● Professional Coaching Relationship: A professional coaching relationship exists when coaching 
includes an agreement (including contracts) that defines the responsibilities of each party.  

● Roles in the Coaching Relationship: In order to clarify roles in the coaching relationship it is often 

necessary to distinguish between the client and the sponsor. In most cases, the  client and sponsor are 

the same person and are therefore jointly referred to as the client. For purposes of identification, 
however, the ICF defines these roles as follows: 

● Client: The “Client/Coachee” is the person(s) being coached. 



● Sponsor: The “sponsor” is the entity (including its representatives) paying for and/or arranging for 

coaching services to be provided. In all cases, coaching engagement agreements should clearly establish 

the rights, roles and responsibilities for both the client and sponsor if the client and sponsor are 
different people. 

● Student: The “student” is someone enrolled in a coach training program or working with a coaching 

supervisor or coach mentor in order to learn the coaching process or enhance and devel op their 

coaching skills. 

Conflict of Interest: A situation in which a coach has a private or personal interest sufficient to appear to 
influence the objective of his or her official duties as a coach and a professional.  

Part Two: The ICF Standards of Ethical Conduct 

Section 1: Professional Conduct at Large 

As a coach, I: 

1. Conduct myself in accordance with the ICF Code of Ethics in all interactions, including coach training, 
coach mentoring and coach supervisory activities. 

2. Commit to take the appropriate action with the coach, trainer, or coach mentor and/or will contact 

ICF to address any ethics violation or possible breach as soon as I become aware, whether it involves me 

or others. 

3. Communicate and create awareness in others, including organizations, employees, sponsors, coaches 
and others, who might need to be informed of the responsibilities established by this Code.  

4. Refrain from unlawful discrimination in occupational activities, including age, race, gender orientation, 
ethnicity, sexual orientation, religion, national origin or disability. 

5. Make verbal and written statements that are true and accurate about what I offer as a coach, the 

coaching profession or ICF. 

6. Accurately identify my coaching qualifications, expertise, experience, training, certifications and ICF 
Credentials. 

7. Recognize and honour the efforts and contributions of others and only claim ownership of my own 
material. I understand that violating this standard may leave me subject to legal remedy by a third party.  

8. Strive at all times to recognize my personal issues that may impair, conflict with or interfere with my 

coaching performance or my professional coaching relationships. I will promptly seek the relevant 

professional assistance and determine the action to be taken, including whether it is appropriate to 
suspend or terminate my coaching relationship(s) whenever the facts and circumstances necessitate.  

9. Recognize that the Code of Ethics applies to my relationship with coaching clients, coachees, students, 

mentees and supervisees. 

10. Conduct and report research with competence, honesty and within recognized scientific standards 

and applicable subject guidelines. My research will be carried out with the necessary consent and 

approval of those involved, and with an approach that will protect participants from any potential harm. 



All research efforts will be performed in a manner that complies with all the applicable laws of the 
country in which the research is conducted. 

11. Maintain, store and dispose of any records, including electronic files and communications, created 

during my coaching engagements in a manner that promotes confidentiality, security and privacy and 
complies with any applicable laws and agreements. 

12. Use ICF Member contact information (email addresses, telephone numbers, and so on) only in the 
manner and to the extent authorized by the ICF. 

Section 2: Conflicts of Interest 

As a coach, I: 

13. Seek to be conscious of any conflict or potential conflict of  interest, openly disclose any such conflict 

and offer to remove myself when a conflict arises. 

14. Clarify roles for internal coaches, set boundaries and review with stakeholders ’ conflicts of interest 
that may emerge between coaching and other role functions. 

15. Disclose to my client and the sponsor(s) all anticipated compensation from third parties that I may 
receive for referrals of clients or pay to receive clients. 

16. Honor an equitable coach/client relationship, regardless of the form of compensati on. 

Section 3: Professional Conduct with Clients 

As a coach, I: 

17. Ethically speak what I know to be true to clients, prospective clients or sponsors about the potential 
value of the coaching process or of me as a coach. 

18. Carefully explain and strive to ensure that, prior to or at the initial meeting, my coaching client and 

sponsor(s) understand the nature of coaching, the nature and limits of confidentiality, financial 
arrangements, and any other terms of the coaching agreement. 

19. Have a clear coaching service agreement with my clients and sponsor(s) before beginning the 

coaching relationship and honor this agreement. The agreement shall include the roles, responsibilities 

and rights of all parties involved. 

20. Hold responsibility for being aware of and setting clear, appropriate and culturally sensitive 
boundaries that govern interactions, physical or otherwise, I may have with my clients or sponsor(s).  

21. Avoid any sexual or romantic relationship with current clients or sponsor(s) or students, mentees or 

supervisees. Further, I will be alert to the possibility of any potential sexual intimacy among the parties 

including my support staff and/or assistants and will take the appropriate action to address the issue or 
cancel the engagement in order to provide a safe environment overall.  

22. Respect the client’s right to terminate the coaching relationship at any point during the process, 

subject to the provisions of the agreement. I shall remain alert to indications that there is a shift in the 

value received from the coaching relationship. 



23. Encourage the client or sponsor to make a change if I believe the client or sponsor would be better 

served by another coach or by another resource and suggest my client seek the services of other 

professionals when deemed necessary or appropriate. 

Section 4: Confidentiality/Privacy 

As a coach, I: 

24. Maintain the strictest levels of confidentiality with all client and sponsor information unless release 
is required by law. 

25. Have a clear agreement about how coaching information will be exchanged among coach, client and 
sponsor. 

26. Have a clear agreement when acting as a coach, coach mentor, coaching supervisor or trainer, with 

both client and sponsor, student, mentee, or supervisee about the conditions under which 

confidentiality may not be maintained (e.g., illegal activity, pursuant to valid court order or subpoena; 

imminent or likely risk of danger to self or to others; etc) and make sure both client and sponsor, 

student, mentee, or supervisee voluntarily and knowingly agree in writing to that limit of confidentiality. 

Where I reasonably believe that because one of the above circumstances is applicable, I may need to 
inform appropriate authorities. 

27. Require all those who work with me in support of my clients to adhere to the ICF Code of Ethics, 

Number 26, Section 4, Confidentiality and Privacy Standards, and any other sections of the Code of 

Ethics that might be applicable. 

Section 5: Continuing Development 

As a coach, I: 

28. Commit to the need for continued and ongoing development of my professional skills.  

Part Three: The ICF Pledge of Ethics 

As an ICF coach, I acknowledge and agree to honour my ethical and legal obligations to my coaching 

clients and sponsors, colleagues, and to the publ ic at large. I pledge to comply with the ICF Code of 
Ethics and to practice these standards with those whom I coach, teach, mentor or supervise. 

If I breach this Pledge of Ethics or any part of the ICF Code of Ethics, I agree that the ICF in its sole 

discretion may hold me accountable for so doing. I further agree that my accountability to the ICF for 
any breach may include sanctions, such as loss of my ICF Membership and/or my ICF Credentials. 

For more information on the Ethical Conduct Review Process including links to file a complaint, please 
click here. 

(Source: ICF, Code of Ethics, https://coachfederation.org/code-of-ethics) 

 

 

b)  Establishing the Coaching Agreement 



Ability to understand what is required in the specific coaching interaction and to come to an agreement 
with the prospective and new client about the coaching process and relationship.  

1. First of all, we have to effectively discuss with the client the guidelines and specific parameters of the 

coaching relationship (e.g., logistics, fees, scheduling, the inclusion of others if appropriate). It helps to 

reach agreement about what is appropriate in the relationship and what is not, what is and is not being 

offered, and about the client's and coach's responsibilities. Finally, determine whether there is an 

effective match between his/her coaching method and the needs of the prospective client. 

The coaching agreement is also about the agenda of each session. Every coaching conversation should 
include an agenda identified by the client. 

The coach explores the outcomes of the session with the client, by helping the client identify what 

he/she wants to achieve in the session, defining measures of success for this outcome, exploring what 

this outcome means to the client and what needs to be addressed to achieve it. 
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