
Realizing the Value 
of a High-Impact
Coaching Culture
How a holistic approach to coaching delivers 
better employee engagement and retention
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Organizations today face critical skills shortages, requiring improved productivity among their 
existing workforce to fill the gaps. Many organizations also need to increase employee retention. 
One of the ways organizations build those skills and address organizational needs is through 
coaching programs. Some organizations go even further and look to build a culture of coaching 
within their organization, which feeds their leadership pipeline and improves productivity. A strong 
Coaching Culture strengthens communication skills, making employees better equipped to give 
and receive constructive criticism and feedback. 

However, this caps coaching’s true abilities: to transform the entire organization into a place where 
new ideas are heard, beliefs are challenged, and employees are tested beyond their current 
capacity into something new entirely. What do successful Coaching Cultures look like? What are 
the business goals related to having a robust Coaching Culture? What practices produce more 
impact for an organization? 

To answer these questions and more, the Human Capital Media Research and Advisory Group—
the research arm of Chief Learning Officer magazine—partnered with InsideOut Development for 
the Creating a High-Impact Coaching Culture survey. We asked survey respondents for their 
thoughts about the state of coaching at their organizations and are excited to share the findings 
in this whitepaper.

Creating a High-Impact Coaching Culture Survey

1. Generally, organizations consider 
their Coaching Culture to be a work
in progress

2. Coaching is becoming expected 
among employees

3. Few organizations have metrics 
in place that allow for real 
measurement of the impact 
coaching has on employees

4. There’s a maturity model for 
coaching. Organizations that are 
satisfied with their current efforts 
have greater leadership buy-in, 
experience better retention, and 
realize productivity improvements.

Demographics
Creating a High-Impact Coaching 
Culture received 535 responses. 
Of these, 26.4 percent have formal 
coaching programs, 20.8 percent 
have informal coaching programs, 
22.1 percent have a mix of formal and 
informal programs, and 30.8 percent 
don’t have coaching programs (Figure 1).

Formal 
Coaching
Programs

FIGURE 1: 
Distribution of coaching programs
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For complete detailed information, 
see Appendix. 



Motivations and Challenges 
to Creating a Coaching Culture
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Each year will bring new challenges and 
opportunities to organizations. For nearly 
half of all survey respondents (48.3 percent), 
improving the Coaching Culture at their 
organization will be a high priority. What’s 
driving the need for so many organizations 
to want to improve their coaching? There 
are several main factors driving Coaching 
Culture improvements, which are a 

combination of tactical and strategic 
imperatives. Most organizations (59.5 
percent) cite productivity issues as the 
main reason for improving their Coaching 
Culture. Another reason is because 
employees expect coaching these days—52 
percent cite this as a top driver. Meanwhile, 
slightly more than half (51.9 percent) want 
coaching to improve employee retention. 

What About
Organizations 
Without 
Coaching 
Cultures?

A third of organizations don’t have any 
coaching programs in place. What are 
the challenges for those companies? One 
in four survey respondents report their top 
challenges to having coaching programs 
are a lack of resources to manage those 
programs as well as an unreceptive 
organizational culture. Meanwhile, one 
in five cite a lack of leadership buy-in as 
a top barrier.



The Coaching Maturity 
Model—Culture Leaders 
Defined
On the survey, we asked respondents to 
selfassess their organization’s coaching 
efforts. Based on their answers, we placed 
respondents into two buckets. 

Culture leaders represent survey 
respondents who felt their 
organization’s efforts were either 
intermediate or advanced. Leaders have
an organization-wide strategy that may 
be advanced. Most employees at these 
organizations are targeted with coaching 
programs (see sidebar). 

The second bucket features the ad hoc 
group, representing respondents who felt 
their organization’s coaching efforts were 
either adhoc or undeveloped. At these 
organizations, the Coaching Culture 
depends on specific leaders/managers 
or departments who have made coaching 
a priority. There is no organizationwide 
coaching strategy. 

Factor analysis on the question “How would 
you describe the current Coaching Culture 
of your organization?” allowed us to 
examine survey respondents along a 
Coaching Culture maturity model (Figure 2).

By grouping survey respondents into these 
two buckets, we examined the data  and 
looked for trends in the coaching community.
Do leaders do anything different from the ad 
hoc group? If the ad hoc members want to 
implement coaching at their organizations, 
are there any best practices they could 
glean from the culture leaders?

Coaching Culture
Maturity Model

Undeveloped: 
Coaching is not prioritized, with no 
initiatives targeting employee 
coaching at any level.

Ad Hoc: 
Coaching efforts are inconsistent 
and depend solely on certain 
leaders, managers, or departments
who value it. There is no unified 
organizational strategy 
for coaching.

Intermediate: 
An organization-wide coaching 
strategy exists; however, it does 
not yet comprehensively target 
employees at all levels.

Advanced:
The organization boasts a 
well-established Coaching 
Culture that actively includes 
targeted coaching programs 
for employees across all 
career stages.

Undeveloped AdvancedAd Hoc Intermediate

FIGURE 2: How would you describe the current 
Coaching Culture of your organization?
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48%
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14%



For Coaching to Take 
Root, Senior Leaders 
Must be Involved.
Attitudes surrounding who should be 
coached and how coaching should happen 
must start at the top. Among some survey 
respondents, there is a belief that coaching 
is a remedial practice—something only for 
employees who aren’t performing to 
expectations. While productivity 
improvements can be addressed through 
coaching, the belief that coaching is only 
for remedial workers does nothing to create 
a positive attitude around coaching and 
should be discouraged. 

FIGURE 3: Organizational challenges to improving
Coaching Culture (by coaching satisfaction)
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One way to switch perceptions around 
coaching from negative to positive is 
through the involvement of senior leaders. 
A recent McKinsey survey found that 
modeling behavior for leadership
programs (such as being coaches) was a 
key factor in using system reinforcement 
to bring in change—a main action that 
drives leadership development.1 Coaching 
success thus increases as leadership 
buy-in of coaching increases. Employees
at the line level need to truly see 
behaviors adopted and practiced by 
executive leaders for a Coaching Culture

to truly take root. Leaders should also go 
beyond giving support to coaching and be 
receptive to being coached themselves. 

Among culture leaders—whose culture of 
coaching is the strongest—the majority 
report their leaders are either involved or 
very involved with coaching. Involvement 
may entail guiding the improvement in 
coaching themselves or delegating the 
task directly to the learning function. It 
involves an awareness around the state of 
coaching at their organizations 
unmatched by uninvolved leaders. 

While culture leaders often have either 
involved or very involved leaders, the 
opposite is often true for the ad hoc group. 
Their leaders either don’t consider 
coaching important for their organization 
or have entirely delegated the task to 
others (Figure 3).

Very Involved Very UninvolvedInvolved Uninvolved

Culture Leaders

Ad Hoc

37%

12%

56%

41% 39%

6%
1%

5%

1 Fenser, C. et al. (2017). “What’s     
 missing in leadership development?”  
 McKinsey Quarterly.

We need to continue to 
shape the mindset that 
coaching is a positive 
experience and should 
not be used to handle 
performance or conduct
issues, or to ‘fix’ people.

- Survey respondent (culture leader)



Very Involved:

Leaders directly
guide the 
improvement.improvement.
guide the 
improvement.

Leaders directly
guide the 
improvement.

SENIOR LEADER INVOLVEMENT DEFINED

Involved:

Leaders are supportive 
but have tasked the 
learning function with 
this responsibility.

Uninvolved: 

Leaders are observant 
but rely on others to 
improve the culture 
of coaching.

Very Uninvolved:

Leaders don’t 
consider it a priority 
to improve the 
culture of coaching.
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Entirely 
Voluntary

Voluntary but
Incentivized

Somewhat
Mandatory

Mandatory 
for Some 

Mandatory 
for All 

FIGURE 5: Program participation

FIGURE 4: Organizational challenges to improving
Coaching Culture (by coaching satisfaction)
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We need to provide a more 
holistic program that 
introduces coaching as a 
leadership skill (like financial 
acumen) versus a program.

- Survey respondent (ad hoc)

Leadership buy-in can be one of the 
greatest barriers to transforming a 
culture into one that’s receptive to 
coaching. While many survey 
respondents cited a lack of leadership 
buy-in as a top organizational challenge 
to improving the Coaching Culture, ad 
hoc organizations were nearly twice as 
likely to cite this as a challenge over 
culture leaders (Figure 4). 

For a Coaching Culture to take root, 
leaders need to coach, be coached, and 
be held accountable for the coaching of 
their direct reports. As leaders formally 
identify and enact coaching as a practice 
among  themselves, the perceived quality 
of their leadership increases. Employees 
are also more likely to participate in 
coaching programs if they see their 
managers participating. 

When structuring a coaching program, 
organizations need to decide whether the 
program should be voluntary, mandatory, or 
a mix. For organizations that currently have 
programs, the most popular participation 
methods are programs that are either 
entirely voluntary or a mix of voluntary and 
mandatory (Figure 5). By making programs 
optional, organizations have a better 
chance of increasing participation.



Communicating 
Efforts to the Team
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How Are Managers 
Held Accountable 
For Coaching?
Holding managers accountable 
for the coaching practices at their 
organization is still a vanguard 
practice: nearly 75% of organizations 
don’t have any such accountability 
mechanisms in place. Vanguard 
practices include placing coaching 
effects of direct reports in a manager’s
annual review (22% adoption), 
tying promotion to the coaching 
effects of direct reports (6% 
adoption) or tying bonuses to the 
coaching effects of direct reports 
(3% adoption).

While coaching can be both formal and 
informal, having a formal program with 
clearly defined requirements and desired 
effects is best for producing a tangible 
set of goals. For culture leaders, almost 
half of them (44.8 percent) have formal 
coaching programs. While both culture
leaders and the ad hoc group are heavily 
involved in direct-manager coaching, 
culture leaders are far more likely to also 
have coaching programs for both new 
managers and executives (Figure 6).

FIGURE 6 : Programs and practices in place 
(by coaching satisfaction)
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Awareness of coaching’s existence as a 
formal program and how employees can 
and should participate is crucial for a 
Coaching Culture to take root among the 
workforce. Without a multichannel approach
to employees that includes both push and 
pull communications, orgs will find it hard to 
strengthen the Coaching Culture among 
their employees. Communication should 
happen on multiple levels, as a single point 
of intervention often isn’t enough to 
generate traction within the program. The 
better employees understand the practice 
of coaching at their organizations, the more 
effectively they can be coached. 

Increasing employee awareness is a 
contributing factor to creating a 
successful Coaching Culture. More 
culture leaders report their employees 
are either
aware or very aware of the availability of 
programs at their organizations. More 
than half of culture leaders say their 
employees are aware of their coaching 
programs, compared to less than one in 
five leaders at ad hoc organizations. 
When investments in employee coaching 
are known among employees, employee 

56.2% of culture leaders say 
employees at their orgs are either 

aware or very aware of the 
availability of coaching programs, 
compared to 18.4% of ad hoc orgs.
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Coaching for employees
leads to business 
improvements.
As organizational culture transforms and 
becomes more receptive to coaching, 
companies that have put in the real effort 
to manage organizational change will 
realize significant effects. Bench strength 
increases as employee coaching efforts 
increase, employee engagement 
increases as employees take ownership 
of their company’s Coaching Culture, and 
turnover decreases as conversations 
around formal coaching processes 
become more consistent. 

Coaching can also be used as a 
recruiting tool, as the positive work culture 
it creates will make the organization more 
attractive to potential employees. The 
numbers are quite clear when comparing 
culture leaders to the ad hoc group. 
Among culture leaders, nearly 3/4 report 
improved employee engagement and 
satisfaction thanks to their efforts at 
improving their organization’s Coaching 
Culture. Two-thirds of culture leaders 
have seen better retention numbers. And 
close to 2/3 have an improved perception 
of leadership and quality of work. 

These numbers are 20 to 30 percentage 
points higher than the ad hoc group 
(Figure 7). These changes are coming
from organizations where multiple avenues 
of coaching are practiced. While coaching 
might be thought of as something that 
typically happens between a manager and 
an employee, this isn’t always the case.

Coaches can be senior leaders, mid-level
managers, people outside of the 
organization, or even peers. More than 
half of all culture leaders incorporate 
peer-to-peer coaching in their coaching 

program. As organizations incorporate 
peer-to-peer coaching into their mix, it 
increases the effectiveness of all their 
coaching programs 

Pg. 8

How Can Orgs
Support Coaches?

Organizational support is crucial to 
creating a highimpact Coaching 
Culture. For coaches to succeed,
they need the right tools, resources, 
and training to be able to coach 
effectively. Among survey 
respondents, the most common 
method of support is training on 
how to coach effectively (72.3% offer 
this). Another popular offering is an 
online toolkit or resource guide 
(41.7% offer this). Providing vendor 
support (26.3%) and giving access 
to an offline toolkit or resource guide 
(22.7%) are also frequently cited 
ways organizations support the 
coaches at their organizations.

FIGURE 7 : Changes experienced from efforts to 
improve organizational Coaching Culture (by 
coaching satisfaction)
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37%
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Assessing the Impact 
of Coaching
How do organizations know the outcomes
of their efforts? Success begins and ends
with metrics and accountability. Without
establishing a set of metrics to assess 
and review, organizations won’t have any 
concrete evidence their Coaching 
Cultures have improved. 

To successfully make the business case 
for a Coaching Culture, organizations 
should have a clear set of goals, defined 
measurable metrics, and accountability 
processes in place. While survey 
respondents report quite a bit of 
uncertainty around the impact of 
Coaching Cultures, culture leaders have 
experienced success with organizational 
outcomes—as we saw in Figure 7. 

One of the reasons they experience 
positive outcomes more than ad hoc 
orgs is because more culture leaders 
have quantifiable metrics in place—
from succession planning to employee 
satisfaction—to assess the impact of 
coaching (Figure 8, Pg 10).

Along with metrics, organizations should 
have accountability measure in place to 
spur the Coaching Culture. As we saw 
previously, senior leaders must be involved 
for Coaching Cultures to take root. Yet, 
most ad hoc organizations don’t have any 
accountability measures in place to ensure 
management follow-through on nurturing 
a Coaching Culture. 

Only 12.8 percent of ad hoc organizations 
have accountability measures in place for 
managers. Compare this to culture leaders,
where four in five (40.5 percent) hold their 
managers accountable in some way.
Accountability can take a variety of forms,
like including coaching results in managers’
performance reviews, or tying promotions 
or bonuses to the coaching results of 
direct reports. By incentivizing coaching, 
organizations can ensure a Coaching 
Culture takes root at all levels.
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What Metrics Do 
Culture Leaders 
Use To Make
The Business Case 
For Coaching?

Among culture leaders, slightly less than 
25 percent (23.9 percent) have used 
employee satisfaction surveys to make 
the business case for coaching, 20.3
percent have used employee retention 
numbers, and 18 percent have used 
customer satisfaction scores.

24%
Have Used Customer 
Satisfaction Scores

18%
Have Used Employee 
Satisfaction Surveys

45%
of Culture Leaders Have 
Formal Coaching Programs

55%
of Culture Leaders Practice 
Peer-to-Peer Coaching
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Conclusion
Coaching isn’t just a buzzword; it’s a 
strategic initiative that holds the key to 
keeping employees engaged, motivated, 
and effective. 

How do we know? The numbers don’t lie. 
Just look back at FIGURE 7 on page 8. 
The majority of organizations committed to 
enhancing their company-wide coaching 
programs see improvements in employee 
engagement, quality of work, retention, 
productivity, and the perception of 
leadership quality.

What’s more, coaching is becoming an 
expected practice by many employees, and 
merely sponsoring an initiative isn’t enough. 
Organizations best thrive when coaching 
happens throughout the company, with 
senior leaders modeling the behavior they 
want to see in their employees.

By modeling good coaching behaviors, 
expanding coaching programs to 
everyone in the enterprise, and 
communicating the availability of such 
initiatives, organizations will move the 
needle forward in achieving their business 
objectives.

Are you ready to transform your 
company’s culture and drive exceptional 
results? Don’t wait any longer. Discover 
the impact of effective coaching today.

Visit our website or call us at 
(888) 262-2448 to find out how we can 
help you unlock your organization’s full 
potential and achieve your goals. You can 
be on your way to a more engaged, 
productive, and successful workforce 
starting now.

FIGURE 8: We track this metric (by coaching satisfaction)
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Ready to Explore Your  Learning Journey?
Get in touch with our team of professionals to explore if InsideOut is right for you. 

Contact Our Team

https://insideoutdev.com/
https://insideoutdev.com/lets-talk
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Human Capital Media
The Human Capital Media (HCM) 
Research and Advisory Group is the 
research division of Human Capital Media, 
publisher of Chief Learning Officer, Talent 
Economy, and Workforce magazines. The 
Research and Advisory Group specializes 
in partnered custom content solutions— 
customizable and proprietary deliverables 
that integrate seamlessly with existing 
marketing programs. Our proprietary
Talent Tracker data service gives 
practitioners point-of-need data 
analytics access to inform strategic HR 
decisions. By leveraging access to
senior-level decision-makers and 
identifying industry trends, the HCM 
Research and Advisory Group can deliver 
keen insight into all areas of L&D, talent, 
and HR. For inquiries, contact Sarah 
Kimmel, vice president: 

skimmel@humancapitalmedia.com

InsideOut Development
InsideOut Development is an 
award-winning training and development 
company with more than 35 years of 
experience driving results through 
coaching. It’s all about breakthroughs.
The InsideOut Approach has helped 
individuals, teams, and organizations 
across the globe achieve higher levels of 
performance and success.

To learn more, visit insideoutdev.com or 
contact us at (888) 262-2448.

Chief Learning Officer
Chief Learning Officer is the foremost 
resource in the rapidly growing industry of 
workforce learning and development. The 
flagship magazine and related network of 
publications, electronic media, and 
international events have made Chief 
Learning Officer the pre-eminent source 
of thought leadership for senior-level
executives. The magazine provides them 
with constant access to reliable, relevant 
information, as well as forums for connecting 
with other global learning leaders.

Learn more at www.clomedia.com.

About

https://insideoutdev.com/
mailto:skimmel@humancapitalmedia.com
https://www.chieflearningofficer.com/
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Industry
Professional and business services: 
13.8 percent

Other: 13.8 percent

Health care: 12.1 percent

Education: 11.4 percent

Financial/insurance/real estate: 10.9 percent

Manufacturing: 9.5 percent

Technology: 8.3 percent

Nonprofit: 6.4 percent

Government/military/public 
administration: 5.7 percent

Not shown for being less than 5 percent of
survey respondents: 
Trade/transportation/utilities, information 
(publishing/communication/advertising), 
agriculture, natural resources and mining, 
construction, and leisure and hospitality.

*Numbers may not total 100 percent due to rounding

**This survey was conducted in November 2018.

Survey name
Creating a High-Impact 
Coaching Culture

Number of respondents
535

Number of employees
Less than 500: 36.4 percent

500-999: 9.7 percent

1,000-2499: 12.3 percent

2,500-4,999: 10.2 percent

5,000-9,999: 8 percent

More than 10,000: 23.4 percent

Geographic distribution
Mostly located in one country with one 
location: 27.8 percent

Mostly located in one country with 
multiple locations: 36.3 percent

Mostly located in one country with some 
global distribution: 15.3 percent

Highly distributed with multiple locations 
across the globe: 20.5 percent

Appendix
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