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What is the Problem that Coaches need to solve? 

“Coaching is corrective”

“Coaching is a luxury intervention”

“Organisations & Sponsors are still unsure of what Coaching is, or can be”

“Anyone can be a Coach simply by changing their LinkedIn banner”

“Little academic or professional practitioner consensus on how Coaching should 
be evaluated”

“Coaching is often introduced with no clear objectives or outcomes”

“Evaluation of Coaching has lagged behind its increase in popularity”

“Historical models of evaluation fail to recognise the complex nature of multiple 
stakeholders” 



How did I address the Problems that we face as Coaches?

1. I conducted my MSc Master’s Degree Research Project “Exploring the views 
about the evaluation of Leadership Development Coaching”

2. Exploratory, Emergent, and Subjective approach – enquiring how participants 
made sense of the Problems

3. Qualitative analysis, semi-structured interviews, purposive sample of 
participants

4. Extensive Literature Review examining academic and professional 
practitioner models of Coaching evaluation

5. Thematic analysis approach to examining results



What did Stakeholders conclude 
as to the desired outcomes of 

Coaching ?





Theme 1 : INDIVIDUAL

1. Individual behaviours, leadership and performance are a focus for the 

evaluation of Coaching – with results demonstrated quickly;

a. Code: Can address identifiable individual needs;

b. Code: Better behaviours can permeate through organisation;

c. Code: Better self-awareness & vulnerability needed;

d. Code: Individuals can be a leader at every level;

e. Code: Promotion of teamworking for individuals;

f. Code: Individuals as authentic leaders in a VCSE entity.

“Coaching is about individuals understanding themselves and their 
psychological make up.”



Theme 2 : ORGANISATION

1. A wide range of measurable Organisation KPI metrics are considered to be able to 

be impacted by Coaching;

a. Code: Obliquity – Coaching can address the levers that drive organisational 

performance;

b. Code: Delivery of organisation objectives can be improved via Coaching;

c. Code: Coaching provability difficult to isolate and impact subjective;

d. Code: Timescales could be longer to demonstrate impact.

“You are looking for linkage between Coaching and organisational performance.”



Theme 3 : CUSTOMER SERVICE

1. Evaluation of improvement to Customer Service is a desirable evidence-based outcome 

of the introduction of Coaching;

a. Code: Customers should benefit from acceleration of links with the customer due 

to Coaching impact – timescales could be mid-term;

b. Code: Coaching in a VCSE can improve visibility of why evaluation is necessary –

impact on society and community, and customers;

c. Code: Coaching can be a bridge between commercial and social metrics that impact 

the customer;

d. Code: Customer is the ultimate stakeholder and hence should receive benefits from 

Coaching;

“For me, Coaching has to impact customer satisfaction.” 



Theme 4 : DISTRIBUTED LEADERSHIP
1. Coaching can be evaluated with reference to the concept of Distributed Leadership in an 

organisation;

a. Code: Coaching can promote organisational alignment, empowerment and enablement of 

tools, skills and resources;

b. Code: Coaching can address core required behaviours to be a leader, at any level – short-

term timescales;

c. Code: A well-designed Coaching programme should have at its heart founding principles of 

equality, diversity, inclusion, wellbeing and the principles of SDG 8 – Decent Work & 

Economic Growth;

d. Code: Cultural improvement throughout an organisation as a result of Coaching – short-

term timescales.

“It needs to be a programme across leadership as opposed to just individuals……driving the right 
culture…..and ultimately performance metrics.”



Theme 5 : COACHING FOUNDATION FACTOR

1. The application, and subsequent evaluation of LDC, relies on an organisational culture of a Coaching 

Foundation Factor eg. A coaching environment, a clear coaching process, coaching skills and an acceptance of 

change:

a. Code: LDC can be immediately targeted at the values, objectives, vision and mission of a VCSE 

organisation;

b. Code: By adopting a coaching culture, LDC can promote new ways of thinking to deal with change;

c. Code: LDC can lead to better interaction, enhanced engagement, happier staff and hence improved service 

to stakeholders;

d. Code: An organisational structure that recognises vulnerability and a welcoming of change is seen as a 

coaching culture, and can support LDC intervention;

e. Code: Internal or external coaching supports cultural change.

“We need influencers and enablers, and Coaching delivers on that.”



Theme 6 : SOCIETAL DEFICITS

1. The Stakeholders of a VCSE entity view Coaching as a method of contributing to the 

elimination of, or providing benefits to, pervasive Societal Deficits;

a. Code: Coaching filters through to delivering the VCSE social purpose;

b. Code: Evaluation of the impact of Coaching may not actually be measurable in the 

entity itself – and could be longer-term;

c. Code: Historic state interventions aimed at addressing societal deficits increasingly 

now distributed to VCSE organisations, hence Coaching can be a facilitator to 

action change and deal with complexities;

d. Code: Coaching can be an intervention aimed at improving external stakeholder 

relationships in a VCSE sector.

“We exist to improve social inequality.”



CORE CONCEPTS

“Complexity is introduced by the 
CONTEXT & PERSPECTIVE                          

of the Coaching.”



CORE CONCEPTS

“Coaching must always link back to the 
Strategic Organisational Objectives.”



CORE CONCEPTS

“Organisations ARE dysfunctional!”

Individual versus Team
Team of Teams

Individual versus System



CORE CONCEPTS

“Every single Coaching engagement is 
unique – and every engagement 
structure needs to be bespoke.”



A reminder – some of the legacy challenges we face as a Coach 

• “Coaching is too fluffy!”

• “Coaching is just too expensive!”

• “My CFO won’t sign off on this kind of ‘nice-to-have’!”

• “I have just employed XXX on a huge salary – and now you want me to 
engage a Coach as well to tell them how to do the job I am paying them for!” 
(The “Perception of Perfection”)

• “Isn’t it better that we just send the team away for a couple of days to an 
outdoor centre, and do karaoke in the evenings?”



My solution to evaluating Coaching Programmes

“Coaching With Purpose”

1. Identify ALL the Stakeholders, and Sponsors, the subject of the Coaching 
intervention – Individual(s), Team(s), Board, Organisation, External 
Stakeholders.

2. Engage with ALL Stakeholders to determine how each judge success of the 
Coaching intervention.

3. Recognise that the Coaching will still be influenced by other factors.

4. Specifically align the proposed Coaching outcomes to the Objectives of the 
Organisation and the Individual. Identify conflicts.

5. Prepare a completely bespoke, and detailed, Coaching scoping framework to 
be agreed by all Sponsors at the onset of the Coaching intervention.



COACHING EVALUATION MEASURES BY RESEARCH THEME 

THEME 1 : INDIVIDUAL

a) Outperformance (‘Exceeds 
Expectations’) versus Core 
Objectives

b) Evidenced exhibitor of 
Organisation Values & Culture 
(360° feedback, Surveys)

c) Evidenced identification as role 
model for Organisation

d) Evidenced investor in Team 
Building – internal Coach/Mentor

THEME 2 : ORGANISATION

a) Net Promotor Score improvement
b) Increase in Internal Promotion 

Appointments 
c) Reduction in Absences/Sick Leave
d) Improvement in Benchmark 

metrics – Glassdoor, TrustPilot
e) In House Colleague Survey metric 

improvements
f) Colleague retention metrics 

improvement
g) Financial outperformance versus 

Benchmarks



COACHING EVALUATION MEASURES BY RESEARCH THEME 

THEME 3 : CUSTOMER SERVICE

a) Evidenced improvement in 
Customer Survey metrics

b) Positive trending in public 
Customer Service metrics –
TrustPilot, Google Reviews

c) Increased volume/financial returns 
from existing customers

d) Evidenced achievement of KPI 
Customer objectives

THEME 4 : DISTRIBUTED LEADERSHIP

a) Evidenced increase in skills 
matrices per Individual(s)/Team(s)

b) Evidenced increase in Continuous 
Learning engagement per 
Individual(s)/Team(s)

c) Evidenced increase in 
demonstrations of Organisation, 
Culture & Values

d) Colleague Survey improvement in 
metrics measuring Team 
‘Frustrations’

e) Evidenced support of Leadership –
Google Reviews, Glassdoor



COACHING EVALUATION MEASURES BY RESEARCH THEME 

THEME 5 : COACHING FOUNDATION 
FACTOR

a) Evidenced adoption of ‘Leader as 
Coach’ culture – internal Coaching 
& Mentoring, Reverse Mentoring 
schemes, ‘Buddy’ pairings, Cross-
Function Skills Transfer 
Programmes (“What does your 
role/function actually do and 
how?”

b) Colleague Survey metric 
improvements

c) Increase in Skills and Learning 
programmes being adopted

THEME 6 : SOCIETAL DEFICITS

a) Evidenced adoption and 
understanding of Sustainable 
Development Goals, and which 
ones the Organisation is 
addressing

b) Evidenced widening commitment 
by Organisation, Team(s) and 
Individual(s) to identified 
supportive causes



“Coaching With Purpose” – The “HOW” & The “WHAT

1. Agree identity of sponsoring stakeholder(s) & individuals (“SS”) responsible for Coaching 
intervention

2. Discuss and agree with the SS the priority weightings of the 6 core Evaluation Themes

3. Agree with the SS the improvement metrics per theme to be evaluated

4. Prepare and issue an agreed formative Coaching evaluation engagement contract, including 
proximal and distal outcomes with timescales

5. Identify the timescales for the “Regular Evaluation Framework” – “What does the “REF”© say?”

6. Agree the production at each “REF” date of the Progress Against Strategic Success (“PASS”©) 
wheels (RAG-rated) for each core Evaluation Theme



Questions?
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