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Editorial
Futures
Welcome to the Journal of Work Applied Management’s ( JWAM) second issue of volume 11,
another open access, rich and interdisciplinary issue for a range of researchers, practitioners
and policymakers. Before you start enjoying this current issue, I would like to bring your
attention to two special issues which are currently in the pipeline, and encourage you to
consider contributing to them. Both of the special issues aim to re-orient our attention to the
larger scale “great challenges” or “grand challenges” of our time. As Phil Torres (2019, p. 4)
recently described it:
The Great Challenges framework offers a novel scheme that highlights the most pressing
global-scale risks to human survival and prosperity. The author argues that the “big-picture”
approach of this paper exemplifies the sort of scholarship that humanity needs more of to properly
understand the various existential hazards that are unique to the twenty-first century.

To this end, we are calling for two special issues: one on sustainability and the other on
creativity. In terms of the first of these, the call for papers is currently on the JWAM website
(www.emeraldgrouppublishing.com/services/publishing/jwam/index.htm).
Call for papers 1: sustainability in work-applied management
The issue of sustainability has become even more prominent in 2019, with public, private and
third sector organisations declaring a Climate Emergency across the globe (see https://climate
emergencydeclaration.org/). Despite some empirical work (e.g. see Wall, Hindley, Hunt, Peach,
Preston, Hartley and Fairbank, 2017; Wall, Russell, and Moore, 2017; Rossetti and Wall, 2017),
the empirical and practical evidence suggests that sustainability has not been a significant
driver in the workplace (Wall, 2017; Wall, Bellamy, Evans and Hopkins, 2017).
This special issue aims to stimulate and collate empirical and practical work in the field
given the urgency to change practice. In line with the aims and scope of the journal,
we are particularly interested in sustainability-focused research which uses work-based
work-applied (Zuber-Skerritt and Abraham, 2017), collaborative or experiential approach
such as case research (Yin, 2014), reflective (Helyer, 2015) or action-oriented research
methodology (Eden and Huxham, 1996).
The manuscript could, for example, address one or more of the United Nations’ Sustainable
Development Goals (SDGs) (https://sustainabledevelopment.un.org/) such as tackling hunger
(SDG2), enhancing the health and well-being or people in organisations or disadvantaged
communities (SDG3), ensuring inclusive and equitable quality education (SDG4), promoting
gender equality (SDG5), ensuring access to water and energy for all (SDG6&7), enhancing the
quality of work (SDG8), creating sustainable consumption and production patterns (SDG12),
tackling climate change (SDG13), building accountable and inclusive institutions (SDG16),
or strengthening global partnership for sustainable development (SDG17).
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One again, I would also like to thank our international panel of reviewers that have made this issue
possible; your intellectual generosity and energy inspires and is absolutely incredible.

Details of the length of the submission are located within the author guidelines: www.
emeraldgrouppublishing.com/services/publishing/jwam/authors.htm
Call for papers 2: creativity in work-applied management
This second call is currently being developed to respond to the need for human creativity
given the grand challenges the world is facing, especially in the context of technology
advances which might undermine such capacities. Here, where individual creativity may be
of central importance, the need to cultivate it is a shared responsibility across individuals,
organisations and educational establishments (Robinson, 2011). Particularly pertinent to
JWAM and the broader fields of work-applied management approaches are the ways in
which we create spaces for creativity is (Soja, 1996; Page et al., 2014; Adams and Owens,
2016). This emerging call for papers is seeking to collate insights into creativity in
work-applied management, and might include, for example:
•

artistic or creative approaches to reflective practice;

•

creative approaches to facilitate change and transition in organisations;

•

creative approaches to collaborative or integrated partnership working;

•

work-applied learning or management in the creative industries; and

•

art artefacts in the context of work-applied learning or management.

Please re-visit JWAM’s website to learn more about this call for papers as it develops (www.
emeraldgrouppublishing.com/services/publishing/jwam/index.htm).
Returning to this issue
This issue brings together another seven original articles relevant to influencing change in
organisational contexts, remaining cognisant of inclusion as we do so, and being aware of
how technology and work trends are driving changes in work. In the first article,
“The Nature of Work-Related Problems: Messy, Co-Produced and Wicked”, Lee Fergusson
(2019) challenges the two pronged view of workplace problems as either definable/solvable
or ill-defined/not easily solvable. Instead Lee argues that all work-related “problems have
one thing in common: they are typically messy, constantly changing and complex, and
many are co-produced and wicked”. This is perhaps partly due to the multiple perspectives
that exist in practice, but is a helpful reminder of why work-applied management
interventions and methodologies are so critical.
Moving from a conceptual to an empirical piece, Nadeem El-Adaileh and Scott Foster
(2019) examine the literature on “Successful Business Intelligence Implementation”, that is,
implementation of those systems which deliver information to help decision makers.
Through their systematic review of studies from over 10 countries, Nadeem and Scott were
able to identify factors important to successful implementation, such as management
support, user participation and change management. These resonate with central elements
to work-applied management interventions, so this work will be particularly helpful for
work-applied management projects in the intelligence and IT fields.
In the next article, Anna Foster (2019) shares an insightful piece on the use of language in
the workplace. In “Leading By Limitation? Language and Communication within the
Workplace”, Anna draws on the heated and controversial Brexit scenario in the United
Kingdom (UK) and the effects of language on self and others. This is a critical reminder of
the importance of language at work whether or not the practitioner or researcher is trying to
institute change through work-applied interventions.
The next two articles refer specifically to a work-applied management practice area that is
increasingly popular: coaching. In the first of these, Yi-Ling Lai and Stephen Palmer (2019)
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report the outcomes from an extensive study involving literature and expert review in
“Psychology in Executive Coaching: An Integrated Literature Review”. They highlight the
most common psychological approaches adopted as well as other key factors or skills
involved in this work, which in turn, is incredibly useful for identifying the tools practitioners
and research might use in organisational learning and development work.
In the second coaching article, “Manager as Coach Characteristics for Dealing with Team
Challenge”, Helen Smith (2019) describes the characteristics managers need in engaging
with coaching to deal with behavioural or performance challenges. Helen’s knowing,
appreciating, assessing and intervening framework seems particularly helpful for managers
and manager-coaches, but also action learning facilitators and work-applied management
practitioners/researchers more broadly.
In the penultimate article, Debora Jeske and Theresa Ruwe (2019) highlight the
emergence of mobile working across different countries, partly driven by technology and
gig-economy trends. In “Inclusion Through Use and Membership of Co-working Spaces”
Debora and Theresa highlight how co-working spaces “provide important sources of
support, learning and networking opportunities (and hence inclusion) which may offset the
lack of community and opportunities that mobile workers face when working outside the
main offices of their employers”. Importantly, this article highlights practice and research
challenges for those work-applied management interventions and methodologies which rely
on co-location and assume singular organisational structures; what can the field do to
support mobile workers who may be loosely connected managers? Debora and Theresa
offer us some research and practice questions.
The final article of this issue retains a focus on technology trends, and specifically
targets an emerging area of development: Financial Technology (FinTech). An international
research team, Anna Sung et al. (2019), document their “Exploratory Study of the FinTech
(Financial Technology) Education and Retraining in UK”. The team suggest FinTech has
disruptive qualities in relation to employment opportunities, specifically in relation to
managerial, technical and analytical capabilities. This raises questions about how (if at all)
the field of work-applied management might be adjusting to these shifts in capability
expectations, especially in relation to integrating analytics (Sung et al., 2019) and of course
business intelligence (El-Adaileh and Foster, 2019) into change management interventions
and methodologies.
Tony Wall
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Abstract
Purpose – Work-based research is the applied form of work-based learning (WBL) and has been described as
the systematic and methodical process of investigating work-related “problems”. Such problems can either be
associated with specific workplaces and domains of practice or may more broadly be described as practical,
social or real-world in nature. However, the specific characteristics of work-related problems for organisations
and society have yet to be explained, and inadequate problem definition, multiple and competing goals, and
lack of agreement on cause-effect relationships have hampered understanding. The purpose of this paper is to
examine the nature of work-related problems and provides examples from real-world contexts in Australia.
Design/methodology/approach – The paper provides models and examples of standard and non-standard
work-related problems based on prior research and current practice.
Findings – Research paradigms view work-related problems as either definable and solvable or ill-defined,
complex, difficult to describe and not easily rectified. The former view is concerned with “high ground
problems” associated with traditional research methods; the latter with “lowland, messy, confusing problems”
more frequently associated with the social sciences. Irrespective of orientation and definition, work-related
problems have one thing in common: they are typically messy, constantly changing and complex, and many
are co-produced and wicked.
Originality/value – Despite difficulties with identifying and isolating the various types of work-related
problem, the paper establishes the importance of doing so for the practitioner. The definition and examination
of work-related problems contribute to an evolving formulation of WBL and its application to private
organisations, government agencies and work more generally.
Keywords Work-based learning, Work-related problem, Wicked problem, Co-produced problem,
Messy problem, Work-based research
Paper type Research paper

Introduction
The published literature on work-based learning (WBL) and its impact on contemporary
workplaces and domains of practice, is extensive. Over a 20-year period, analyses of the
WBL philosophy and pedagogy have included reflections on insider research (Costley et al.,
2010), the nature of prior learning and experience (Armsby et al., 2006), and competency and
capability (Lester and Chapman, 2008), and have explored its relation to workplace learning
and work-related learning (Allan, 2015). WBL has even been assessed in terms of Confucian
principles (Sun and Kang, 2015), and has sometimes been cast in the mould of so-called
“Mode 2 learning”, in which “knowledge is, by its very nature, focused on real world issues
and problems and, as such, takes a multi-disciplinary approach, which emphasises the
applied nature of knowledge production” (Fulton and Hayes, 2017, p. 4).
As a consequence of its organisational and human concerns, emphases in WBL have
been placed on reflective practice (Siebert and Walsh, 2013), learning contracts (Gibbs, 2009)
and models of the self-managed or researching practitioner (Lester and Costley, 2010).
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Its relation to broader social and political change, including the re-engagement of
disadvantaged youth through WBL (Thompson, 2011) and to higher education more
generally where it has been linked with so-called “practitioner doctorates” (Lester, 2012), has
also been explored. Raelin (2011, p. 17) therefore proposes that WBL is not simply a
pedagogical approach to learning but “a philosophical approach that characterises how
learners develop their knowledge to participate effectively and democratically in a civil
society. It is concerned with how to make learning arise from our mutual experience with
others, in particular, from our work together”. To that end, he argues “in work-based
learning, theory is expressly merged with practice, while knowledge is considered to be fluid
and changeable. Learning is centered on reflection on work practices. Hence, it offers
practitioners faced with the relentless pace of pervasive change an opportunity to overcome
time pressures by reflecting upon and learning from the artistry of their action” (p. 17).
However, more recently WBL has been focused on work-related “problems”
(e.g. Toledano-O’Farrill, 2017), what Costley et al. (2010, p. 8) called “practical problems”
related to workplaces, domains of practice, and the world of work more generally. Raelin
(2008, p. 3) similarly suggests that the metacognitive features of WBL mean “one constantly
thinks about one’s problem-solving process”. This focus in WBL has adopted the view that
work-related problems can either be “solved” using formal, analytical practices (what I call
the standard academic view of problem solving) or the messiness of work-related problems
creates unique challenges, and such problems are complex, ill-defined, difficult to describe
and thus not easily rectified (the non-standard academic view of problem solving). Donald
Schön (1995, p. 233) proposed that the standard view considers “high ground problems”
which tend to be relatively unimportant to individuals or society however great their
technical merit, while the non-standard view is one of “lowland, messy, confusing problems”
which defy technical solutions but are of greater human concern. His challenge to the
practitioner was: do we “remain on the high hard ground working in a rigorous, describable
way on relatively trivial problems or [should we] leap into the swamp and work on
the problems we see as critically important”?
In the standard academic view, a work-related problem can be addressed, ameliorated or
rectified, and recommendations for the future can be made with confidence. For example,
Blackman (2016, pp. 2-3) calls this view when applied to WBL “practical, creative problem
solving that explores alternative solutions for a better future […]”. In order to understand and
rectify a problem, according to this view, “the factors that influence [the problem] have to be
identified, described and explored in depth to see where the problem originated and what range
of alternatives might be offered” (Costley et al., 2010, p. 18). This formal analytical process,
the authors argue, requires the researcher to “explore the internal, external, social and
institutional processes that combine to form a particular event, and to take a logical approach to
see how these processes could be expected to contribute to the behaviour of those involved. This
can be used to create a strategy to resolve the problem” (p. 18). The standard view adopts such
conventions as logic, optimality models, redesigned systems, strategies and frameworks to help
work-based researchers scaffold their arguments and offer workable solutions, and early WBL
evidence of it can be found in the work of Nixon et al. (2006).
In what I am terming the non-standard academic view, work-related problems are
regarded entirely differently because they are said to exist in constantly changing, unstable
environments and, as Russell Ackoff (1979) pointed out 40 years ago, any potential solution
to such problems is necessarily short-lived. In this case:
The structure and the parameters of problematic situations continuously change, particularly in
turbulent environments. Because optimal solutions are very seldom made adaptive to such
changes, their optimality is generally of short duration. They frequently become less effective than
were the often more robust solutions that they replace. Let us call this cross-over point the moment
of death of the solution. (p. 79)
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As a consequence, not only can solutions to non-standard work-related problems be
short-lived beyond the “moment of death” but “some of the solutions advocated by
professional experts […][create] problems as bad as or worse than those they had been
designed to solve” (Schön, 2016, p. 10). Thus, according to the non-standard view, causes,
effects and solutions are never straightforward nor are they easily modelled.
The environments in which this type of non-standard, but increasingly common,
problem exist (i.e. contemporary workplaces or domains of practice) are what Ackoff and
others call “messy” situations, in which solutions are characterised by “multiple and
competing goals, little scientific agreement on cause-effect relationships, limited time and
resources, lack of information, and structural inequities in access to information and the
distribution of political power” (Lachapelle et al., 2003, p. 473). To this classification we
can add a lack of reliable data, difficulty arriving at agreed objectives, and many other
uncertainties or limitations associated with messiness. In such environments,
“[professionals] are confronted with a variety of troublesome and perplexing barriers in
messy situations. Inadequate goal definition, lack of trust, procedural obligations,
inflexibility, and broader issues relating to institutional design emerge as dominant
themes […]” (Lachapelle et al., 2003, pp. 487-488).
Moreover, messy work environments involve “values as much as data, and therefore not
only are different skills required [to solve problems][…] but the very practice is constructed
upon fundamentally different premises” (Lachapelle et al., 2003, p. 485). This is why Schön
(2016, p. 4) pointed out that “professionally designed solutions to public problems [including
problems associated with work] have had unanticipated consequences, sometimes worse
than the problems they were designed to solve. Newly invented technologies, professionally
conceived and evaluated, have turned out to produce unintended side effects unacceptable
to large segments of our society”. To this end, non-standard work-related problems require
“non-traditional solutions” (Allen and Gould, 1986, p. 23). Hence, nearly five decades ago in
the context of policy development, Rittel and Webber (1973, p. 155) pointed out that the
standard academic view of problem solving has significant limitations and thus “the search
for scientific bases for confronting problems of social policy is bound to fail, because of the
nature of these problems”:

[…] the life of solutions to many critical social and organizational problems is shorter than the time
required to find them. Therefore, more and more so-called optimal solutions are still-born. With
the accelerating rate of technological and social change dramatized by Alvin Toffler and others, the
expected life of optimal solutions and the problems to which they apply can be expected to become
increasingly negative. (p. 79)

They are “wicked” problems, whereas science has developed to deal with “tame” problems. Policy
problems cannot be definitively described. Moreover, in a pluralistic society there is nothing like the
undisputable public good; there is no objective definition of equity; policies that respond to social
problems cannot be meaningfully correct or false; and it makes no sense to talk about “optimal
solutions” to social problems unless severe qualifications are imposed first. Even worse, there are
no “solutions” in the sense of definitive and objective answers. (p. 155)

The distinction between what I am calling the standard and non-standard academic views
of work-related problems can also be found in the worldviews of researchers who seek to
define and examine them. As shown in simplified form by Figure 1(a), of the possible
paradigms guiding research in work-based projects three dominate: Social Constructivism,
Participatory and Pragmatism. Certainly, Postpositivist research is possible within the
WBL framework, such as that associated with the recent Australian example conducted by
a personal trainer investigating lower-limb sports injuries in children and how to prevent
them, however these are less common.
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According to Werhane et al. (2011, p. 103), “one of the dominant contemporary theories
in […] the social sciences is called ‘social constructivism’ ”:
The thesis of social constructivism is that our minds do not mirror experience or reality. Rather, our
minds project and reconstitute experience. The idea of mental models, the basis for social
constructivism, emerged from the social constructivist conclusion that the human mind organizes
and orders its experiences, and that human knowledge is based on these constructions, as opposed
to what may or may not exist apart from our experiences in the external world. (p. 103)

In Social Constructivism then, multiple meanings and realities, and any understanding of a
work-related problem or its cause, are organised and ordered by the researcher and may
exist apart from the real-world problem. Such an orientation to research, in which meanings
and problem definition are constructed with focus mostly on “why” research questions,
does not suggest itself to the standard academic view of work-related problems and
their solutions.
Similarly, through a Participatory lens, problems are political and issues oriented; as
Hawkins (2015, p. 464) points out, “Participatory action research (PAR) is not an easy
undertaking for any participant. Indeed, it is often referred to as messy and complex”. In
work environments, change is viewed as collaborative and non-linear, and hence problem
solving while possible is not as logical, objective or straightforward as posited by the
standard academic view. Around 25 years ago, Cornwall and Jewkes (1995, p. 1667) gave the
example of “participatory mapping” to reveal:
[…] the single most striking difference between participatory and conventional methodologies.
This lies less in the theories which inform these methodological frameworks or even in the methods
they use but in who defines research problems and who generates, analyses, represents, owns and
acts on the information which is sought. Asking the “who?” question enables us to look more
closely at what is meant by participatory research. It focuses attention on the central issues of
power and control.

A good example of such research is provided by Lelieveldt et al. (2009) in eight Dutch
communities which showed that neighbourhood and organisational problem solving was
more associated with the co-production of solutions by participants than it was through the

Figure 1.
Research paradigms
and their relation to a
work-related problem
(a) and example of the
standard academic
view of a work-related
problem (b)
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allocation of resources (a solution more typically advocated within the standard view,
particularly by policy makers). On the other hand, work-based research seen through a
Pragmatist lens (the single most common WBL paradigm), seeks to identify solutions to
problems, and to make recommendations and improvements related to them; in this
orientation the consequences of action are highlighted. Thus, Pragmatism mostly asks
“what”, “how” and “to what extent” research questions and is therefore well aligned to the
standard academic view of decision making and problem solving. However, Ioannidis (2016,
p. 1) points out that many of the features that should make applied research useful,
including “those relating to problem base, context placement, information gain, pragmatism
[…] value for money, feasibility, and transparency” often fail to materialise. Ioannidis (2016,
p. 2) thus questions whether research projects viewed through a Pragmatist lens truly
“reflect real life”. Thus, in WBL cases regardless of paradigmatic approach, “what can be
most helpful to practitioners is not a pure scientific method which attempts to objectify all
organizational phenomena but an applied science which takes into consideration the
cultural, political, and moral dilemmas within our social systems” (Raelin, 1997, p. 568).
In summary, WBL and the work-based research which accompanies it point to a concern for
problems but rarely, if at all, does it articulate what those problems actually are other than in the
broadest possible terms. When it does approach a problem, it usually encourages behaviours
such as “on-the-spot reframing [of the problem], re-evaluation of past experiences, or
spontaneous testing of available knowledge to arrive at a solution to the immediate problem”
(Raelin, 2008, p. 19). The purpose of this paper therefore is to detail the nature of work-related
problems in the context of not only Achoff’s “messy” model but also in relation to the potential
for problems to be co-produced and wicked. I do so by furnishing examples from a WBL
postgraduate programme in Australia in order to substantiate the concepts in relation to
problems in contemporary work environments. The site for this investigation will be the
Professional Studies higher degree by research (HDR) programme at University of Southern
Queensland in Australia, which has been well documented elsewhere (Fergusson et al., 2018;
Fergusson, van der Laan and Baker, 2019; Fergusson, van der Laan, White and Balfour, 2019).
Standard academic view of work-related problems
Solving problems is an innate human instinct and viewing problems as solvable is perhaps
as equally innate. As shown in Figure 1 the relationship of cause, effect and solution in the
standard academic view is well-understood and straightforward. Often beginning with a
“problem statement” and setting a goal through experience coupled with an understanding
of the cause of the problem, one’s knowledge and skill can be brought to bear on finding a
solution to it. Such a view was suggested 20 years ago by Raelin (1997, p. 563) when he
observed of WBL that “learning acquired through experience, often referred to as implicit
learning, is the foundation for tacit knowledge and can be used to solve problems as well as
make reasonable decisions about novel situations [but] reflection is required to bring the
inherent tacit knowledge of experience to the surface”. In Raelin’s example, “implicit
learning” is the “acquisition of complex knowledge that takes place without the learner’s
awareness that he or she is learning”, and “tacit knowledge” is the “component of overall
knowledge normally not reportable since it is deeply rooted in action and involvement in a
specific context” (p. 563). Thus, the standard academic view of work-related problems
accepts that causes and solutions can and are discoverable, connected and linear, although
less conventional views and approaches within the standard view, such as those utilising
collaborator problem solving (Häkkinen et al., 2017), have also been investigated.
In the Professional Studies programme, such views are not uncommon. For example, in a
current HDR research project the practitioner (RW, a Superintendent of counter terrorism in
the Queensland Police Service (QPS)) is investigating the implementation of a new
operational skills and tactics (OST) training centre through a Pragmatist lens. As shown in

Figure 1(b), the problem and its cause are clearly defined and well understood: a lack of
appropriate OST training facilities in Queensland caused by outmoded, disparate and
inadequate third-party provider facilities. The solution is equally straightforward: design,
construct and operate a bespoke OST training facility for the QPS based on an investigation
of international best practice. In such projects, the goal is clear, time and resources are
defined, and information is transparent. The HDR project in question therefore considers the
entire logical value-chain of events leading to the solution by asking what the new facility
will look like and how and to what extent it will meet current and future OST training needs.
Unlike projects associated with the non-standard view which require either
multidisciplinary or even transdisciplinary approaches, standard work-related problems
are “discipline” specific, in this case using the well-established practice of designing and
constructing what are called Counter Terrorism and Community Safety Centres.
In summary, the standard view of a work-related problem suggests: it can be defined; its
causes are (or can be) known; and viable and practical solutions can be sought, developed
and applied. The aim of such an approach is organisational and social improvement,
however these three related features of “tame” work-related problems are not automatically
or universally accepted in non-standard environments.
Non-standard academic view of work-related problems
As discussed above, the non-standard view of work-related problems is of an entirely
different ilk: problems are, according to this mindset, always messy but can also be
co-produced and wicked (or even super-wicked). These types of problems, which are
common to contemporary workplaces and domains of practice, in addition to being difficult
to define require multidisciplinary or transdisciplinary methods due to the multifarious
goals and organisational complexity associated with them. For this reason, “integrating a
range of knowledges, methodologies, and learning can reveal intersections and blind spots
that single disciplinary research is unable to do” (Vogel et al., 2016, p. 516). Hence WBL’s
interest in learning and research which require “a combination of rational analysis and
imagination and intuition” (Raelin, 2008, p. 3). In the following section we discuss the nature
of non-standard work-related problems as they have been considered by WBL.
Messy work-related problems
In keeping with Ackoff’s analysis of messy situations, Figure 2(a) attempts to graphically
represent a messy problem embedded in a world of work, in what Rosenhead (1992, p. 293)
after Schön called a “swamp”. In this diagram, work is embedded within the broader
parameters and machinations of society, and work-related problems and their causes are
represented without distinct boundaries to illustrate their ill-defined nature. According to
Haskins (2006), such problems and causes are constantly changing, often politicised, fuzzy
or even disputed, and therefore difficult to describe; attempts to define and describe them
are “muddled by basic human nature” (p. 11) and therefore it is “[un]reasonable to assume
that all members of an organization accept the stated views and goals of its leaders” (p. 11).
According to Haskins, these are the “ill-defined problem situations with which managers
have to cope in their day-to-day professional lives” (p. 11).
According to Ginsburg (2012, p. 537), the orderly, standard approach to “design” implies a
“technocratic architectural paradigm that does not easily fit the messy realities of social
institutions” and hence agreement on how to tackle and solve problems associated with work
environments is not always forthcoming. Any “elicitation approach” reflects “biases introduced
by the methods used and starting positions [of stakeholders]. Eventual conclusions are [thus]
clearly affected by human perception and commitments” (Haskins, 2006, p. 11).
Many work-related problems investigated in the Professional Studies programme are messy.
While appearing to be a standard, quasi-experimental study using a non-randomised, controlled,
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longitudinal design, the following WBL research project will illustrate this point. As shown in
Figure 2(b), GM (an anaesthetist with 40 years’ volunteer experience, much of it in Africa) is
investigating resilience (or the lack of it) in early-career emergency first-responder volunteers,
specifically fire-fighters and paramedics. What makes his project messy is a difficulty in
describing or quantifying the problem, the ill-defined and multiple possible causes of resilience
levels in volunteers (are they caused by lack of emotional intelligence or lack of self-esteem?), the
reasons motivating individuals to volunteer for emergency services, the meaning of the construct
“resilience” (is it based in physiology or psychology, or is it socially constructed, contextual and/
or culturally ambiguous?), the way resilience interacts with other workplace behaviours, and the
unique characteristics of the emergency work space, among many other factors associated with
this type of work. Moreover, there is little agreement about how to tackle and solve the problem
of resilience in volunteers. While the study tests one alternative approach developed by the U.S.
military, the so-called Comprehensive Soldier Fitness Programme, the nature of the environment
means that not only is a mixed methods design required to gauge complexity but agreement on
outcomes may be unlikely, reinforcing Haskins’ earlier point about the members of an
organisation accepting the views of its leaders.
Co-produced work-related problems
The term “co-produced” is used in relation to teams working together to identify and solve
problems (Kempster and Stewart, 2010), transdisciplinarity (Polk, 2015) and is increasingly
applied to the design of programs and services in the UK (Boyle and Harris, 2009). However, we
use the term differently in this WBL context. According to Dostal et al. (2005, p. 7), “problems are
always caused by a variety of factors. There is never a single cause to any problem situation”.
Most co-produced work-related problems are definitely messy, but they have the additional
compounding feature of also being co-caused, as shown by the conceptual model presented in
Figure 3(a). In this diagram, three causes produce the problem, with Causes 2 and 3 being equally
responsible for the work-related problem and Cause 1 causing Cause 2.
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Dostal et al. (2005, p. 7) use the analogy of an oak tree to explain this situation when they point
out that an acorn is not the only cause of the tree; “co-producing factors (i.e. sufficient causes)
include soil, nutrients, sunlight, water, protection from damage by animal, man, storms,
lightening, etc.” and each contributor, in the right amount at the right time, allows the tree to live
and thrive. Dostal et al. (2005) point out the principle of co-production (also referred to as
“multiple causation”) can also differentiate necessary and sufficient causation. In their example,
an acorn is a necessary, but not sufficient, cause of a tree. Stated differently: a tree cannot be a
tree without a seed; it may require soil, water, nutrients and sunlight to thrive, but it can exist and
grow without protection from animals. Note also that some of these co-produced factors can
cause each other. For example, water liberates nutrients like phosphorus and nitrogen from soil
thereby making them bioavailable to the roots of the tree, which help it grow. These distinctions
are important in the work-related context because the messy nature of problems not only means
causes are potentially co-produced but identifying and isolating them as necessary or sufficient is
difficult (and sometimes all but impossible).
With work-related problems, as with other non-standard complex problems, causes and
problems can (and often do) co-produce thereby creating “perplexing” situations because of
“the mutual impact of problems on each other” (Dostal et al., 2005, p. 9). To make matters
more troublesome, Dostal et al. (2012) point out that co-producing factors can also arise from
outside the system in which the problem is embedded (e.g. from the environment outside a
workplace, such as a change in government policy affecting the structure and function of a
not-for-profit organisation) and in so doing impact or further compound and co-produce
complexity in the problem. These types of circular cause-and-effect problems (or so-called
“circular causation” problems) create “vicious circles” (Dostal et al., 2012, p. 119) and are akin
to wicked problems for that reason.
Numerous examples of co-produced work-related problems exist within the Professional
Studies programme. One project from a Constructivist perspective investigating the effects of
trauma on emergency services personnel will serve as a more detailed example. According to RK
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(a manager of critical incidents and peer support programs at Queensland Fire and Emergency
Services (QFES)), emergency services organisations across Australia are striving to better
understand and manage the complex challenges of mental health. As shown in Figure 3(b),
exposure to trauma during critical incidents such as flood events and hurricanes can cause
psychological trauma which adversely affects mental health, and both may have an
accumulative effect on QFES personnel. The study seeks to find ways of minimising the risks of
exposure and to promote better mental health. Research acknowledges that there are a host of
contributing factors to mental health outcomes after exposure to trauma, hence the need for this
study to better understand the psychosocial needs of QFES personnel in the context of disaster
situations and extreme events. It is anticipated the research will provide an evidence base upon
which to inform policy and make recommendations for quality practice that may be integrated
into QFES’s operational framework, thereby fostering enhanced mental health awareness and a
more supportive organisational culture.
Wicked work-related problems
Wicked problems are often associated with complex social, political and environmental
challenges, such as global heating, poverty, equity, social justice and food security, and not
with work per se. However, some of the features discussed in contemporary literature about
“wickedness” are encountered in workplaces and domains of practice, and Rittel and
Webber’s (1973) early application of the concept to social problems points to this conclusion,
as does Farrell’s (2011) more recent transdisciplinary approach.
Wicked problems share many of the same qualities of messy and co-produced problems, but
also exhibit other characteristics. For example, Yearworth (2016) builds upon earlier definitions
to point out that wicked problems: cannot be definitively formulated; display what he calls a “no
stopping rule” (p. 38); suggest solutions that are neither right nor wrong, with no immediate or
ultimate test of a solution (wicked problems can only be viewed as effective or ineffective);
have “one-shot” solutions, and trials-and-error are impossible and thus every intervention is
significant; do not generate enumerable, exhaustively describable, sets of solutions; are
symptoms of other problems (i.e. problems, as well as causes, are co-produced); can be contested
at the level of explanation and are likely to generate conflicting evidence; and always require
intervention, and are therefore not associated with knowledge for its own sake.
Moreover, others point out that wicked problems are non-linear, highly complex and defy
simple solution (although “provisional solutions” may be possible according to Head and Alford,
2015); any attempt at solving wickedness requires a multidisciplinary or transdisciplinary
approach which “cannot be drawn from a single knowledge base” (Vogel et al., 2016, p. 515).
Thus, wicked problems require a “science that builds knowledge through engagement with a
variety of actors, their views, expertise and perspectives, including mutual and transgressive
learning”, what the authors call the “co-production of knowledge” (p. 515).
Like Yearworth, we use the term “wicked” in relation to work-related problems in the
same way Rittel and Webber (1973) earlier defined it when they said:
We use the term “wicked” in a meaning akin to that of “malignant” (in contrast to “benign”) or “vicious”
(like a circle) or “tricky” (like a leprechaun) or “aggressive” (like a lion, in contrast to the docility of a
lamb). We do not mean to personify these properties of social systems by implying malicious intent. But
then, you may agree that it becomes morally objectionable […] to treat a wicked problem as though it
were a tame one, or to tame a wicked problem prematurely, or to refuse to recognize the inherent
wickedness of social problems. (pp. 160-161)

Those involved with work, particularly its management, innovation and improvement, may
identify with this definition. In its most extreme form, workplaces can be malignant and
work-related problems vicious (e.g. Mehlman, 2006, in the case of chemical contamination in
the workplace, and Schwarz and Kowalski, 1993, in the case of workplace shootings).

To illustrate wickedness, we again locate work-related problems within the world of
work and society in Figure 4. We show that a wicked work-related problem can (and usually
is) made up of multiple messy problems (WRPs 1–4) and may be so complex that efforts to
define and address them can result in multiple, sometimes overlapping, solutions. In this
sense, not only may wicked problems be co-produced, they also can result in solutions which
are complex and interdisciplinary in nature. Figure 4’s model seeks to illustrate how
multi-causation can play a major or minor role in creating the wicked work-related problem.
It must be said that research into wicked work-related problems is relatively recent and
not widespread. Certainly, the work of Jespersen et al. (2016, p. 23) on the “significant” and
wicked nature of psychosocial risks and mental health problems associated with “most
workplaces”, and O’Brien et al.’s (2017, p. 14717) research on the wicked problem of gender
inequality which arises from “interactions between multiple context-specific factors [and] is
both a symptom and a cause of other problems with disagreement and ambiguity around
what constitutes success in reaching gender equality”, are good examples of wickedness in
contemporary work situations. However, it is also fair to say that most work-related
problems are more likely to be messy and co-produced than wicked.
Nevertheless, investigations of wicked problems are not unknown in WBL, and
at least one such problem has been examined in the Professional Studies programme.
Figure 5 begins to conceptually unpack the nature of workplace drug addiction, which
meets the accepted global standard of being a malignant, vicious and aggressive problem.
Moreover, the nature of addiction and its relation to specific drugs has proven particularly
“tricky” to comprehend, as discussed by Bjerg (2008, p. 3).
MP is a collaborative peer recovery coach who operates an addiction treatment charity in
Queensland. Her important research considers the multiple causes of drug addiction, the
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complex nature of the problem, and tentatively proposes a variety of possible pathways
(rather than specific solutions) to addressing the problem using a Pragmatist paradigm.
Figure 5 shows that drug addiction is actually an interaction of several sub-WRPs, which
may also co-produce each other, including availability of drugs, abuse disorders, long-term
impairment to decision making, and a lack of effective screening and inadequate focus on
treatment, each mixed with a lack of sobriety which underpins behaviour. Figure 5 also shows,
among other things, that drug addiction is related to mental health by mutual causation and can
be caused by trauma and impacted by denial mechanisms which in turn may have an epigenetic
source. Addiction is typically co-morbid and is adversely impacted by ingrained habitual
behaviours, both of which have been conceptually illustrated in Figure 5 to show their coproducing relationships, with co-morbidity also overlapping as a problem with/of addiction itself.
Results from the research point to the need for further research and the exploration of other
pathways to rehabilitation, including the need for a “therapeutic alliance” and focus on the ten
dimensions of so-called “resource recovery capital”.
A variation on this type of problem is the super-wicked problem which, according to Levin
et al. (2012) is a wicked problem with four additional features: time is running out to find a
solution to the problem; those who cause the problem are also the ones trying to solve it; the
authority needed to address the problem is weak or non-existent; and responses to the problem
are irrational, lack evidentiary support, and dangerously discount the significance of the
problem’s wickedness. “These four features combine to create a policy-making “tragedy” where
traditional analytical techniques are ill equipped to identify solutions, even when it is well
recognized that actions must take place soon to avoid catastrophic future impacts” (p. 123).
An obvious and well-publicised super-wicked problem is human-induced climate change
(Lazarus, 2008), although sustainability more generally has also been referred to as super
wicked (Yearworth, 2016). Given their relation to policy and civil action, super-wicked
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problems are the least standard (and least common) of all non-standard work-related
problems. And thus while some commentators suggest drug addiction is a wicked problem
(e.g. Alford and Head, 2017), it may in fact be super-wicked because many national policy
responses, it can be argued, are resulting in tragedies for which traditional definitions and
methods are ill equipped to finding sustainable solutions.
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Conclusion
While WBL’s focus on “problems” is well documented, the characteristics of work-related
problems have remained mostly unexplored. The literature does indicate there are two main
views of problems: one typified by seeing problems as definable, explainable and solvable in
a relatively straightforward and logical manner using traditional scientific methods; and a
second which considers causes and effects as ill-defined, hard to describe, fuzzy, disputed,
complex and constantly changing, and therefore messy and resistant to standard
approaches. Many of these types of problem are also viewed as co-produced, wicked and, in
their most extreme form, catastrophic.
According to Schön, the former view suggests solutions may have technical merit but
focus on problems which are relatively unimportant to organisations and society, while the
latter recognises solutions are hard won but in doing so address problems which are more
important. His challenge for us in WBL is whether to remain on the so-called “high hard
ground” of research or whether we should “leap into the swamp” and face problems he
considers more critical. In each case, the research lens through which we view the problem
determines the types of questions we ask and investigate, and thus challenge the potential
methods and solutions they suggest, an important point if research outcomes are to be
valued and relevant in work contexts and in society.
The available evidence on the value of WBL to individual learning and professional
development is well established, including benefits such as increased competence,
confidence and motivation at work, a hunger for further learning, and promotion or
increased responsibility (e.g. Costley and Abukari, 2015; Lester, 2015; Lester and Costley,
2010). But analysis of its benefit to organisations and society more broadly, and to new
knowledge in particular, is in its infancy. As such, Boud et al. (2018, p. 915) have recently
pointed out “there is […] little research evidence of such an impact on the […] organisation
or workplace, nor the professional fields within which [practitioners] operate”. Moreover, the
contribution of WBL to address (let alone solve) many of the messy, co-produced and
wicked problems related to work has yet to begin in earnest.
The purpose of this paper has therefore articulated what these types of problems are in
an attempt to help understand work-related problems, and to appreciate their fundamental
character by helping researchers recognise the complexity of problems and from there
consider and develop more sustainable solutions for future organisations, work
environments and society. Only such an understanding will enable WBL researchers to
comprehend the scale and nature of the work-related problems they face.
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Abstract
Purpose – The purpose of this paper is to present a systematic literature review to determine the factors that
relate to successful business intelligence (BI) system implementation.
Design/methodology/approach – The study has a collection of literature that highlights potential
references in relation to factors for system implementation in relation to BI. There is the employment of
“content analysis”, given that the study purpose is the achievement of deep understanding of the variety
of factors of implementation that other researchers have previously identified.
Findings – An initial investigation of 38 empirical studies on the implementation of BI led to ten factors
being compiled. Difficulties in implementation were found to exist in relation to the operationalisation of large
numbers of factors within organisations. The implementation factors were analysed and then sorted into a
descending order based upon their frequency of occurrence.
Research limitations/implications – The research is limited to consider BI implementation factors.
Moreover, literature is collected from selected databases and journals from 1998 to 2018.
Practical implications – Researchers of BI may, within the future, develop models for the measurement of
the implementation level of BI within industries along with the sustaining of them. Moreover, work-based
learning industries can benefit by adopting the results of this study for the effective implementation of BI.
The implementation factors can be seen as key constructs upon which there may be the undertaking of more
statistical analyses.
Originality/value – The original output from this research can help researchers’ in the future in enhancing
identification of studies that are relevant for the review of literature for their research.
Keywords CSF, Implementation, Literature review, Critical success factor, Business intelligence
Paper type Literature review

Introduction
Organisations tend to own a tremendous volume of data. However, as noted by Williams
and Williams (2006), much data are poor in quality or inappropriate whether or not there has
been a big investment in information technology (IT) within an organisation. Business
intelligence (BI) can, however, help in delivering substantial amounts of information that is
useful in a manner that is accurate and timely; such systems, therefore, can enhance
decision-making processes (Williams and Williams, 2006; Yeoh and Popovič, 2016). During
the last decade, significant numbers of organisations of varying sizes and within a broad
range of industrial sectors, from manufacturing to health services to the financial sector,
have been implementing systems for BI in order to support decision makers and help
achieve improvements in the performance of organisations (Kappelman et al., 2016).
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Whilst it seems that BI has been accepted broadly and employed by many leading
organisations across the world, there has been little research to examine the factors that lie
behind successful implementation of BI (Yeoh and Popovič, 2016). The suggestion from within
the literature is that various factors, such as strategy, a project champion, the approach of toplevel managers, organisation resources and change management, can have a significant impact.
However, there is no consensus upon what factors in particular account for success (Yeoh and
Popovič, 2016; Dooley et al., 2018; Villamarín and Diaz Pinzon, 2017; Nasab et al., 2017). In
general, most studies have undertaken explorations of the issue within the developed world in
countries such as the USA or within Western Europe. As such, there is just a limited range of
such studies conducted within developing countries (Acheampong and Moyaid, 2016;
Bakunzibake et al., 2016; Hatta et al., 2017; Owusu et al., 2017). As such, this research has the aim
of identifying, in empirical terms, which factors may have a bearing upon BI implementation
through the use approaches from multiple perspectives, the study seeks to address this current
gap within the knowledge and understanding of the issue. The research output has the potential
of helping researchers in the future in the clearer identification of studies from the review of
literature relevant to their research. Furthermore, reviewers and editors of journals require
systematic reviews when examining the degree to which a submitted article has been
undertaken with a review of the research available that is sufficiently inclusive. Within the
sections that follow, there will be an explanation of the chosen research methodology for the
preparation of the compiled studies. There will be searching of databases and journals through
the use of key terms that have been identified within a preliminary review of literature. In order
to identify how important each of the factors is, there will be the conducting of an analysis of
frequency for the factors. In doing so, there will be a critical discussion around the factors that
have been identified and presentation of the relationships that exist between implementationrelated factors and dimensions of success for BI. Lastly, this paper puts forward some
conclusions as well as potential implications for research in the future.
Research methodology
This research offers a thorough review of potential references in relation to factors having a
bearing upon the implementation of BI. Since this study has the purpose of achieving an
in-depth understanding of the variety of factors of implementation that other researchers have
identified already, the correct approach was considered to be the undertaking of “content
analysis”. It was claimed by Harris and Attour (2003) that it was appropriate to use the
content analysis method when the observed phenomena relate to communication, i.e. contact,
message and statement, as opposed to physical objects or behaviour. For Patton (1990),
content analysis could be seen as a process for the identification, coding and categorisation of
the primary data pattern. There was the following of a systematic approach in order to select
relevant publications with an initial search of the literature taking place in March 2018
through the use of 11 search engines/databases. As such, to ensure that every relevant article
was identified from the previous 20 years, i.e. from 1998 to 2018, the following search engines/
databases were utilised: Elsiver’s, ProQuest, Emerald Insight, EBSCO host, SwtsWise, Taylor
& Francis, JSTOR, Ingenta Connect, Wiley Interscience, Google Scholar and Meta Press.
Before conducting the search, two more criteria were applied to determine the target
publications. The first criterion is the publication language should be in English, and the
second criterion is that to assure the quality of the publication, only peer-reviewed articles
were adopted. To conduct the search, the key words used were “business”, “intelligence” and
“implementation”. Those key words were selected as they aligned with the primary research
object concepts and various combinations and variations were used. A variety of chains of key
words were tried so that there could be identification of a version that would give results
that were most effective without involving a high number of irrelevant publications. Finally,
the chains of key words that were chosen for the systematic review of literature were as

follows: BI and success, BI and implementation, BI and implementation, BI and success, BI
and critical success factors, BI and success factors, BI and critical success factors, BI and
success factors. The key words chosen for the search were selected from those supplied by
authors of a number of relevant articles that had been identified within the preliminary review
of literature. Finally, the total downloaded articles from the databases were 38 articles.
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Results and discussion
A total of 38 articles were reviewed for this study, of which 9 were conference proceedings
and 29 were journal articles. It was revealed that the research interest related to BI within
SMEs had been gradually increasing; in 2016, there was a maximum of six publications.
Figure 1 shows the distribution of research methods. From the studied articles, it could be
seen that surveys were obviously the methods used the most; other types of method are less
frequent though comparable in the level of use.
As Figure 2 showed, within the literature, developed and western countries are those that
have been targeted the most.
Figure 3 depicts frequency statistics for a variety of factors of implementation from
papers attempting to provide an analysis of success in implementation of BI; the
implementation factors that are most common can be seen, with clarity provided, in Figure 3
Within the literature there are 10 factors of implementation reported repeatedly, and these
may be considered as essential factors for the implementation of BI. Those practices, as well
as a selection of studies that support the relationship lying between dimensions of success
and factors of implementation, are briefly discussed next.
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Management support
Management support was one of the most widely cited implementation factors. The variable is
a reflection of the level of support that the management offers in promoting, sponsoring or
championing the use of IS, as well as a willingness to ensure sufficient allocation of resources
(Petter et al., 2013). However, the gaining of commitment within an organisation and from the
management can also be seen as one of the greatest challenges that a BI implementation team
faces (Yeoh et al., 2008). It was noted by Olbrich et al. (2012) that strong support from the
management is the factor that has most importance for success of BI; they also noted its
controllability. Management support may however vary considerably over time. Moreover,
organisational strategy from top management may transform BI (Olszak and Ziemba, 2012).
Overall success in the implementation of BI is affected significantly by management support
(Arnott, 2008; Yeoh et al., 2008; Yeoh and Koronios, 2010; Woodside, 2011; Olszak and Ziemba,
2012; Anjariny and Zeki, 2013; Dawson and Van Belle, 2013; Sangar and Iahad, 2013; Puklavec
et al., 2014, 2018; Grublješič and Jaklič, 2015; Nasab et al., 2015; Acheampong and Moyaid,
2016; Mesaros et al., 2016; Pham et al., 2016; Yeoh and Popovič, 2016; Villamarín and Diaz
Pinzon, 2017; Lautenbach et al., 2017; Rezaie et al., 2017). Other dimensions of BI success are
also affected by management support such as the following: organisational implementation
(Wixom and Watson, 2001), system use (Xu and Hwang, 2007), system quality (Hwang and
Xu, 2008), decision making (Hasan et al., 2012), productivity (Hasan et al., 2012) and user
satisfaction (Hung et al., 2016). Overall, it is considered that there cannot be effective
implementation of BI if the management does not offer sufficient support.
Data sources systems
Data sources may be defined as places where data employed in analysis is kept and from
where it is drawn for use (Hostmann, 2007). Data sources employed for retrieval of
information are technological BI capabilities that may be either external or internal
(Harding, 2003). Conventionally, there has been a reliance of BI upon data that are numerical
and/or structured, that is, measurable upon a numerical scale which may be analysed
through the use of methods of statistics and/or the use of computing equipment (Baars and
Kemper, 2008). It was summarised by Yeoh et al. (2008) that the assurance of the integrity
and quality of data from the systems from which it is sourced impacts heavily upon BI
implementation success. Numerous studies support this idea and show that sources of data
positively and directly affect the success of implementation of BI (Wixom and Watson, 2001;
Xu and Hwang, 2007; Arnott, 2008; Hwang and Xu, 2008; Yeoh and Koronios, 2010; Olszak
and Ziemba, 2012; Anjariny and Zeki, 2013; Dawson and Van Belle, 2013; Işık et al., 2013;
Puklavec et al., 2014, 2018; Grublješič and Jaklič, 2015; Nasab et al., 2015; Mesaros et al., 2016;
Pham et al., 2016; Salmasi et al., 2016; Yeoh and Popovič, 2016; Rezaie et al., 2017).

Organisational resources
As Grandon and Pearson (2004) noted, the term “organisational resources” refers to the
degree of technical, financial and human resources within an organisation. It was explained
by Puklavec et al. (2014) that BI systems tend to involve a greater degree of voluntary action
which leads to greater sensitivity for the availability of resources and can be a significant
aspect for the adoption of systems for BI. For Owusu et al. (2017), enhancement of the
resources of an organisation may influence the implementation of BI systems. Numerous
studies have, in fact, supported that idea; see, for example, Wixom and Watson (2001),
Arnott (2008), Yeoh et al. (2008), Yeoh and Koronios (2010), Woodside (2011), Dawson and
Van Belle (2013), Boonsiritomachai et al. (2014), Puklavec et al. (2014), Grublješič and Jaklič
(2015), Acheampong and Moyaid (2016), Salmasi et al. (2016), Yeoh and Popovič (2016),
Hatta et al. (2017) and Rezaie et al. (2017), which help to show the direct and positive impacts
that organisational resources have upon the success of a BI system overall.
IT infrastructure
IT infrastructure relates to the ability for users to be provided with information and data to
suitable levels of reliability, timeliness, accuracy, confidentiality and security, as well as
capability for tailoring processes to emergent business directions and needs and provision
of universal access and connectivity with enough range and reach (Fink et al., 2017).
BI systems have a number of characteristics in common with traditional development
lifecycles for IT projects with their various phases (Moss and Atre, 2003). Implementation of
systems for BI does not solely entail the buying of combinations of hardware and software
but rather it is an undertaking that has greater complexity with requirement for suitable
resources and infrastructure over longer time periods (Yeoh and Koronios, 2010). It has been
noted by many authors that IT infrastructure impacts directly upon BI implementation
success, for example, Arnott (2008), Yeoh et al. (2008), Yeoh and Koronios (2010), Olszak and
Ziemba (2012), Nasab et al. (2015), Pham et al. (2016), Salmasi et al. (2016), Yeoh and Popovič
(2016), Villamarín and Diaz Pinzon (2017), Lautenbach et al. (2017) and Rezaie et al. (2017).
Vision
Clear visions help organisations to strategise their missions. In addition, there is a requirement
for organisational visions to be disseminated throughout the different organisational levels
(Prijatelj, 1999). It was noted by Adamala and Cidrin (2011) that a system for BI has to be tied
closely to the strategic vision of a company. A clear vision enables BI implementation to be
successful. Furthermore, a vision that is long term, in terms that are primarily organisational
and strategic, is essential for establishing a business that is robust and has alignment to the
strategic vision in order for the needs and objectives of the business to be met (Yeoh and
Koronios, 2010). Several studies have shown that the success of a BI system is greatly
influenced by a vision that is clear; see, for example, Arnott (2008), Yeoh et al. (2008), Yeoh and
Koronios (2010), Dawson and Van Belle (2013), Sangar and Iahad (2013), Nasab et al. (2015),
Pham et al. (2016), Yeoh and Popovič (2016) and Rezaie et al. (2017). It was empirically shown
by Hwang and Xu (2008) that business needs and a vision that is clear impact significantly
and positively upon the quality of system.
Project champion
The requirement for a champion of the project is also considered as a relatively significant
element in successful BI implementation. As Mandal and Gunasekaran (2003) note, such a
project champion ought to have strong skills in leadership. In addition, such a person ought to
have managerial competencies in a range of personal, technical and business-oriented ways
(Kraemmergaard and Rose, 2002). Project champion is defined here as an individual at
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management level who recognises ideas that are useful for his/her organisation and leads with
adequate authority and resources during all the phases of development and implementation
(Meyer, 2000). A champion was described by Yeoh and Koronios (2010) as a person who has
high levels of enthusiasm along with an in-depth knowledge of business processes within his
or her organisation, in addition to a good awareness of the technological innovations under
discussion and requiring commitment. The research that exists in the area shows that project
champions, when present, are able to impact upon successful BI system adoption significantly
(Arnott, 2008; Yeoh et al., 2008; Yeoh and Koronios, 2010; Olszak and Ziemba, 2012; Anjariny
and Zeki, 2013; Dawson and Van Belle, 2013; Sangar and Iahad, 2013; Puklavec et al., 2014,
2018; Nasab et al., 2015; Acheampong and Moyaid, 2016; Pham et al., 2016; Yeoh and Popovič,
2016; Villamarín and Diaz Pinzon, 2017; Owusu et al., 2017; Rezaie et al., 2017).
Team skills
Implementation of BI calls for a balance of technical skills within a team, interpersonal abilities
and the capacity to work skilfully in the undertaking of tasks in ways that involve good
interaction by users (Wixom and Watson, 2001). Furthermore, a project team ought to consist
of members from various areas within a business in order for the sharing of ideas and so that
standardisation can be potentially increased, particularly if, as part of the initiative for BI,
there is to be a data warehouse that is enterprise wide (Goodhue et al., 2002). Innovation and
learning are stimulated by the coming together of team members that have a diverse range of
perspectives and competencies, and this can help in the generation of a greater amount of
alternative solutions to problems that are complex (Campion et al., 1993; Lee and Xia, 2010). In
addition, engaging project team by managers in the strategic planning and vision will produce
an environment of employee satisfaction and enhancing the leading skills (Wall, Russell and
Moore, 2017; Wall, Bellamy, Evans and Hopkins, 2017). The skills of a team significantly affect
the overall success of implementation of BI (Arnott, 2008; Yeoh et al., 2008; Yeoh and Koronios,
2010; Olszak and Ziemba, 2012; Anjariny and Zeki, 2013; Sangar and Iahad, 2013; Nasab et al.,
2015; Mesaros et al., 2016; Yeoh and Popovič, 2016; Villamarín and Diaz Pinzon, 2017; Rezaie
et al., 2017). The skills of a team also have a bearing upon other dimensions of success of BI,
such as productivity, project implementation, decision making and information quality
(Wixom and Watson, 2001; Xu and Hwang, 2007; Hwang and Xu, 2008).
Project management
The term “project management” is in reference to the ongoing management of the plan for
implementation. As well as stages of planning it involve, therefore, the allocation of
responsibilities to a variety of stakeholders, definition of critical paths and milestones, human
resource planning, determination of success indicators and training (Nah and Delgado, 2006). At
first, modern project management methods were intended for their application within big
organisations that had systems of complexity that needed such systematic processes (Baccarini,
1999). More recently, however, they may be altered and adapted to make them suitable for
addressing the needs of organisations that are smaller (Fedouaki et al., 2013). As several authors
have noted, the project management can have a considerable impact upon the implementation of
a BI system (Arnott, 2008; Yeoh et al., 2008; Yeoh and Koronios, 2010; Woodside, 2011; Anjariny
and Zeki, 2013; Sangar and Iahad, 2013; Pham et al., 2016; Rezaie et al., 2017).
User participation
The term “user participation”, related to developing specific IS, was defined by (Kearns and
Sabherwal, 2006) as behaviours, tasks or assignments that users or user representatives
perform whilst within the development project for IS. Accurate capture and communication
of user requirements the members of the project team are ensured by good user

participation; these properties have particular importance if there is an initial lack of clarity
with regard to system requirements (Wixom and Watson, 2001). It was noted by Audzeyeva
and Hudson (2016) that adequate involvement of users within adjustment of the BI, within
its exploitation over the long term, is likely to make a contribution to its usability within the
future as well as helping match it to other processes within the organisation. Moreover,
organisational change that has been enabled by BI can, in turn, help in the introduction of
changes to processes for organisational control and coordination. In general, user
participation has a great deal of significance for the implementation of IS projects (Hwang
and Thorn, 1999). Also, in particular, user participation is significant for BI system (Wixom
and Watson, 2001; Xu and Hwang, 2007; Hwang and Xu, 2008; Yeoh et al., 2008; Yeoh and
Koronios, 2010; Dawson and Van Belle, 2013; Grublješič and Jaklič, 2015; Nasab et al., 2015;
Mesaros et al., 2016; Yeoh and Popovič, 2016; Rezaie et al., 2017).
Change management
The term “change management” is in reference to procedures for managing change in an
organisation; such changes both reinvent and revolutionise the functions and processes of
government (Ndou, 2004). A programme for change management has importance since it
enables there to be a reduction in any resistance to implementation that may be encountered
and so it helps facilitate adoption (Hawking and Sellitto, 2010); this is especially the case if
technological development is ongoing since, at these moments, the possibility for change
happening are greater (Fourati-Jamoussi and Niamba, 2016; Villamarín and Diaz Pinzon,
2017). They went on to note that the absence of this factor, i.e. effective change management,
from the implementation processes for BI could help provide an explanation for failure of BI
projects (Williams and Williams, 2006). Numerous studies support this notion; see, for
example, Yeoh et al., 2008; Yeoh and Koronios (2010), Sangar and Iahad (2013), Grublješič and
Jaklič (2015), Yeoh and Popovič (2016), Villamarín and Diaz Pinzon (2017) and Rezaie et al.
(2017), all of which indicate the direct and positive impact that change management has upon
the implementation of BI systems.
The compilation above, cited from the literature, offers a basis for considering the range
of factors of success and associated frequencies for each of them. Additional analyses,
however, undertaken with the aim of uncovering clear and obvious gaps within the relevant
literature have made it apparent that there has been a lack of deep consideration given to the
factors that have a bearing on implementation. In addition, there seems to be a variety of
definitions for implementation factors and the concept of resources and change
management. Likewise, there seems to be little explanation put forward of the particular
tactics that may be employed in implementing such systems. Lastly, a further noteworthy
observation was that, from the cited implementation factors, there was a lack of perspective
taken on user characteristics and work-based learning. Wall (2017) stated that work-based
learning enhances employee’s well-being and increase organisational performance.
There was either presentation of implementation factors without explaining from whom
the perspective was being shown or there was provision of a user perspective though only in
relation to one single factor of implementation. All too often, researchers have tended to
focus upon just one particular implementation factor or one particular aspect of the process
of implementation. As a result, little research has been recorded that manages to encompass
all significant considerations with regard to factors of implementation.
Implications of the study
This study has drawn a lot from the already existing literature related to the implementation
of BI into one single piece of research. This allows for taking stock of the current state of
play with regard to knowledge in the field and helps the identification of appropriate
practice and areas for further study. The study demonstrates that there is a good theoretical
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understanding of the background or framework for the implementation of BI. In addition,
the paper can benefit researchers through the provision of case study contexts. Through
aggregation of this information into one paper, researchers may now more easily identify a
focus for their own studies based upon the contexts that they can see have been explored or
not. It has been argued in this study that ten distinct factors are required for successful
implementation of BI, as shown in Figure 3. These factors are constructs that may be used
within practice for the analysis of needs and the design of a BI initiative, as well as its
implementation, monitoring, control and assessment. Consolidation of factors within the
practical stages of implementation is an accurate representation of the procedures and
behaviours within industry within a more clear picture on collective trials undertaken.
Work-based learning industries may focus upon an exploration of these factors to establish
the scenario likely to be more successful for their particular contexts. Literature related to
implementation of BI is much more focussed upon organisations within developed countries
within Europe, Australia and the USA. As such, little research has been undertaken into
organisations based within developing countries. Studies have shown that there are
additional challenges for BI systems within developing countries along with increasing
levels of dependency (Owusu et al., 2017). It appears that certain factors of implementation
are prioritised differently within different countries. Whilst “resources” are ranked at the
middle of the frequency analysis of this study, when trying to implement a BI system within
a developing country, it could be a factor that is highly critical. From the study of over
38 relevant case studies within various contexts, the identified implementation factors
outline the various factors created through a combination of factors scattered throughout
the literature. In practical terms, this has provided a thorough overview of the factors of
implementation present within the existing literature. Furthermore, since the factors were
compiled through the use of existing case studies, the factors are based upon practical
experience in real industrial settings. These factors may be used, therefore, by practitioners
in relation to their particular industry, with concentration upon those elements that have
greater prevalence in their field. This paper, then, offers an industry-oriented and practical
framework to help ensure BI implementation success.
Research recommendation and limitations
Research recommendations are as useful for researchers as they are for organisations
wishing to implement systems of BI successfully. The review of literature, in relation to
factors that have an association with research of the implementation of BI, ought to have
analysis of the factors that are used most commonly with respect to BI system
implementation; this would provide researchers with a path towards proper analysis of
what factors lie behind success. This review of literature can also serve as a guide for
organisations seeking to take preventative measures for avoiding some of the challenges
that are potentially faced whilst trying to implement a BI system successfully.
This research paper is not without limitations. First, the study can be considered as only
looking at factors behind the implementation of BI; as such, lots of other themes of research
related to the implementation of BI systems are overlooked. Second, there has not been
exploration of the research paradigms in this study in methodological and theoretical terms.
Further empirical research of that area could discover other facts in relation to factors and
their impact upon success. There ought to be careful consideration and assimilation of these
concerns in any further related studies.
Conclusion
This research has involved the review of literature published from 1998 to 2018 and
discovered that the subject of implementation of BI was limited. Further research on the
implementation of BI may be very useful for enhancement of the likeliness of success in

implementation of BI. The review of the literature with regard for BI implementation shows
that in lots of cases, the factors of implementation put forward are based upon review of a
limited case study example or literature already published. Previous research does not provide
clear guidance in relation to which factors of implementation ought to be
adopted however, because of inconsistencies and the nature of relationships for BI success
dimensions. This paper has had the purpose of analysing the literature on BI implementation
with particular regard for implementation factors. The study aim has been achieved through
selection of thirty-eight papers related to BI implementation. The research findings are
potentially useful for those who are in the process of implementing a BI system or those who
have failed to implement a BI system initiative successfully. In addition, the use of the BI
system is required to enhance the work-based learning process. This research has brought a
degree of clarity on the topic and offers useful contributions and guidelines from and to the
literature for both researchers and managers alike. The paper makes a contribution to
development and understanding in the field of implementation of BI and appreciation of the
impacts of particular practices upon success. Despite the inconsistencies that were identified,
the literature review shows that the particular implementation factors result in significant
levels of success in the implementation of a BI system (Figure 3).
References
Acheampong, O. and Moyaid, S.A. (2016), “An integrated model for determining business intelligence
systems adoption and post-adoption benefits in banking sector”, Journal of Administrafive and
Business Studies, Vol. 2 No. 2, pp. 84-100.
Adamala, S. and Cidrin, L. (2011), “Key success factors in business intelligence”, Journal of Intelligence
Studies in Business, pp. 107-127.
Anjariny, A.H. and Zeki, A.M. (2013), “The important dimensions for assessing organizations’
readiness toward business intelligence systems from the perspective of Malaysian
organization”, IEEE 2013 International Conference on Advanced Computer Science
Applications and Technologies (ACSAT), pp. 544-548.
Arnott, D. (2008), “Success factors for data warehouse and business intelligence systems”, ACIS 2008
Proceedings, p. 16.
Audzeyeva, A. and Hudson, R. (2016), “How to get the most from a business intelligence application
during the post implementation phase? Deep structure transformation at a UK retail bank”,
European Journal of Information Systems, Vol. 25 No. 1, pp. 29-46.
Baars, H. and Kemper, H.-G. (2008), “Management support with structured and unstructured data – an
integrated business intelligence framework”, Information Systems Management, Vol. 25 No. 2,
pp. 132-148.
Baccarini, D. (1999), “The logical framework method for defining project success”, Project Management
Journal, Vol. 30 No. 4, pp. 25-32.
Bakunzibake, P., Grönlund, Å. and Klein, G.O. (2016), “E-government implementation in developing
countries: enterprise content management in Rwanda”, 15th IFIP Electronic Government
(EGOV )/8th Electronic Participation (EPart) Conference, Univ Minho, IOS Press, Guimaraes,
September 5–8, pp. 251-259.
Boonsiritomachai, W., McGrath, M. and Burgess, S. (2014), “A research framework for the adoption of
Business Intelligence by Small and Medium-sized enterprises”, Proceedings of the 27th Annual
Conference on Small Enterprise Association of Australia and New Zealand, SEAANZ, pp. 1-22.
Campion, M.A., Medsker, G.J. and Higgs, A.C. (1993), “Relations between work group characteristics
and effectiveness: implications for designing effective work groups”, Personnel Psychology,
Vol. 46 No. 4, pp. 823-847.
Dawson, L. and Van Belle, J.-P. (2013), “Critical success factors for business intelligence in the South
African financial services sector: original research”, South African Journal of Information
Management, Vol. 15 No. 1, pp. 1-12.

Successful BI
implementation

129

JWAM
11,2

130

Dooley, P., Levy, Y., Hackney, R.A. and Parrish, J.L. (2018), “Critical value factors in business
intelligence systems implementations”, in Deokar, A., Gupta, A., Iyer, L. and Jones, M. (Eds),
Analytics and Data Science. Annals of Information Systems, Springer, Cham.
Fedouaki, F., Okar, C. and Alami, S.El. (2013), “A maturity model for business intelligence system
project in small and medium-sized enterprises: an empirical investigation”, IJCSI International
Journal of Computer Science Issues, Vol. 10 No. 6, pp. 61-69.
Fink, L., Yogev, N. and Even, A. (2017), “Business intelligence and organizational learning: an empirical
investigation of value creation processes”, Information and Management, Vol. 54 No. 1,
pp. 38-56.
Fourati-Jamoussi, F. and Niamba, C.N. (2016), “An evaluation of business intelligence tools: a cluster
analysis of users’ perceptions”, Journal of Intelligence Studies in Business, Vol. 6 No. 1, pp. 37-47.
Goodhue, D.L., Wixom, B.H. and Watson, H.J. (2002), “Realizing business benefits through CRM: hitting
the right target in the right way”, MIS Quarterly Executive, Vol. 1 No. 2, pp. 79-94.
Grandon, E.E. and Pearson, J.M. (2004), “Electronic commerce adoption: an empirical study of small
and medium US businesses”, Information & management, Vol. 42 No. 1, pp. 197-216.
Grublješič, T. and Jaklič, J. (2015), “Business intelligence acceptance: the prominence of organizational
factors”, Information Systems Management, Vol. 32 No. 4, pp. 299-315.
Harding, W. (2003), “BI crucial to making the right decision: business intelligence is all about collecting
useful information from multiple sources and then presenting it in an easy to understand format
(special report: business intelligence)”, Financial Executive, Vol. 19 No. 2, pp. 49-51.
Harris, G. and Attour, S. (2003), “The international advertising practices of multinational companies”,
European Journal of Marketing, Vol. 37 Nos 1/2, pp. 154-168.
Hasan, H.M., Lotfollah, F. and Negar, M. (2012), “Comprehensive model of business intelligence: a case
study of Nano’s companies”, Indian Journal of Science and Technology, Vol. 5 No. 6, pp. 2851-2859.
Hatta, N.N.M., Miskon, S. and Abdullah, N.S. (2017), “Business intelligence system adoption model
for SMEs”, PACIS, p. 192.
Hawking, P. and Sellitto, C. (2010), “Critical success factors of business intelligence (BI) in an ERP
systems environment”, Conference on Research and Practical Issues of Enterprise Information
Systems (CONFENIS) No. 1996, ACIS, p. 4.
Hostmann, B. (2007), “BI competency centres: bringing intelligence to the business”, Business
Performance Management, Vol. 5 No. 4, pp. 4-10.
Hung, S.-Y., Huang, Y.-W., Lin, C.-C., Chen, K. and Tarn, J.M. (2016), “Factors influencing business
intelligence systems implementation success in the enterprises”, Pacific Asia Conference on
Information Systems (PACIS), Proceedings, p. 297.
Hwang, M.I. and Thorn, R.G. (1999), “The effect of user engagement on system success: a meta-analytical
integration of research findings”, Information and Management, Vol. 35 No. 4, pp. 229-236.
Hwang, M.I. and Xu, H. (2008), “A structural model of data warehousing success”, Journal of Computer
Information Systems, Vol. 49 No. 1, pp. 48-56.
Işık, Ö., Jones, M.C. and Sidorova, A. (2013), “Business intelligence success: the roles of BI capabilities
and decision environments”, Information and Management, Vol. 50 No. 1, pp. 13-23.
Kappelman, L., McLean, E., Johnson, V. and Torres, R. (2016), “The 2015 SIM IT issues and trends
study”, MIS Quarterly Executive, Vol. 15 No. 1, pp. 55-83.
Kearns, G.S. and Sabherwal, R. (2006), “Strategic alignment between business and information
technology: a knowledge-based view of behaviors, outcome, and consequences”, Journal of
Management Information Systems, Vol. 23 No. 3, pp. 129-162.
Kraemmergaard, P. and Rose, J. (2002), “Managerial competences for ERP journeys”, Information
Systems Frontiers, Vol. 4 No. 2, pp. 199-211.
Lautenbach, P., Johnston, K. and Adeniran-Ogundipe, T. (2017), “Factors influencing business
intelligence and analytics usage extent in South African organisations”, South African Journal
of Business Management, Vol. 48 No. 3, pp. 23-33.

Lee, G. and Xia, W. (2010), “Toward agile: an integrated analysis of quantitative and qualitative field
data on software development agility”, MIS Quarterly, Vol. 34 No. 1, pp. 87-114.
Mandal, P. and Gunasekaran, A. (2003), “Issues in implementing ERP: a case study”, European Journal
of Operational Research, Vol. 146 No. 2, pp. 274-283.
Mesaros, P., Carnicky, S., Mandicak, T., Habinakova, M., Mackova, D. and Spisakova, M. (2016), “Model
of key success factors for business intelligence implementation”, Journal of Systems Integration,
Vol. 7 No. 3, pp. 3-15.
Meyer, M. (2000), “Innovation roles: from souls of fire to devil’s advocates”, The Journal of Business
Communication (1973), Vol. 37 No. 4, pp. 328-347.
Moss, L. and Atre, S. (2003), “Business intelligence roadmap: the complete project lifecycle for decisionsupport applications”, available at: https://books.google.com/books?hl=en&lr=&id=
ZV8jeV4a9_AC&oi=fnd&pg=PR7&dq=Business+Intelligence+Roadmap:+The+Complete
+Project+Lifecycle+for+Decision-Support+Applications,+Boston,+MA:+Addison-Wesley.
&ots=LuoBLeHPE0&sig=b1pux1oR1GOxJZHza3UQ9W3TMqk (accessed 14 August 2019).
Nah, F.F.-H. and Delgado, S. (2006), “Critical success factors for enterprise resource planning
implementation and upgrade”, Journal of Computer Information Systems, Vol. 46 No. 5, pp. 99-113.
Nasab, S.S., Selamat, H. and Masrom, M. (2015), “A Delphi study of the important factors for BI system
implementation in the public sector organizations”, Jurnal Teknologi, Vol. 77 No. 19, pp. 113-120.
Nasab, S.S., Jaryani, F., Selamat, H. and Masrom, M. (2017), “Critical success factors for business
intelligence system implementation in public sector organisation”, International Journal of
Information Systems and Change Management, Vol. 9 No. 1, pp. 22-43.
Ndou, V. (2004), “E-government for developing countries: opportunities and challenges”, The Electronic
Journal of Information Systems in Developing Countries, Vol. 18 No. 1, pp. 1-24.
Olbrich, S., Poppelbuß, J. and Niehaves, B. (2012), “Critical contextual success factors for business
intelligence: a Delphi study on their relevance, variability, and controllability”, paper presented
at the System Science (HICSS), 2012 45th Hawaii International Conference.
Olszak, C.M. and Ziemba, E. (2012), “Critical success factors for implementing business intelligence
systems in small and medium enterprises on the example of Upper Silesia, Poland”,
Interdisciplinary Journal of Information, Knowledge, and Management, Vol. 7 No. 2, pp. 129-150.
Owusu, A., Agbemabiasie, G.C., Abdurrahaman, D.T. and Soladoye, B.A. (2017), “Determinants of
business intelligence systems adoption in developing countries: an empirical analysis from
Ghanaian banks”, The Journal of Internet Banking and Commerce, Vol. 24 No. 2, pp. 1-25.
Patton, M. (1990), “Qualitative evaluation and research methods”, available at: http://psycnet.apa.org/
record/1990-97369-000 (accessed 15 July 2019).
Petter, S., DeLone, W. and McLean, E.R. (2013), “Information systems success: the quest for the
independent variables”, Journal of Management Information Systems, Vol. 29 No. 4, pp. 7-62.
Pham, Q.T., Mai, T.K., Misra, S., Crawford, B. and Soto, R. (2016), “Critical success factors for
implementing business intelligence system: empirical study in Vietnam”, International
Conference on Computational Science and Its Applications, Springer, pp. 567-584.
Prijatelj, V. (1999), “Success factors of hospital information system implementation: what must go
right?”, Studies in Health Technology and Informatics, Vol. 68 No. 1, pp. 197-202.
Puklavec, B., Oliveira, T. and Popovic, A. (2014), “Unpacking business intelligence systems adoption
determinants: an exploratory study of small and medium enterprises”, Economic and Business
Review for Central and South-Eastern Europe, Vol. 16 No. 2, pp. 185-213.
Puklavec, B., Oliveira, T. and Popovič, A. (2018), “Understanding the determinants of business
intelligence system adoption stages”, Industrial Management and Data Systems, Vol. 188 No. 1,
pp. 236-261, available at: https://doi.org/10.1108/IMDS-05-2017-0170
Rezaie, S., Mirabedini, S.J. and Abtahi, A. (2017), “Identifying key effective factors on the
implementation process of business intelligence in the banking industry of Iran”, Journal of
Intelligence Studies in Business, Vol. 7 No. 3, pp. 5-24.

Successful BI
implementation

131

JWAM
11,2

132

Salmasi, M.K., Talebpour, A. and Homayounvala, E. (2016), “Identification and classification of
organizational level competencies for BI success”, Journal of Intelligence Studies in Business,
Vol. 6 No. 2, pp. 17-33.
Sangar, A.B. and Iahad, N.B.A. (2013), “Critical factors that affect the success of business intelligence
systems (BIS) implementation in an organization”, International Journal of Scientific and
Technology Research, Vol. 2 No. 2, pp. 176-180.
Villamarín, J.M. and Diaz Pinzon, B. (2017), “Key success factors to business intelligence solution
implementation”, Journal of Intelligence Studies in Business, Vol. 7 No. 1, pp. 48-69.
Wall, T. (2017), “A manifesto for higher education, skills and work-based learning: through the lens of the
manifesto for work”, Higher Education, Skills and Work-Based Learning, Vol. 7 No. 3, pp. 304-314.
Wall, T., Russell, J. and Moore, N. (2017), “Positive emotion in workplace impact: the case of a
work-based learning project utilising appreciative inquiry”, Journal of Work-Applied
Management, Vol. 9 No. 2, pp. 129-146.
Wall, T., Bellamy, L., Evans, V. and Hopkins, S. (2017), “Revisiting impact in the context of workplace
research: a review and possible directions”, Journal of Work-Applied Management, Vol. 9 No. 2,
pp. 95-109.
Williams, S. and Williams, N. (2006), The Profit Impact of Business Intelligence, Morgan Kaufmann,
San Francisco, CA.
Wixom, B.H. and Watson, H.J. (2001), “An empirical investigation of the factors affecting data
warehousing success”, MIS Quarterly, Vol. 25 No. 1, pp. 17-41.
Woodside, J. (2011), “Business intelligence best practices for success”, International Conference on
Information Management and Evaluation, Academic Conferences International Limited, p. 556.
Xu, H. and Hwang, M.I. (2007), “The effect of implementation factors on data warehousing success: an
exploratory study”, Journal of Information, Information Technology, and Organizations, Vol. 2
No. 1, pp. 1-14.
Yeoh, W. and Koronios, A. (2010), “Critical success factors for business intelligence systems”, Journal of
Computer Information Systems, Vol. 50 No. 3, pp. 23-32.
Yeoh, W. and Popovič, A. (2016), “Extending the understanding of critical success factors for
implementing business intelligence systems”, Journal of the Association for Information Science
and Technology, Vol. 67 No. 1, pp. 134-147.
Yeoh, W., Koronios, A. and Gao, J. (2008), “Managing the implementation of business intelligence
systems: a critical success factors framework”, International Journal of Enterprise Information
Systems (IJEIS), Vol. 4 No. 3, pp. 79-94.
Further reading
Boyton, J., Ayscough, P., Kaveri, D. and Chiong, R. (2015), “Suboptimal business intelligence
implementations: understanding and addressing the problems”, Journal of Systems and
Information Technology, Vol. 17 No. 3, pp. 307-320.
Olszak, C.M. (2016), “Toward better understanding and use of business intelligence in organizations”,
Information Systems Management, Vol. 33 No. 2, pp. 105-123.
Watson, H.J. and Wixom, B.H. (2007), “Enterprise agility and mature BI capabilities”, Business
Intelligence Journal, Vol. 12 No. 3, pp. 13-28.

Corresponding author
Nadeem Ali El-Adaileh can be contacted at: n.eladaileh@gmail.com

For instructions on how to order reprints of this article, please visit our website:
www.emeraldgrouppublishing.com/licensing/reprints.htm
Or contact us for further details: permissions@emeraldinsight.com

Quarto trim size: 174mm x 240mm

The current issue and full text archive of this journal is available on Emerald Insight at:
www.emeraldinsight.com/2205-2062.htm

Leading by limitation? Language
and communication
within the workplace
Anna Foster
School of Environment, Education and Development,
University of Manchester, Manchester, UK

Language and
communication
within the
workplace
133
Received 1 September 2019
Revised 17 September 2019
Accepted 17 September 2019

Abstract
Purpose – Language and how it is communicated within organisations is a complex situation. The purpose
of this paper is to provide a perspective on the practice of issuing style guides and restrictive word lists as
highlighted in the recent media through the case of Leader of the House of Commons, Mr Rees-Mogg.
Design/methodology/approach – A key focus is the question whether the approach of limiting language
and guiding communication through such a directive is effective in developing understanding amongst
work-based learners and facilitating both consistency and quality of communications. The paper looks to
draw upon both educational and psychological perspectives to underpin the discussion of how such an
approach has been implemented and the resulting impact upon those working with such rules of guidance.
Findings – Conclusions drawn highlight that professionals learning at work may fail to understand the
rationale for why guidelines have been issued to them. Subsequently, the work-based learner may feel othered
by the process thus effecting motivation and well-being.
Originality/value – The paper offers a perspective on an approach utilised by a leader within the UK
Government, exploring it through the lens of education and English Language development to discuss the
potential impact upon employees within the workplace.
Keywords Leadership, Education, Language, Communication, Identity
Paper type Viewpoint

While beginning a new leadership role or establishing leadership of a new project, it is
important to consider the remit of your role, the standards you wish to establish and to ensure
this is communicated to work-based learners (Kotter, 2012). Recent media reports have
highlighted that in his new role as Leader of the House of Commons, Mr Jacob Rees-Mogg has
attempted to address the standard of communication itself through issuing a style guide for
written communications to his staff (Rawlinson, 2019). This included a list of words that should
not be used as well as other stylistic and formatting requirements such as the use of imperial
measurements rather than the metric system, use of punctuation and spacing (Hughes, 2019).
In such a senior position, it is plausible to imagine that the example set by Mr Jacob Rees-Mogg
could be followed by other Government ministers, departments and agencies as well as by
other organisations wishing to emulate the standards and quality that Government might
suggest; however, research highlights that there is no single approach which prescribes
effective performance (Bass, 2008; Dulewicz and Higgs, 2005; Hassan et al., 2018). It should be
questioned as to whether the Rees-Mogg approach, which appears goal-orientated (House,
1996; Peterson, 2018) and transactional in its approach (Burns, 1978; Bass, 1985; Yahaya and
Ebrahim, 2016), is truly an example worth following in relation to developing language use and
consistency in standards of written communication by work-based learners.
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Within the UK, children are taught from a very young age about different levels of
formalities in language use and how to adapt their verbal and written language to meet
specific audience and purposes (Department for Education, 2014). This is echoed across
languages and cultures throughout the world for a host of academic systems and purposes
(Sterzuk, 2015; Milroy and Milroy, 2012; Kristiansen and Coupland, 2011). Having achieved a
standardised grade within the academic system, there is an assumption that learners have met
the required standard and have a proficiency that enables the user to successfully adapt
language use to different contexts (Paterson, 2010); however, this is often not the case
( Jama and Dugdale, 2012; Macey, 2013) and even at the top end, literacy standards can vary
considerably (DeLuca et al., 2016). With this in mind, the approach taken to supporting and
developing standards of written communication within the workplace needs to be considered.
A transactional leadership style, which does not focus upon employee development
(Northouse, 2007) but rather on an exchange of something of value in order to meet the
leaders’ requirements (Bass, 1985; Yahaya and Ebrahim, 2016; Wall, Bellamy, Evans and
Hopkins, 2017) can ensure that work-based learners meet a required standard (Aarons, 2006),
yet where a style guide is provided in lieu of clear explanation or education (Bass et al., 2003),
it is unlikely to facilitate genuine development of communication skills within the writer
( Jurmo, 2004; Crossley and McNamara, 2016; Wall, 2016).
The concept of providing work-based learners with guidance on appropriate standards of
communication is not new; research highlights evidence of adherence to policies and processes
regarding language use by governments and organisations ( Johansson and Raunio, 2019;
Wright, 2016; Shuy, 1998). However, whilst there are merits in developing language policies to
support multinational organisations in navigating language barriers amongst employees
(Sanden, 2016), the value of language policies as a prescriptive method to standardise
language to a specific criteria is criticised for the limitations it places upon professionals
learning at work (Shohamy, 2006; Crane and Livesey, 2017). In the case of the Rees-Mogg style
guide, it should be acknowledged that the language and communication guidance document
referred to in the recent press may not be an official policy within Mr Rees-Mogg’s office
(Hughes, 2019). Nevertheless, in sharing the document amongst employees under the umbrella
of how he likes things to be done (Rawlinson, 2019), it can be argued that the approach does
highlight the expectations and standards stipulated by a senior leader and. therefore, could be
interpreted as an informal policy by learners at work (Mueller, 2015).
Informal policy is something that is often seen within organisations and is a method of
sharing knowledge amongst a group or within and organisation to deliver organisational
success (Ipe, 2003; Jeon et al., 2011) and can have the same impact upon work-based learners’
mind set, well-being and organisational outcomes as more formalised policies (Mueller, 2015;).
When considering language use beyond the use of profanity or discriminatory language, which
are often highlighted with formal policy documents, informal language policies exist where
professionals at work operate and utilise in what is seen as an accepted organisational language
(Hinds et al., 2014). Whilst organisations often operate with an understanding of a shared
organisational language, this is often seen as form of tacit knowledge (Reiche et al., 2017)
developed through experience and shared understanding. The concept of shared language in
this format is an organic process and not one which has been formalised or constructed by a
senior leader.
In the case of Mr Rees-Mogg, shared language appears to be less organic and more derived
from the expectations and messaging provided by leaders. His approach has come in the form
of guidance notes (Rawlinson, 2019) but such messaging can equally come from other sources
such as oral expectations or word-of-mouth ( Jeon et al., 2011). When presented to learners at
work as an expectation of what is preferred by someone in a position of authority, there is a
sense that this creates a need to conform (Hewlin et al., 2017), consequently, the need to obey
can restrict the work-based learners’ own language choices – their idiolect – as they strive to

meet these standards (Northouse, 2007). Restrictions upon language can disempower those
working under constraint and consequently be harmful to their well-being (Gonzalez and
Melis, 2014; Otaye-Ebede et al., 2018). This will be compounded further when there is limited
understanding of why language use has been restricted (Bass et al., 2003) and can lead to
divisions within the workplace: the language “haves”, who utilise the required language
constructs within their idiolect and the language “have nots” who must adapt their language
in order to fit the required mould of their organisation.
Importance of language
The impact of language use within the workplace is something which has been widely
researched (Chapman and White, 2019; Mayfield and Mayfield, 2017; Martin and Nakayama,
2015; Troike-Saville, 2003; Gumperz, 1972). However, whilst much of this research focuses
upon the motivational power of language, it should not be discounted the negative impact
language can have where organisations or leaders attempt to standardise its use. Attempts to
create homogeneity through limiting linguistic choice have been found to be in conflict with
the diverse global community in which we live (Sterzuk, 2015). Work-based learners may
come from a diverse range of backgrounds and, due to exposure to a vast online community,
individuals have the opportunity to gain experience and familiarity with a wider and more
readily accessible language base than ever before (Cunningham and Craig, 2016).
Effective language use is often seen as a key to social success, which, in turn, can support
both individual and organisational progress (Ladegaard and Jenks, 2015). Understanding and
adapting language give the user power (Holmes and Stubbe, 2015). Proficiency in the ability to
successfully navigate language policies and interpret degrees of formality allows language
users to capitalise on language use as a source of power. Where there is disparity in language
use and interpretation between team members (Tenzer and Pudelko, 2017), those who are less
proficient in their ability to adapt language can have difficulties with articulating their point of
view. Additional issues such as giving instructions and responding to different audiences;
struggling to engage others and lacking confidence to make their voice heard are all
challenges encountered within the workplace ( Jackson, 2015). These issues are highlighted not
just within the UK, but also within workplaces around the world and are most frequently
discussed in relation to those from ethnic minorities or migrant workers (Kosny et al., 2017;
Leong and Tang, 2016; Kristiansen and Coupland, 2011; Gal, 2006).
Language proficiency is often tackled within research from the perspective of non-native
speakers; this neglects the question of language proficiency within first language speakers. Often
this is viewed in terms of level of education, although there is a link, educational attainment is not
always a direct representation of linguistic ability. A scientist at post-doctoral level for example
may have a high degree of fluency in relation to technical language but may demonstrate less
effective communication to an audience than a poet with only school-level qualifications if tasked
to write about an emotive subject. Language is by its very nature subjective and heavily
influenced by both audience and purpose. Consequently, limiting individual voices through a list
of restrictions or a formulaic approach that provides no opportunity to make sense of the
rationale behind it could be detrimental to the writer or speaker and, in fact, impede on the
quality of communication shared (Minei, 2015; Paterson, 2010; Ferris, 2007).
Limiting language and leadership
An effective leader will lead by example (Preston et al., 2015, p. 22) challenging both the
organisation and work-based learners therein to develop and drive improvement but do so
in a way which facilitates communication, open discourse and understanding (Bass, 2008;
Minei, 2015). When it comes to language use and development, it is important for leaders to
model the language that is expected for effective communication within the organisation
and also support professionals learning at work in developing their understanding of
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effective use (Wall, 2016; Mayfield and Mayfield, 2017; Holmes and Parker, 2018); this
understanding comes through education which is something that is key to learners at work
successfully establishing new organisational language within their own idiolect.
Education or developmental activity here is important. Work-based learners must buy-in to
the developmental activity, see its relevance and application for it to truly become embedded in
their own language discourse patterns (Chapman and White, 2019). For leaders, the role is one
to support learners at work in making sense of the changes they are suggesting (Minei, 2015;
Wall, 2016). When considering language, there is significant variance in what is understood as
accepted in relation to Standard English depending upon the subject’s first language, gender,
geographic and socio-economic background and level of education (Paterson, 2010; Raihan and
Deterding, 2018; Seidlhofer, 2017; Gonzalez and Melis, 2014). Therefore, when considering
setting a framework or template for the use of language on written communications generated
by an organisation, leaders should seek to evaluate how the standard has been established
(Bass, 2008; Bush, 2009). For example, whose standard has been utilised and how has this been
determined? Is this based upon academic or linguistic conventions from an external and peer
reviewed source? Internal peer discussion or generated through autocratic decision? (Bass et al.,
2003; Dulewicz and Higgs, 2005; Hinds et al., 2014).
Where decisions are taken upon language use for stylistic purposes, an autocratic approach
without clear explanation of the rationale could be problematic (Bass, 2008; Hassan et al., 2018).
Although there are common language choices in relation to technical or subject-specific
terminology that may be consistently used, the plethora of synonyms that exist within wider
use of Standard English, variations in regional dialect, gender, education and understanding of
audience and purpose, to name just a few will all impact upon an individual’s linguistic choices
even within the most formal of communications (Keblusek et al., 2017). Lexical choice is both
complex and intrinsically linked to ones’ perception of self-identity and how the individual
wishes to be present their image of self to others (Crane and Livesey, 2017); therefore, altering
that language to fit the ideals of one individual can be challenging. This becomes even more
complex when considering the varying demographics which might exist within a workplace. As
seen with Mr Rees-Mogg’s approach (Rawlinson, 2019), the linguistic choices have been
described as traditional, upper-class and Etonian – an elite, white male perspective which may
be readily understood and accepted by others of a similar demographic (Brons, 2015). The
rationale itself for some of the choices, such as the need to avoid “invest” which could be deemed
ambiguous in terms of meaning and thus has potential for it to be misinterpreted as something
tangible, for example, a time or financial commitment as opposed to the more abstract
intellectual or emotional investment, may appear logical to some. However, it should not be
assumed that all who are presented with such words as being off-limits will consider or
understanding the differing interpretations of meaning and therefore could feel confused or
alienated by the restrictions imposed upon them.
Such changes impact upon organisational language as this is an integral part of the
foundations of any organisation (Sanden, 2016; Sterzuk, 2015). Accepted language is a social
construct which forms a group identity and a sense of belonging within the workplace (Hinds
et al., 2014); therefore, changes to accepted language use can lead to work-based learners feeling
negative effects such as confusion, anger or anxiety and they struggle to make sense of the
changes in a meaningful way (Weick and Sutcliffe, 2011; Minei, 2015). Whilst some professionals
learning at work may be able to navigate these changes quickly due to an established cultural
capital (Wall, Bellamy, Evans and Hopkins, 2017; Wall, Tran and Soejatminah, 2017), intergroup
communications can become challenging, with those who have a pre-existing base to draw upon
establishing a position of power, controlling and negotiating linguistic norms and enabling them
to “recognise in-group deviancy and publically discredit and marginalize offenders” (Keblusek
et al., 2017, p. 637) and so leaders who seek to impose linguist constraints upon learners at work
need to carefully consider the consequences of their actions.

Motivation and teamwork
Research has highlighted the benefits of inclusive language when seeking to develop
effective collaboration between teams (Sheehan et al., 2007). This links to the idea of shared
language, which is understood and utilised by all team members (Klitmøller and Lauring,
2013) but the concept of inclusion is key to the successful development and communication.
Whilst highlighting words that are deemed inappropriate due to possibility of ambiguity or
stylistic inclinations can be a tool for developing standardisation and ensuring consistency
in the style and format of communications from an organisation, the means by which this is
delivered needs careful consideration.
Where team members have a sense of belonging and mutual sharing, this is reflected in
language which is steeped in innuendoes about collaborating in contrast to examples of teams
where language is seen as a barrier to successful working in isolating team members who
were not fully understanding of the lexicon used (Sheehan et al., 2007). Where shared language
is understood by all, it is inclusive and supports collaboration, motivation and team work;
however, where group members are alienated from the groups language this impacts upon
the sense of identify within the group, the feeling of belonging and thus can impact upon how
the team works effectively together (Reiche et al., 2017). Whilst use of technical or subject
specific terminology can limit those who are not proficient with lexical choices, the same can
also be argued for any language use beyond the individuals’ normal lexicon where no
opportunity is given to understand the reasoning behind the lexical choices. Although over
time the individual may come to embed specific words in order to fit the group dynamic, the
initial discomfort should not be discounted and it should also be questioned as to whether
language use based upon conformity rather than genuine understanding effectively allows the
individual to fully integrate into the group and maximise their potential within the group
dynamic which undoubtedly has implications for their future ways of working.
Identity and othering
Language differences can influence social identity formation among work-based learners
(Reiche et al., 2017). The marginalisation of professionals learning at work based upon
language is a form of othering which is defined as “the construction and identification of the
self or in-group and the other or out-group in mutual, unequal opposition by attributing
relative inferiority and/or radical alienness to the other/out-group” (Brons, 2015, p. 69).
According to Keblusek et al. (2017) language is central to social categorisation with invariant
language features such as lexicon, grammar, and syntax all contributing but also
encompassing individuals’ specific and highly flexible use of language. By limiting language
choices or highlighting words which are considered as unacceptable within a specific group,
whether that be throughout an organisation, within a specific department or project group, a
leader requires learners at work to conform or become othered (Wall, Bellamy, Evans and
Hopkins, 2017). The guidelines provided to Mr Rees-Mogg’s staff identify words and formats
that should not be used within written communication (Hughes, 2019); however as “Spoken
and written language is often a basic identifier of group membership, immediately allowing
others to define a person as an ingroup or outgroup member” (Keblusek et al., 2017, p. 635), the
lack of explanation or education provided with this list of rules could facilitate othering as
work-based learners recognise banned words which are in regular use within their own
lexicon and feel they therefore deviate from the group standard, thus leading to a sense of
denigration or marginalisation. This is an issue which has not just been witnessed within
United Kingdom workplace but has in fact been mirrored widely across Europe, where globalmigration has seen those classed as “non-elite” speakers (Gal, 2006, p. 165) being judged by an
idealised standard of language. This is also mirrored reported through the lens of language
discrimination within the USA (Thorpe-Lopez, 2007; Leong and Tang, 2016; Taylor et al., 2019)
as well as Australia (Kosny et al., 2017).
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The focus on adhering to the language constructs of one individual does not
acknowledge the cultural and socio-economic diversity of the workforce. In the example of
Mr Rees-Mogg, this equates to Etonian education and a rigid adherence to one individual’s
interpretation of Standard English to a formal audience; however, the references to imperial
measurements and recognition of untitled males as “Esquire” (Rawlinson, 2019) suggest a
traditional interpretation of the English Language which is perhaps out-of-kilter which
modern linguistic constructs and fail to acknowledge the ever evolving nature of language
itself (Laitinen, 2016).
Language plays a central role in expressing identity (Keblusek et al., 2017). In the context of
foreign nationals in the workplace, differences in language and cultural capital can see them
marginalised; however, the opportunity to develop language and draw upon their cultural
capital can maintain identity and negate some of the discrimination they may face, thus
supporting them in developing their role whilst also maintaining their own sense of identify
and well-being (Wall, Tran and Soejatminah, 2017). This is equally true of first language
speakers within the workplace as language is closely aligned to self-identity and consequently
is integral to the individual’s spirituality and well-being (Foster and Foster, 2019). Whilst
language is continually developing and changing (Laitinen, 2016), the approach to supporting
language use for organisational purposes and messaging needs careful planning and
implementation. Work-based learners should feel included rather than othered by this process
and understand the rationale for why certain words should be favoured above others for
specific audiences and purposes. Where this knowledge is assumed, there is a potential for
professionals learning at work to feel alienated in their working environment which could
impact upon both motivation and well-being.
Conclusion
Language is complex by its very nature. As previously discussed, the lexicon used by
individuals is intrinsically linked to their sense of self, experiences and understanding as
well their understanding of the context in relation to both audience and purpose for what
they are writing. However, there is a need for some standardisation to allow for continuity
across communications from organisations (Gumperz, 1972; Jurmo, 2004). In order for
leaders to navigate this process successfully, it is important that education and development
activities are provided for work-based learners (Minei, 2015; Crossley and McNamara, 2016).
The rationale for choices made and facilitation of opportunities to reflect upon how they
communicate in relation to specific audience and purposes should be considered. Discourse
and development of this nature should be managed through inclusion to avoid potential for
othering by valuing the language of learners themselves and hearing the perspectives upon
language use within different contexts. Language itself changes and develops continually
through such interactions (Crane and Livesey, 2017; Hewlin et al., 2017) and so it seems
incongruous not to utilise this to develop work-based learners’ understanding. Whilst the
approach taken by Mr Rees-Mogg is a more goal-oriented approach (Peterson, 2018), it
should be questioned whether providing a list to limit word choice offers value and impact
as a developmental tool and leaders should seek opportunities to develop professionals
learning at work in an inclusive manner, where they feel both valued by the process and see
the validity in the development activities themselves.
The questions raised here offer opportunities for further research into language use
within organisations or teams, approaches to developing a framework for standardised
language used on written communications and the impact of language constraint and/or
conformity on well-being. This is by no means an exhaustive list but highlights the potential
for subsequent study and in its current form, hopefully offers pause for thought for those
leading at various levels as to how they approach developing uniformity in communications
or attempt to raise standards.
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Abstract
Purpose – The purpose of this paper is to identify essential psychological-informed executive coaching
approaches that enhance the organisational learning and development process and outcomes through
integrating existing research evidence. Since coaching has been widely used in leadership development
related areas and previous studies confirmed that this generates positive effects on individual-level learning
in the organisational setting. The identified frameworks and influential factors outlined in this paper can
serve as explicit guidelines for the organisation and management team when setting selection and evaluation
benchmarks for employing executive coaches.
Design/methodology/approach – An integrated review approach was applied to narratively synthesise
234 (k ¼ 234) identified peer-review articles between 1995 and 2018. This review followed a rigorous
protocol that the authors consulted ten (n ¼ 10) experts in the field. Both qualitative and quantitative
psychological-focused research evidence was included in this study.
Findings – First, certain psychological approaches, such as cognitive behavioural, solution-focused,
GROW and strength-based approaches, were highlighted in current research evidence. Second, the
essential factors and skills, for instance, building trust, transparency and rapport, and facilitating learning
were identified. Third, the main organisational learning and development outcome evaluation methods
were outlined in this review, such as the self-efficacy scale, organisational commitment, workplace
psychological well-being, 360-degree feedback and the Multifactor Leadership Questionnaire.
Research limitations/implications – It is always challenging to integrate research evidence on coaching
because of the diversity of theoretical disciplines upon which coaching interventions draw. Therefore, it is
difficult to generate a meta-analytic review which can generate statistical results. This review also reveals
room for improvement in the quality of existing coaching evidence in accordance with the criteria for
evidence-based management or practice (Briner et al., 2009), such as research methodology and evaluation
design. Moreover, there is a lack of evidence on this reflective process which helps professional coaches to
ensure the quality of their practice and organisational support.
Practical implications – This review offers a new perspective on the role psychology plays in the
organisational learning and development practices. The identified coaching approaches, influential
interpersonal skills and outcome evaluation methods can serve as practical guidelines when applying
external coaching to facilitate a better organisational learning and development process and outcome.
Originality/value – This is the first literature review to focus on contemporary psychological-informed
coaching evidence (between 1995 and 2018) in the workplace setting. Despite the rapid growth in
demand for professional coaching practitioners (International Coach Federation, 2016), there is a lack of
research-informed evidence to overcome the challenges faced by organisations when employing external
coaches, such as what selection criteria or evaluation benchmarks to use. This review takes a practical
perspective to identify essential body of knowledge and behavioural indicators required for an executive
coach to facilitate an effective learning and development outcome.
Keywords Executive coaching, Literature review, Organizational learning and development,
Coaching psychology, Integrated review
Paper type Literature review
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1. Introduction
This paper presents an integrated literature review on psychological-focused executive
coaching evidence. Executive coaching has been applied extensively in management
learning strategy to support organisational outcomes according to the annual survey of the
CIPD (2015, 2016): three quarters of the organisations surveyed offered coaching to their
employees as well as 69 per cent of them expected to increase their capacity for coaching.
Although a coach’s academic background in psychology was examined being a positive
mediator to enhance the executive coaching outcomes, such as the coachee’s self-awareness
and job performance as reported by the direct supervisor (Bozer et al., 2014), there is still a
lack of evidence in psychology to contribute to this area. Accordingly, an integrated
evaluation across all relevant research evidence is required to specify in what way
psychological interventions facilitate better desired coaching outcomes.
Briner (2012) has previously raised questions about the inadequacy of scientific evidence
on coaching interventions, including the inadequacy of rigorous experimental trials and
systematic reviews. In response to his scepticism about the effectiveness of coaching, a
number of systematic reviews and meta-analyses of workplace coaching were promptly
published (Graßmann et al., 2019; Athanasopoulou and Dopson, 2018; Bozer and Jones, 2018;
Blackman et al., 2016; Grover and Furnham, 2016; Jones et al., 2016; Sonesh et al.,2015;
Theeboom et al., 2014). These reviews established a solid foundation for the development
of evidence-based coaching by confirming coaching generates positive effects on
individual-level learning in the organisational setting. Nevertheless, specific practical
coaching frameworks or disciplines were yet spelled out. To distinguish from previous
reviews of coaching and respond to the latest coaching research trend, “how does coaching
work?” (Theeboom et al., 2014), we scrutinised the relevant psychological-informed evidence
on executive coaching interventions (between 1995 and 2018), in order to outline the trend and
gaps in current executive coaching literature as well as informing future practice.
A total of 234 (k ¼ 234) primary studies (both quantitative and qualitative) investigating the
effects of psychological coaching approaches were identified in this review. The review results
confirmed that the frameworks of psychotherapy (e.g. cognitive behavioural approach and
therapeutic working alliance) play a key role in the effectiveness of executive coaching,
including the coaching relationship and coachees’ self-efficacy, affective organisational
commitment, workplace well-being (e.g. stress) and leadership behaviours of coachees.
Furthermore, several essential interpersonal coaching skills which require fundamental
understanding of psychological theories (e.g. emotional support and enhancing motivation)
were distinguished in this review. However, our review results indicated some gaps in the
current coaching literature. First, more substantial evidence is required in other executive
coaching disciplines, such as a statistical investigation (e.g. meta-analysis) on psychological
coaching approaches (e.g. cognitive behavioural or solution-focused coaching) or a more
process-based investigation to study “how” or “why” certain mechanisms facilitate better
desired outcomes. Second, a need for the further development of coaching outcome
evaluations emerges in this review study, as evaluation methods currently used were varied
and drawn from other similar disciplines (e.g. counselling or training). This review results can
serve as a preliminary guideline for the organisations when applying executive coaching
(Smither, 2011) as a clear scope of what is known what is unknown in this area is presented.
2. What is executive coaching in the organisation?
Given that the ultimate goals of coaching engagements are all related to change
(e.g. behavioural, attitudinal or motivational) in individuals, the process is seen as a
socratic-based, future-focused dialogue between a facilitator (coach) and a participant
(coachee/client), whose purpose is to stimulate the self-awareness and personal responsibility
of the participant (Passmore and Fillery-Travis, 2011). Accordingly, our understanding of

executive coaching is being a coachee-centred learning and development intervention that
aims to maximise the coachee’s potential, motivation and improvement. With the increase of
employing independent coaching professionals to facilitate senior managers’ learning and
development (CIPD, 2016), and a recent study ( Jones et al., 2018) indicating external coaching
services generated better effects on the participant’s emotional outcomes (e.g. self-efficacy)
than other coaching formats, we accordingly include coaching studies which employ
independent coaching practitioners in this review to maintain the focus.
3. Current challenges in executive coaching research
With the increase in employing executive coaching services, several issues arise. First, it is
usually more challenging to align the personal goals of coachees with organisational objectives
considering the triangular contracting process (Stokes and Jolly, 2018; Louis and Fatien
Diochon, 2014). An executive coaching contracting process by external practitioners is often
affected by the contextual factors, power dynamics and hierarchical positions in the
organisation. Accordingly, some potential conflicts between the coach–coachee–organisation in
the coaching process like confidentiality issues and loyalty conflicts occur in a triangular
coaching relationship (Louis and Fatien Diochon, 2014). Second, most executive coaching
practices remain shrouded in mystery due to the nature of coaching intervention: one-on-one
interactions and conversations between the coach and coachee (Ellinger et al., 2016). Therefore,
assessing and identifying the most appropriate coaching professionals becomes one of the key
challenges when leveraging executive coaching services. Following from the debates whether
an executive coach needs a background in psychology (Bozer et al., 2014), we aim to identify the
key research areas in psychological-informed coaching approaches to initially inform what is
known and what is unknown through integrating existing research evidence:
RQ1. What are the key research topics in relation to executive coaching engagements in
the contemporary psychological-informed coaching study?
4. The growth of psychological approaches in coaching context
The use of psychology in leadership coaching started in late 1990s (Harris, 1999). Some
coaching papers (e.g. Bono et al., 2009) have argued that there is little evidence of differences in
practice when comparing chartered psychologists with coaches from other professional
disciplines. Nevertheless, psychology which a theoretically grounded science that underpins
the processes and understanding of human change is still considered as the key element in
generating better coaching outcomes (Grant, 2008; Gray, 2006; Kilburg, 2004). Bono et al.
(2009) indicated psychologist coaches were more likely to use multisource behavioural data as
diagnostic and assessment tools (d ¼ 0.54) as well as to establish behavioural change goals
(d ¼ 0.22) in comparison with non-psychologist coaches. Bozer and Jones’ (2018) systematic
review outlined seven psychology-related influential factors (e.g. self-efficacy, coaching
motivation and trust) in an effective coaching process and outcomes. However, there has yet to
be a review that integrates all relevant and up-to-date evidence to specify which areas in
psychology have been mostly applied into organisational learning and development (hereafter
OL&D) strategy:
RQ2. What are the essential psychological-informed coaching approaches and
theoretical frameworks in the current scientific literature? In what way do these
psychological frameworks enhance the coaching process and its outcomes?
5. The development of evidence-based practice in coaching
Aligning with Briner’s (2012) criticism of coaching research, the quality of existing coaching
evidence is questionable, for instance the rigorousness of the research methodology and
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outcome evaluations; the appropriateness of sampling strategies (Athanasopoulou and
Dopson, 2018; Grover and Furnham, 2016). Regarding coaching as an intervention for
developing people (either behaviourally or psychologically), fundamental questions
concerning the effectiveness of coaching and the factors essential for an effective
coaching outcome need to be answered through the scientific research process. For example,
randomised controlled trials (hereafter RCTs) comparing coaching and its outcomes with
those of other learning interventions would go beyond short-term self-reports. In
comparison with other scientific subjects, such as medical science, the number of trials
performed for organisational coaching remains inadequate ( Jones et al., 2016). Hence, a
review that synthesises the quality of all available existing evidence is the crucial initial step
in developing evidence-based practice.
In fact, evidence-based practice or management is more than just using RCTs or
quantitative studies in coaching research. It is defined as a scientific decision-making
process that promotes the use of the best available research evidence (Briner et al., 2009).
Based on the standard of evidence-based practice, this review considered three main aspects
when assessing the studies included: the research methodology, evaluation method and
sampling strategy used. This kind of analysis will provide a better picture of the quality of
existing coaching research:
RQ3. What is the quality of contemporary coaching psychology evidence? (a) What are
the main research methodologies used in the psychological-informed executive
coaching studies reviewed? (b) What are the most commonly used coaching
outcome evaluation methods in the existing coaching literature? (c) What are the
participation profiles in these studies?
6. Review methods
This review adopted a quasi-systematic review methodology to scrutinise and synthesise all
available relevant evidence through an explicit, transparent and accountable process
(Denyer and Tranfield, 2011) due to the complexity of coaching research design. Three
review processes are presented in Figure 1.
6.1 Developing the review protocol
To ensure that the review was based on a rigorous and logical process, ten coaching experts
(academics or practitioners) from international locations were invited to comment on the
draft proposal. Our review panel consisted of nine chartered psychologists whose main
focus was the organisational coaching domain (either research or practice) along with one
well-experienced scholar in organisational development, to ensure a balanced view.
After consolidating all their comments, a total of 58 search terms (e.g. cogniti* and
coaching) and 8 databases (e.g. PsycINFO) were confirmed. In addition, five inclusion
(1) 58 seraching terms
(2) 8 electronic databases
(3) 5 inclusion criteria
(4) 3 review questions

Developing the reviw protocol

Undertaking the literatur search
and screening the references

Figure 1.
Overview of the
review process

Evaluating and synthesising the
included studies

Psychological
coaching
frameworks models
(i.e. trials) (k=36)

Constructive
coaching
relationships
(k = 32)

Final review papers
k = 234

Initial search
k = 25,615

Effective
attributes for
a coach (k = 30)

General
investigation of
coaching
(k = 132)

Psychometric
assessments in
the coaching
context (k = 4)

criteria were defined, as follows: written in English; published between 1995 and 2018;
empirical research (both quantitative and qualitative studies) setting out clear research
methods, participants or evaluations and outcomes; focused on executive coaching; and
clearly stated psychological coaching approaches and frameworks, including any
psychological mediators, such as interpersonal interactive variables or working alliance.
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6.2 Screening the references and synthesising the included studies
The aim of this stage is to conduct the literature search and extract the studies meeting the
inclusion criteria. Initially, 25,615 papers were identified. Next, duplicated studies were
screened out (k ¼ 1,201) and the five inclusion criteria are used to extract critical references.
Ultimately, a total of 234 (k ¼ 234) studies were included in the final review. All the included
studies were listed in an Excel table and clustered into groups on the basis of their research
objectives. Afterwards, a narrative synthesis was conducted by integrating their results.
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7. Findings
7.1 An overview of existing evidence
This review found that more than half (k ¼ 139) of these coaching studies were published in
psychology-focused peer-review journals; and nearly 40 per cent (k ¼ 95) were in
management-related publications. This finding is not surprising as we used several
searching keywords related to psychology; nevertheless, this also meets our review purpose
to outline a scope of psychological-informed coaching approaches. Unlike in previous
coaching reviews (e.g. Athanasopoulou and Dopson, 2018), the impact number of the
journals was not used as an evaluation criterion here. Regarding psychological-focused
coaching as a fairly new research domain, most of the studies were published in
coaching-focused journals (Allen, 2016). In addition, people who conduct coaching research
are often pracademics (i.e. an academic and practitioner) and tend to publish their studies in
more practitioner-focused journals. Despite some criticisms of potential bias as a result of
the dual roles of some researchers, the majority of experimental trials in coaching, which are
seen as being at the upper levels in the hierarchy of research evidence (Guyatt et al., 1995),
were published in these coaching-focused and practitioner-favoured, peer-review
publications. Hence, in this particular case it would have been prejudicial to judge the
quality of the evidence on the ranking of the journals.
The awareness of the need to apply more rigorous research methodology to examine the
effectiveness of specific coaching frameworks has increased. The number of psychological
coaching studies has increased considerably since the start of the twenty-first century.
A total of 67 were published in the first decade of this century (between 2000 and 2009).
Moreover, the number of published studies on psychological coaching was more than
double this (k ¼ 164) between 2010 and 2018 (Figure 2). Looking at psychological coaching
trials specifically (k ¼ 36), 75 per cent (k ¼ 27) were published after (and including) 2010.
7.2 RQ1. The key research topics in relation to psychological-focused workplace coaching
The most researched coaching psychology topics identified by this review were examining
certain coaching frameworks or models (i.e. trials) (k ¼ 36), distinguishing essentials factors
for constructive coaching relationships (k ¼ 32) and identifying effective attributes for a
coach (k ¼ 30). The remaining papers were categorised into general investigation of
coaching interventions (k ¼ 132) and individual psychometric assessments in the coaching
context (k ¼ 4).
The most commonly applied psychological coaching frameworks, effective attributes of
coaches and essential factors of an effective coaching relationship are discussed further in
the following section (RQ2). The general investigation of psychological coaching
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approaches mainly consists of case studies or interviews exploring coachees’ perspectives
on the psychological mechanisms of the coaching process, such as leader–member
exchange, positive emotion, cognitive behavioural coaching (CBC) experience and so on (e.g.
Elston and Boniwell, 2011). However, it is difficult to integrate these results as they
generally explore coachees’ immediate reactions after the coaching programme without
explicit outcome evaluations. Additionally, a few psychometric tests were developed for the
purpose of understanding the coachee’s workplace motivation, strengths and behaviours,
such as the Strengthspotting Scale (Linley et al., 2009) and Hogan’s personality inventory
(Mansi, 2007).
7.3 RQ2. Most frequently used psychological coaching frameworks and influential factors
From our initial analysis, several frequently examined psychological coaching frameworks
and factors were identified: the CBC and coaching relationship. However, the majority of
psychological coaching trials in the workplace combined frameworks (e.g. CBC combined
with solution-focused) or adopted coaching methods developed by their authors (e.g.
cognitive-experiential self-theory and emotional dimensions). A meta-analysis of these
psychological coaching trials was not considered in this review because our main
purpose was to draw a big picture of existing scientific evidence and identify the essential
elements/indicators of an effective coaching process and outcomes. Table I summarises the
psychological coaching approaches identified.
Psychotherapeutic theory-cognitive behavioural coaching. CBC was the most frequent
exclusively studied framework in this review (k ¼ 8, n ¼ 570). CBC is defined as an integrative
approach that combines the use of cognitive, behavioural, imaginal and problem-solving
techniques and strategies within a cognitive behavioural framework to enable coachees to
achieve their realistic goals by helping them to overcome blocks to change (adapted Palmer
and Szymanska, 2019, p. 108). CBC originated in cognitive behavioural and problem-solving
therapies in the USA and UK. The evidence of CBC in an organisational context was first
published by Moen and Allgood (2009). Overall, these studies revealed positive associations
between CBC and coachees’ self-efficacy, self-awareness and organisational commitment
(Bozer et al., 2013, 2015; Bozer and Sarros, 2012). The first objective outcome evaluation
of a CBC trial was not published until 2012 (Bozer and Sarros, 2012). A nine-month CBC
programme with 72 executives (n ¼ 72) was conducted. The results showed that job
performance as reported by direct supervisors (F(1,50) ¼ 20.41, po0.001, ηp2 ¼ 0.29) and

Coaching approach

No. of papers

Cognitive behavioural coaching (CBC)

8

GROW model

4

Strength-based coaching
Mixed (e.g. CBC+GROW or CBC + solution-focused)

3
7

Others (e.g. 360 degree or emotional dimensions, etc.)

14

Total
Note: RCT, randomised controlled trail

36

Research method
RCT (k ¼ 1)
Between-subject (k ¼ 4)
Within-subject (k ¼ 3)
RCT (k ¼ 2)
Between-subject (k ¼ 1)
Within-subject (k ¼ 1)
Between-subject (k ¼ 3)
RCT (k ¼ 2)
Between-subject (k ¼ 4)
Within-subject (k ¼ 3)
RCT (k ¼ 7)
Between-subject (k ¼ 3)
Within-subject (k ¼ 4)

supervisory-rated task performance (F(1,94) ¼ 14.40, po0.001, ηp2 ¼ 0.22) were significantly
better post-coaching compared with a pre-coaching measurement. This was also the first
workplace coaching trial we found that invited coachees’ supervisors (n ¼ 28) to participate in
the outcome evaluation process.
CBC was also combined with several other psychological-informed coaching
frameworks, such as solution-focused and GROW model (k ¼ 5, n ¼ 206). Most of
the evaluations still stay at the coachee’s cognitive level; for instance, the improvement
of the self-efficacy (e.g. Grant, 2014), affective job commitment (e.g. Bozer et al., 2014) or
workplace resilience (e.g. Grant et al., 2010).
The working alliance in the coaching process. The professional working relationship
between coach and coachee was identified as key psychological mediator for greater
coaching outcomes in this review. In addition, trust and transparency were the two key
elements for supporting a constructive coaching relationship (Gyllensten and Palmer, 2007).
Later, a number of coaching relationship studies (e.g. Baron and Morin, 2009) took up the
concept of a therapeutic working alliance in the coaching context to confirm the interrelation
between working alliance and coaching outcomes (e.g. self-efficacy). The working alliance
theory which is referred to the quality and strength of the collaborative relationship between
the client and therapist (Hatcher and Barends, 2006) supplies clearer purposive paths for the
collaboration. The working alliance includes three features: mutual agreed goals,
development tasks and bonds (Bordin, 1979) and they offer specific aspects the helper
may concentrate on in the collaborative relationship.
The field of coaching relationship was categorised by the match between coach and
coachee (e.g. gender or personality) and the contributions of coach and coachee to this
alliance (e.g. coaches’ behaviours affecting coachees’ motivation to change) in this review.
Several coaching relationship papers (e.g. de Haan and Duckworth, 2012; Gray and
Goregaokar, 2010) examined whether gender, personality (e.g. Myers–Briggs type indicator)
or perceived similarity is the main factor determining the quality of the professional
relationship between coach and coachee. None of them reported statistically significant
results. In fact, Baron and Morin’s (2009) study suggested that the working alliance
develops during the coaching process rather than being reliant on an objective matching.
Therefore, some researchers (Gessnitzer and Kauffeld, 2015) have proposed that “the
coaching provider and receiver’s behaviours” and the “incidents” (e.g. building trust,
commitment and rapport for a coachee-centred process) that occur during the coaching
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process influence the effectiveness of the coaching alliance. In addition, coachees’ motivation
to transfer and readiness to change have been identified as key factors in the workplace
coaching alliance (Baron and Morin, 2009; Grant et al., 2009) .
A total of 30 included studies (k ¼ 30) investigated effective attributes of a coach that
enable a constructive coaching relationship. Bozer et al. (2014) distinguished that a coach’s
academic background in psychology improved coachees’ self-efficacy and job performance
as reported by their direct supervisors. However, other studies indicated both psychology
and management-related theories (e.g. leadership and management) play equally parts in
existing coaching research domain (Maritz et al., 2009; Wasylyshyn, 2003). In relation to
individual coach’s attributes, interpersonal skills, emotional support; facilitating learning;
motivation enhancement; and building the coaching relationship were specified (e.g.
de Haan et al., 2011; Passmore, 2010; Stevens, 2005) (Table III). Some studies demonstrated
(e.g. de Haan et al., 2010; de Haan and Nieß, 2012) coaches and coachees often have shared
critical moments; and as a coach, being able to deal with one’s own critical moments
during the coaching process is one of the essential indicators in the formation of an
effective coaching relationship (Day et al., 2008). The triangular coaching relationship
(coach–coachee–organisation) which considers the social context in the coaching process
received some scholars’ attention in recent years (e.g. Louis and Fatien Diochon, 2014),
nevertheless, further investigation is required.
7.4 RQ3. The quality of existing coaching evidence
The research methods used in the studies were mainly case studies (k ¼ 72), questionnaires
(k ¼ 43) and interviews (k ¼ 35). This implies current stage of coaching studies remained at
the level of general investigation and exploration because coaching is still a very young
research domain.
In order to draw a clear picture of the current evidence, we identified the most commonly
used evaluation methods from these experimental studies (Table II). A total of 119 evaluations
were used (m ¼ 3.30) across these trails (k ¼ 36). Hence, the range of workplace coaching
evaluations was considerably diverse.
Objective performance or behavioural evaluations (i.e. rated by a third-party), such as the
Multifactor Leadership Questionnaire, were adopted by more than half (k ¼ 20) of these
trials (Table II). In addition, coachees’ job satisfaction and organisational commitment were
often measured after the coaching sessions (k ¼ 11). Job satisfaction is a set of favourable or
unfavourable feelings and emotions through which employees view their work (Newstrom,
2007), while organisational commitment is defined as the “strength of a person’s bond with
the organization” (Wahn, 1998, p. 256). Several studies found positive associations between
employees’ job satisfaction, organisational commitment and job performance (e.g. Sharma
and Dhar, 2016), and hence we have classified them into the same evaluation group in this
review. Moreover, coachees’ self-efficacy levels were evaluated in several CBC and GROW
model coaching papers (e.g. Grant, 2014). Self-efficacy is described as people’s beliefs about
their ability to have an effect (Bandura, 1979). Such beliefs have been identified as being the
key mechanism for enhancing job performance (Alessandri et al., 2015). Accordingly,
self-efficacy scales have been increasingly used as a preliminary indicator of the
effectiveness of learning interventions. Furthermore, the psychological well-being and states
of coachees following coaching intervention also appear to be of concern to organisations,
such as coachees’ level of resilience, stress and anxiety (e.g. Grant, 2014)
The majority of the psychological coaching trials reviewed in this study employed
scientific-based approaches to measure coachees’ specific proximal and distal outcomes
(Greif, 2013). However, the self-report evaluations still play a dominant role in contemporary
coaching research.
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David et al.
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Moen and
Allgood

Ratiu et al.

Nielsen et al.

Moen and
Federici
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Rational-Emotive
and CognitiveBehavior
Therapy, 35
Safety Science,
GROW
71 (B)

Cognitive-process

Behaviourism

Behaviourism

RCT
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Management,
26(4)

Journal/Issue

Cerni, T.,
2010b Journal of
Curtis, G.J.
Leadership
and Colmar, S.
Studies, 4(3)

Positive
psychology

Behaviourism

Theoretical
foundation

RCT

Withinsubject

Research
method

Cognitive-experiential
self-theory (CEST)

Psychotherapy RCT

3

4

Behaviourism

Withinsubject

1

1

1

3

1

Participant

67 (Ex:23,
Con:44):
Australia

23: USA

Managerial feedback profile (MFP)360 degree (O)
Coachee’s job satisfaction
Coachee’s organisational
commitment
Coachee’s turnover intention
Multifactor leadership questionnaire
(MLQ) 5X (O)
Rational-experimental inventory-long
from (REI-L)
Constructive thinking inventory
(CTI)

(continued )

14 school
principals
(Ex:8, Con:6)

20 managers

Multifactor leadership questionnaire 14 school
(MLQ) 5X (O)
principals
(Ex:8, Con:6)

Individual flexibility scale
(proactivity, adaptability, resilience
and general flexibility)

Coachee’s productivity

469 managers
(Ex:227,
Con:242): USA
Coachee’s motivation level
29 (Ex:17,
Coachee’s mood scale
Con:12):
Regulatory focus questionnaire (RFQ) Australia

MSF-multisource feedback (O)

No. of
evaluations Evaluations

Psychotherapy RCT

Constructive,
Withinbehaviourist
subject
and
experiential
psychology
Building relationship,
Psychotherapy RCT
GROW and 360 feedback and
behaviourism

Goal setting and
feedback

Positive and authentic
feedback

MSF-multisource
feedback

Coaching model
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Leadership and
Organization
Development
Journal, 27(7)
Cerni, T.,
2010a International
Epstein CESTCurtis, G.J.
Coaching
constructive thinking
and Colmar, S.
Psychology
H.
Review, 5(1)
Luthans and 2003 Human Resource 360 feedback coaching
Peterson
Management,
42(3)

Year
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Journal of
Leadership and
Organizational
Studies, 17(4)
Leadership and
Organization
Development
Journal, 28(5)

Journal/Issue

Goal setting

Positive feedback

Coaching model

Constructive,
behaviourist
and
experiential
psychology

Behaviourism
and positive
psychology

Theoretical
foundation

Consulting
Goal-focused coaching
Constructive,
Psychology
and process oriented
behaviourist
Journal: Practice coaching
and Research,
70(3)
Notes: Ex, experimental group; Con, control group; O, objective evaluation

2007

Williams and 2018
Lowman

Bowles et al.

Kochanowski 2010
et al.

Authors

RCT and a
switchingreplications

Betweensubject

Betweensubject

Research
method

2

3

1

30 middle
managers and
29 executive
managers:
USA Army

Participant buy-in (rated by the
coach) (O)
Leadership competency (rated by the
coach)(O)
Performance (rated by subordinates)
(O)
Leadership competencies
Overall leadership behaviours (O)
Leadership Practices Inventory (LPI)
(O)

64: USA

30 managers
(Ex:15, Con:15):
USA

Participant

Influence behaviour questionnaire
(IBQ)(O)

No. of
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In relation to the research participants in the studies, we first reviewed the 39 experimental
trials. More than half of these studies (k ¼ 20) involved the coachees’ organisations (e.g. line
managers or subordinates) in the evaluation process by adopting objective, behaviour-based
assessment schemes (e.g. 360-degree feedback) (see Table II). However, organisational
perspectives were not extensively canvassed in the majority of studies. A few of the
qualitative ones invited the coaching sponsors, such as HR practitioners and line managers,
to articulate their views on the essential ingredients of an effective coaching process
(Dagley, 2010). Furthermore, de Haan and Nieß (2015) applied a combined research
methodology (interviews with a quantitative coding process) to analyse the critical moments
for the coach, coachee and sponsors during the coaching process in terms of enhancing the
coaching relationship and outcomes.
8. Conclusion
This review clarifies the psychological research evidence, such as cognitive behavioural
approach, in the workplace learning domain, specifically in executive coaching setting. In
addition, the research focus of workplace learning has been shifted to process orientation by
investigating contextual factors like the professional helping relationship between the
coaching dyad that enhance coaching outcomes.
Overall, this review suggests that a forward-looking cognitive state in coachees should
be encouraged at the initial stage of the coaching engagement. Also, a coaching
relationship is more likely to be effective when coachees have sufficient understanding of
themselves (i.e. self-realisation) and when their long-term considerations (i.e.
self-actualisation) are prioritised above short-term development goals. Accordingly,
psychology can play an important role in executive coaching engagements, especially the
application of psychotherapeutic theories in order to facilitate realistic thinking and
motivation to change. Considering the lack of a standardised benchmark for external
coaching selection and evaluation purposes, the conceptual psychological-focused
coaching framework presented below can serve as preliminary guideline for the
organisation when employing executive coaching services. In general, there are three
messages for the future workplace learning practices, in particular in coaching
intervention. First, the employed executive coach should obtain fundamental
psychological knowledge, such as cognitive- and behavioural-based science since some
frameworks like CBC and GROW model have been indicated to establish the learner’s
(i.e. coachee) positive mindset for change. Second, the executive coach should build up an
effective professional helping relationship with coachees at the initial stage by using the
behaviours identified from this review, for instance interpersonal skills and emotional
support and motivation enhancement (Table III). Third, scientific validated evaluations
should be adopted to promote evidence-based practice. This review has identified certain
most frequently applied coaching evaluations, for example, 360-degree multifactor
feedback, self-efficacy belief, organisational commitment and psychological well-being
(Table II and Figure 3).
This review took a distinct angle and approach to scrutinise psychological-informed
executive coaching evidence. This review initially clarifies a prolonged debate
between psychological and non-psychological coaching practice. Despite the intensive
literature discussion on the significant role psychology plays in the executive coaching
context; our review results reveal existing scientific evidence only indicated
psychotherapeutic-rooted theories (e.g. CBC and working alliance) with stronger
foundation on executive coaching outcomes. Our intention is not to examine which
psychological approach stands out but to raise awareness of the need to incorporate
psychological-informed coaching practice into OL&D strategy, and the identified research
gaps can be research trends to follow up.

Theme

Behaviours/Skills

References

Interpersonal
skills and
emotional
support

Emotional support
Communication skills (e.g. active listening,
approachable and open)
Dealing with clients’ critical moments
Empathy
Willingness to help
Promoting a learning orientation
Creating a learning environment
Motivational reinforcement
Helping clients to overcome negative
mindsets
Authenticity
Honesty
Building trust and rapport

Cox and Bachkirova (2007), O’Dell (2011),
Greif (2010), Maritz et al. (2009), Passmore
(2010), de Haan and Nieß (2012)

Facilitating
learning
Motivation
enhancement
Building the
relationship

Stevens (2005), Gettman (2008), Drum
(2007), de Haan et al. (2011)
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Marshall (2006), Gettman (2008)
Maritz et al. (2009), Drum (2007), Stevens
(2005), Griffiths and Campbell (2008),
Passmore (2010), Kleinberg (2001)

Cognitive-behavioural
approach (CBC)

Positive cognitive
states

Working alliance

Self-determination

Psychotherapeutic
appcoach

Table III.
Essential effective
attributes, skills and
behavioural indicators
for an external coach

Job affective
commitment
Self-efficacy

Job related
outcomes

Intrinsic
motivation
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Abstract
Purpose – The purpose of this paper is to reference academic publications and semi-structured interviews
with management experts employing a coaching style within their teams to create a platform for evaluating
specific coaching mechanisms, evolving insights to the characteristics required of a manager applying
coaching to deal with team challenge. A practical perspective led by managers using critical incidents to
explore and highlight areas of experience and expertise in dealing with team challenge.
Design/methodology/approach – This qualitative assessment was derived from 30 semi-structured
interviews which were recorded, transcribed and thematically analysed to assist in added insight for
work-based management of dealing with team challenge. Data from 30 interviews were collected via Skype,
FaceTime or Zoom to create the necessary rapport and capture the experience of dealing with team challenge.
An audio record of each interview was captured to create a synchronised, fully indexed transcript from which
characteristics and mechanisms could be identified.
Findings – Findings illustrated that the characteristics of the work-based manager themselves is an
essential part of the mix when dealing with team challenge, the application of a coaching style accentuated
the competencies and characteristics required of the manager to successfully address team challenge,
demanding a specific coaching mindset. The starting point is the manager themselves knowing all the
details before they intervene by utilising the traditional competencies of a professional coach.
Research limitations/implications – Only one sample of 30 interviewees contributed to this research, a
wider sample would be advisable, including a wider cultural base to assess characteristics in a variety of
contexts. There was a wide sector representation in this research (public, private and third sector), but
specific sector analysis would also be interesting to assess validity of results more rigorously.
Practical implications – The practical outputs from this research of the manager’s self-assessment can
be used by managers as a check list when dealing with team challenge or by HR managers as an
assessment tool to decide which managers to invest in coaching training. The characteristics may be a
means of deciphering the skills of the managers. Finally the self-assessment could be used as a training tool
to support work-based learning or coach training on how to address team challenge and offer a discussion
prompt around these elements as being essential.
Social implications – Coaching dialogue is a social interaction and this research contributes to enhancing
the quality and purpose of social interactions in the workplace. By employing a coaching style of listening,
questioning and reflecting managers can utliise a standard framework for solving issues in the workplace.
Originality/value – Dealing with challenge in teams through the analysis of the coaching style applied by
30 managers is unique, the value added through this research has been an enhanced appreciation of the
manager as coach role and an appreciation to the established team models of Fleishman, Katzenbach and
Smith, Hackman and Edmondson. This added layer enabling managers to deal with team challenge
associated with our ever changing work environment.
Keywords Self-assessment, Coaching, Work-based learners, Manager as coach, Team challenge
Paper type Technical paper
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Introduction
Organisations strive to be successful and productive in a competitive market (Engelbrecht
et al., 2014) with work engagement being acknowledged as key to that success (Lin, 2015)
adding to the increased demands being made of managers and the teams they lead.
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Because of an ever-demanding work environment, organisations are focussing on frontline managers to deliver organisational goals and training managers in coaching skills to
support this requirement. Teams are recognised as being more dynamic in nature thus
intensifying the managerial requirement; an entity Bushe and Chu (2011) described as
fluid. With the increased reliance of organisations upon teams with internal and external
collaboration (Edmondson, 2012). Fairhurst and Connaughton (2014) noted that teams are
increasing in complexity and irrationality with continuous change as the norm. Similarly,
Norreklit (2011) observed that managers have to be careful not to disempower staff,
something Grint (2012) previously hinted towards, remarking that managers need to
consider methods that bind individuals closer to the communities they lead without
impeding individualism. This individual approach to team management was endorsed
by Ellinger (2013) when citing Paustian-Underdahl et al. (2013) who acknowledge the
importance of individual team members as a critical source of competitive
advantage to promote business success. The awareness of the importance of individual
employees as team members reinforces the growing requirement for front-line managers
to be well versed in the application of coaching as a management aid with an expectation
to enable individuals within their teams. There is a notion that successful teams
result in successful organisations (Erkutlu, 2012) heightening the manager responsibility
and personal challenge to deliver the required outcome. Another example from Maruping
et al. (2015) reiterates the importance of managing interdependence which is critical to
achieving the success of individuals within the team and of team tasks.
There are multiple demands upon team managers such as dealing with constant change
(Fairhurst and Connaughton, 2014), managing diversity (Agrawal, 2012), managing team
dynamics, integrating different sources and types of expertise (Maruping et al., 2015),
aligning team cultures and behaviours (Cheng et al., 2012), setting the correct context
(Dexter, 2010) and influencing a desired course of action (Amos and Klimoski, 2014) to
achieve corporate goals. It is no surprise that organisational leaders have been seeking an
appropriate solution when dealing with these added demands as well as technological
challenge (Budworth, 2011) with an expectation to deliver more with less resource (Nuffield
Trust Report, 2012). According to authors such as Beattie et al. (2014) and Ellinger (2013),
front-line managers are responsible for the personal and team development of their
employees whilst keeping them engaged (Lin, 2015), achieving agreement upon team
decisions and fostering continued proactivity (Chughtai and Buckley, 2011). Exploring
selected items from this list of dynamic context and diversity within teams highlights the
challenge for managers to create a more flexible and malleable means of addressing the
needs of individual team members, irrespective of sector. The availability of a more
consistent and pragmatic approach to team challenge is therefore welcomed arising from
individual experience and collective analysis of the approach of managers interviewed.
According to Suiryan (2013) coaching represents a shift in managerial philosophy,
challenging the leader-centric model in favour of greater reciprocity. This shift can create an
internal challenge and lack of focus for some managers. Dealing with challenge within a
team ( from team member to manager) is identified as the primary provoker of conflict
(Hentschel et al., 2013). Additionally, Santos and Passos (2013) further heightened
the link between conflict and dysfunctional performance. In this context, the style and
characteristics of the manager have the potential to impact team functionality.
Interpersonal conflict is proposed by Chen et al. (2012) as one of the greatest challenges to be
addressed in teams with a significant impact upon staff relationships. Conflict is reported
within a recent NHS review as being an ever-present force in the workplace. In 2008, 85 per cent
of employees across Europe dealt with some form of conflict on a daily basis with an average
employee engagement of 2.1 h a week. This represents 370m days lost each year as a direct
result of conflict (Chartered Institute of Personnel and Development, 2008). Furthermore,

Bradley et al. (2012) noted that if the manager does not intervene, competition for dominance
from extrovert team members may counteract the ability of teams to resolve task conflict in a
productive manner. This trend was supported from direct responses from the interviewed
managers within this study, with over half of the challenges referring directly to individual
behaviour within the team relating to conflict issues and negative attitude. While some
managers reported challenge as a negative influence, others considered challenge as
motivational, inspirational and positive. The main challenges confronting teams are highlighted
in Table I as represented by the numerical response from the transcripts of the interviewees.
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Managerial shift
In a competitive environment, productivity is under constant scrutiny with teams increasing in
complexity, irrationality and continuous change (Fairhurst and Connaughton, 2014). Managers
are expected to facilitate maximum engagement from their teams (Lin, 2015). According to
Edmondson (2012), being part of a team demands active participation, which Amos and
Klimoski (2014) describe as team members needing to; to step up, to contribute, to understand
the task in hand, to possess a willingness to work with colleagues with an ability to align and
focus upon the desired output. Alignment phenomenon was further investigated by Zoltan
(2015) from a psychological and group dynamics perspective, concluding that the team leader
needs to influence individual team members to be attracted towards working together,
whatever the output purpose of the team. Evidenced further when Zoltan (2015) reinforced this
concept through analysis of the elements that contribute to effective team functioning, namely;
aligned attitudes, opinions and aspirations, each of which may represent a challenge for a
manager to engineer. An individual approach is therefore required to engage and align, which
could be achieved through an individually focussed coaching style of management.
Manager as coach characteristics
Focus upon the manager is valid according to Ellinger (2013) maintaining that, managers are
ideally placed to engineer the best team output through generating behaviours that promote
and develop employee learning, work-related skills and ability. Similarly, Kim (2014) focussed
on the ability of the manager to influence change within the team by utilising their
relationship with team members. These observations are reinforced by Lawrence (2015) who
noted that managers can deliver long-term sustained performance at an organisational level
provided they cultivate a constructive performance behaviour. Additionally, Fairhurst and
Connaughton (2014) cited as critical how the manager communicates messages, agreeing with
Conway and Coyle-Shapiro (2012) that articulation is a key skill that affects the leader–
follower relationship. This requires the manager acting as a conduit for work-based learning
through carefully transmitting meaning and expected behavioural outcomes to their team
members by congruent role modelling and the sustained performance eluded to earlier.

Challenge
Conflict
Attitudes (bad/negative)
Change
Time
Ownership
Trust
Miscellaneous

Interviewee responses
51
38
23
9
8
4
15

Table I.
Reported team
challenges
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These expectations suggest that a level of competence and leadership ability is required to
best leverage the benefits of coaching when dealing with challenge with methods, such as
reflection, thus creating an optimal environment for the team to learn and work effectively
(Al-Nasser and Mohamed, 2015), promoting social sharing within the team (Yang, 2015),
building relationships (Batson and Yoder, 2012; Ewen et al., 2013; Fairhurst and Connaughton,
2014), facilitating knowledge exchange and work-based learning from each other. Interview
data derived from this study (Smith, 2018) supported Engelbrecht et al. (2014), who recognised
that managers who self-regulate their own behaviour are better able to motivate the desired
behaviour of team members. Self-assessment is the likely first step in self-regulation along
with self and team awareness to support the managers’ ability to deal with conflict at source.
When responding to team challenge, the role of work-based learners and manager as coach
potentially utilise additional skills and a different approach to the role of managing a team.
Analysis of interview data (Smith, 2018) captured specific requirements that do not appear
within some established team effectiveness models Fleishman (1992); Katzenbach and Smith
(1999); Hackman (2002) and Edmondson (2003) with a strong emphasis towards an
understanding of the team situation prior to any coaching intervention. The relevance of a
precursor self-assessment by team managers, based upon the work-based knowledge of a
coaching style of team management reported by the interviewees, is therefore considered
appropriate as a foundational step to meeting the challenges of the modern team.
Data analysis
To provide a workable bridge with academic literature and practitioner-led publications
(Wall et al., 2018); data from 30 interviews were collected via Skype, FaceTime or Zoom to
create the necessary rapport and capture the experience of dealing with team challenge. An
audio record of each interview was captured to create a synchronised, fully indexed
transcript from which characteristics and mechanisms could be identified, with a degree of
commonality and compliance with published literature. In reality, the noting and
subsequent highlighting of these characteristics originated the nomothetic level of analysis
(Crozier and Cassell, 2015) developing codes, categories, unique trends and potential
mechanisms from each transcript; commonly known as detected patterns (Adams et al.,
2014). Some of the detected patterns, e.g., listening, questioning and reflecting back mirror
some of the listed competencies of the professional bodies such as EMCC, ICF and AC for
professional coaches. The findings of the interview data were taken from the narrative and
represented a pragmatic approach towards team challenge with potential for creating a
practical framework for practitioner application. Since the sample of interviewees
represented a broad sector base, age range, gender orientation and coaching skill level; their
responses to the questions: what creates challenge in your team and how do you deal with it,
provides a valuable work-based learning view.
The data illustrated the different areas of required understanding with direct narrative
references to; observe, listen and reflect, soak-up what is going on, asking questions to
facilitate clarity and really knowing your staff. Gaining an understanding is pivotal to
teamwork (Kim et al., 2016) and falls within the remit of the manager to facilitate
understanding by using metaphors or stories, asking questions to seek clarification, avoid
acting on a whim and being sure to deal with facts. The interview data (Smith, 2018)
expanded upon four primary areas; namely, knowing (to foster confidence), appreciating (to
foster humility), assessing (to foster learning) and intervening (to foster exchange) thus
evolving a self-assessment document to address each of the required actions by the manager
as coach in addressing team challenge, as in Table II.
This approach is a balance of academic appraisal (gleaned from the recommendations of
the various authors listed) and pragmatic assessment ( from interviewee data analysis) of team
challenge and acts as an aide-memoire for the practitioner or manager as coach, to assess
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Table II.
A practical selfassessment guide for
dealing with
team challenge

whether specific aspects relating to a practical scenario have been addressed prior to any
formal intervention. The list is not meant to be exhaustive but covers the essential areas which
likely provide confidence, learning experience and assurance to the manager of the essential
areas to be considered. The implementation of such an approach on a wider scale will assist
compliance to these procedural measures which can be followed as a ready checklist for the
manager when dealing with a variety of scenarios and act as a common base (denominator)
for managers of differing competence level and confidence. The aim is to promote managers
as exemplary role models and provide the manager employing a coaching style with the
necessary information and consideration when dealing with team challenge.
To aid the preparation of the scenario assessment and the competence development of
the manager as coach, two essential themes evolved from the analysis of data (Smith, 2018)
highlighting the need for a focussed mindset (being coach minded) and acting with a sense
of timely intervention in meeting team challenge (time to act). The specific characteristics
are shown in Table III, which supplement the need for a wider prescription for the manager
as coach and supports the above self-assessment by the provision of a more expansive
perspective of the required competencies.
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Table III.
Characteristics of
being coach minded

Summary
The insight gained from this exploration is derived from an understanding that individual
team members within the organisation require the manager to possess a global mindset
(Petrie, 2014) to capture all potential factors that impact the well-being and functionality of
their team. From a practitioner perspective, having a coach mindset and operating with a
degree of urgency reflects favourably upon the efficiency and success of a coaching
intervention and the overall performance of the manager. This requirement adds further
insight to operational success when addressing challenging behaviour since being coach
minded requires an active contribution of team members and an intrinsic level of
competence of the manager.
The development of a personal self-assessment provides a necessary precursor in
dealing with aspects of team challenge and as a generic guideline for practitioners, workbased learners, human resource managers and professional coaches to assess, evaluate,
refine and develop a robust tool-kit for practical application.
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Abstract
Purpose – The purpose of this paper is to provide an overview of co-working trends, drivers, and explore
how the use of such workspaces may support employers wishing to increase the sense of belonging and
acceptance of their mobile workers at work.
Design/methodology/approach – This conceptual paper reviews recent literature on co-working, relating
this trend to changes in the nature of work, property management and the use of workplaces by employees.
A particular focus concerns the social aspects of co-working which may be critical for supporting mobile
workers’ sense of inclusion in a work community.
Findings – Co-working spaces provide important sources of support, learning and networking opportunities
(and hence inclusion), which may offset the lack of community and opportunities that mobile workers face
when working outside the main offices of their employers. The authors outline the practical implications as
well as recommendations for employers interested in selecting or organising their own co-working spaces.
Several research gaps are also delineated for researchers interested in this area.
Practical implications – The use of independent and consultancy-type co-working spaces offer new
working opportunities for mobile workers employed in private, public and community organisations. The
creation of corporate co-working spaces also provides new learning opportunities for employers that want to
create and promote flexible as well as inclusive working environments for their mobile workers.
Originality/value – The research on co-working is relatively limited to date. The current paper provides an
important overview of drivers and several starting point for employers interested in learning more about
co-working.
Keywords Co-working, Inclusion, Mobile workers
Paper type Conceptual paper

Introduction
Co-working is a relatively new phenomenon that arose due to significant advancements in
technology as well as globalisation (Foertsch, 2011; Garrett et al., 2017; Jylhä et al., 2015).
Co-working can be defined as a shared work environment in which people with potentially
different professions and from different companies work alongside each other, using the
shared space to work but also finding opportunities for social support and networking
which arise in a diverse community of people. It involves people working together (Foertsch,
2011), in a place that is not the traditional office. People work independently on tasks while
working together in shared offices ( Jylhä et al., 2015). Unless these spaces are specifically
designed for social innovation purposes (see Houtbeckers, 2017), members do not
necessarily work on the same tasks. This new workplace concept has met with significant
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success over the last decade. Many of these facilities started off small and increased in size
over time, changing both the size of the community and diversity within it (Pohler, 2012).
To date, 1.27m individuals were working in such spaces by the end of 2017, in 15,500 such
spaces globally (Statista, 2018b). By the end of 2018, this number is expected to increase to
1.7m members, working in some 19,000 facilities around the world (Foertsch, 2016). These
trends highlight the current popularity of these spaces. In addition, according to Foertsch
(2018), 29 per cent of all these spaces have opened within the last year. Co-working spaces
are clearly increasing in numbers, with most of these located in larger cities. London in the
UK already had 1,136 such facilities in 2016 (Statista, 2018a).
The present paper serves as an introduction to co-working trends and motives of mobile
workers for using such spaces. The resulting implications and practical guidance presented
at the end of the papers for employers are therefore mere starting points to be developed by
employers as needed and appropriate to their industries. This paper focusses specifically on
the social aspect of co-working and hence the potential of such workspaces to provide a
sense of inclusion for mobile workers – a challenge for many employers who are not
co-located with their mobile employees. This challenge becomes more apparent when
reviewing how inclusion is often defined, namely, as “the degree to which an employee is
accepted and treated as an insider by others in a work system” (Pelled et al., 1999, p. 1014).
Mobile workers are not necessarily participating in activities within an organisation in the
same way that on-site workers are able to do. Another approach is to view inclusion in the
context of workgroups (Shore et al., 2011). For the purpose of this paper, we argue that
perceived inclusion can be defined as the degree to which the person feels a sense of
belonging while also being accepted by their fellow colleagues for their unique
characteristics (Shore et al., 2011).
By extending the context within which inclusion can be created, the authors will argue
that the use of co-working spaces with support from employers may foster a sense of
community for their workers, setting the stage for their inclusion as well as socialisation in
new work locations which are not part of the employers’ own company sites. The paper
therefore considers the use of co-working spaces as a resource for employers and a learning
opportunity for organisations wishing to create their own spaces. The next sections
introduce the drivers of co-working. Building on this introduction, the link to inclusion is
discussed thereafter.
Drivers of co-working
The purpose of the present section is to provide an overview of general trends that
contributed to the development and popularity of co-working and the adoption of such shared
workspaces by mobile workers. An important starting point here is tele-working, which can
be traced back 20 years, while co-working emerged a few years later. At first glance then,
co-working shares many characteristics with tele-working. However, co-working differs from
tele-working as co-working is the usually collaborative use of spaces and places shared with
other mobile workers ( Jylhä et al., 2015). Bueno et al. (2018, p. 453) go further when they state
“co-working prioritises the attainment of new capabilities and abilities through cooperation
with individuals from different professional and personal backgrounds”. Tele-workers also do
not work in the same places with others and their contact to others may be limited to
computer-mediated means alone.
The emphasis on “togetherness” also allows us to draw a demarcation between
co-working and competing alternatives like a home office or so-called “third places”
(Oldenburg, 1989), which do not necessarily emphasise the community aspect (Brown, 2017;
Garrett et al., 2017). That means these mobile workers will not experience the same social
work experience as those in co-working places. Similarly, tele-working is not generally
linked to self-employment. Yet, in co-working spaces, self-employed individuals may present
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a significant proportion of users (Bueno et al., 2018). The drivers for mobile working and coworking are numerous, some of these coincide. The most important drivers for both trends
concern the following: technological developments, changes in property trends among
employers, and the need for and call for more flexible working models by employees.
The first driver is the development of the information technology and network
infrastructure, both of which allow for mobile as well remote working across large distances
as temporal and spatial limitations disappeared (Al-Hadi and Al-Aufi, 2019). Employees are
now able to work remotely (Brown, 2017; Jylhä et al., 2015; Kojo and Nenonen, 2016;
Leclercq-Vandelannoitte and Isaac, 2016), with many workers working in numerous
locations rather than just traditional offices. This trend has particularly impacted a large
number of management and IT consultants, freelancers working in journalism, and many
workers employed in precarious employment such as the gig-economy (often also referred to
as digital nomads). Many professionals today use modern computing and information
technologies that allow for remote working across numerous locations and workplaces
(Leclercq-Vandelannoitte and Isaac, 2016), including co-working spaces as these often
provide the information infrastructure to facilitate such working practices. Co-working
spaces are particularly noteworthy as a resource for mobile workers as they offer both the
technical and information infrastructure they require.
The second driving factor refers to a set of changes in urban areas: first, the shift towards
urban regeneration (Sans, 2016), and, second, a change in property management approaches
prompted by an increase of rental costs in many cities (Appel-Meulenbroek et al., 2019;
Brinkoe and Nielsen, 2017), leading many companies to control such costs using alternative
approaches to optimise their use of space (Harris, 2015). For many smaller businesses, the
costs of renting fixed offices are a significant driver for the acceptance of alternative
workplace solutions (Al-Hadi and Al-Aufi, 2019). What is more, economic downturns and
increases in rental prices has led many property companies to combine formerly single tenant
offices into multi-tenant offices (Appel-Meulenbroek et al., 2019). The advantages for
businesses are clear: “Instead of the ﬁxed costs associated with regular long-term leases and
facility contracts, serviced ofﬁces offer products with ﬂexible contracts that can be classiﬁed
as variable costs” (Appel-Meulenbroek et al., 2019, p. 5). Many co-working offices have
emerged as a result of the emergence of the multi-tenancy market and are part of a subsection
of larger serviced office building (Appel-Meulenbroek et al., 2019). Both co-working spaces and
regular serviced offices offer similar technical resources to tenants. However, the main
difference is that co-working offices are specifically created to support collaboration and
interaction (Kojo and Nenonen, 2014).
A third contributing factor concerns changes to work and working models (e.g. adoption of
mobile working, the development of independent and freelance work; Leclercq-Vandelannoitte
and Isaac, 2016; van de Kar et al., 2017). Indeed, the focus in real estate management has
increasingly shifted from managing property to managing services to support workers
(Harris, 2016). Workspaces are not no longer just buildings and facilities. Today, they are
locations where corporate values and culture are expressed, a place of shared meaning and
talent attraction. And related to our co-working perspective, workplaces are now seen as
places designed for adaptability, creativity and collaboration (Harris, 2016). This led to the
adoption of more social environments such as co-working spaces by many companies (e.g.
American companies such as AirBnB, AT&T, Google, Facebook, IBM, SAP, State Farm,
Twitter, UBER and Verizon as well as European companies such as Barclays, Orange and
Endesa; Nagy and Lindsay, 2018; Sans, 2016; Di Risio, 2018). As corporate co-working spaces
emerged, so did independent co-working operators. One such example is the company
WeWork, which started in 2010. The mission of this company is to build a community for
their co-workers, many of which are employees of Fortune Global 500 companies (WeWork,
2019), including companies such as Microsoft, Facebook and Starbucks (Di Risio, 2018).

Today, employees increasingly seek to build and select their own workspaces, choose to
work independently, and seek new experiences and a motivational environment during
working hours (Al-Hadi and Al-Aufi, 2019; Leclercq-Vandelannoitte and Isaac, 2016;
Nenonen and Lindahl, 2017). In terms of changes in working models, these can be attributed
to technological developments which affect the structure, nature and pace of work,
leading to new ways of working (Marchegiani and Arcese, 2018). For example, many
workers prefer to switch locations when they move from one activity to another in order to
access the resources or interactions to complete tasks (e.g. when the task is creative or
collaborative; Haynes et al., 2019). In addition, work-life balance concerns also change the
needs of many mobile workers (Orel, 2019). Co-working spaces are quickly developing in
tandem with these trends in work environments and working models, making them
important workspaces for employers and mobile employees alike. The community angle is
particularly one that is relevant to the concept of inclusion, which is discussed next.
Inclusion via co-working
In this paper, it is proposed that when employers support mobile workers’ use of co-working
spaces, they also set the stage for more inclusion that these workers may otherwise not
experience in less communal workspaces. Sabharwal (2014, p. 199) explored inclusion in
relation to diversity management and argued that “the focus needs to change from an overreliance on policies and structural changes to fostering an environment that promotes
inclusiveness”. This sentiment also applies to efforts to manage and support the inclusion of
mobile workers in their respective workplaces. Doing so may benefit the employer in
multiple ways. For example, perceived inclusion has been shown to foster commitment to
the organisation (Chen and Tang, 2018), while ratings of perceived inclusion also correlate
positively with employee performance at an individual and team level (Chen and Tang,
2018; Pearce and Randel, 2004). Indeed, some corporations now purposefully look towards
co-working as a solution in order to benefit from the “co-working formula” which includes
community building, a social workplace, and increases revenue and improves the workflow
(Sans, 2016). Although the literature does pick up on social needs, knowledge needs, or
spatial needs (e.g. Waters-Lynch and Potts, 2017), none of the existing articles on coworking discusses inclusion as a particular topic of note for mobile workers. The present
section therefore focusses on the potential of inclusion via co-working.
Professionals want workplaces where they can access support, find collaborators,
engage in team work and find social support (Al-Hadi and Al-Aufi, 2019). This is
particularly the case for many co-working professionals such as those who are
entrepreneurs, freelancers and independent contractors (Bueno et al., 2018). Accordingly,
one of the basic premises of the shared spaces is that they will present room for encounters
and bring “added value through social interactions” ( Jakonen et al., 2017, p. 241).
Interactions generate opportunities for networking, socialisation, peer-support or mentoring
(Brown, 2017), as well as the exchange of knowledge (Capdevila, 2018; Garrett et al., 2017;
Gerdenitsch et al., 2016; Pohler, 2012). These findings support the premise of co-working
spaces as a means to promote a sense of inclusion through social support and social
interactions (Gerdenitsch et al., 2016). Important values in such spaces are collaboration,
openness, community, sustainability (Capdevila, 2018) and mutual trust (Foertsch, 2011).
All of these attributes mean that co-working spaces are a suitable work space for mobile
workers who may lack a sense of community and belonging, feel isolated or socially adrift
when working alone (Garrett et al., 2017; Leclercq-Vandelannoitte and Isaac, 2016). Indeed, the
importance of social motives for mobile workers, such as the need to interact with others and
to collaborate, is one of the reasons for the popularity of co-working spaces (Al-Hadi and
Al-Aufi, 2019; Liegl, 2014; Spinuzzi, 2012). The discussion around concepts such as workgroup
inclusion, perceived organisational inclusion and inclusion practices (e.g. Shore et al., 2018)

Co-working
spaces

177

JWAM
11,2

178

demonstrates that many organisations now seek to build communities and a culture that is
inclusive, rather than focussing on smaller employee groups. Co-working provides the contact
and the potential for inclusion via the acceptance and proactive support provided by the
co-working community. This is where events, community managers (also known as
coordinators or hosts) can play a critical role (Capdevila, 2019; Orel, 2019; Orel and Alonso
Almeida, 2019; Roth et al., 2019; Walden, 2019). This also fits with Jansen et al.’s (2014, p. 370)
argument that “in the process of inclusion, it is the group rather than the individual that has
primary agency” This is also in line with Shore et al.’s (2011) argument that belongingness is
characterised by acceptance by others and interpersonal relationships. An individual cannot
strive for inclusion on its own as social identification with the group does not lead to inclusion.
Only the group can provide a sense of belonging by actively welcoming the new individual
into the group. By supporting mobile workers’ membership of such co-working spaces,
employers may therefore enable these workers to maintain a sense of community, have access
to on-site support in these spaces and increase their perceived inclusion within the local
workspace, ideally in combination with efforts to make the mobile worker feel connected to
their employer. Such membership schemes and support may then also increase both the
commitment and performance of mobile workers, even if they are generally working in their
own respective, off-site workspaces.
Pro and cons of co-working for employers and employees
The above sections suggest co-working spaces, when utilised strategically, may provide
an alternative space for mobile knowledge workers who are on temporary assignments
to experience a sense of community and social support (Brown, 2017; Foertsch, 2011;
Spinuzzi, 2012). As noted, friendly relationships at work can provide functional and
psychological benefits like increased communication, trust and social support (Morrison
and Macky, 2017) – setting the stage for employee inclusion. These benefits may also
facilitate the socialisation and integration of new arrivals (Malik and Manroop, 2017), and
ensure that they have access to support and opportunities for knowledge exchange.
Further research with co-workers also demonstrates that social interactions appeared to
have a positive influence on the productivity of co-workers (Bueno et al., 2018). Location
switching may also enable mobile workers to avoid noise levels and interruptions (Haynes
et al., 2019). The use of shared facilities may offer members more flexibility in terms of
who uses the spaces when compared to traditional offices. Leclercq-Vandelannoitte and
Isaac (2016) also argue that employers wishing to attract a diverse workforce need to
provide their employees with a range of workspaces to meet the different expectations of
their employees. Co-working facilities may therefore be a useful additional option that
employers can opt for in order to meet the needs of their employees.
Nevertheless, it is essential to be aware of some potential challenges, as this paper’s
premise relies on certain facilitating conditions (see case studies in Jakonen et al., 2017;
Marchegiani and Arcese, 2018). Some co-working spaces offer learning opportunities
(Marchegiani and Arcese, 2018; Nenonen and Lindahl, 2017; Sans, 2016), but these may not
replace the missed learning opportunities that mobile workers could have had on their
employer’s premises (Raffaele and Connell, 2016; Martinez and Gómez, 2013). Furthermore,
some communities may not provide the amount of social support expected, particularly when
the members change rapidly, and relationships are tenuous rather than enduring. This means
mobile workers in shared facilities may be limited in their time and ability to network and
truly benefit from the potential social connections available to them ( Jakonen et al., 2017).
In addition, it is important to consider the concept of participation, reciprocity and social
proximity in terms of which members use shared spaces and engage with the community that
they are part of (Parrino, 2015). This also includes paying attention to the extent to which
individuals wish to collaborate, share expertise and network with each other (Walden, 2019).

Other challenges relate to preferred ways of working in co-working spaces over
alternative venues such as the home office or “third spaces” (Oldenburg, 1989). Motivations
for choosing specific workspaces may vary. While some may wish to separate home and
work life (Brown, 2017), others may value the professionalism that goes hand in hand with
working in an office-like environment compared to a café. Distractions and the lack of
privacy may be an issue in co-working spaces (Harris, 2017), similar to the work experience
in many traditional offices (Haynes et al., 2019). Many, but by no means all, members seek
the opportunity to meet like-minded people to increase social and peer support (Brown,
2017). This also means the motives of the different membership groups may not always
align and needs attention. The next section describes some practical guidance for employers
wishing to maximise the pros over the potential cons when choosing co-working spaces for
their mobile workers.
Practical implications and recommendations
National organisations such as the Chartered Institute of Personnel and Development (UK)
and many other advocates argue that more need to be done to promote flexible as well as
inclusive work practices (Wall, 2017). Indeed, the adoption of co-working may be one option to
achieve both flexibility and inclusion. Finding new ways to support the needs of the growing
number of mobile workers is particularly important. Co-working spaces present one of several
important avenues to address social needs and the desire for knowledge sharing and inclusion
among mobile workers. In this section, we will outline some of the practical implications and
offer some guidance for employers seeking to support mobile workers and provide them with
work communities within which they feel included. We first specify recommendations for
those employers who want to offer or even implement co-working spaces themselves.
Following this, we focus on guidance for those employers who want to foster the inclusion of
mobile workers without necessarily using co-working as an approach.
Selecting co-working sites
Employers who wish to support mobile workers (but do not wish to rent co-working spaces
for their workers) may need to identify ways to address the needs of mobile workers
compared to their stationary colleagues. A number of strategies may be helpful for
managers tasked with providing support to mobile workers (see also Haynes et al., 2019;
Wohlers and Hertel, 2017). First, employers wishing to support the adoption of co-working
spaces and support their employees’ use of these may wish to familiarise themselves with
the literature on co-working and other shared space approaches. The work by Bueno et al.
(2018) provides a good overview of the co-working history for readers unfamiliar with these
concepts. Following this, they may wish to identify workspaces within reach of mobile
workers. Learning about existing sharing practices of these shared spaces (Brinkoe and
Nielsen, 2017) may help in this process. Capdevila (2019) provides an overview of the
different collaborative spaces that may promote knowledge sharing and collaboration. The
third step would be to reach out to community managers of selected places (Šviráková et al.,
2015), and pre-vet spaces with respect to the resources that their mobile workers will need.
This may even include identifying spaces where co-workers jointly create and take
responsibility for self-organised daily childcare (Orel, 2019). Knowing the job and work
requirements of their workers, employers may then be more readily able to identify those
spaces that are suitable and arrange for memberships in the appropriate locations.
One possibility would be worth keeping in mind. As Capdevila (2019, p. 17) noted,
co-working spaces are essentially “platforms of collective participation that benefit their
local community”. Many co-working spaces are designed with the public in mind
(Malik et al., 2016), featuring not just workspace but also meeting rooms, social places and
community kitchens (Nenonen and Lindahl, 2017). Employers wishing to support
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co-working opportunities for their employees may find it useful to research membership
opportunities in local co-working spaces. Indeed, many universities and libraries have
spaces that allow for co-working, even though these spaces may be not be called
“co-working spaces” but learning hubs or similar (Brinkoe and Nielsen, 2017; Capdevila,
2019). This means that is it likely that employers will find local champions at public
institutions. These contact points may enable employers to get a sense of which provisions
are adopted, available and which shared spaces may be compatible with the needs of their
mobile workers. They are also very likely to understand the need of employees in
co-working spaces to interact, socialise and also collaborate with others – all elements
that are critical for the design process of such spaces (Appel-Meulenbroek et al., 2019;
Weijs-Perrée et al., 2017). This approach recognises that “even though the movement of
co-working is a global one, the dynamics of co-working spaces remain very local and very
contextual” (Nenonen and Lindahl, 2017, p. 309).
Creating a co-working space
In the beginning, co-working facilities were used by freelancers, start-ups and knowledge
workers in the creative industries (Moriset, 2013). Nowadays, 36 per cent of the members are
corporate employees, compared to 41 per cent of freelancers. Moreover, the trend of
co-working has started to spread into other disciplines and sectors (Cerdeira, 2017). For
instance, IT jobs (22 per cent), marketing, sales and public relations (14 per cent) are now
represented in such spaces. As a result, a number of different types of co-working spaces
have emerged, including co-working spaces that are specifically supported and funded by
companies (Nagy and Lindsay, 2018; Nagy, 2019).
Which co-working model works best may depend on the number of mobile workers that
need to be supported and the interests of the employer. Bouncken et al. (2018) distinguish
between four types: “independent co-working spaces”, “consultancy”, “open corporate” and
“corporate”. Each of these types indicates the degree of company involvement and the
extent to which the spaces are a social as well as expert space. The original and most
well-known type includes “independent co-working spaces” that truly embrace the aspect of
“togetherness”. These spaces are characterised as a social space where members have both
a workspace and a community. These spaces are not necessarily sponsored by specific
companies for their employees, but are open to anybody, anywhere. Smaller employers
may wish to create such spaces in collaboration with many small businesses to share costs.
Start-up hubs may be a suitable location for such spaces as there will be more freelancers
and entrepreneurs in the area that may get on board (van de Kar et al., 2017).
As independent spaces are meant to be open to all, employers do not have necessarily the
ability to influence how the membership number and diversity will develop over time.
As a result, this type of co-working space may be particularly of interest to those employers
open to experience and experimentation, who have smaller number of mobile workers in
their employment, and wish to collaborate with other businesses.
The social component is also prominent in the second type, so-called “consultancy
spaces” (Bouncken Laudien et al., 2018). These are largely sponsored by companies who
wish to provide their employees with opportunities to build professional relationships and
networks through affiliation with such spaces and communities. Here, members are
encouraged to create ties and relationships within a social environment. Brown (2017) also
notes the importance of co-worker complementarity and compatibility among co-workers,
aspects that may play a particular role in this type of environment. Indeed, particularly in
the “consultancy” and “independent” spaces, members’ social behaviour may influence the
experience and type of interactions between all community members. That is, both
managerial and members’ own practices are socially constructed (Wall, 2016). According to
Garrett et al. (2017), each member has the option to engage with, endorse or merely

encounter (be a passive member of ) the community. Medium-sized to larger employers may
find “consultancy spaces” a better option than “independent” spaces when they employ
larger number of mobile workers that will be using the same co-working spaces.
Co-working has become more prevalent, to the point where companies are starting to open
their own “corporate” spaces (see also introduction to this paper and work by Harris, 2017;
Leclercq-Vandelannoitte and Isaac, 2016). Their membership fees often vary and may be paid
by the individuals or their employers (Garrett et al., 2017). While some of these co-working
spaces may be closed, most of these are “open corporate” spaces whose members may not
necessarily be affiliated with the main sponsor company. In this case, companies encouraged
members outside their workforce to join and extend creativity and thinking. Within the
“corporate” type, the focus lies on creativity and entrepreneurship, areas that may be specific
to the respective company or companies sponsoring this space. This may be an option for
larger employers. There are examples of competing companies signing up for “open
corporate” co-working spaces in the spirit of coopetition, that is, collaborative but also
competitive open innovation (Roth et al., 2019). Whether or not this will make these co-working
space more or less attractive to mobile workers will have to be decided on a case-by-case basis
(see also Nagy, 2019).
If the employer takes the step to create their own co-working space, they will thus have to
decide which kind of co-working space they want to create (see also the work by Nagy and
Lindsay 2018). In addition to hiring community managers (Nagy and Lindsay, 2018), existing
co-working operators (Hillman, 2019) suggest that including belonging in the code of conduct
of a co-working space is important to ensure inclusion at the workplace. Corporate co-working
spaces do not work unless an actual co-working culture catering to inclusion, openness,
exchange and support are developed Providing flexible infrastructure that caters to a variety
of needs (e.g. ability to change layout, private vs social spaces) are another important
consideration (Sans, 2016). The infrastructure must create opportunities for cooperation,
collaboration, and networking (Di Risio, 2018). A close collaboration between researchers and
organisers of co-working spaces may offer opportunities for learning. The mere presence of
researchers can, through their interactions with all parties, trigger reflection on goals and
values (Wall et al., 2017). These elements can help employers to understand what is needed for
a co-working space to be adopted by mobile workers, which values they want co-workers to
adopt and how they want their workers to use the space.
Supporting mobile workers generally
Even if co-working is not the approach selected, several options exist to enable employers to
support their mobile workers and ensure they feel included. This includes the formulation
and implementation of shared goals and institutional support to foster inclusion of all
workers (Kokkonen et al., 2015). Furthermore, some insights based on the co-working
findings to date may generate useful starting points for employers.
First, in many co-working settings, community managers provide activities and tools
that facilitate informal relationship creation (Merkel, 2015; Spinuzzi, 2012). In this process,
they actively construct the social experience of those within this work environment and thus
activate expectations of the workers who are using these workplaces (Wall, 2016). These
serve to reduce isolation and stimulate an environment of social proximity (Parrino, 2015).
This role could be taken on by engagement managers within companies. Involving these
professionals may enable managers to identify ideas and approaches that would create a
sense of social cohesion and belonging for mobile workers using online events, exchange
platforms and facilitate regular interactions among colleagues that include the mobile
workers. Managers will have to play a critical role in this process to get their employees to
participate and collaborate in this process (see also Capdevila, 2019). In addition, it is
important that supervisors of mobile workers monitor the amount of training provided to
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their mobile workers when they spend significant time away from the office (see also
recommendations by Martinez and Gómez, 2013). And, second, the use of social platforms in
the workplace provides an opportunity to introduce members to one another, which may
then also contribute to the creation and building of relationships (Ferro, 2016). This may
further foster the inclusion of mobile workers even if they are not part of regular workplace
interactions or work in a co-working space. Additional resources are available for managers
responsible for workplace design and service delivery who seek further information on
trends in design and mobility (Orel and Alonso Almeida, 2019; Petrulaitiene et al., 2018).
Future research
Co-working is a relatively new workspace concept. Many articles tend to paint a positive
picture; the limits and barriers are worth exploring in more detail in order to gain a more
critical but realistic sense of when such approaches are an option. While a few noteworthy
resources exist for practitioners interested in co-working (worthwhile readings are Bouncken
and Reuschl, 2018; Gandini, 2015; Marchegiani and Arcese, 2018; Spinuzzi, 2012), many
questions still remain. For example, despite the rapid increase in the number of co-working
spaces, there are not enough research papers on co-working available at present to allow for
country-specific, sector or employer comparisons. Those that exist often concentrate on city,
municipal or community developments (Brinkoe and Nielsen, 2017), rather than comparative
analyses. More comparative work would be helpful to understand under which circumstances
(design, location, membership and community management) co-working spaces are likely to
succeed and how these spaces attract individual or corporate members.
Several specific questions furthermore arise in terms of these selection, socialisation and
attrition questions. For example, one question concerns the extent to which co-workers share
similar or the same goals when joining a co-working space (e.g. seeking avenues for
collaboration, ideas for creativity and innovation), possibly as a function of the type of
co-working space (e.g. such as “consultancy” vs “independent” spaces). Another question
pertains to how important equal status and mutual understanding of joint priorities and
workplace etiquette are for co-workers when they select a space. Relatedly, it would be
interesting to examine if co-working spaces also exhibit hierarchical membership relationships
similar to traditional workplace and how expectations about workplace etiquette are
communicated (Walden, 2019). And, lastly, longitudinal (such as qualitative and ethnographic)
studies may help chart the development of co-working communities (Brown, 2017), the role of
national contexts (Bouncken Laudien et al., 2018), and technological drivers as well as social
practices (Al-Hadi and Al-Aufi, 2019; Leclercq-Vandelannoitte and Isaac, 2016; Merkel, 2015).
Such work would also expand our current understanding of the factors that drive the adoption
of co-working spaces by mobile workers and employers.
Moreover, while several articles and press reports cover the social aspects (e.g. Merkel,
2015; Parrino, 2015), none really address the premise of co-working as a means to achieve
social inclusion as a key theme in a similar vein to the current article. For interested
researchers, a few questions to address are therefore the following. What is the evidence
that co-workers want and share similar social needs? There are likely to be differences in
perceptions and goals between those members that will actively support the community
through events and activities in order to create a sense of togetherness, compared to more
passive members that may utilise the benefits of such facilities without actively contributing
to them. Does the type of co-working space influence belonging and thus inclusion
perceptions? Further, do the consequences of exclusion of individuals by the group in a
co-working space have the same negative effects on the individuals as exclusion in a
traditional workgroup? This highlights the need for more work in the area of how members
of groups negotiate their needs and which aspects of shared spaces support positive social
interaction (Brown, 2017; Gerdenitsch et al., 2016).

Further exploration of the variables, which facilitate social interaction in these
workspaces, such as personal preferences or spatial needs, may enable organisations to
learn about how such features could be brought back and potentially implemented within
the main organisation that employs knowledge workers (Gerdenitsch et al., 2016).
Particularly, given the possible cultural diversity between members in more international
shared spaces in many major cities (see also Kojo and Nenonen, 2016), it would be helpful to
learn more about the cultural factors which come into play when mobile workers choose
their own spaces and how their work translates into effective performance (Nenonen and
Lindahl, 2017).
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Abstract
Purpose – The purpose of this paper is to explore two identified knowledge gaps: first, the identification and
analysis of online searching trends for Financial Technology (FinTech)-related jobs and education
information in UK, and second to assess the current strength of the FinTech-related job distribution in terms
of job titles and locations in UK, job market in UK and what is required to help it to grow.
Design/methodology/approach – Two sets of data were used in this study in order to fill the two
identified knowledge gaps. First, six years’ worth of data, for the period from September 2012 to August 2018
was collected from Google Trends. This was in the form of search term keyword text. The hypothesis was
designed correspondingly, and the results were reviewed and evaluated using a relevant statistical tool.
Second, relevant data were extracted from the “Indeed” website (www.indeed.co.uk) by means of a simple
VBA programme written in Excel. In total, the textual data for 500 job advertisements, including the keyword
“FinTech”, were downloaded from that website.
Findings – The authors found that there was a continuously increasing trend in the use of the keyword
“fintech” under the category “Jobs and Education” in online searching from September 2012 to August 2018. The
authors demonstrated that this trend was statistically significant. In contrast, the trends for searches using both
“finance” and “accounting” were slightly decreased over the same period. Furthermore, the authors identified the
geographic distribution of the fintech-related jobs in the UK. In regard to job titles, the authors discovered that
“manager” was the most frequently searched term, followed by “developer” and “engineer”.
Research limitations/implications – Educators could use this research as a reference in the development
of the portfolio of their courses. In addition, the findings from this study could also enable potential
participators to reflect on their career development. It is worth noting that the motivations for carrying out an
internet search are complex, and each of these needs to be understood. There are many factors that would
affect how an information seeker would behave with the obtained information. More work is still needed in
order to encourage more people to enter to the FinTech sector.
Originality/value – In the planning stage prior to launching a new course educators often need to justify the
market need: this analysis could provide a supporting rationale and enable a new course to launch more
quickly. Consequently, the pipeline of talent supply to the sector would also be benefitted. The authors believe
this is the first time that a study like this had been conducted to explore specifically the availability and
opportunities for FinTech education and retraining in UK. The authors anticipate that this study will become
the primary reference for researchers, educators and policy makers engaged in future research or practical
applications on related topics.
Keywords FinTech, Financial Technology, Higher education, Retraining, Business innovation
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1. Introduction
Financial Technology (FinTech) is a cross-disciplinary subject that combines Finance,
Technology Management and Innovation Management. FinTech initiatives often lead to
new business models or even new business (Leong and Sung, 2018).
FinTech is a promising area in the business world. As per Pollari and Ruddenklau (2018),
Global fintech funding rose to $111.8bn (£88.2bn) in 2018, which is an increase of 120
per cent when compared to $50.8bn (£40.08bn) in 2017. According to Gulamhuseinwala et al.
(2017), 222 FinTech companies had received an average investment of £15m or £2.9bn in
aggregate globally in the years up to 2017.
Researchers have also studied the intentions of users when changing their domestic
currency for a digital currency (Glaser et al., 2014), and discussed whether Bitcoin would become
a major currency (Luther and White, 2014). In the real market, the total crypto-currency market
capitalization has increased more than three times since early 2016, reaching nearly $25bn in
March 2017 (Hileman and Rauchs, 2017).
Financial technology companies are developing everywhere, especially in the payments
market (Mckinsey & Company, 2016). According to Zion market research (2018), the global
mobile phone payment technology market is expected to reach a value of approximately
£2,660.87bn by 2024.
The development of Fintech capabilities and related technologies has also facilitated the
emergence of start-ups that offer alternative sources of financial service (Fenwick et al.,
2017). Zhang et al. (2018) found that the total value of the alternative finance market in the
UK grew by 35 per cent to £6.2bn during 2017. Crowdfunding is such a type of alternative
method of generating finance and the total global crowdfunding industry was equivalent to
GBP 27bn in 2015, that is, 2.1 times higher than the figure for 2014 (Massolution, 2015).
UK is one of the leading countries in the World in terms of FinTech development. In
August 2014, Chancellor of the Exchequer, George Osborne, announced the UK
Government’s ambition to make UK the “global capital of FinTech” (Kotecha, 2016).
According to Ben et al. (2018), London is the number one pioneer in regulation, one of the top
three in the ecosystem, and ranked third in market value among the global FinTech hubs. In
addition, as at April 2019, there are more than 1,600 FinTech firms registered as businesses
in the UK, and estimates that this will be more than double by 2030 (Helm et al., 2019).
As a result of the increasing investment in the UK, Innovate Finance (2015) estimated that the
FinTech sector would help to create an additional 100,000 jobs in the UK by 2020. On the other
hand, in conjunction with WPI Economics, Innovate Finance published a research report in April
2018 which suggested the UK FinTech workforce is set to double, in line with the expansion of
the sector to include approximately 3,300 firms by 2030 (Oakley et al., 2018).
The rest of the paper is organised as follows. Building on the selected literature reviewed
in Section 1, we identify the research gaps in the sector and discuss the potential impacts of
the gaps in Section 2. In Section 3, we explain the research design and related background.
The findings of the analyses are reported in Section 4. Section 5 provides discussions and
recommendations for future works.
2. Research gaps in the sector
Although the emergence and development of FinTech and the demand for FinTech talents
and skills have widely been studied nationally and internationally as introduced in Section 1,
there has been little investigation into the interests of information seekers regarding FinTechrelated jobs and education. This topic and related analysis is important for the health of this
growing sector, where the increased demand for skills must be met, as well as for the educators
who want to launch corresponding education and training programmes in the sector. For
example, in the planning stage prior to launching a new course, educators need to demonstrate
the market requirement and to make a business case of the development costs of that course.

Without such analysis as a support, the launch of new courses would be delayed and
consequently, the pipeline of talent supply to the sector would be affected.
In addition, only very few studies have been conducted in regard to the job and skillset
needs related to FinTech. Although there was a report (Gulamhuseinwala et al., 2017)
indicating that attracting suitable and qualified talent is one of the top three challenges for
the industry, with access to coding and software skills being of particular concern, the
findings were limited to feedback obtained from UK FinTech firms only. In other words, the
findings did not include opinion obtained from non-FinTech firms. Given that FinTech is an
aspect that applies to every business (Leong and Sung, 2018), we considered that a broader
study was needed to fill the knowledge gap. In fact, the understanding of the job market
could help educators to equip future talents more appropriately to fulfil the range of needs
within the broader sector.
This study aims to fill the two knowledge gaps identified above, they are:
(1) Online searching trends for FinTech-related jobs and education information
in UK.
(2) FinTech-related job distribution in terms of job titles and locations in UK.
The research design is discussed in following section.
3. Research design
In this study, we used a public accessible online tool, Google Trends (www.google.com/
trends/) to analyse the online searching trends on FinTech-related jobs and education
information (research gap (1)).
Google Trends is a free public web service developed by Google. It shows how often
specific search terms have been queried over a specific period of time. A search term
is a keyword that a user enters the Google search engine to satisfy his or her information
needs. The data provided by Google Trends is updated daily and it is possible to query
up to five search terms simultaneously according to the predefined time period and
geographical location.
Google Trends has been considered as a source of big data and the data from Google
Trends has been used by researchers for analysing human behaviour and user interests
across various fields ( Jun et al., 2018). For example, Ginsberg et al. (2009) published their
findings in Nature and reported that they successfully used the data from Google Trends to
predict the spread of influenza epidemics – even earlier than the Centers for Disease Control
and Prevention. Choi and Varian (2012) demonstrated how to use search engine data on
Google to forecast near-term values of economic indicators, such as unemployment claims,
consumer confidence, etc. The works of Vosen and Schmidt (2011) suggested that
incorporating information from Google Trends could offer significant benefits to forecasters
of private consumption. Durmusoglu (2017) demonstrated the uses of Google trends data to
assess public understanding on the environmental risks.
On the other hand, in order to understand FinTech-related job distribution in terms of job
titles and locations in UK (research gap (2)), we used an online data extraction technique
called “web scraping” approach to extract the open data from the job posts on Indeed (www.
indeed.co.uk/). According to the official information from Indeed, this website is one of the
most popular job sites in the world with over 250m unique visitors every month. A simple
VBA programme written in Excel was used for scraping textual data for 500 job
advertisements on indeed, with the keyword “FinTech”.
In fact, using web scraping to collect online open data can help to generate new
knowledge. For example, by combining web scraping and analysing skill, Boeing and
Waddell (2017) reported new Insights into Rental Housing Markets across the USA.
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4. The results of analyses
Two analyses were conducted in this study as follows.
4.1 On analysing online searching trends on FinTech-related jobs and education
information in UK
In this study, 6 years (from September 2012 to August 2018) of search terms (i.e. keywords)
data were collected from Google Trends. More specifically, the search terms were “fintech”,
“finance” and “accounting”. By specifying the category “Jobs and Education” in Google
Trends, we filtered the results to specified category (i.e. Jobs and Education) only and
enhancing the accuracy of analysing results. It is worth mentioning that the data collected
from Google Trend in this research is NOT about job advertisement in the finance related
positions. Instead, the data collected refers to the search behaviour of Google search engine
users, that is, what these users are looking for over a specified period and the location of the
search was conducted. More specifically, in this case, the data refers to how frequent (search
volume) Google users in the UK used specified keywords (i.e. “fintech”, “finance” and
“accounting”) to search jobs and education related information.
Figures 1 to 3 demonstrate the “search volume indexes” of the terms “fintech”, “finance”
and “accounting” from September 2012 to August 2018, respectively. For these figures, the
horizontal axis represents time, and the number at the vertical axis is the “search volume
index”. The index represents search interest relative to the highest point on the chart for the
given region (i.e. UK in this study) and time (i.e. from September 2012 to August 2018 in this
study). A value of 100 is the peak popularity for the term, while a score of 0 means there was
not any search for the term.
As per Figure 1, the trendline in the chart of “fintech” illustrated the left-hand side (more
earlier in terms of timeline) is much lower than the right-hand side (more recent in terms of
timeline), this indicates an increasing trend for the search term “fintech”. In contrast, both
the trendlines in the charts of “finance” and “accounting” (Figures 2 and 3) illustrated the
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Figure 2.
Searching trend of the
term “finance” from
September 2012 to
August 2018

left-hand sides (more earlier in terms of timeline) are slightly higher than the right-hand
sides (more recent in terms of timeline), that means the overall search volume of both terms
“finance” and “accounting” had been dropped slightly during the same period. These
patterns demonstrate that there has been an evolution in the search terms used for fintechrelated jobs and educations in the UK.
Figure 4 shows the “accumulated search volume indexes” of the terms “fintech”, “finance”
and “accounting” during the periods from Sep 2012 to Aug 2014 (in red), from September 2014
to August 2016 (in yellow) and from September 2016 to August 2018 (in green).
In Figure 4, we observed obvious changes of searching patterns for the term “fintech”. The
increasing trend of searching pattern reflects how UK’s Google users’ behave in response to the
impacts of FinTech on financial industry. Previous studies have found strong association
between online searching behaviour and various social topics in the real world, such as flu
prevention (Ginsberg et al. 2009), investor attention and IPO anomalies (Song et al., 2011),
forecasting of cinema visits (Hand and Judge, 2012), etc. Recent years, FinTech is an emerging
topic and is changing the financial ecosystem. For examples, Gomber et al. (2017) had indicated
that financial industry has experienced a continuous evolution due to digitalization. Lee and Shin
(2018) explained that FinTech is a disruptive innovation capable of shaking up traditional
financial markets while Romānova and Kudinska (2016) further explained the rapid rise of
FinTech has changed the business landscape in banking. Moreover, Chuen et al. (2015)
suggested that FinTech will define and shape the future of the financial services industry,
and at the same time, increase participation. According to the findings of Gulamhuseinwala et al.
(2015), 15.5 per cent of digitally active consumers are using FinTech products. Furthermore,
Chen (2016) suggested that FinTech facilities the integration between finance and real-life needs.
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In overall, the changes of financial ecosystem lead to increasing demand of related information
need through internet, consequently, the demand drives an increasing trend of search patterns
for the term “fintech”. In order to evaluate if the change is significant. We, therefore, hypothesize:
H1. The online searching volume of FinTech-related jobs and education information had
changed significantly in UK.
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As mentioned previously in this paper, the Chancellor of the Exchequer, George Osborne,
announced the UK Government’s ambition to make the UK the “global capital of FinTech”
(Kotecha, 2016) in August 2014. Therefore, three periods (i.e. red, yellow and green) were
used to represent 3 different stages related to the announcement: Stage 1 is the period from
Sep 2012 to Aug 2014 (in red), referring to the two-year period “before” the announcement.
Stage 2 is the period from September 2014 to August 2016 (in yellow); it indicates the twoyear period “after” the announcement. A comparison between Stage 1 and Stage 2 shows the
changes of search volumes on corresponding terms before and after the announcement. In
brief, the search volume of “fintech” had increased from 58 to 532 (817 per cent increase)
from Stage 1 to Stage 2; however, the search volumes of the other two terms, “finance” and
“accounting”, were constant. Moreover, Stage 3, the period from September 2016 to August
2018 (in green), represents the “follow-up” two-year period after Stage 2. It reflects another
increase from 532 to 1,462 (175 per cent increase) of search volume from Stage 2 to Stage 3,
indicating that this growth is continuous instead of one-off.
Recall that in H1, we proposed “the online searching volume of FinTech-related jobs and
education information had changed significantly in UK”. We then suggested the null
hypothesis (i.e. the expectation) as opposite situation, that is:
H0. The online searching volume of FinTech-related jobs and education information had
not increased significantly in UK.
For each comparison, we applied χ2 test as statistical test to determine if there is a
significant difference between observed and expected frequencies. The expected frequency
of the stage at each comparison is evenly distributed between two stages, that is, assuming
there is no change from one stage to another.
According to the χ2 test results, as presented in Tables I and II, we found statistical
significance results of the changes between Stages 1 and 2 ( χ2 ¼ 227.038, p o0.01) and
between Stages 2 and 3 ( χ2 ¼ 229.348, p o0.01) (df ¼ 1). Therefore, the null hypothesis, H0,
for both tests should be rejected. These results support the conclusion that the search volume
of FinTech-related jobs and education information had increased significantly in the UK.
4.2 On analysing FinTech-related job distribution in terms of job titles and locations in UK
The Indeed website contains textual information about job vacancies; see, for example,
Figure 5. For this research, we analysed 500 job titles, and their corresponding locations,
which included the keyword “FinTech”.

Table I.
χ2 test results of the
comparisons on
Google search volume
for the term “fintech”
between September
2012 – August 2014
and September 2014 –
August 2016

Categories

Observed
Oi

From September 2012 to August 2014
58
From September 2014 to August 2016
532
Total
590
Notes: The χ2 statistic is 227.038. The p-value is 0.0000

Expected
Ei

χ2 component
(Oi−Ei)2/Ei

295
295
590

190.40
190.40
380.81

A simple VBA programme was written on Excel in order to extract the relevant data from
Indeed website.
We executed the programme on 11 June 2019, 12.39 p.m. We found that the majority of the
jobs were located in London (63 per cent). Table III summaries the top 10 locations of the jobs
and Figure 6 is a colour gradient heat map that shows the distribution of the jobs in which red
refers to having highest density of jobs, followed by yellow and then green. Table III and
Figure 6 reflect the FinTech-related job opportunities across UK, and therefore this can inform
job seekers as to where there is greater demand for FinTech-related jobs available.
In addition, we also conducted a textual analysis to evaluate which keywords are most
likely to be used in the job titles. After excluding the punctuation marks, and transition
words (e.g. “and”), we identified the 20 most frequent keywords, shown in Table IV. This
information could be used as a reference for various purposes in education and training.

Categories

Observed
Oi

From September 2014 to August 2016
532
From September 2016 to August 2018
1,462
Total
1,994
Notes: The χ2 statistic is 229.348. The p-value is 0.0000

Expected
Ei
997
997
1994
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Table II.
χ2 test results of the
χ component
comparisons on
(Oi−Ei)2/Ei
Google search volume
for the term “fintech”
216.88
between September
216.88
2014 – August 2016
433.75
and September 2016 –
August 2018
2

Figure 5.
Indeed website
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For example, taking note of the fact that “manager”, “developer” and “engineer” are the top
three most frequent keywords, an educator might include a greater content of management
or coding skills in the curriculum of related courses, in order to meet the market needs.
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5. Discussion and recommendations for future works
Digital transformation is changing many industries all over the world in different ways,
such as health (Agarwal et al., 2010), policing (Wall and Williams, 2007), crime prevention
(Leong and Chan, 2013), marketing (Mulhern, 2009), product life-cycle management
(McMillan et al., 2017), etc. In financial industry, Fintech has disrupted and is disrupting
the whole industry. Particularly, it has significant impacts on the related job market.

Table III.
Fintech Job
distribution
by location

Figure 6.
FinTech job
distribution in the UK

Rank

Location

1
2
3
4
5
6
7
8
9
10

London
Reading
Cardiff
Farringdon
Belfast
Edinburgh
Liverpool
Manchester
Fareham
Slough

Source: Google Maps

Counts

% (out of 500)

315
13
10
10
9
9
9
9
5
5

63
3
2
2
2
2
2
2
1
1

Rank

Keywords

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20

Manager
DEVELOPER
Engineer
Fintech
Senior
Business
Analyst
Data
Software
Java
Lead
Sales
Product
Development
Executive
Support
Marketing
DevOps
Customer
Financial

Count
84
79
78
71
70
41
40
29
27
27
26
24
24
24
23
20
20
20
18
17

For example, Vikram Pandit (former Citigroup Chief ) predicted that 30 per cent of banking
jobs could be wiped out by Artificial Intelligence (AI) in five years (Chanjaroen, 2017), while
Mizuho Financial Group in Japan says it will use AI to replace 19,000 people by 2027 – about a
third of its workforce (Gopalan, 2019). On the other hand, as per Helm et al., (2019), there were
76,500 people working in FinTech UK-wide, but the number is set to grow to 105,500 by 2030.
Therefore, there are emerging requirements for developing the education and retraining
sector for existing and potential finance participators.
In this paper, we have evaluated 6 years (from September 2012 to August 2018) of search
terms (i.e. keywords) data from Google Trends and identified continuous increasing
searching trends of the keyword “fintech” under the category “Jobs and Education”. Over
the same period, both the searching trends of “finance” and “accounting” were slightly
decreased. Moreover, we found that the increasing searching patterns of the keyword
“fintech” were statistically significant. These findings could serve as a reference for
educators when they consider the portfolio of their courses.
In addition, the findings of the geographic distribution of the fintech-related jobs could be
used by related educators when they plan job placement arrangements in their courses.
Moreover, by analysing the job titles of 500 job FinTech posts on indeed website, we
demonstrated that “manager” was the most frequently used term among job titles,
followed by “developer” and “engineer”. These findings not only provide some insights to
educators on designing curriculum, but also enable potential participators to reflect their
career development.
It is worth noting that gaining the understanding of the motivation of internet searching
is subjected to complexity. Moreover, there are many factors would affect how an
information seeker would behave with the obtained information. More works are still
needed in order to encourage more people to enter to the FinTech sector. Replication studies
with larger samples and in different cultural settings could provide more relevant insights.
In summary, we believe this is the first time that a study like this had been conducted to
specifically review online searching trends for FinTech related jobs and education
information in UK and FinTech related job distribution in terms of job titles and locations.
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Table IV.
Most frequent
keywords among
FinTech job titles
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Hopefully, the work reported in this paper will be used as a primary reference for
researchers, education management and policy makers for future research or practical
applications on related topic.
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